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i) Background

Change management lies at the heart of
organizational reform. It is the means through
which organizations prepare, equip and support
personnel to successfully adopt a change in order
to drive organizational success and deliver
positive outcomes. The empirical evidence from
the public and private sector illustrates that
organizational reforms more often than not fail to
achieve their intended goals. This is primarily tied
to weaknesses in leadership, management,
communication and engagement with those
who have to implement the actions and change
the way they work as a consequence.

This review was undertaken in response to a
recognition that the United Nations system s
undergoing an unprecedented level of reform.
Change management is critical to this effort. To
look more closely at how well UN system
organizations have understood and internalized
the practices of change management, this review
studied 47 organizational reforms from across 26
UN system organizations, covering the period
2010-2018.

@) Purpose and objective

The central purpose of this review is to highlight
the significance of change management as a
strategic priority worthy of consideration by
governing / legislative bodies of UN system
organizations. It is also intended to inform and
guide organizations undertaking or planning to
undertake organizational reforms by providing
an in-depth assessment of change management
practices, pointing to excellence and innovation
and the benchmarks required to implement
them successfully.

k) What the JIU found

- 1. Change management is
Variationsin . .
S understood and applied in
& application different ways across the United

Nations system.

One fifth of all reforms studied showed no
evidence of change management in their design
or implementation. These reforms focused on

what needs to change in terms of structures,

systems and processes, without also addressing
how it should change, and the management of

that change. By contrast, one third of all reforms

showed evidence of incorporating most key
elements of change management in their work. In
effect, those that sought to incorporate change
management comprehensively in their reforms
did so reasonably well.

mg.;nm 2. Change management works
application best if aligned and integrated
works best

with other reform streams.

Reforms that applied change management most
comprehensively sought to complement ‘hard’
interventions  (new  systems, technologies,
structures  and processes) with  change
management practices in an integrated manner.
By contrast, reforms focused on a narrow set of
interventions, in particular those that sought to
restructure, often understood and applied change
management in a very limited way, only focusing
on a few aspects around communication to
mitigate against risks when moving, re-profiling
or downsizing staff. This was found to be less
effective in terms of achieving the desired change
outcomes.

(Access the full report online at https://www.unjiu.org/content/reports)
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3. Building a strong case for
change is vital if a reform is to
succeed.

Establishinga
case for

change

The review found strong evidence that making
the case for change during the pre-planning
phase of a reform is critical, yet this was identified
as one of the weakest aspects of change
management. Half of all reforms did not carry out
any prior diagnostic work to inform the case for
change. It was found that readiness assessments
involving diagnostic work do not need to be large
or expensive and can be tailored to the specific
needs of the organization and reform.

4. Forming a coalition of
people working throughout an
organization to shape and
deliver the intended reform.

While leadership by the executive head is
necessary, this alone is not a sufficient condition
for success. A clear governance structure for
change management-related reforms is
necessary to ensure that relevant stakeholders
can influence the process. Their role and
structure can vary depending on organizational
configurations and the type of reform. Reforms
that use a model of change agents across the
organization are twice as likely to have achieved
a good depth across the key elements of change
management.

Estzblizhi
,-,m',ng'"g 5. Constant, clear and targeted

communication is needed.

Communication strategies or plans for change
management are essential, yet only half of the
reforms reviewed included one. Some of the best
communication strategies and plans were found
in reforms in smaller organizations. The framing
of a reform is important, as it sets the tone and
makes the connection between the organization
and the reform, the leadership and the staff.

6. Earmarking resources for
change management and
incorporating a clear results or
benefits strategy to ensure that
the cost-benefit of a reform can
be demonstrated.

Resourcing

Earmarking resources for change management,
and incorporating and implementing a clear
results or benefits strategy, were also identified as
critical success factors. Only one fifth of the
reforms studied earmarked budgets for change
management. If the results of change
management cannot be attributed to a particular
cost due to a lack of earmarking or financial
tracking, it is difficult to see how the investment
can be justified. And if the benefits of the
investment cannot be proven, it is similarly
difficult to understand why such an investment
should be made in the future.

7. Aligning organizational
culture and individual
behaviours is key to managing
effective change.

Aligning organizational culture and individual
behaviours implies having a culture where staff
are comfortable with constant changes in the
way they work, are adept at multi-tasking and
handling ambiguity, and can make quick
decisions despite complexity and uncertainty.
One quarter of United Nations system
organizations included in this review
implemented at least one reform focused
partially or completely on their organizational

culture. At times, best practices from the
behavioural sciences have been followed.
However, there is room for improvement,

including a
utilization  of
insights.

more strategic and consistent
behavioural approaches and

8. Change management
i capacity embedded in the
change organizational structure can
play a critical role to coordinate
reforms, and build on lessons
over time.

management
capacity

One third of the organizations reviewed had
established some form of unit to coordinate the
change management function. These have
generally been formed in response to a major call
for change in an organization and a recognition
that some form of change management
oversight and coordination would be needed to
ensure success. One of the primary roles of these
units has been coordination and harmonization
of change management, reflecting the increasing
number and complexity of reforms active within
these organizations.

(Access the full report online at https://www.unjiu.org/content/reports)



https://www.unjiu.org/sites/www.unjiu.org/files/jiu_rep_2019_4_english.pdf

9. A mechanism to learn and
share from each other's
experience is important for the
UN system in order to provide
guidance and to establish tools
and benchmarks that are
relevant and useful in the UN
system context.

The United Nations Laboratory for Organizational
Change and Knowledge (UNLOCK) provides
change management lessons, advisory services
and convenes a network and community of
practice of those working in change management
across the United Nations system. As a mechanism
still in relative infancy, it is reliant on strong
capable individuals with the commitment to drive
it forward. The review concludes that it is an
important mechanism to facilitate learning and
sharing from each other’s experience across the
UN system, and should continue to be supported.

Furthermore, individual organizations are carrying
out surveys, focusing on a range of issues
including staff culture, motivation, practices and
performance independently of each other, using
different metrics and methods. These staff-
focused surveys, when used well, can both inform
the readiness for change management, and assess
the actual changes that are taking place through
gathering data over time. A standardized
approach to staff surveys could be useful to
establish norms for the United Nations system,
and for benchmarking.

‘®-) What JIU recommends

Executive Heads of United Nations system
organizations are called on to:

- Embed structured and comprehensive change
management approaches in their ongoing and
future organizational reforms and report thereon
to their governing/legislative bodies.

- Support the development and standardization of
organizational staff surveys across the United
Nations system, through the United Nations
System Chief Executives Board for Coordination.

- Ensure that resources allocated to change
management are clearly earmarked and the
intended results measured, tracked and evaluated.

.- Give greater prominence to the role that their
strategic human resources management
functions play in  organizational change
management. This would include promoting
changes in individual attitudes and behaviours,
establishing mechanisms to reinforce these, and
creating channels to communicate feedback
across all personnel.

- Include an item on the agenda of the next
meeting of the High-level Committee on
Management to consider how to support the
United Nations Laboratory for Organizational
Change and Knowledge to play a greater role in
United Nations system reforms.

Governing / legislative bodies of United
Nations system organizations are called
on to:

Encourage executive heads to embed change
management approaches and methods in their
organizational reforms and report on the results.

Methodology & Approach

In accordance with the JIU internal standards,
guidelines and working procedures, this system-
wide review was conducted in a consultative
manner. The methodology followed in
preparing the report included:

Academic literature review and
:/ consultation on change

management models and
practices.

k:

47 case summaries outlining

—— the key phases of change
:: management using secondary

and primary data collection
across 26 organizations.

45 in-depth interviews with
@ staff to better understand
B change management
practices and strategies.

Two analytical frameworks
developed to look at the

ﬂ presence and depth of critical
elements of change
management.

A database established
Mmapping change

o management presence and
depth alongside data on
organizational characteristics
(size, budget, etc).

q Qualitative and quantitative
analysis.

(Access the full report online at https://www.unjiu.org/content/reports)
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Introduction

1. This complimentary paper provides details on the approach and
methods used in the review. It includes four sets of documents in the following
sections. Section |1 is the inception paper used by the review team, which was
updated over the duration of the project as additional data was collected.
Sections Il and 1V provide the definition and guide developed during the
initial stages of the review and the actual review timeline.

2. Section V provides the frameworks and interview guides used in the
data collection process. These are the case summary frameworks and the three
different interview guides developed for the review. Section V1 consists of the
methods used to analyse the data. This includes the ‘presence and depth of key
elements frameworks’ and an explanatory note for the tables and graphs
developed for the report.

3. The final set of documents in Section VII are the case summaries
completed for each reform across 26 participating organizations.

Inception paper

A. Introduction

4, This inception paper (IP) responds to the Terms of Reference (TOR)
for project A433: Review of change management in United Nations system
organizations. The TOR outlines what the review will focus on, this IP
outlines how it will be carried out: approach, methods, staffing, and timeline.

5. The audience for this document is primarily the review team itself. It’s
intended to be an anchoring document to refer to as the project develops, and
hence provides links within it to all key frameworks and tools to be used
during the review. The document itself will be updated periodically as the
project evolves. It will also be shared, as appropriate, with the advisory group
(UNLOCK network) for comments and suggestions, the JIU Inspectors and
staff for their information and comment.

6. The document is structured into five sections beyond the introduction.
The first reiterates the focus of the review, outlining the key questions and
sub-questions. The second outlines the approach and methods to be employed
to gather and analyse data and information for the study. The third outlines
the approach to analysis. The fourth to resources: the staffing and financing
for the study. The fourth and final section outlines the products and timeline.

B. Focus

7. The importance placed on managing change successfully is
increasingly being recognized by UN system organizations. This is evidenced
by the creation of organizational and project-based change management units
and teams across parts of the system. Evidence cited in the TOR suggests that
poorly managed change has major costs and risks for all organizations, and in
this case, the UN system organizations. Taking this into consideration is an
imperative at this juncture, when all UN system organizations are engaged in
transformations to respond to the 2030 Agenda and to the UNSG-led
management reforms.

8. The purpose of this study is to inform and guide UN organizations
undertaking or planning to undertake major change management initiatives.
Specifically, it aims to:
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a. Enhance the efficiency and effectiveness in the implementation of
change management by UN organizations through providing evidence and
lessons on good practices;

b. Improve the sustainability of change management initiatives through
outlining how to address cultural and behavioural dimensions of change
that are critical to long-term success;

c. Outline the work of change management units and teams across the UN
organizations to ensure that the system makes best use of existing facilities
and services.

9. The study will also contribute knowledge and lessons to those units and
groups within the UN system working on change management and on
behavioural insights®

10.  The specific objectives of the study are to:

a. Review change management initiatives and practices across UN
system organizations, taking stock of where, in what form, and how change
management approaches have and are being used, and the added value or
difference made by change management;

b. Point to good practices and innovations, and illustrate what is fit for
purpose depending on the size and focus of the organization and the nature
of the change sought; and

c. Provide an-depth look at the critical role that cultural and behaviour
plays in change ', outlining where individual and organizational
behavioural approaches have been used across the UN and outside, and
make recommendations for how and where they can be better used in the
future.

11.  The key evaluation questions, adapted slightly from the TOR to include
additional inputs' for Part | are as follows:

1. What has driven reform in United Nations organizations, and to what
extent have these drivers impacted on the type of change management
process enacted?

2. To what extent have United Nations organizations incorporated well-
planned and implemented change management approaches within their
organizational reforms?

3. To what extent have United Nations system organizations explicitly
sought to address cultural and behavioural issues in their change
management initiatives and how?

4. What are the commonalities and differences in the change management
approaches adopted by the United Nations system organizations? What
factors seem to differentiate the approaches applied: organizational,
cultural, thematic, etc.?

5. What are the critical success factors? What lessons can be derived to
guide future change management initiatives?

C. Approach and methods

12.  The review will use a variety of approaches to gather, validate and
analyse data and information on change management (CM) across the UN
system organizations. The overall approach is a qualitative one, to reflect the
aim of generating lessons on CM, and nature of the data sought on practices,
results and lessons on CM across the UN system organizations. The review
will cover both the breadth of CM initiatives across the POs, and conduct a



deep-dive into a purposive sample of cases to extract results and lessons
considered instructive.

Scope and delimitation

13.  Given the breadth of CM across the UN system organizations, the
project has delimited the scope to ‘organization wide reforms and
management initiatives that have used change management approaches in
their implementation, led from the senior management of the organization’.
This, therefore, excludes smaller scale initiatives within organizations, such
as departmental reforms with change processes. While these may be
instructive, the review team does not have the capacity to review all CM
initiatives. As a further guide, the POs will be asked to focus on between 2
and 5 initiatives to share information on, thus further delimiting the breadth of
the inquiry. This range was based on initial scoping of the types and number
of initiatives in larger UN organizations over the past decade. Given that there
are 28 POs, with some natural attrition, it is expected that in the range of 60-
80 initiatives will be identified — which will represent the population upon
which a general assessment will be made, and from which the deep-dive
sample will be taken.

14.  The review has decided to focus on the period 2010 to 2018. The
rationale for this time period is based on a) incorporating the period in which
new reforms have been introduced, including the 2030 Agenda and more
recent management, development system and peace and security reforms
which will have a major impact of how the UN works, and the change
processes this implies; b) going back sufficiently far to ensure that
management initiatives and reforms that have included change management
processes have been completed or matured so that the results (or lack thereof)
can be assessed (from those reforms initiated around the 2010 period); and c)
so that an appropriate size of sample of initiatives can be collected from each
PO — in the range of 2 to 5 per PO. Going back prior to 2010 would arguably
generate more data than the project could manage, coming forwards too far
would generate too little.

15.  The structure of the review — as a learning focused study — is to both
look across the population of major management initiatives and their
associated change processes — and then to dig into a sample of cases in greater
detail. Through this approach, the expectation is that the study will provide
basic accountability for the scope of change management in the UN system
organizations by detailing whose done what, and how — showing some of the
patterns and practices (breadth), supported by more detailed investigation into
a sample of cases where lessons on good and less good practices can be
analysed and presented, and from which conclusions and recommendations
can be drawn.

16.  Sampling. From the population of organizational reforms and
management initiatives identified and summarized across the set of 28 POs, a
long list of cases with the potential for further ‘deep-dive’ investigation will
be drawn-up. These will be clustered through a two-tier approach; a) by
organizational mandate — development or humanitarian, normative; b) then by
organizational size based on annual revenue and number of employees —
classified into large, medium and small. From these a purposive sample will
be made to pick cases that are both interesting (because of positive and
negative features) and through this — at the mean — to provide some degree of
representativeness of the population in the category as a whole. It is a
judgemental sample (as opposed to a nonprobability sample), intentionally to
reflect the aim of drawing out interesting case material.



Methods and Process

17.  The review will use a variety of methods and processes to gather and
analyse data and information for use in the report. These will be phased to
make efficient use of the team’s resources and the time of the focal points in
POs and other resource people.

Desk Review

18.  The initial desk review will target UN system organizations only,
including the United Nations Secretariat. It will scan through reforms and
organizational strategies since 2010, classifying, describing and documenting
where specific change management plans and actions were put in place and
implemented to deliver on these strategies and reforms, the approaches taken
and details thereof. The review will also look at where change in responding
to a reform or strategic or operational plan has taken place without a formal
structured ‘change process’. It will seek to understand the drivers behind these
changes and what effect this has had on the nature and form of the change
process.

19.  The desk review aims to:

i.  Provide an overall scan of change management initiatives and related
reforms across UN JIU participating organizations (POs)". This will cover
the period from 2010-to date, including planned change management
actions. This will be used to provide a base of evidence for the report and
to guide the construction of questions in the survey to POs.

ii.  ldentify a range of cases and topics for further detailed analysis, based
in particular on good practices, but also to look at areas where change
management hasn’t happened as expected and factors behind this.

iii. ldentify cases where there is evidence of a focus on cultural or
behavioural approaches or practices within change management initiatives
and put a marker on these for picking-up during the second part of the study.

20.  The products from the desk review will be as follows:

a. Matrix classifying the major types of drivers of change, and details of
the change mechanisms and practices associated with different drivers.

b. A form of ‘heat map’ showing the types of change management
initiatives by area / theme (human resource, enterprise resource project, etc)
on one axis and by UN organization the other.

c. Short summary notes for each change management case against the
questions and data information needs outlined in the case review framework.
This should provide both the material available from the literature and gaps
where it isn’t, to be followed-up.

21.  Desk Review Process. The desk review will necessitate direct contact
with focal points in the JIU POs to help identify relevant documentation.
Direct contact with focal points need to be mediated through the Research
Assistant (RA) or Evaluation and Inspection Officer (EIO) for protocol
reasons.

22.  Validation. Once a summary of a management initiative and related
change management approach has been prepared using the framework (linked
in 3.9.3 above), it will be shared with the PO focal point for validation. The
purpose of this validation is twofold. First, to check on the accuracy of the
summary provided against the review questions, second, to ask for additional
information or suggestions of who to interview to fill information gaps. This
validation will be carried out on a rolling process as documents are received,
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summaries generated and then sent back for comment. This is a practical way
of addressing the large volume of case material.

Interviews

23.  One-on-one and group interviews will be carried out, in person and via
telecommunications. These will be required to follow-up on specific issues
identified from the desk review; to address gaps in the information; and to
triangulate information received from these other sources. Interviews will be
semi-structured, focusing on specific gaps and validation issues. Formats for
these interviews will be developed in due course, and tailored as necessary.

Questionnaire

24.  Depending on the breadth and depth of information gathered through
secondary sources and the desk review, a survey may be conducted — most
likely via online questionnaire to look at the aspects of coverage of change
management in the areas of interest. Having derived elements of the
approaches taken, the survey may seek to (re)ascertain which common
elements of change management were implemented, which were not and the
reasons why. The survey will seek to address specific gaps and generally some
performance information through targeting those involved (where review or
evaluation evidence is lacking) with their views on the process and results. As
of writing, there’s no immediate need for a survey, but this will be reflected
on again as the process develops.

D. Analysis

25.  An analysis table has been prepared outlining how the data and
information from each review question will be used. This will include defining
how qualitative information will be classified and clustered; what types of data
relationships will be analyzed and why; whether data tables, graphs or other
media will be used to present this information. The data table, with the
variables, can be found here. A draft, annotated table of contents for the report
can be found here.

26.  The review will generate a large quantity of qualitative data from the
collection of data on around 60 individual reforms or management initiatives
which have used change management approaches from across UN system
organizations. Inaddition to the case review frameworks (see para 3.9 above),
which will analyzed as described in 4.1; a sample of cases will be investigated
in greater detail (see para 3.5). The review team may use qualitative analysis
software, such as Nvivo to help categorize and identify patterns in the data,
given the focus on identifying and generating lessons. The key themes and
practices will be drawn from this in-depth analysis. And written up as
appropriate.

i Such as the UN Behavioural Insight (UNBI) Team, a partnership between UNDP Innovation Facility and UN Secretariat.

i Several studies, including those focused on change management initiatives in the UN note the role of these cultural, attitudinal
and behavioural issues as critical to success. However, the studies do not look in detail at why these cultural and behavioural
issues are critical, how they function, and what more we can learn from these experiences to improve the design of change
management initiatives in the future.

it Two members of the review team participated in the UNLOCK annual network meeting, held in New York, USA, 19-21
June 2018. This meeting brought together CM experts from across and outside the UN to update on the latest developments
and share experience. The CM Project Team presented details of the review, and received feedback through group work on
different aspects of the objectives and design. This has been fed back into the choice of review questions and sub-questions,
and in the approaches to be used.

iv 28 UN Organizations, including the Secretariat, participate in the JIU. These will all be covered in the first part of the
study.
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E. Annex to the Inception Paper: Review Framework

Review Sub-questions Information Required Sources, Methods What this analysis will likely allow
JIU to say

1. What have been the main UN system organizational reforms and management initiatives since 2010 and what has caused them?

1.1 Which major (organization
wide, led from the top) reforms,
or management initiative have
been implemented within each
PO since 2010?

Categorization / Typology of organizational or
management-related reforms in each PO since 2010

(business process reviews; IT transformations;
decentralization/ regionalization; portfolio and program
management; human resource management etc.)

Desk review: Contacting CM focal
points in each PO asking for key
initiatives and relevant documentation.

Documentation analysis of UN CM
processes and

Interviews: follow-up with key FPs
personnel through FPs where require
further information of validation

Typologies of reforms,
organizational or  management
strategies (ERP, HR, regionalization
etc);

Cluster by different types of UN POs
(funds/programs, specialized
agencies);

Cluster by size of POs etc

1.2 What are the underlying
factors or drivers behind the
organizational reform /
management initiative?

Political — external within the UN e.g. UN system-wide
management, development or peace/security reforms;
internal political changes

Technological — keeping up with changing working
practices and demands

Socio-economic — budget constraints or opportunities
etc.

Desk review: Documentation analysis

Info from CM Focal Points

Mapping/categorization

Typology of drivers of change.
Identify major themes.

1.3 Where distinct or additional
to broader drivers of change,
what specific events or triggers
signally the start of the reform
process,  organizational  or
management initiative?

A trigger is a specific event. It may be internal or
external, slow onset or immediate crisis (internal or
external). These might include funding depletion (either
slow or  immediate); reputational (fraud,
mismanagement) or other. Each of these will affect the
approach, speed, scope, resources and adoption of
change management.

Desk review: Documentation analysis

Info from CM Focal Points

Mapping/categorization

Typology of triggers or change
events. Link these back to approach,
speed, scope, resources and adoption
levels of CM — and see to what
extent triggers influence these
factors
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Review Sub-questions Information Required Sources, Methods What this analysis will likely allow
JIU to say

2.  Which change management approaches have been used or adapted in implementing the above organizational reforms or management initiatives?

2.1 What types of change
management approach(es) have
used to implement these
organizational ~ reforms  or
management initiatives?

How have they sought to implement the reform /
management initiative?

Was a clear structured approach been outlined, with
principles drawing from established practices (Kotter,
McKinsey, PWC, UNLOCK etc) or not? What are the
origins of the approaches used?

2.1(a) Has there been i) a specific macro level work-
stream on change management supporting other work-
streams of reform/management strategy; or i)
structured micro-level change management approaches
used within work streams (e.g. on staff recruitment and
realignment); or iii) less structure change management
elements used within work-streams.

2.1(b) Review and presentation of information on
change management approaches of large complex
organizations both within and outside UN.
Documentation of international norms and approaches
to change management to look at criteria and process
used within and outside UN.

2.2(a) Based on information gathered in
1.1 — starting to categorize different
types of CM approaches/processes
applied for different initiatives,
organizations and contexts.

2.2(b) Brief scan of literature noting
down the standard processes established
and followed. Draw on literature already
identified (Mckinsey etc) and UN
literature (UNLOCK etc)

Documentation of different

approaches to CM.

Configuration of CM approaches
used, in different contexts and needs.

2.2 How do the triggers of the
organizational reform or
management initiative influence
how change management is
approached?

What is the relationship between the trigger(s) and the
change management approach(es)?

Do the triggers effect the type of change process? If so,
how? What are the implications of this downstream?

Documentation analysis followed by
interviews to look at causal pathways

If a link is found between driver of
change and the change process itself
it implies a varied / scaled / bespoke
process of CM depending on context
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Review Sub-questions Information Required Sources, Methods What this analysis will likely allow
JIU to say

How have the change management approaches been adopted/ adapted and implemented?

led? By whom and how?

relation to management?

Is there an institutionalized function in the organization
or was it time-bound for this specific initiative? (see
section 7 of this framework for more)

Was the governance body involved?

How was this related to the reform or plan which it
informs?

What were the facets of leadership in the change
process?

3.1 What was the scope — | For each major change process (categorized by type, | Desk review
breadth and depth of the change | see 2.1a for initial categorization)
process (for each major
process)? Scope of the change process — system-wide,
organization, department etc.
3.2 How was the change process | Who led the change process? What is their position in | Desk review.

Interviews with FPs or other relevant
personnel in the POs.

elements of the change? How
were they managed and
implemented?

or adopted for use in this context (e.g. did they use
Kotter steps, some or all, McKinsey etc).

What was the rationale for the adoption or adaptation,
where used?

Was it led internally, with own organizational CM
team; by another team in the UN (UNLOCK?) or

3.3 How was the process | Did the process have a definitive start and end? How | Desk review
structured? long did it last? How was it organized?
3.4 What were the process | Ref section 2 on approaches — how were they adapted | Desk review.

Interviews with FPs or other relevant
personnel in the POs.

Provide the core information on how
CM has been done similarly and
differently across the UN, for
different reforms/change initiatives,
different organizations and contexts)
and the implications of this.
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Review Sub-questions Information Required Sources, Methods What this analysis will likely allow
JIU to say

external company? What were the reasons for this, and
the implications?

How was the change initially framed and presented to
staff?

What processes were used to affect change?

What communication mechanisms were used to support
reform?

[NB. Look through the generic literature on typical CM
steps and add in as appropriate]

35 How much reflexive
learning took place during the
process? Was it evaluated
during or after?

What learning and adaptive management processes
were put in place during and after the CM process?

Desk review.

Interviews with FPs or other relevant
personnel in the POs.

4. What have been the resource implications of change management?

4.1 How was the CM budgeted?

Source of financing- core resources/XB. Implications.

Budget analysis —where allocated.
Where not — questionnaire or individual
interviews with relevant finance people
in POs.

4.2 What were the major cost
elements and actual costs
(where available)?

Cost elements — financial, human, etc. Actual cost

breakdown if possible to estimate.

Budget analysis — where allocated.
Where not — questionnaire or individual
interviews with relevant finance people
in POs.

Relative and absolute costs of
different types of CM process. When
linked to other data generated in the
study may be possible to look at
relationship between cost/resource
use — and process/results

5.  What are the results and critical success factors, comparing external (non-UN) and UN experiences?

5.1 What were the results of the
change process?

Immediate, medium and long-term.

Outputs and outcomes? Assessed? Did they bring about
the desired transformation? Is there evidence of
sustainability of these changes?

Reviews and evaluations of CM

processes — where available.

Questionnaire  survey — targeting
specific groups — those internal to the

Whether it worked or not? Whether
a structured process is worth the
additional cost. Where possible to
ascertain — the longer term
sustainability benefits etc.
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Review Sub-questions Information Required Sources, Methods What this analysis will likely allow
JIU to say

Ultimate goal around degree to which organization is
working differently and people are behaving
differently. Degrees of result or proxies around these
include cost reduction (staff and non-staff); service
levels; reduced risks; behavioral changes; improved
collaboration etc.

5.2 What are considered critical
factors +/-

What do those involved, and those affected considered
critical factors in success/ failure of change processes?
Can these be distinguished from the reforms behind the
change etc.

5.3 Did the quality of the
process effect the quality of the
result(s)? If so, how?

Diving into structure vs non-structure

What is the value-add of the structured process, where
used?

process, the users and others (external,
e.g. board members)

6. What lessons can be derived to guide future change management initiatives?

6.1 What factors seem to
differentiate the approaches
applied: organizational,

cultural, thematic, etc. and what
are the implications of this for
future change management in
the UN?

What are the commonalities and differences in the
change management approaches adopted by the UN
system organizations?

6.2 What positive features
identified are transferable or
scalable, which are not and
why?

Looking into features that seem to be key to a successful
CM process

How unique are these to the context in which they were
implemented?

What generalizable lessons can be identified?

Mixed approach.  Review of the
evidence generated against questions 1-
5; possible questions in questionnaire
survey; possible interview follow-up
TBC

What lessons we can identify that
may be useful for future CM efforts
in the UN — i.e. of generalizable
value
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Separate section on Change Management functions in participating organizations
Review Sub-questions

Information Required

Sources, Methods

What this analysis will likely allow

7. To what extent have change management functions been institutionalized?

JIU to say

7.1 Does the Participating
Organization (PO) have a
Change Management function
— formalized or otherwise?

Is there a team — time-bound or fixed — working on CM
across multiple initiatives (i.e. beyond a single time-
bound change process)?

7.2 What are its objectives?

How was it established? When? What is its purpose?
How sustainable is it?

7.3 How is it structured, staffed
and funded?

How many staff, and at what grades?
Who does it report to?
How is it funded and to what levels?

Desk review.

Interviews with FPs or other relevant
personnel in the POs.

Separate analysis to stock-take and
categorize the extent to which CM
has become or is becoming
institutionalized across UN system
organizations. And the implications
of this
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Definition and guide

A. Background

27.  Change implies a departure from a present state in order to make things
different. It is a process of moving from one state to another. Change can be
planned or unplanned, incremental or sudden. What is interesting to note is
that definitions of change most often focus on the tangible things that will be
different such as processes and policies, products, systems, and so on. As such,
most would assume that change management must be the management of the
process (the change) from point A to point B. However, this is not change
management but rather project management. Change management is about the
intangible side of change—helping the people involved in the change get from
point A to point BY.

28. Its focus is on the approach to support people, teams and/or
organizations to shift from the current to an alternate state. The change
management process aims to engage with stakeholders to embrace and
effectively implement change in the work place. While the goals are typically
around maximising organizational benefits, while minimizing the negative
impacts on people and avoiding distractions"-

29. A review of the literature focused the project on seven models of, or
approaches to, change management¥, The common elements across these
models or approaches point to:

a. a holistic way of addressing the identification (determining what
needs to change, and establishing a case for change);

b. the components of change (divided in some cases between so-
called the operational or ‘hard’ elements — including strategy, structures,
processes, systems; and so-termed ‘soft’ elements — including
leadership, culture, behaviour, style, skills and elements related to staff);

c. the process of change (the transition process, ‘unfreeze-freeze-
refreeze’ (Lewin) and how to manage it; and

d. the results of change and how to sustain them

30.  From these models, it’s clear that what underpins the basis of change
management is that people’s capacity to change can be influenced by how
change is presented to them. Their capacity to adapt to change can shrink if
they misunderstand or resist the change, causing barriers and ongoing issues.
The rationale is that if people understand the benefits of change and what is in
it for them, they are more likely to participate in the change and see that it is
successfully carried out, which in turn means minimal disruption to the
organisation. This isn’t to say that change management will save projects that
aren’t properly resourced, aren’t properly scoped, aren’t properly managed,
etc. but rather that change management is a tool to be used in conjunction with
others to further solidify the likelihood of success.

Definition

31.  The terms of reference for the A433 Review drew on the simplest and
most widely used definition of Change Management, namely, the systematic
approach to deal with the transition in an organization towards specific
objective“i A wider review has uncovered a range of definitions from within
the UN system™ and outside*, placing emphasis on people, and how they are
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involved in the rationale for change; how they participate in the process of
change and have the capacity to participate; how they transition through the
change and adapt new work practices.

32.  Drawing from the UN definition and the literature, the JIU Project
A433 defines Change Management as:

The approach and actions to change practice, culture and behaviour to ensure
the adoption and sustainability of improvements in existing work practices,
whether through a reform, management initiative or as an incremental
process. Change management, when properly applied, ensure individuals
within an organization efficiently and effectively transition through change so
that the organization’s goals are realized

33.  Within the context of a specific reform or management initiative, which
is the primary unit of analysis for this JIU review; change management may
be considered a sub-set of approaches and actions. The case summary
framework provides for this wider context- the objectives and elements and
drivers of the reform or initiative itself, and then seeks to focus in on change
management approaches and actions (or processes) and results which pertain
to helping people engage with, adapt to and benefit from the changes
proposed.

34.  Expanding on this definition, the following elements are considered.

i. Leadership: ‘Engage the top and lead the change’™ Elements
include, making the case for change, providing leadership,
mobilizing staff, developing a clear plan and ensuring consistent
management. While engaging the ‘top’ is critical, leadership
itself should not necessarily always come from the top but is
more an ability to influence the decision-making process and that
can come from different levels.

ii. Governance: ‘Ensuring participation, transparency and
oversight’. Elements include, defining the types of roles and
responsibilities required to manage the change; formalizing
leadership sponsorship; supporting and enabling leaders to role
model X ; ensuring a clear and transparent framework for
overseeing the change (management of the change) and
following through with it (including disclosure and reporting)*

iii. Culture: ‘Building on the ownership and the intent to reform’.
Culture pertains to practices and expectations which tend to
converge within a particular group. In the case of change
management efforts to change ‘culture’, elements include,
understanding the culture of the organization and identifying the
strengths; rolling out change initiatives from the base including
‘bottom-up’ initiatives; identifying ways to break barriers —
through shared values; cross-functional initiatives; focusing on
what motivates.

iv. Behaviour: ‘Linking behaviour to the intended change’.
Elements include, identifying whether reform implies any
behaviour change; identifying the types of behaviours sought, as
mediated through values and practices; addressing the reaction to
change under specific circumstances and attempting to
ameliorate or refocus it; focus on engagement and involvement
of staff; training and capacity building; coaching and support.

V. Practice: ‘Application of principles, strategy and procedures’.
Relates primarily to the engender habits within in an
organization, tied to culture and behaviour. Practice relates both
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to what people do, and also how they do it. Change management
aims to influence practice positively.

35.  This is not an exhaustive definition. It is expected that other features
are relevant, and the definition may evolve based on emerging knowledge in
the project and understanding.

C. Guide for case summaries

36.  The following section provides guidance for those completing the case
summaries, whether through desk review of available literature and/or
interview with key personnel involved. The guidance provides both examples
and benchmarks (where appropriate and possible) to assist the user when
reviewing the secondary material or conducting interviews.

37. Please note, the guidance focuses only on the questions which
additional interpretation or assistance is considered necessary. Factual
questions, for example, are not provided with additional guidance. Cells are
shaded for questions where no additional guidance is provided.

V' Source: Canadian Intellectual Property Organization, GCDocs 7560230: 2017 Change Management: Establishing a Centre
of Expertise,

vi Source: UNLOCK training material.

Vi McKinsey’s 7-S Model; Kotter’s 8-step process of Change; Lewin Model 3-step change process; ADKAR Simple,
Powerful, Action-oriented Model for Change; Burke-Litwin Performance and Change Model; Kubler-Ross 5 Stage Model
and UNLOCK Change Management Model. In addition, PwC’s Strategy& approach and Mindlab’s Plan of Change were
reviewed, as have been drawn-upon by one or more UN agency.

vii After John Kotter, Professor of Leadership, Emeritus, Harvard Business School.

% The United Nations Terminology Database defines Change Management as: “An approach to moving organizations and
their stakeholders, in an organized manner, from their current state to a desired future state. Effective change management
tries to do so in a manner which causes the least anxiety and resistance and therefore is the most likely to succeed. The
ultimate goal of change management at the United Nations is to increase effectiveness, accountability, transparency, and
efficiency in delivering results

*The Association of Change Management Professionals in their Standard for Change Management uses the definition “the
application of knowledge, skills, abilities, methodologies, processes, tools, and techniques to transition an individual or
group from a current state to a future state to achieve expected benefits and organizational objectives. Change management
processes, when properly applied, ensure individuals within an organization efficiently and effectively transition through
change so that the organization’s goals are realized”

X Source: PWC; Strategy& approach
Xii Source: UNLOCK Change Model, August 2018

Xil UNESCAP, 2008, defines “good governance” as the process of decision making and the process by which decisions
are implemented (or not implemented). It is proposed that there are eight characteristics of good governance and these are:
Participatory - Participation is a key cornerstone of good governance and as such needs to be informed and organized;
Consensus oriented - There are several actors and as many view points. Good governance requires mediation of the
different interest; Accountable - Who is accountable to who varies, depending on whether decisions or actions taken are
internal or external to an organization. In general, an organization is accountable to those who will be affected by its
decisions or actions. Transparent - Transparency means that decisions taken and their enforcement are done in a manner
that follows rules and regulations. It also means that information is freely available and directly accessible to those who will
be affected by such decisions and their enforcement. It also means that enough information is provided and that it is provided
in easily understandable forms and media.; Responsive - Good governance requires that institutions and processes try to
serve all stakeholders within a reasonable timeframe; Effective and efficient - Good governance means that processes and
institutions produce results that meet the needs of stakeholders while making the best use of resources at their disposal;
Equitable and inclusive - A society’s well-being depends on ensuring that all its members feel that they have a stake in it
and do not feel excluded from the mainstream of society. This requires all groups, but particularly the most vulnerable, have
opportunities to improve or maintain their well-being.; Follows a rule of law - Good governance requires fair legal
frameworks that are enforced impartially (https://www.pmi.org/learning/library/project-governance-principles-corporate-
perspective-6528)
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Review Question

Review Sub-Question

Sub-sub Question

Additional Details and Guidance

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What' question —
what the initiative and
reasoning behind it
was?)

1.1 A brief summary of the reform/
initiative.

1.1.1 What is its purpose? What
are the objectives?

Purpose— what it plans to contribute to:

e.g. ILO Business Process Review purpose to address organizational
health and process efficiency, to make ILO i) a more agile and
influential organization; ii) increase its technical and analytical
capacity; and iii) raise the quality of administrative services.

Objectives - the specific aims of the reform or initiative itself.

e.g. ILO Business Process Review objectives are to improve the
quality, efficiency (lighten the administrative workload) and
effectiveness (increase satisfaction with business processes and
administrative services). The second objective is to identify
opportunities to reallocate resources from ‘back office’ to front line
technical and analytical roles.

1.1.2 When did it start? When did
it end?

1.1.3 What are the key
elements/sub-initiatives?

These refer to the components of the reform or initiative, where it is
broken down into functional parts. The importance of breaking out
the components are to see which may pertain to change management.
e.g. UNOPS HR Transformation Initiative had the following
components: 1) E-recruitment, 2) flexible and recognized ICA
contract modality; 3) ICA pay system; 4) extensive management and
emerging leadership training and learning; 5) Talent Benches; 6)
performance management; 7) recognition and reward system; 8)
change management capacity development; and 9) organizational
excellence.

Those components highlighted in red appear — from their title alone —
to potentially be where the change management elements of the
reform reside. So should be areas where the drafter of the case
summary focuses for the write up in the later section of the summary.

1.1.4 When and by whom was it
approved?

1.1.5 Was the reform evaluated?
What were the achievements,
results, and/or outcomes?

If the reform or management initiative was subject to an evaluation,
review or performance audit, the key results and achievements should
be summarized here, and links made to relevant evaluation / review
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Review Question Review Sub-Question Sub-sub Question Additional Details and Guidance

documents should be cited here — so that the reader can go back to the
source documents if necessary.

Where not evaluated, it may still be the case that the intended or
expected results of the reform were identified in the planning
documents, these should be listed here, even if results were not
assessed, as these can be followed up with subsequent interviews.

e.g. For ILO Business Process review, the intended results of
introducing new management tools were: 1) increased levels of staff
engagement; 2) improved team communication through daily
meetings; 3) improved problem-solving skills; 4) higher levels of
collaboration.

In other cases, specific metrics may have been identified. E.G. for
UNOPS IICA Modality, it was noted that 3,500 people accepted their
contract amendments within 2 weeks which represented a significant
(undefined) increase in turn-around time.

Some of these results may be considered ‘change management’
results, if they pertain to elements of the reform that relate to change
management strategies and actions. They may, therefore be copied
over to section 5 of the case summary framework

1.2 What were the underlying factors or 1.2.1 What were the drivers? The |It’s worth digging into the material to see if the ‘stated’ drivers are in

drivers behind this reform/initiative? causes of the initiative, generally |fact the ‘real’ drivers or ‘only’ drivers. There may be drivers that are
an overarching, longer-term shift |stated for palatable or political reasons, but are underpinned by more

Where distinct or additional to broader affecting how the organization sensitive issues.

drivers of change, what specific events or operates.

triggers signalled the start? Each of these For example, for UNFPA regionalization initiative. The documents

will affect the approach, speed, scope, note that the driver was to move ‘regional divisions closer to the

resources and adoption of change clients’. However, behind this was also the natural attrition/

management. They can be both expected or retirement of international staff in HQ and recruitment of national

unexpected. staff in regional and country office positions. This reduced the overall

staffing costs of UNFPA which may reflect the need to address
budgetary or cost-cutting imperatives.
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Review Question

Review Sub-Question

Sub-sub Question

Additional Details and Guidance

1.2.2 Was there a specific event
that acted as a trigger to get it
started? It may be internal or
external. These might include
funding depletion, reputational
(fraud, mismanagement) or other.

A trigger may come to kick-off a reform that has been pending for
some time (for example, ILO Business Process Review, the DG’s
election campaign included management reform, and when they were
elected, the reform began — but arguably the need for management
reform pre-dated this DG. This might also be said to be the case for
OCHA reforms, which were accelerated under the current USG but
pre-dated).

Triggers may also come where there is no prior driver. For example,
in the case of malpractice of malfeasance — and an immediate reform
is required, for example, UNAIDS.

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have been
used in the design of
the above reform or
initiative?

(The 'How' question on
design — what did they
set out to do?)

2.1 Describe the design or plan for change
management in the initiative?

2.1.1 What were the specific
objectives of change management
within the design of the initiative?

As outlined in the definition, change management refers to efforts
(plans, actions, results) within a wider reform or organizational
change that pertain specifically to people: how to support them in
the process of change; how support cultural and behavioural change
where necessary, and how maximise organizational benefits while
minimising negative impacts on people.

This definition should help identify or distil the specific objectives
within the reform or management initiative that pertain to change
management.

Examples of specific objectives

- Behaviour change to facilitate fuller adoption of new
technology (e.g. UMOIJA, or ‘addressing the critical mind-
sets that limit the organization’s potential, ILO BPR). In
many cases, initiatives refer to CM objectives as being to
reduce anxiety and change resistance, particularly where
HR is involved — i.e. where downsizing might take place
or repositioning)

- Empowerment of all staff to increase adoption of new
policy (e.g. UNFPA, Regionalization — ‘to ensure that staff
were fully informed about the process and could
contribute to it”)

- Improve communication of new roles and responsibilities

- Enhance openness and transparency as part of an effort to
increase accountability culture in an organization
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Review Question

Review Sub-Question

Sub-sub Question

Additional Details and Guidance

Where a clear objective or objectives isn’t found, this also needs to
be noted, as this might suggest that there was a lack of a vision as to
why change should occur, the goals objectives and criteria of that
change (which we would posit are key to achieving a successful
change).

Eventually, we will seek to categorize the objectives into types, to
enable coding and comparison across the initiatives.

2.1.2 Did the approach to change
management draw from
established practices (Kotter,
McKinsey, , UNLOCK etc) or
not? If so, how?

In some cases, change management strategies and plans have
evidentially drawn directly from existing models and frameworks.

For example, UNOPS ERP drew from McKinsey’s seven steps
model, as did the ILO BPR initiative.

Where an existing model has been drawn from, it is necessary here
to spell out how the models was used. Has it been taken verbatim,
parts of it only, or adapted. If adapted, how?

2.1.3 Was a specific plan
prepared outlining the change
management process(es)?

Who prepared this plan — done
internally or by an outside
company? If external, please state
who?

What were the elements of the
plan?

Strategies and plans for Change Management can be divided into the
following.

The exact names may change in the documents you review, but if
you see some of the elements you can decide if it’s sufficient to
qualify and be included. They may all be rolled into one document,
or defined differently, but the key is to identify whether these
elements have been included or not.

1) Readiness Assessment and Diagnosis, including

Defined the change and why it must occur

- Clear vision of the future state

- Goals, objectives and success criteria for the change

- Benefits to be realized and means to measure them

- Change initiative aligned with organization’s strategic
directions and priorities

- External factors that can impact organizational change
initiative

- ldentified and analyzed stakeholders influencing,
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Review Question

Review Sub-Question Sub-sub Question

2)

3)

4)

5)

Additional Details and Guidance

involved in or impacted by the change

- Assessed organizational culture in relation to the change

- Assessed organization’s capacity and readiness for
change

- Assessed whether change leaders understand and are
committed to the change

- Assessed the risks, considerations and likelihood of
success to identify mitigation strategies

- Means to prepare organization for change

Communications strategy and/or plan

- Objectives of the plan, e.g. risk mitigation; importance of
comms vis-a-vis commitment; addressing expectations
etc

- Principles

- Key messages for different audiences (segmentation)

- Types of messages

- Key events and timetable

- Results framework / review of plan measures

Engagement strategy and/or plan

- Definition of type and scope of change

- Approach to engaging with staff and stakeholders

- Defined roles and responsibilities, including leadership,
change agents etc

- Institutional framework (governance, management etc)

- Process plan (training, engagement, feedback)

- Review and learning plan (monitoring, internal learning)

Training strategy and/or plan

- Role of training / capacity development in this initiative
- Needs assessment

- Differentiated needs and responses / types of training

- Follow-up / feedback

Benefits realization and measurement strategy
- Theory of change or equivalent

- Results framework

- Key success criteria

- Data collection mechanisms
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Review Sub-Question

Sub-sub Question

Additional Details and Guidance

- Risk management framework
- Evaluation plan
- Reflexive learning opportunities

NB. This list is not exhaustive, can add to with practical examples
as the review develops.

2.3 How did the triggers of the
organizational reform or management
initiative influence the change management
approach?

2.3.1 What effect, if any, did the
drivers or triggers of the reform

have on the objectives and plan

for change management?

This requires a judgement call, whether from the participating
organization and/or the JIU reviewer — to link what is identified in
the driver or trigger section with the objectives.

Example from UNFPA reorganization case summary: “The drivers
of the reorganization and regionalisation related both to the need to
strengthen field presence; to move ‘regional divisions closer to the
clients’ (see 1.1.1). This also implied retrenchment of international
positions at HQ and hiring of national staff in regions and countries
(lower cost) It’s unclear from the documentation how much cost
downsizing took place, and how much this was also an imperative
behind the reform (for efficiency gains). Clearly, the nature of the
reorganization, being focused in large part on reprofiling and
reorganization meant that good communications with staff was
critical to success. This links closely with the objectives of the
change management process itself- with the aims being in part to
reduce anxiety and change resistance and build buy in.”

2.3 What experiences or lessons were
drawn from prior practice or others practice
that informed this change management
plan?

2.3.1 Did the plan draw from
either prior experiences of change
management within the
organization?

If so, please describe how

For ‘deep dive’ cases in particular it’s important to understand the
genesis of change management in an organization. Has it learnt
from prior attempts? How has it learnt? What has it learnt?

For example, for UNOPS the ERP initiative appears to have a more
explicit approach that the HR initiative that preceded it. Is this
accidental? Perhaps they were run by different people and there was
no lesson learning. But alternately perhaps there was, and it was
built on successes and failures. This is what should be described
here.

2.3.2 Did the plan draw from
other similar change management
initiatives going on in other UN

Similar to 2.3.1, the review wants to know if there has been cross-
sharing of knowledge, lessons, experiences between similar types of
reforms — whether on ERPs, or regionalization / decentralization, on
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Review Sub-Question
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organizations (e.g. ERPs, HR
reforms etc)?

If so, please describe how

HR reforms or the like. The reviewer should also therefore review
the other case summaries in the same theme, and see if there is any
cross-referencing. If not, this should be included as a question to ask
in interviews.

IMPLEMENTATION OF CHANGE MANAGEMENT PROCESS

3. How have the change
management
approaches been
adopted/ adapted and
implemented?

(The 'How' question on
implementation)

3.1 What was the scope — breadth and
depth of the change process?

3.1.1 Was it system-wide,
organization, department etc.

System-wide here refer to UN system. It’s not clear if any single
initiative has been rolled out across the entire system due to varying
governance structures, but it’s possible. One might consider whether
initiatives rolled-out across the Secretariat (which has multiple
entitles — be considered sub-system wide? E.g. UMOJA).

3.2 How was the change management
process led?

3.2.1 Who led the change
management process? Who was
the owner/sponsor of the change?
What is their position in relation
to management?

This can be broken down as follows:

Change Sponsor — the senior manager who is initiating or supporting
the change at the highest levels (with the Board, the GA or other).
This could be the SG himself, a USG (such as for UMOJA), an
Executive Director or other. The designation here is important so that
we can read across.

Change Manager — is there a specific person with the job of leading
the change management process? What is there designation and
grade? Who do they report to?

Change Specialists / Agents — were others designated responsibilities
in the change management process. What levels, how many etc.

3.2.2 Were consultants involved
in implementation? If so, in what
role?

Indicate who, and how involved.

For example, for ILO BPR “McKinsey formed 50% of the project
team in the first wave and their participation decreased to 0% by
the end of the 4™ wave”. McKinsey led training initially, training
trainers etc.

3.2.3 What was the size of the
team? Where was the CM team
located?

This should be divided between the full-time team (see 3.2.4) and
the team that was created specifically for change management in
this initiative.

For example, ILO BPR:
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The BPR team has averaged 8 full-time members. It is physically
located in an open office space and organizationally located in the
office of the DDG/Management and Reform.

The Continuous Improvement Team consists of 3 part-time
members who are located in different operational units and work
on change management only occasionally in response to specific
demands. They are ex-BPR team members and change
management is not their focus.

3.2.4 Is there an institutionalized
function for change management
in the organization or was the
function time-bound for this
specific initiative? If yes, please
include information in question 7
as well.

Here, just answer a YES or NO. If YES, more specific questions can
be found in Section 7.

3.2.5 What mechanisms were put
in place to oversee the change
management process? Did it
include the head of organization,
the governing body, just senior
managers, or other? What role
was played by each?

This is a governance question. It is asking what the role of the
organization’s governing body was, the management and the staff
specifically related to the change management components of the
reform.

For example, for UNOPS ERP, ‘The business process project steering
committee covered technical activities as well as the change
management activities. It was chaired by the Deputy Executive
Director’

3.3 How was the change management
process structured?

3.3.1 Did the process have a
definitive start and end?

3.3.2 How long did it last?

3.4 How was it implemented?

3.4.1 Describe the
implementation process (refer to
the plan in 2.1.3)

This section should draw on the specific components identified in the
plan (2.1.3) and detail whether they were implemented or not, and
what the evidence was for this. The purpose of this is to reveal
whether what was planned was implemented or not. And if not, why
not.
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It may be that evidence of implementation can be found in the
documentation even where there is no written plan, in this case they
should be written down here — using where possible the terminology
from 2.1.3 so the team can see what elements of a structured process
were put in place.

3.4.2 What communication
mechanisms were used?

As with 3.4.1, this should refer to 2.1.3 under the elements of the
communication plan. What actually took place should be listed here,
drawing on the types and categories listed in 2.1.3 under
communication.

3.4.3 How was the change
initially framed and presented to
staff?

What should be detailed here is what mechanisms and messages were
used to initially communicate.

For example, for UNOPS ERP the reform was implemented stepwise,
starting with features familiar to everyone.

For ILO Organization Health Initiative, the following steps were
taken: 1) discussion of survey questions with staff union; 2)
introduction through the ‘inside’ intranet?; 3) broadcast email and
reminder; 4) town hall meeting hosted by DG to present results

3.5 How much reflexive learning took
place during the process? Was it evaluated
during or after?

3.5.1 What learning and adaptive
management processes were put
in place during or after the CM
process? (please specify when
put in place in relation to the
process)

Adaptive management processes refer to learning and adaption during
the reform or management initiative, rather than from post-hoc
evaluation.

For example, for ILO’s BRP “Assessments were conducted after the
first and second waves. During the waves, a barometer to collect
feedback from both the functional staff and BPR team members is
conducted every 2 weeks. Feedback sessions take place after all
significant events.”

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have been the
resource implications of
change management?

4.1 How was the CM budgeted?

4.1.1 What was the source of
financing- core resources/XB.
Implications.

The source of financing should state core, non-core (extra-budgetary)
or some share of both.

Where possible, address the implications of this. On what basis were
funds raised externally? What were the expectations of donors?
Where XB was used, one might assume that some form of results /
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benefits framework was devised — this should be identified to
understand how the intended results were measured.

4.2 What were the major cost elements and
actual costs (where available)?

4.2.1 What were the cost
elements — financial, human (non-
financial), etc? (Actual cost
breakdown if possible to estimate
— both for the change
management components and the
reform as a whole)

Describe here, where possible, the different cost elements outlined,
and the amount budgeted and spent. Where possible, also indicate the
total budget and cost of the organizational reform / management
initiative of which it is a part. This will enable some estimation of
relative cost of CM efforts.

- Staff (time %s), e.g. ILO BRP — 10% of departmental
Directors time; 30-35% of team leaders during the process.
Cost $$$$

- Consultants, e.g. ILO BRP. McKinsey contract. Cost $$$

- Travel

- Materials

For UNFPA regionalization the one-time cost estimated at
approximately US$ 35 million, and then recurrent costs of $3.2
million annually (unclear for how long). No information yet on the
specific CM components costs.

RESULTS OF CHANGE MANAGEMENT PROCESS

5. What are the results
and critical success
factors of the change
process or approach?

5.1 What were the results of the change
process?

(Is there evidence of sustainability of these
changes? What is the degree to which
organization is working differently and
people are behaving differently? Degrees
of result or proxies around these include
cost reduction (staff and non-staff); service
levels; reduced risks; behavioural changes;
improved collaboration etc.)

5.1.1 What were the short-term
outputs? How were they
assessed?

(Where output is a defined
deliverable under the direct
control of the process — trainings
completed, implementation of
standards and practices etc)

Change Management outputs are the deliverables from CM
processes. They are directly under the control of the initiative, and
typically have resource elements to them, for example: training
completed; standards drafted; practices rolled out; communication
plan delivered; etc. They don’t reflect the change itself (which is the
outcome).

Examples of outputs (effective implementation of CM processes)
- Implementation of standards and practices, e.g. clear roles
and responsibilities for effective accountability.
- Staff trained in new work practices
- New organizational structure prepared and approved

These are milestones towards outcomes. They necessary but
insufficient conditions for the change sought.
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5.1.2 What were the immediate,
intermediate and/or long
outcomes? How were they
assessed? Did they bring about
the desired transformation?
(linked back to objectives in 2.1.1)

Change Management outcomes refer to the actions, decisions and
practices of those targeted in CM initiatives. ~ These should be
planned for and sequenced, given that people — their practices and
behaviour — are central to the change sought. Drawing on the
literature (Burke-Litwin, Lewin, Prosci-Akar etc), we have the
following:

Immediate outcomes may relate to the reaction to proposed changes:
pertaining to
- understanding,
- acceptance of shared values,
- knowledge of what is being communicated, and
- positive perception.
Look for indicators/metrics and evidence of increases in
stakeholder engagement, morale, and preparedness for the new way;
knowledge acquisition (to carry out the roles and responsibilities
effectively, or understand the changes sought); staff empowerment;
studies that measure levels of satisfaction (or inversely levels of
resistance to change); client satisfaction studies as appropriate.

Proxies may include measures of the ‘reach’ of the CM components
of the initiative, such as:
- Number of contacts/engagement points
- Metrics of engagement at different levels
o Receiving survey
o Providing feedback/ comments (e,g. via web
posts)
o Actively participating in designing the solution

Intermediate outcomes may relate to adoption and adaptation of
changes sought by the target users or stakeholders. For example, ILO
BPR, adoption of standards and benchmarks. Look for indicators/
metrics and evidence of increases organization readiness,
flexibility, and adaptability. Increases stakeholder utilization of and
proficiency in new way of working. Increased stakeholder utilization

of and proficiency in the new way; increased the likelihood of benefits
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realization; proxies for long-term sustainability once the future state
is achieved

Surveys can be used here, measuring issues such as:
- # of staff being able to apply new work practices
- # of staff dedicated to specific functions
- Demand data vs staff used to cover demand
- User feedback results on service levels before and after

Studies of organizational health, as used in ILO (based on McKinsey
work) may be measure of immediate outcomes (around levels of
perception of change) and, over time, intermediate outcomes (about
actual adoption and adaptability).

Long-term outcomes and impacts may relate to a more permanent
change state, where improvement in practice and behaviour is
sustained, and where the results impact upon the overall reform goals.
For example, adoption of standards and benchmarks in ILO from the
BPR initiative, had stated positive effect on the bottom line of
UNOPS, evidenced through EFQM report.

Long term outcome and impact measures, that pertain to the interface
between CM and the reform itself, may include:

- Cost savings (staff/non-staff)

- Time savings

- Service levels

- Reduction in risks etc

5.2 How did the process affect the results? |5.2.1 How did the change
management results contributed to
the reform results or outcomes and
in what way?

What is the value-add of the
structured process, where used?
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LESSONS FROM CHANGE MANAGEMENT PROCESS

6. What lessons can be
derived to guide future
change management
initiatives?

6.1 What are considered critical factors +/-

6.1.1 What do those involved,
and those affected considered:
(a) the key factors of success
(b) factors that led to failure and
the challenges and
constraints to the change
management process?

It is critical to probe key success and fail factors, as these are central
to the report which focuses on lessons.

6.2 What positive features identified are
transferable or scalable, which are not and
why?

6.2.1 How unique are these to the
context in which they were
implemented?

Views on the uniqueness are important, as we are looking for what
may be generalizable — either across all organizations, or by type
(size, function etc). We can also test this information by cross-
tabulating other responses in this table.

6.2.2 What generalizable lessons
can be identified?

This is the other side of question 6.2.1.

6.3 What has the organization learnt from
this process?

6.3.1 Would the organization run
the process the same way again,
or do things differently? If so,
how?

This should be linked to the new questions 2.3.1 and 2.3.2 which ask
about what has been learnt from elsewhere.
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V. Review timeline

38.  May 2018 — Initial email sent to participating organizations with the
TOR and request for CM focal points to all 28 participating organizations.

39.  June 2018 — Requested for key 3-4 change management initiatives,
with the following definition and an indicative list of initiatives with details
based on an initial desk review.

“By change management initiative we mean a defined process (perhaps run
as a ‘project’ with clear objectives and budget), that has been used to support
the implementation of a reform, policy or investment (e.g. HR system, ERP,
operational restructuring or the like). We recognize that change management
may be a ‘work stream’ in a wider reform or change, we are interested in such
cases. Where there are many such initiatives, we would reduce the scope to
that are organization-wide, and directed by or mandated from the senior
management of the organization, rather than department or unit level change
processes.”

40. July 2018 — Participating organizations given the following two
options

a. Toeither complete a case summary for each of the cases based on the
JIU case summary framework and provide supporting
documentation. The JIU team would review these and write back for
any remaining questions or documentation.

b. Orto provide documentation on change management for each of the
cases and the JIU team would complete a case summary for each
initiative. These would be sent back for validation and for any
remaining questions.

41.  August 2018 — based on initial documentation from the POs, the JIU
definition and conceptual framework on change management was developed.
This was sent back to the organizations that were in the process of completing
the case summaries or providing documentation.

42.  August-October 2018 — With varying response levels from the
participating organizations, first round of documentation and case summaries
were received from 26 organizations. For each organization the
documentation and/or case summaries were reviewed twice by a lead reviewer
and a supporting reviewer before a request for additional information was
made.

43.  September-November 2018

a. Each participating organization was either requested for more
information in case the documentation provided was inadequate to
complete the case summary or was requested to respond to questions
marked in red in the margins of the case summary.

b. Simultaneously, based on the review of the two rounds of documents
— deep dive cases were selected that had substantial documentation
on change management or had a clear focus on changing practices,
behaviours and cultures.

44.  October-December 2018 — Based on the review of the second round of
documentation and details in the case summaries interviews were requested
for either
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a. Completion of the case summaries — these were short 30-40 minute
interviews with the lead on completing the case summary or someone
that had been closely involved with the reform process.

b. Or for the deep dive cases — these were detailed interviews of around
60 minutes. The purpose of these were to get more detailed
information on areas that had been well covered in the case
summaries.

45.  January 2018 — The cases summaries were finalized with additional
information from the interviews and any remaining documentation. Each of
these were reviewed by at least two members of the JIU team as in the first
round of review. The final version was sent to the participating organizations
for validation.

46.  February 2018 — A final round of interviews was conducted by an
external consultant and the review team focused on the use of behavioural
science in change management. Insights from these interviews were used to
develop a separate note on ‘Applying behavioural science to organizational
change management in the United Nations system’.
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V. Data collection tools

A Case summary framework

| Overall comments to the organization | [summary paragraph to the organization about the main comments and issues that you want them to address] |

Review Question Review Sub-Question Sub-sub Question Key Findings Gaps and
Questions
(Adapted from overall Review Framework) (After stating findings ~ (Include list of

Indicate source by documents that
letter, corresponding may be
to document list applicable)

below)
REFORMI/INITIATIVE OVERVIEW

1. Details of the 1.1 A brief summary of the reform/initiative. 1.1.1 What is its purpose? What are the

organizational objectives?

reform/initiative 1.1.2 When did it start? When did it end?
] 1.1.3 What are the key elements/sub-

(The 'What' question — initiatives?

what the initiative and 1.1.4 When and by whom was it

reasoning behind it was?) approved?

1.1.5 Was the reform evaluated? What
were the achievements, results, and/or

outcomes?
1.2 What were the underlying factors or drivers 1.2.1 What were the drivers? The causes
behind this reform/initiative? of the initiative, generally an overarching,
longer-term shift affecting how the
Where distinct or additional to broader drivers of organization operates.
change, what specific events or triggers signalled 1.2.2 Was there a specific event that acted
the start? Each of these will affect the approach, as a trigger to get it started? It may be
speed, scope, resources and adoption of change internal or external. These might include
management. They can be both expected or funding depletion, reputational (fraud,
unexpected. mismanagement) or other.
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Review Question

Review Sub-Question

Sub-sub Question

(Adapted from overall Review Framework)

PLAN OF CHANGE MANAGEMENT PROCESS

Key Findings Gaps and
Questions
(Include list of
documents that
may be

applicable)

(After stating findings
Indicate source by
letter, corresponding
to document list
below)

2. Which change
management approaches
have been used in the
design of the above
reform or initiative?

(The 'How' question on
design — what did they set
out to do?)

2.1 Describe the design or plan for change
management in the initiative?

2.1.1 What were the specific objectives of
change management within the design of
the initiative?
Examples of specific objectives
- Behaviour change to facilitate fuller
adoption of new technology (e.g.
UMOJA)
- Empowerment of all staff to increase
adoption of new policy
- Improve communication of new roles
and responsibilities
- Enhance openness and transparency
as part of an effort to increase
accountability  culture in  an
organization

2.1.2 Did the approach to change

management draw from established
practices (Kotter, McKinsey, PWC,
UNLOCK etc) or not? If so, how?

2.1.3 Was a specific plan prepared
outlining the change management
process(es)? Who prepared this plan —
done internally or by an outside
company? If external, please state who?
Examples of elements of plan:

- change readiness assessment

- definition of type and scope of change

- Approach to engaging with staff and

stakeholders
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Review Question Review Sub-Question Sub-sub Question Key Findings Gaps and
Questions
(Adapted from overall Review Framework) (After stating findings = (Include list of

Indicate source by documents that
letter, corresponding may be
to document list applicable)
below)

- Institutional framework (governance,
management, change management
team, etc)

- Defined role of leadership

- Process plan (training, engagement
etc)

- Reflexive learning plan (monitoring
and internal evaluation)

2.2 How did the triggers of the organizational 2.2.1 What effect, if any, did the drivers

reform or management initiative influence the or triggers of the reform have on the

change management approach? objectives and plan for change
management?

IMPLEMENTATION OF CHANGE MANAGEMENT PROCESS
3. How have the change 3.1 What was the scope — breadth and depth of the 3.1.1 Was it system-wide, organization,

management approaches change process? department etc.

been adopted/ adapted and | 3.2 How was the change management process led? 3.2.1 Who led the change management

implemented? process? Who was the owner/sponsor of
the change? What is their position in

(The 'How' question on relation to management?

implementation) 3.2.2 Were consultants involved in

implementation? If so, in what role?
3.2.3 What was the size of the team?
Where was the CM team located?

3.2.4 Is there an institutionalized function
for change management in the
organization or was the function time-
bound for this specific initiative? If yes,
please include information in question 7
as well.
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Review Question Review Sub-Question Sub-sub Question Key Findings Gaps and
Questions
(Adapted from overall Review Framework) (After stating findings = (Include list of

Indicate source by documents that
letter, corresponding may be
to document list applicable)
below)

3.2.5 What mechanisms were put in place
to oversee the change management
process? Did it include the head of
organization, the governing body, just
senior managers, or other? What role was
played by each?

3.3 How was the change management process 3.3.1 Did the process have a definitive
structured? start and end?

3.3.2 How long did it last?
3.4 How was it implemented? 3.4.1 Describe the implementation

process (refer to the plan in 2.1.3)

3.4.2 What communication mechanisms
were used?

3.4.3 How was the change initially framed
and presented to staff?

3.5 How much reflexive learning took place during | 3.5.1 What learning and adaptive

the process? Was it evaluated during or after? management processes were put in place
during or after the CM process? (please
specify when put in place in relation to
the process)

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have been the 4.1 How was the CM budgeted? 4.1.1 What was the source of financing-
resource implications of core resources/XB. Implications.
change management? 4.2 What were the major cost elements and actual 4.2.1 What were the cost elements —
costs (where available)? financial, human (non-financial), etc?
(Actual cost breakdown if possible to
estimate)

38



Review Question Review Sub-Question Sub-sub Question Key Findings Gaps and
Questions
(Adapted from overall Review Framework) (After stating findings = (Include list of

Indicate source by documents that
letter, corresponding may be
to document list applicable)
below)

RESULTS OF CHANGE MANAGEMENT PROCESS

5. What are the results and | 5.1 What were the results of the change process? 5.1.1 What were the short-term outputs?
critical success factors of How were they assessed?
the change process or (Is there evidence of sustainability of these Examples of outputs (effective
approach? changes? What is the degree to which organization |implementation of CM processes)
is working differently and people are behaving - Implementation of standards and
differently? Degrees of result or proxies around practices
these include cost reduction (staff and non-staff); - Staff being able to apply new work
service levels; reduced risks; behavioural changes; practices
improved collaboration etc.) - Reduced time spent on processes

(efficiency measure)

5.1.2 What were the intermediate or long
outcomes? How were they assessed? Did
they bring about the desired
transformation?
(linked back to objectives in 2.1.1)
Examples  of  specifically  change
management outcomes (changes in practice
and behaviour)

- Defined improvements in
accountability as a consequence of
redefined and communicated roles and
responsibilities

- Staff satisfaction levels

- Client satisfaction levels

5.2 How did the process affect the results? 5.2.1 How did the change management
results contributed to the reform results or
outcomes and in what way? What is the
value-add of the structured process, where
used?
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Review Question

Review Sub-Question

(Adapted from overall Review Framework)

Sub-sub Question

LESSONS FROM CHANGE MANAGEMENT PROCESS

Key Findings

(After stating findings
Indicate source by
letter, corresponding
to document list
below)

Gaps and
Questions
(Include list of
documents that
may be
applicable)

6. What lessons can be
derived to guide future
change management
initiatives?

6.1 What are considered critical factors +/-

6.1.1 What do those involved, and those
affected considered:
(c) the key factors of success
(d) factors that led to failure and the
challenges and constraints to the change
management process?

6.2 What positive features identified are transferable
or scalable, which are not and why?

6.2.1 How unique are these to the context
in which they were implemented?

6.2.2 What generalizable lessons can be
identified?

6.3 What has the organization learnt from this
process?

6.3.1 Would the organization run the
process the same way again, or do things
differently? If so, how?

Change Management Functions in the Organization
If information on organizational level change management initiatives is found while reading through documents, please note details/findings below

Review Question

Review Sub-Question

Additional Description

Key Gaps and
Questions

Findings

7. To what extent have change
management functions been

institutionalized?

7.1 Does the Participating Organization (PO)
have a Change Management function —
formalized or otherwise?

7.1.1 Is there a team — time-bound or fixed — working
on CM across multiple initiatives (i.e. beyond a single
time-bound change process)?

7.2 What are its objectives?

7.2.1 How was it established? When? What is its
purpose? How sustainable is it?

7.3 How is it structured, staffed and funded?

7.3.1 How many staff, and at what grades? Who does
it report to? How is it funded and to what levels?
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Document
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B.

Interview guides

Interview Guide 1: Change Management Focal Points for cases where
trying complete case

47.  Length: 30 minutes should be enough; Mechanism: by telephone,
skype or in person if in Geneva. Questions:

1.Asking about the genesis. How did the reform or management initiative
go? If successful, what were the conditions for success? If not, why not?

2.To what extent was change management considered in the conception and
design of the reform or initiative (linked to 2.1.1 in the case framework)

Note: In JIU view (and in guidance note, p.8) we focus on objectives around
people — changes in practice, culture and behaviour. Specifically —
objectives may relate to how to support people in the process of change;
how to support cultural and behavioural change where necessary, and how
to maximise organizational benefits while minimising negative impacts on
people.

3.How well is change management reflected in the strategies and plans of
the reform or initiative? (2.1.3). As per the guide, p.9, this can cover:

4.Elements of diagnosis of the reasons for change, intended benefits of
change, external factors, understanding the culture, organizational
readiness, etc

5.Communications strategy or plan — where the focus is on communications
around change management, or facilitating engagement of people in a
change process.

6.Engagement strategy or plan — focusing on how it would be implemented,
management, governed.

7.Training strategy or plan — the role of training in change management;
who will train and be trained, the needs, the follow-up

8.Benefits realization / results measurement — defining ex-ante what
changes are sought and how to measure them, focusing on satisfaction,
uptake etc.

9.Can you describe how the elements of change management were
implemented? Who was involved, and how? (3.4.1)

10. What do you think were the results specifically attributable to change
management effort? (5.1.2)

11. Were there (and was it measured) any immediate changes around
understanding; acceptance of shared values, perception changes etc; look
for evidence of changes in stakeholder engagement, morale, preparedness
for new works of working, knowledge acquisition, etc.

12. Dig into whether these efforts — they feel — improved the quality of
delivery of the initiative itself, and if so, how.

13. How does your organization feel about change management now? Do
you feel that it understands and values it, and will seek to incorporate
elements of CM in future management initiatives and reforms? Or is it
still unclear about what it is and the potential benefits?
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Interview Guide 2: Senior Management and Oversight Staff for

Deep Dives

48.  Length: 45 minutes to 1 hour; Mechanism: by telephone, skype or in
person if in Geneva; Questions:

A. Asking about the genesis. The drivers of the reform and how change
management became part of the initiative.

1.

Was there a connection between the type of change management
envisaged and the type of reform or the drivers of that reform?
(2.3.1)

Were there were clear goals and aims of the change management
components themselves — what was the expected change? Was it
discussed, visualised, planned for in advance (and then measured
when done?)

Was it was consciously budgeted for in the design phase? Was there
a ring fence around funds for change management elements?

Note: Validating information around whether there was specific
intent around change management ex-ante;

B. Understanding the results and lessons from the initiative, particularly in
terms of change management.

4,

9.

10.

This should focus on questions 5 and 6 (from case framework) —
what were immediate, medium and long term results? To what
extent do the reform results reflect the investment in change
management? What changes were detected and how? What has
been the long term effect?

Were there particular aspects of the change management approach
and process(es) that you would consider innovative? If so, what and
why? How did it come about?

What was the connection between change management results and
the overall reform / management initiative?

What were the key success factors (if it was successful)? What
factors were challenges or constraints?

How unique are these to the context (the nature of the organization;
the timing of the reform; the type of initiative (EPR, HR etc)?

Avre there any generalizable lessons?

Would the organization run the process the same way again, or do
things differently? And if so, how?

C. Institutionalization and future directions. Where the Participating
Organization has an established Change Management function (i.e. there
is information in Question 7 of the case summary framework):

11.

12.
13.
14.

What was the rationale behind setting up a change management
function in your organization?

What primary role does it serve?
How well does it service this need?

What are your future plans for this function (particularly in view of
current reforms across UN system and the nature of change being
more ‘constant’)?
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Interview Guide 3: Staff, Champions and Staff Associations for Deep

Dives

49.

Length: 45 minutes to 1 hour; Mechanism: by telephone, skype or in

person if in Geneva; Questions:

A.

B.

C.

10.

11.

12.

13.

14.

15.

Design

What was your role in the reform and specifically in the change
management elements?

Did you have a sense that the overall objectives of the reform were
simply about following an expected practice (such as donor pressure to
introduce RBM, or internal pressures to reduce staffing and costs), or
that there was genuine interest on the part of management to improve
practices, culture, behaviour in the organization?

Was it clear to you that this reform or initiative focused not only on the
technology, but also on the people involved?

How specifically did the reform affect you and how were you brought
into the change management process?

What can you point to in terms of the design of the initiative that really
focused on change management?

Implementation (including of the plan)

What actually happened? (share with them the implementation plan
and ask what happened and what worked and what are good practices
and lessons for replication for the different parts of the implementation
plan we have in the case summary)

What can you point to in terms of the implementation of the initiative
that embraced the principles and practices of change management?
(Base this on the components of change management outlined in the
case summary)

Where there any adaptive management process or changes made along
the way? If so, what, and how effective were they?

Results

What do you feel the level of buy-in was amongst the staff?
Conversely, what do you feel the level of resistance was at the start of
the initiative? Did that change (get better, worse or stay the same)
during the initiative?

How engage were the staff in the process? Was it top-down? Or was
there genuine involvement of a range of staff from the beginning across
the organization?

Do you feel that the staff bought into the reform? Why?

Were there particular aspects of the change management approach and
process(es) that you would consider innovative? If so, what and why?
How did it come about?

To what extent do you feel that the results of the reform / initiative were
enhanced by the change management actions (processes)? And how?

How sustainable do you feel the results are? How, if at all, has this been
affected / enhanced by the change management elements?

What do you feel the organization has learnt from this experience? Is
it exhibiting different behaviour now?
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V1. Analytical tools

A. Presence and depth of key elements frameworks and scoring methodologies

Presence of Critical Elements

Scale
0-Critical element not present
1-Critical element present

A judgement was formed on a binary scale (yes/no) based on
each individual element as to whether it was present or not in
the case

Depth of Critical Elements

Scale

0-Not addressed
2-Partially addressed
4-Fully addressed

A judgement was formed based on an analysis of the case against the
critical elements below and a score assigned.

Pre-Planning (making the case for change management)

1.Evidence of clear rationale and purpose for change
management in the organizational reform

2.Evidence of clear oversight framework that links change
management to the organizational reform (governance)

3.Evidence of clear management structure that links change
management to the organizational reform

4.Evidence of any pre-engagement with staff, use of staff
survey data and/or readiness assessment in determining the
need for change and areas of change

Readiness Assessment and Diagnosis

Carrying out some form of pre-engagement with staff or pre-appraisal is
considered vital to determine the attitudes, issues, needs and opportunities,
and fundamentally whether change and change management is needed and
if so in what form.

Elements of effective pre-engagement or readiness:

(0]

o O O O

)

Defined the rationale for change and why it must occur

Clear vision of the future state

Goals, objectives and success criteria for the change

Benefits to be realized and means to measure them

Change initiative aligned with organization’s strategic directions and
priorities

External factors that can impact organizational change initiative
Identified and analyzed stakeholders influencing, involved in or
impacted by the change

Assessed organizational culture in relation to the change

Assessed organization’s capacity and readiness for change

Assessed whether change leaders understand and are committed to the
change

Assessed the risks, considerations and likelihood of success to
identify mitigation strategies

Means to prepare organization for change
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Where:

Not addressed (0)— no evidence of any pre-engagement with staff or
readiness assessment to determine whether a change was needed,
assessing the organization’s capacity or readiness for change; estimate the
likely effect or impact; diagnose the organizational cultural or behavioural
issues in relation to the proposed change; assess risks.

Partially addressed (2) — some evidence of pre-engagement with staff or
readiness assessment. Some of the above elements of engagement and
readiness present.

Fully addressed (4) — considerable evidence of pre-engagement with staff
or readiness assessment. Many of the above elements of engagement and
readiness present.

Planning (planning the change management)

5.Evidence of an engagement strategy or plan either standalone
or part of overall change management plan.

Engagement strategy and/or plan

Evidence of a specific engagement strategy or plan, or elements of
engagement planning. This gets to the actual planning of what needs to be
done, how and by whom (once the change management has been agreed).

Elements of an effective engagement strategy or plan (or elements within

an overall CM plan) might include:

o Definition of type and scope of change

o Approach to engaging with staff and stakeholders

o Defined roles and responsibilities, including leadership, change agents
etc

o Institutional framework (governance, management etc)

o Process plan (training, engagement, feedback)

o Review and learning plan (monitoring, internal learning)

Where:

Not addressed (0)- no evidence of any engagement with staff to define
roles, institutional framework, governance, process plan etc around
specifically the change management elements (not just the project plan).
Specifically, therefore this is around a) how staff will engage with the
reform, c) how staff will be affected by the reform, and actions to mitigate
this, ¢) how will transformation — behavioural — be realized — to ensure
that there is a change in actual practice, and a sustenance of it. None of
the above elements present.
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Partially addressed (2) — some evidence of any engagement with staff to
define roles, institutional framework, governance, process plan etc around
specifically the change management elements (not just the project plan).
Specifically, therefore this is around a) how staff will engage with the
reform, c) how staff will be affected by the reform, and actions to mitigate
this, ¢) how will transformation — behavioural — be realized — to ensure
that there is a change in actual practice, and a sustenance of it. Some of
the above elements of engagement and readiness present.

Fully addressed (4) — considerable evidence of engagement with staff to
define roles, institutional framework, governance, process plan etc around
specifically the change management elements (not just the project plan).
Specifically, therefore this is around a) how staff will engage with the
reform, c) how staff will be affected by the reform, and actions to mitigate
this, ¢) how will transformation — behavioural — be realized — to ensure
that there is a change in actual practice, and a sustenance of it. Many of
the above elements of engagement and readiness present.

6.Evidence of a communications strategy or plan either
standalone or part of overall change management plan.

7.Evidence of a training strategy or plan either standalone or
part of overall change management plan.

8.Evidence of change management planning drawn from
academic, private sector or UN (UNLOCK) models, and/or
from prior experiences of change management within the
organization, or from other organizations

Communications strategy

Evidence of a specific communications strategy or plan for changing
behaviour and practices and how the change itself will be communicated
and managed.

A good change management plan has a clearly laid out communications
plan, that should include some of the following elements:

o Obijectives of the plan, e.g. risk mitigation; importance of comms vis-
a-vis commitment; addressing expectations etc

Principles

Key messages for different audiences (segmentation)

Types of messages

Key events and timetable

Who and how communication will be done (use of change agents,
plan for this, selection process etc)

o Results framework / review of plan measures on communications

O O O O O

Where:
Not addressed (0)— no evidence of any structured change management
communications plan at all. None of the above elements present.
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Partially addressed (2) - some evidence of a structured change
management communications plan. This might be as a section within the
overall change management plan, or as separate formal or informal
documents shared with staff. It should lay out what and how, and the
intended benefits. Some of the elements above should be present.

Fully addressed (4) — strong evidence of a structured change management
communications plan. Fully elaborated plan, outlining exactly who and
how messages from the management will be shared, and how information
will feedback (such as through carefully thought-through selection and use
of change agents across the organization). Evidence of plan for use of data
and analysis on practice progress and perceptions, and feedback. Many of
the elements outlined above present.

Budgeti
ng

9.Evidence of clearly earmarked / ring-fenced financing of
change management activities (this can include in-kind use of
resources, such as clearly demarcated staff time)

10.Evidence of senior level sponsorship of the change
management initiative

11.Evidence of change management expertise and experience
with designated roles relating to change management in the
reform

Implementation

12.Evidence of implementation of specific change management
actions

management actions

Evidence of implementation pertains to each of the planning elements
outlined in detail from points 5-7 above.

How well has change management been implemented considering the
planned elements of engagement (design); communications; training.

Where:
Not addressed (0). Where there is no evidence of implementation of what
was planned in any area against the criteria laid out in points 5-7 above.

Partially addressed (2). Where there is some evidence of implementation
of aspects of what was planned. This might include a spread of some
elements of structures, processes, comms, or an intense effort in one of these
areas. This should be detailed in the far right column.

Fully addressed (4). Where there is considerable evidence of
implementation of most aspects of what was planned. This should be
detailed in far right column.

Ses
sm

en

As

13.Evidence of benefits / results framework, and/or plan for
reflexive learning and evaluation in place to assess change

fits
realiz

Bene Evidence of implementation of specific change

. Evidence of a specific benefits or results framework that focuses on change

management (or clear proxies of the intended change). This should focus
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management outputs, outcomes, impacts

14.Evidence of internal mechanisms and practices of
monitoring, formative learning, reflexive learning carried out
during the process of implementation

15.Evidence of external ex-post or summative evaluations or
reviews carried out that include change management aspects.

not just on the ‘hard’ results of the reform, but the change to working
practices, behaviours and organizational health sought through the reform.

Theories of change, results frameworks, success criteria, data collection
mechanisms etc should be considered here in light of this specific focus on
CM, namely:

Intended Outputs that pertain to; Implementation of standards and practices,
e.g. clear roles and responsibilities for effective accountability; Staff trained
in new work practices; New organizational structure prepared and approved

Intended Immediate outcomes may relate to the reaction to proposed
changes: pertaining to understanding, acceptance of shared values,
knowledge of what is being communicated, and positive perception. Looking
for indicators/metrics and evidence of increases in stakeholder engagement,
morale, and preparedness for the new way; knowledge acquisition (to carry
out the roles and responsibilities effectively, or understand the changes
sought); staff empowerment; studies that measure levels of satisfaction (or
inversely levels of resistance to change); client satisfaction studies as
appropriate. Proxies may include measures of the ‘reach’ of the CM
components of the initiative, such as: Number of contacts/engagement
points; Metrics of engagement at different levels; Receiving survey;
Providing feedback/ comments (e,g. via web posts); Actively participating
in designing the solution

Intermediate outcomes may relate to adoption and adaptation of changes
sought by the target users or stakeholders. For example, ILO BPR, adoption
of standards and benchmarks. Look for indicators/ metrics and evidence
of increases organization readiness, flexibility, and adaptability. Increases
stakeholder utilization of and proficiency in new way of working. Increased
stakeholder utilization of and proficiency in the new way; increased the
likelihood of benefits realization; proxies for long-term sustainability once
the future state is achieved. Surveys can be used here, measuring issues such
as: # of staff being able to apply new work practices; # of staff dedicated to
specific functions; Demand data vs staff used to cover demand; User
feedback results on service levels before and after.
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Long-term outcomes and impacts may relate to a more permanent change
state, where improvement in practice and behaviour is sustained, and where
the results impact upon the overall reform goals. For example, adoption of
standards and benchmarks in ILO from the BPR initiative, had stated positive
effect on the bottom line of UNOPS, evidenced through EFQM report. Long
term outcome and impact measures, that pertain to the interface between CM
and the reform itself, may include: Cost savings (staff/non-staff); Time
savings; Service levels; Reduction in risks etc

Where:

Not addressed (0). Where there is no evidence of a benefits of results
framework for change management, and none of the elements listed above
can be found in the material provided.

Partially addressed (2). Where there is some form of benefits or results
framework, but it’s not really that focused on change management results as
defined above, or where the proxies are not that strong.

Fully addressed (4). Where there is a strong benefits or results framework,
which really speaks to the types of intended results and mechanisms to
measure them as defined above.

Institution

aliziation

16.Evidence of an institutionalized change management
function in the organization

N/A

17.Evidence of change management beyond single reform
initiatives

N/A
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B. Explanatory note for tables and figures

50.

The graphs and tables in the report were developed using data from the
case summaries, scores of the presence and depth of critical elements, and
CEB data. The following table provides notes on each of these.

Number | Label Notes Source
Figure 1 | Typology of Reforms Descriptive information JIU analysis
by Change
Management focus
Figure 2 | Proportion of reforms Each of the reforms was categorized into the JIU analysis
by type four intent types. The figure presents simple based on case
percentages in each category. summaries
Figure 3 | Typology of Reforms The figure presents the % of reforms in each of | JIU analysis
by Size of the four types by size. based on case
Organization summaries;
CEB data
Figure 4 | Typology of Reforms | The figure presents the % of reforms in each of | JIU analysis
by Start Year the four types by reform start year as mentioned | based on case
in the case summaries. summaries
Figure 5 | Use of established The figure presents information on the use of JIU analysis
change management established change management approaches based on case
models and across reforms over time. The graph takes into summaries
approaches over time account the number of active/ongoing reforms
across each year.
Figure 6 | Breadth and depth of Individual cases were scored against the JIU analysis
key elements of presence and depth of key elements using
change management frameworks. The figure presents scores for each | frameworks
by reform of the 47 reforms in ascending order based on for presence
the presence of key elements scores. The mean | and depth of
scores are shown by the horizontal lines. The key elements
presence and depth scores are overlapping and
not stacked.
Figure 7 | Breakdown of The figure presents the overlapping presence JIU analysis
presence and depth of | and depth scores by the reform phase. using
change management frameworks
scores by phase of the for presence
reform process and depth of
key elements
Figure 8 | Enablers of change Descriptive information JIU analysis
management
Figure 9 | Configuration of The figure presents the institutional JIU analysis
institutional arrangement across each of the four based on case
arrangements for institutional arrangement categories. summaries
change management in
United Nations
reforms
Figure Distribution of The figure presents the frequency of reforms by | JIU analysis
10 dedicated staff the number of change management specialists. based on case
working on change Both variables were calculated based on the summaries

management across
United Nations
reforms

case summaries.
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Table1 | Average depth of The table presents depth scores across each of JIU analysis
change management the four institutional arrangement categories by | based on case
practices in reforms organization size. summaries
with different team and
configurations frameworks

for presence
and depth of
key elements

Table 2 | Established change Descriptive information JIU case
management capacity summaries

in United Nations
organizations
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VI1I. Case Summaries

51.  This section provides all case summaries that were completed for each
of the participating organizations during the review. These were based on the

reform documentation and inputs form the interviews.

52.  The following case summaries are included:
NSc.). Orgﬁgirf]ztion Reform Name

1 United Nations*  Creating a better OCHA

2 United Nations*  Umoja (ERP)

3 United Nations*  Global Service Delivery

4 UNCTAD Nairobi Maafikiano

5 UNCTAD Results-Based Management

6 ITC Innovation Lab

7 UNEP Programme management and implementation

8 UNEP Restructuring and regionalization

9 UNEP Internal reforms
10 UNFPA Regionalization
11  UNFPA Comprehensive Change Process
12 UN-Habitat Change Process
13  UNHCR Structural and Management Reform
14  UNHCR Change Process
15 UNICEF Human Resources
16 UNICEF Strategic repositioning of the Operations Function
17 UNICEF Office Management Plan
18 UNICEF Performance Management System
19 UNODC Local Umoja Implementation
20 UNODC Framework for Engaging External Partners (FEEP)
21 UNOPS HR Transformation
22 UNOPS Reform of Process and Project Quality
23 UNOPS :\r)ltoeégﬁttl)?nal Individual Contractor Agreement (11ICA)
24 UNOPS OneUNOPS — Enterprise Resource Planning
25 UNRWA Health Reform
26 UNRWA Education Reform
27 UN-Women Regional Architecture
28 WFP Fit For Purpose
29 WFP Integrated Road Map
30 FAO Revised Policy for International Consultants
31 FAO Global Resource Management System (GRMS)
32 FAO Risk Management and Internal Control Measures
33 IAEA Accountability
34 IAEA (AAgIeF:]Sc)y-Wlde Information System for Program Support
35 ICAO Organizational Performance Management
36 ICAO Organizational Risk Management

Error! Unknown document property name.
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37
38
39

40
41
42

43
44
45
46
47
48
49
50
51
52

ILO
ILO
ILO

IMO
ITU
ITU

UNESCO
UNIDO
UNWTO
UPU
WHO
WHO
WHO
WIPO
WIPO
WMO

Business Process Review (BPR)

IT Infrastructure Transformation
Integrated Resource Information System (IRIS) Rollout
— Enterprise Resource Planning

Review and Reform of IMO

Gender Equality and Mainstreaming Policy (GEM)
Reform on Strategic Planning, Monitoring and
Oversight

Invest for Efficient Delivery

Programme for Change and Organizational Renewal
Collaborator Contractual Scheme

Union reform

WHO Reform 2011-17

AFRO Transformation Agenda

Transformation Plan and Architecture 2018-20
Strategic Realignment Program

Enterprise Risk Management

WMO Constituent Body Reform

* As listed in ST/SGB/2015/3

Error! Unknown document property name.
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CM Case Summ

ry Framework FINAI November 20, 2018

Qrganization: UN Secretariat: ‘Creating a better QCHA’

Overall e Very comprehensive and clear change management process evident from the documents and correspondence provided vis-a-vis ‘creating a
Comments better OCHA’.
e Ifthere is a gap it appears to be around the definition and measurement of expected behavioural change results. The results framework and
KPIs pertain to proxies around leadership, implementation of audit & evaluation recommendations etc, not actual measures of changes in
behaviour and practice.
e Case is considered complete, but may follow-up on behavioural aspects of the reform in January / February 2019 with respect to the chapter
of our study on behavioural factors/insights.
Themes for - Use of Change Agents — see section 3.4.2 and documents S, T,U.
consideration in - Compact between staff and managers
JIU report - Strong focus on ‘instituting a new culture’ (doc W, p.2)
- Budget Elements

1. UN Secretariat — Creating a better OCHA

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What'
question — what the
initiative and
reasoning behind it
was?)

1.1 A brief summary of | 1.1.1 What is its purpose? Purpose — to make OCHA more focused, agile and unified
the reform/initiative. What are the objectives? organization (Feb 2017, USG goal of the change process). (H.5)

Objectives:

i)  Strongly align priorities with those of crisis-affected countries,
HCs and operating partners

ii)  Streamlining and rigorously focusing on OCHA’s five core
functions

iii)  Restructuring OCHA to optimise delivery

iv) Introduce a flexible operating model to adjust rapidly and
constantly to ever-changing humanitarian challenges

v)  Establish new processes to manage work transparently and
accountability across the organization

vi)  Developing administrative services that are fit-for-purpose

1.1.2 When did it start? December 2015 — ongoing (G). USG commissioned functional
When did it end? review to identify improvements to make OCHA fit for purpose
(H.5). Change process envisaged (then) to take 18 months from
January 2017 to June 2018

December 2015 when the functional review was commissioned.
The change process is considered complete because: the 23
decisions in the creating a Better OCHA document have been
implemented; the Change Management Unit completed its term.
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CM Case Summary Framework

FINAL November 20, 2018

Organization: UN Secretariat: ‘Creating a better OCHA’

1.1.3 What are the key
elements/sub-initiatives?

i) Transition: initiating changes as per “creating a better OCHA’
and handovers to relevant functional leads

ii) Operating Model: restructuring, finance, resource mob

iii) Admin: services: HR

iv) Governance: consultation, oversight?

v) Org Culture and Behaviour: Change Agents, People Strategy

vi) ERC priorities (Emergency Relief Coordinator, who is also
OCHA’s Under Secretary-General)

Source: Document O.

Note from OCHA: OCHA’s
simultaneous downsizing in
late 2017 was not part of the
Change Implementation Plan
nor was it a recommendation
of the functional review; the
downsizing was a distinct
process that had to do with
our extra-budgetary financial
position in late 2017 and our
cost/work planning for 2018.
Unfortunately, the downsizing
coincided with restructuring
and they tried to make
distinctions between the two
simultaneous processes
wherever possible. But just to
be clear, the downsizing was
never a first step of our
internal reforms. The
nuance that was lost last year
was that the change process
was never about getting
OCHA to be smaller first
before breaking down siloes
and refocusing on the basics
or becoming more field-
oriented, hence this is to
clarify the point that
downsizing is not misread as a
necessary first step in order to
achieve the change.

1.1.4 When and by whom
was it approved?

USG for Humanitarian Affairs, December 2015

There was no initial strategy document. The reforms contained in
“Creating a Better OCHA” were designed following the functional
review
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CM Case Summary Framework

FINAL November 20, 2018

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

Organization: UN Secretariat: ‘Creating a better OCHA’

Series of reviews of different components at different stages, appear
to be more formative in nature than evaluating the implementation
to date. E.G. Initial Diagnosis; Front Office Review (led by Change
Implementation Team) (D.1)

The newly-formed Organizational Development Unit, the successor
of OCHA’s Change Management Unit, is in the process of
developing a work plan to ensure continual improvement and
follow-up of remaining change issues, with ongoing light touch/
informal reviews of how new reform structures and processes are
functioning and delivering results.

1.2 What were the
underlying factors or
drivers behind this
reform/initiative?

Where distinct or
additional to broader
drivers of change, what
specific events or
triggers signalled the
start? Each of these
will affect the
approach, speed, scope,
resources and adoption

They can be both
expected or
unexpected.

of change management.

1.2.1 What were the drivers?
The causes of the initiative,
generally an overarching,
longer-term shift affecting
how the organization
operates.

e Recognition of the need for OCHA to change. XB at 90%.
Spending more than earning (question of value?). Drawing on
financial reserves and unsustainably trying to cover too much
group (1.1)

¢ Field say HQ no long serving them the way they needed. Also,
not serving partner beneficiaries in the way needed, e.g. Syria

e OCHA expanded dramatically in size. Systems and processes
not keeping up. Overlap at HQ. Silos. Needed to become fit
for purpose otherwise would soon become irrelevant.

e Question of raison d’etre? How effective is OCHA as a
coordination body?

e Arrival of new USG (“sat in the middle of the office surrounded
by staff, not in a corner office”) (G)

OCHA would emphasize though that these questions were
addressed in the Creating a Better OCHA document, which is the
blueprint for OCHA’s change. OCHA’s 2019 budget is also
following a 75:25 Field: Headquarters split to ensure that the
Organization is field focused. See attached Under-Secretary-
General’s email to staff on 2018/19 budget process dated 26 Oct
2018 (Doc R).

The 2018-21 Strategic Plan outlines OCHA’s priorities and
functional areas, which are cross functional and require
Headquarters and the field to work together.
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CM Case Summary Framework

FINAL November 20, 2018

Organization: UN Secretariat: ‘Creating a better OCHA’

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

No specific event, but a combination of a loss of donor confidence,
budget crisis and feedback from staff.

2. Which change
management
approaches have
been used in the
design of the above
reform or
initiative?

(The 'How'
question on design
— what did they set
out to do?)

2.1 Describe the design
or plan for change
management in the
initiative?

PLAN OF CHANGE MANAGEMENT PROCESS

2.1.1 What were the specific
objectives of change
management within the
design of the initiative?

i) Change of culture within OCHA. Compact between staff and
management — focusing on mutual commitments,
expectations, and culture change necessary to deliver vision
and mission (A)

ii) Changing working practices — making OCHA ‘more
accountable, agile, effective, decentralized, transparent and
collaborative’

Within the priorities of the comprehensive reform (creating a better
OCHA’ the focus that pertains most to change management is
addressed under the work of change agents and the people strategy
(see doc O). Their work (as we understand it) permeates the other
elements of the strategy.

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
s0, how?

Change Management Team set up within OCHA — small internal
group supported by McKinsey. Established various components
drawn from them — change agents etc.

There were two change management teams: one was led by the
change management secondee, Bruce Aylward, with support from
McKinsey, which was later succeeded by OCHA’s own Change
Management Unit led by the OCHA Director for Change
Implementation. The response below relates to the latter.

McKinsey provided support to the change team on the new
operating model and also facilitated two change workshops for
OCHA'’s change agents

58




CM Case Summary Framework FINAL November 20, 2018 Organization: UN Secretariat: ‘Creating a better OCHA’

2.1.3 Was a specific plan Yes. “Creating a better OCHA: Outcomes of the Design Phase of
prepared outlining the OCHA’s change process” June 2017

change management

process(es)? Within this plan are elements and processes specific related to CM

as we define it:
Who prepared this plan —

done internally or by an i) Wide engagement in plan preparation - EMC, OCHA staff,
outside company? If Donor Support Group, Operational Partners Advisory Group,
external, please state who? HCs and Resident Coordinators (H.7)

ii) Sub-strategy on ‘Managing OCHA: people strategy,
committees and processes’ covering a) a new people strategy
to describe the type and size of work force; b) people strategy
and management committee to permanently oversee talent and
people management and career development; c) new planning,
budget and finance committee to ensure that the EMC is well
informed to make financial and strategic decisions; d) new
internal operations committee; e) use of digital management
dashboard to ensure decisions made based on a single source
of information (H.24-25)

iii) Focus on key administrative blockages, and identification of
areas to cut red-tape. (J)

iv) Establishment of a change management decision-list — of key
decisions, why important, and tracking progress against these.
(H.33-34)

Also, Change Implementation Plan (Dec 2017-Mar 2018)

vii) Transition: initiating changes and handovers to functional
leads

viii) Operating Model: restructuring, finance, resource mob

iX) Admin: services: HR

x) Governance: consultation, oversight?

xi) Org Culture and Behaviour: Change Agents, People Strategy

xii) ERC priorities

NB. There were no earlier Change Implementation Plans covering
the period Jan-Nov 2017 (confirmed by OCHA)

Further elements outlined in the 2" Change Agents Forum (March
2018, Doc L):
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- Influence Model of change theory - improving both
Performance and Health (aligned to McKinsey); four
elements i) role modelling; ii) fostering understanding and
conviction through a compelling story; iii) developing
talent and skills required for change, iv) reinforcing with
formal mechanisms. (see implementation section below)

2.2 How did the
triggers of the
organizational reform
or management
initiative influence the
change management
approach?

2.2.1 What effect, if any, did
the drivers or triggers of the
reform have on the
objectives and plan for
change management?

Clear linkage between the drivers of change and the change plan
itself. Structural and cultural issues part of the drivers of change
highlighted previously. The new operating model focuses on this —
‘working as ‘one’; aligning around core functions; establishing
global teams, strengthening collaboration and learning (K)

IMPLEMENTATION

OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and implemented?

(The 'How'
question on
implementation)

3.1 What was the scope
— breadth and depth of
the change process?

3.1.1 Was it system-wide,
organization, department
etc.

Organization-wide

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

Previous and current USGs were the drivers of the change process.

3.2.2 Were consultants
involved in implementation?
If so, in what role?

McKinsey provided support to the change team on the new
operating model and also facilitated two change workshops for
OCHA’s change agents. An OCHA team facilitated the
implementation process.

3.2.3 What was the size of
the team? Where was the
CM team located?

From January to June 2018, the Change Management team had one
D2, three P4s, two P3s and one General Service support staff.

After June, the Change Management Team’s term came to an end
and was replaced by the Organizational Development Unit which
has one P5 and two P4s.
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Role of team — facilitation, leading from behind. Change Agents
identified — 35 from across the organization. Staff asked to submit
vision and ideas for change. Picked people from this group. Get
together and have face time with USG once a month. All received
McKinsey training, 2 - 3 day workshop including USG. They have
access to all the info and act as conduits to colleagues, so they
have a good sense of the pulse. Opportunities to dialogue on
culture, and also talent identification (G.15)

3.2.4 Is there an
institutionalized function for
change management in the
organization or was the
function time-bound for this
specific initiative? If yes,
please include information
in question 7 as well.

Yes. In Sept 2016, the Change Management Unit (and a high-level
process for pursing change), established based on recommendation
of the Function Review of 2015. (H.5) — See Question 7 later for
more

3.2.5 What mechanisms
were put in place to oversee
the change management
process? Did it include the
head of organization, the
governing body, just senior
managers, or other? What
role was played by each?

The Change Management Unit reported to the Assistant-Secretary
General, while the Organizational Development Unit now reports
to the Under Secretary-General.

3.3 How was the
change management
process structured?

3.3.1 Did the process have a
definitive start and end?

Initially yes Jan 2017 to June 2018.

Yes. The implementation commenced in October 2017 when the
OCHA Change Implementation Director was appointed until June
2018. From June, there was a transition period between June and
July, when the team’s terms ended, and the Change Director was
appointed to another role within the organization.

3.3.2 How long did it last?

18 months

3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the planin 2.1.3)

People Strategy
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- People strategy 2018-21 developed: focus on learning and
development; duty of care; performance management; talent
promotion.

- Process to improve HR processes (e.g. regularizing 89 TJO
posts as first batch, March 2018)

- Leadership development training to apply to all staff, including
national and general staff. Staff can self-nominated to be
reviewed by People Strategy and Management Committee

- A People Strategy Committee, led by the Assistant Secretary-
General, was constituted to implement the People Strategy.

Change Process / Analysis (documents from source O)

- Theory: Focus on improving OCHA ‘health’ — “influencing
model” of change theory (source?) - changing mind-sets and
behaviours i) role modelling, ii) fostering understanding and
conviction through compelling story; ii) developing talent and
skills required for change, iv) reinforcing with formal
mechanisms. (L.2)

- Compact: Change agents and the Change Implementation
team will facilitate focus group discussions on a compact
between staff and manager. . . Was the result of three months
of consultations with more than 500 staff across the
organization, and it encompasses the organizational culture
that should define us, namely being agile, accountable,
decentralized, effective, transparent, and, above all,
collaborative.

- Anonymous have your say page on this issue for the month
for those who prefer to reflect in writing or cannot make one
of the focus group discussions.

- Town Hall meetings

3.4.2 What communication  |Use of change agents (described in 3.2.3) “check the pulse on staff | No actual ‘change stories’
mechanisms were used? interest in the process and decide when to ‘raise the volume’. Change | provided

agents have bilateral conversations actively listening and seeking
feedback from staff. Change agents to remind staff to complete
surveys and questionnaires shared. They are accountable to help
people clarify, reinforce and recognize progress made in the change
process.
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Use of change stories. Provides a context and explanation for change.
Helps people make sense of change and givens agents and leaders a
chance to demonstrate humanness and vulnerability. (L.3)

“change agents are a litmus test for how things are going as an
organization as they are the connection point on the whole change
process” (USG, Lowcock) (L.3)

There was a concept note for change agents that was shared with
staff by the Under-Secretary-General, followed by his email on how
to apply to become a change agent, then announcement of change
agents, notification to all staff by the Change Director on the change
agents workshop, sharing of change agents list, communication of
a change implementation Workplan (followed by regular updates).

See section 4.2.1 for further info on time used.

Documents S, T,U for further information on change agents
3.4.3 How was the change OCHA FAQ from 2014 (doc W)

initially framed and
presented to staff? Q: How do the decisions to date make OCHA more fit for purpose
and what is the rationale for change”?

“We took [the functional review] as a template for what needed to
be changed and our decisions to date address these
recommendations at the strategic level. The changes aim to help
ensure more consistent delivery across OCHA and improve our
functional excellence across the organization, and ensure our
operations and our major Functions work together better. Our
organizational structure will be simpler, allowing for clearer
accountability for staff, donors, and partners. These decisions will
help move us to a place that builds trust, transparency, and a
culture where every staff member knows that their work is

valued.”
3.5 How much 3.5.1 What learning and The new operating model was developed as an action point from the
reflexive learning took | adaptive management Creating a Better OCHA document on how to ensure functional
place during the processes were put in place | excellence and define mutual lines of accountability between
process? Was it during or after the CM Headquarters functions and field offices. The modalities on how to
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operate on the ground were a result of consultations by the change
team, which held workshops with management and selected staff at
both field and Headquarters level. The new operating model was
also piloted through five field offices: one medium, one large, one
compact sized and two regional offices. The full rollout of the new
operating model was based on feedback from these offices.

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have been
the resource
implications of
change
management?

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

Unclear whether costs spread across core/XB or not.

4.2 What were the
major cost elements
and actual costs (where
available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

Change Implementation budget 2018 (one year as example), initial
approval 1.407mn, revised upwards, actual 1,912mn USD. (doc X)

Total OCHA budget in 2018 317mn, so 0.6% of total annual budget.
(Doc Y). No information on cost of ‘reform’.

Elements for 2018 expenditure:

Staff Personnel — 1,210,161

Contract Services — 8,072

Operating and other direct costs — 157,333
Travel — 414,794

Prog Support Costs — 122,325

Time: Doc S — 5-10% of change agents time for 12 months (through
implementation process) Done in addition to regular job duties. 36
people selected.

RESULTS OF CHANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of
the change process
or approach?

5.1 What were the
results of the change
process?

(Is there evidence of
sustainability of these
changes? What is the
degree to which
organization is working
differently and people

5.1.1 What were the short-
term outputs? How were
they assessed?

- Downsizing and reduction initially, and then had to rebuild
after. Had to manage through it.

- More structured. Gone from 51 to 39 entities.

- Investment in staff. Better contracts (had a lot of TJOs before
so moved to full time openings, proper and secure contracts);
big focus on trust and leadership.

- Reduced clearance process — cut out 11 steps to clear TPs
(temporary promotions?) down to 1.

- Sought to address issues that impacted on the field.

- Operating model key to providing consistent and more
predictable support to the field

Doesn’t seem quite right.
Many of the 23 decisions
weren’t results as such, but
actions or processes.

One of these was to establish
KPIs itself, which suggests
that more work on results
measurement was needed.
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are behaving - Matching needs with problems
differently? Degrees of - Bottom up approaches
result or proxies - Compact between management and the staff.
around these include - People being evaluated on their behaviours
cost reduction (staff
and non-staff); service (Source: Doc G)
levels; reduced risks;
behavioural changes; There were KPIs for administrative services that were agreed upon
improved collaboration by the Executive Office. However, the key KPIs for OCHA were
etc.) the 23 decisions of the Creating a Better OCHA document.
5.1.2 What were the Not a great deal defined in terms of results and measurement, | Gap in results framework
intermediate or long surprisingly. around organizational health /
outcomes? How were they culture
assessed? Did they bring OCHA results framework (Feb 2018) [Doc Z] and key performance
about the desired indicators, baselines and targets: OCHA Strategy Plan 2018-21
transformation? [Doc Z2] have results and measures related to ‘Management and
(linked back to objectives in | Enabling Functions’.
2.1.1)

- The measures are as follows:

% of stakeholders that perceived OCHA leadership as effective

% audit and evaluation recommendations implemented

% implementation plans with more than 80% benchmarks achieved
% OCHA Heads of Office who are women

All others relate to external objectives. None on the direct
expectations around the organizational / cultural changes

5.2 How did the 5.2.1 How did the change |The Change Implementation Unit was entirely staffed by OCHA

process affect the management results |secondees and supported by a cadre of 35 OCHA Change Agents

results? contributed to the reform |across the globe, which helped to foster an OCHA-led, OCHA-
results or outcomes and in [owned process of determining how best to implement the 23
what way? decisions in the “creating a better OCHA’ document.

What is the value-add of the
structured process, where
used?
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LESSONS FROM CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived to
guide future
change
management
initiatives?

6.1 What are 6.1.1 What do those Key factors in success:
considered critical involved, and those affected | -  New operating model
factors +/- considered: - Organizational change evidenced by: (reducing) 6 to 5
Regional Offices; HQ restructuring, i.e., 1 HQ in two
(e) the key factors of locations, repetitive activities consolidated/stopped/
success
(f) factors that led to
failure and the Challenges (source: doc N)
challenges and - Didn’t start communicating early enough
constraints to the - Insufficient buy-in at beginning as done too internally. Staff
change felt left out in functional reviews. Particularly junior staff.
management - Difficulty of communicating the diagnostic. How to
process? communicate in a way that doesn’t undermine the effort and
trust — importance of managing expectations.
- Workshops not always good — but tasking people to find
solutions to problems
- No cultural diagnostic — but did come up all the time.
6.2 What positive 6.2.1 How unique are these | The functional review was undertaken by external consultants. The

features identified are
transferable or scalable,
which are not and why?

to the context in which they
were implemented?

design phase of the change was led by a United Nations agency
official, supported by external consultants plus some OCHA staff.
However, the change implementation phase was led entirely by
OCHA - by an OCHA Director and supported by an OCHA team of
secondees and OCHA Change Agents, which helped foster a sense
of ownership of the change process as something being done “by”
OCHA and not “to” OCHA.

6.2.2 What generalizable
lessons can be identified?

To the extent possible, the change process should involve existing
staff members, including through the use of “change agents’.

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do
things differently? If so,
how?

Lessons are still being drawn about how the change process
unfolded.
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Change Management Functions in the Organization

7. Towhat extent | 7.1 Does the Participating | 7.1.1 Is there a team — time-bound | Yes. In Sept 2016, the Change Management Unit (and a high-level process for pursing

have change Organization (PO) have a | or fixed — working on CM across change), established based one recommendation of the Function Review of 2015. (H.5)
management Change Management multiple initiatives (i.e. beyond a
functions been function — formalized or single time-bound change process)? | There was a subsequent Change Management Unit that was led by OCHA staff, which
institutionalized? | otherwise? has been replaced by the Organizational Development Unit
7.2 What are its 7.2.1 How was it established? Sept 2016. Role — facilitate and lead from behind across all facets of change (the 5
objectives? When? What is its purpose? How components of the plan laid out above in Q1.1.3 above

sustainable is it?
The first Change Management Unit that was led by a United Nations agency secondee and
an external consultant delivered the Creating a Better OCHA document.

The second Change Implementation team, led by the OCHA Director for Change
Implementation was supported by OCHA staff, oversaw the implementation of the
document.

The Organizational Development Unit, also led by OCHA staff is following up on
remaining change priorities and ensuring that OCHA remains adaptable to and anticipates
ongoing reforms.

7.3 How is it structured, 7.3.1 How many staff, and at what | The Organizational Development Unit (now headed by a P5 and supported by two P4s
staffed and funded? grades? Who does it report to? along with a cadre of OCHA change agents) is working on continuous change since the
How is it funded and to what organization is agile and continues to evolve.
levels?
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Document Key

A 8 June 2018 — Update on Change Implementation Email. Comments on OCHA compact between staff and management, provides | OCHA
a video update on OCHA'’s change implementation process, and informs of newly established internal operations committee.
B. Terms of Reference, Internal Operations Committee, OCHA (undated) OCHA
C. Compact of Staff and Management, OCHA (one-page diagram) (undated) OCHA
D. 30 June 2018 — Update on Change Implementation Email. Comments on the roll-out of OCHA’s new operating model, on the role | OCHA
of OCHA regional offices, and on the strengthening of OCHA’s Operations and Advocacy Division.
E. OCHA Change Management, Regional Offices Task Team. The Way Forward for OCHA’s Regional Offices, unpublished memo | OCHA
(undated)
F. Meeting of the Internal Operations Committee, OCHA, 18 June 2018, Minutes (unpublished) OCHA
G. Notes from UNLOCK Network meeting, OCHA and UNHCR story of transformation presentation, Reena Ghelani, 20 June 2018 | JIU notes
H. Creating a better OCHA, Outcomes of the Design Phase of OCHA’s change process, June 2017 OCHA
l. OCHA on Message, note (unpublished), (undated) OCHA
J. Key OCHA Administrative Issues, note (unpublished) 12 March 2018 OCHA
K. OCHA New Operating Model, 1-page infographic, 12 May 2018 OCHA
L. OCHA Second Change Agents Forum, Summary Note Draft (unpublished), 27-28 March 2018 OCHA
M. Decision-Tracker, Progress on Decisions from ‘Creating a Better OCHA dashboard’, 27 April 2018 OCHA
N. OCHA People Strategy 2018-21 Flyer OCHA
0. Emails from Change Director to all staff OCHA (2018, several) OCHA
P. Change Implementation Work Plan OCHA
Q. OCHA Strategic Plan 2018-21 JIU identified
R. USG Message to Staff, EMC Budget Presentation, 25 October 2018 OCHA
S. Concept Note for OCHA Change Agents, undated OCHA
T. Email, Announcement of Change Agents, 16 October 2017 OCHA
u. Email, Change Agents workshop, 22 November 2017 OCHA
V. USG Message to Staff: Change Management, Downsizing, Restructuring, 16 December 2017 OCHA
W OCHA Frequently Asked Questions, Change Management Process, 15 June 2014 OCHA
X Change Implementation 2018 Budget: Implementation rate by sponsored class OCHA
Y OCHA Executive Management Committee Meeting, 25 Oct 2018 OCHA
X OCHA, Key Performance Indicators and Baselines and Targets, OCHA Strategic Plan 2018-21, May 25, 2018 OCHA
X2 OCHA Results Framework, Draft, February 2018 OCHA
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2.UN Secretariat — Umoja (ERP)

Overall comments

e The case has a clear definition and focus on change management as evident from the progress reports.

e There appear to be gaps around the planning of change management processes and no overall strategy for change management could be identified

in the documentation
e  The case summary is considered complete for now, but may follow-up on the remaining questions in January/ February 2019.

Themes for
consideration in
overall report

- Communication strategy

- Change network strategy

- Definition and scope of change management
- Preparing for change

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The "What'
question — what
the initiative and
reasoning behind
it was?)

1.1 Abriefsummary | 1.1.1 What is its purpose? | Umoja is an implementation of the SAP ERP software, an
of the | What are the objectives? application that supports management activities related to finance,
reform/initiative. budget, human resources, supply chain, central support services and
other core business functions. This integrated transactional system
replaces numerous existing legacy information systems previously
used across the Secretariat. (Q.1)

Based on the vision statement: Umoja is a continuous organizational
transformation. It transcends organizational, geographical and
functional barriers, fostering culture of transparency, accountability,
empowerment, sharing and unity across the UN. (B.6).

Umoja remains central to the successful reform and modernization
of the administration of the United Nations and has the potential to
generate major benefits for the Organization and for Member States.
(0.8)

The Purpose of Umoja is to renew the way the United Nations
manages human, financial and material resources. The complex,
high-value project is aimed at modernizing a wide range of business
processes and systems that are crucial to the efficient and effective
management of the Organization. (O.6)

Based on the vision statement (B.6):
Outcome: Umoja maximizes the productivity of the UN human,
financial and material resources.
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Output strategy: It seeks to allow staff to work together in a truly
coordinated manner, giving managers the visibility to plan
appropriately, providing stakeholders the confidence to support and
endorse programmes, and enabling the Organization to deliver better
on its mandate. (A.2)

It seeks to enable high-quality, cost-effective service delivery for
evolving United Nations mandates, anywhere in the world by:
1. updating skills,
2. harmonizing practices
3. and applying global technology,

The main objectives were to: (a) provide a global system that
captured accurate and timely core resource data from all operations,
including those in the field; (b) support decision-making by linking
programmes and operations with the resources allocated and
utilized; (c) reduce the average time required for administrative
processes by streamlining and integrating business processes and
using greater automation; (d) increase organizational efficiency by
reducing manual processes and redirecting resources to value-added
work; (e) support the implementation of IPSAS; (f) enable easy
access to reports for Member States, staff and the public, as
appropriate; and (g) enhance accountability, transparency and
internal controls. (1.23)

Organization: UN Secretariat: Umoja (ERP)

1.1.2 When did it start?
When did it end?

2008- 2019 (0.4)

1.1.3 What are the key
elements/sub-initiatives?

Functional pillars for Umoja are listed as:
1. Human resources

2. Finance

3. Central support services

4. Supply chain and logistics

5. Technology and data management

1.1.4 When and by whom
was it approved?

Approved by the General Assembly in December 2008 (resolution
63/262) (B.11)
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1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

Organization: UN Secretariat: Umoja (ERP)

There is no document that evaluates the overall reform. The
following descriptive is what we have been able to get from the
documents but without details:

1.

Umoja Integration has been deployed to five clusters with
more than 40,000 users, operating from more than 400
locations. (O.6)

Umoja has improved a range of administrative processes.
(M.7)

The BOA reports focus on the high costs of Umoja
implementation consuming most of the project budget by
2015. The total cost of ownership of Umoja over 15 years
including capital and maintenance costs, is unknown but
is likely to exceed 1 billion dollars. (N.9)

A post-implementation survey of staff members impacted
by the Galileo decommissioning project, conducted by the
Umoja Coordination Service four months after go-live,
showed a high level of confidence in the business
readiness support provided: 76 per cent of respondents
reported advanced or intermediate knowledge of Umoja,
81 per cent were satisfied with the training and 80 per
cent were satisfied with post-deployment support. The
majority of users see value and benefits in moving to
Umoja; the examples most often cited include improved
reporting, real-time transactions, the interlinkage of
processes and global visibility. The Service continues to
assist business units to identify areas where support and
improvement are needed. (S. 5)

1.2 What were the
underlying factors
or drivers behind
this
reform/initiative?

121 What were the
drivers? The causes of the
initiative,  generally an
overarching, longer-term
shift affecting how the
organization operates.

1. Changes in the operating environment, the work of the
organization, the scale of humanitarian responsibility and the
size of the budget. (A.2)

n

“in a fast-changing world, the United Nations cannot continue to

operate and credibly account for itself without it. Indeed, Umoja
is not so much a benefit as a necessity.” (A.6)
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3. Current and projected business needs had outpaced the technical
capabilities and business functionality of the Organization’s
patchwork of information technology systems. The silos of
information caused by fragmented data from disparate
information systems had diminished transparency and control of
administrative processes, weakening management oversight
capability and exposing the Organization to unacceptable risks
through weak financial and procurement controls and a lack of
accurate global reporting. (S. 21)

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Not evident from the information provided

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the
above reform or
initiative?

(The 'How'
question on design
—what did they set
out to do?)

2.1 Describe the
design or plan for
change management
in the initiative?

211 What were the
specific  objectives  of
change management within
the design of the initiative?

Examples  of  specific
objectives
- Behaviour change to

facilitate fuller adoption
of new technology (e.g.
UMOJA)

- Empowerment of all staff
to increase adoption of
new policy

- Improve communication
of new roles and
responsibilities

From the documents the overall objective of UMOJA change
management seems to be to facilitate the move from its current state
to its desired future by supporting all levels of personnel in
transitioning to new ways of working (B.16).

The following objectives were extracted from the project reports:

1. Harnessing strong commitment from staff at all levels
such that changes in human skills, working methods,
procedures and technology can be made to fully realize the
benefits of Umoja. (A. 22)

2. To develop (local?) change management capacity
throughout the Organization. (A. 22)

3. To provide comprehensive role-based training to help staff
to fulfil their new roles and responsibilities. (A. 22)

4. To provide direct engagement between experts and user
community (to enhance staff performance in the course
of adopting new way of doing things?). (A. 22)
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5. To accelerate user adoption and optimize business
process (1.32)

6. A clear, consistent and compelling vision of Umoja as a
reform enabler is necessary to secure sustained business
commitment. (S.19)

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
50, how?

Not evident from the information provided

2.1.3 Was a specific plan

prepared  outlining  the
change management
process(es)?

Who prepared this plan —
done internally or by an
outside  company? If
external, please state who?

Not evident from the information provided

2.2 How did the

2.2.1 What effect, if any,

triggers of  the | did the drivers or triggers of
organizational the reform have on the
reform or | objectives and plan for
management change management?
initiative influence

the change

management

approach?

Not evident from the information provided

IMPLEMENTATIO

N OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management

approaches been

3.1 What was the
scope — breadth and
depth of the change
process?

3.1.1 Was it system-wide,
organization,  department
etc.

The implementation is focused on UN Secretariat and includes
OCHA, UNON, UNEP, UN-Habitat, ESCAP, UNAKRT, UNOG,
UNOV, ECA, ESCWA, ECLAC, ECE, ITC, UN Headquarters in
New York and the international tribunals. (1.6)
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Its outreach in the UN Secretariat includes more than 40,000 staff in
400 locations.

The Umoja user base has expanded to 46,500 users across 420
locations

Organization: UN Secretariat: Umoja (ERP)

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

1. the change management team was led by a P-5 or D-1 grade staff.
2. The Secretary-General remains a proactive champion of the
project.

3. The Management Committee, chaired by the Chef de Cabinet,
reviews the project status periodically and provides guidance on
strategic issues.

4. The Umoja Steering Committee, chaired by the Under-Secretary-
General for Management, meets regularly to oversee the strategic
and operational management of the project.

5. Heads of business units are actively engaged and reinforce the
awareness and commitment of their departments and offices.
(A/68/375 and A/68/375/Add.1).

3.2.2 Were consultants
involved in
implementation? If so, in
what role?

The documents provided do not indicate any hiring of consultants
for the implementation of the change management process. Could
you please provide information in case any were hired and for what
role?

Umoja response: No

3.2.3 What was the size of
the team? Where was the
CM team located?

The change management team is responsible for all activities related
to the organizational change process, throughout all phases of the
project through planning and preparation, communications and
training. (B.16)

The team was part of the ERP project team established in 2009.
Initially, it was one of the four main teams under the project
manager. The four teams were:

1. Change Management

2. Process Management

3. Technology Management

74



CM Case Summary Framework

Final November 22, 2018

4. Administrative Management
There were also four other teams established supporting the above

Finance and Budget team

Supply chain team

Human resources team

4. Central support services team (A.45)

wn e

Organization: UN Secretariat: Umoja (ERP)

3.2.4 Is there an
institutionalized  function
for change management in
the organization or was the
function time-bound for this
specific initiative? If yes,
please include information
in question 7 as well.

Not evident from the information provided

3.2.5 What mechanisms
were put in place to oversee
the change management
process?

Did it include the head of
organization, the governing
body, just senior managers,
or other? What role was
played by each?

Two groups stand out in the documents in overseeing the
implementation of UMOJA: Board of Auditors and the Change
Management Team.

With regards to Umoja, the CMT recommends: (Paragraphs 87-88)
The provision of a governance structure for the project as a matter
of priority (no later than at the first half of the resumed part of the
sixty-sixth session of the General Assembly); Completed. Umoja
continues to benefit from the strengthened governance model, first
described in the fifth progress report (A/68/375 and
AJ68/375/Add.1). The Secretary-General remains a proactive
champion of the project. The Management Committee, chaired by
the Chef de Cabinet, reviews the project status periodically and
provides guidance on strategic issues. The Umoja Steering
Committee, chaired by the Under-Secretary-General for
Management, meets regularly to oversee the strategic and
operational management of the project. Heads of business units are
actively engaged and reinforce the awareness and commitment of
their departments and offices;
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3.3.1 Did the process have a
definitive start and end?

Definitive start date — August 2010, after project initiation and the
initial phases of process design.

3.3.2 How long did it last?

Continuing

34 How was it
implemented?

34.1 Describe the
implementation process
(refer to the plan in 2.1.3)

The following elements of the implementation were mentioned
throughout the progress reports:

1. Preparing for change: developing and engaging the Umoja
stakeholder network. Mobilizing key stakeholders (subject
matter experts, business owners, and process owners) in the
design of the Umoja solution. (respecting the global nature of the
scope — more than half of the experts came from the duty
stations). The following 3 major components were established
by the team.

a.  An Umoja change management presence was established in
Geneva. During the design phase, over 100 Geneva-based
subject matter experts contributed to the solution

b. At the Department of Field Support Umoja Leaders
Workshop, held in Brindisi, Italy, in May 2010, the change
management team established a first group of 25 Umoja
Leaders in the field, representing 23 missions. These leaders
are now the focal points and coordinators for Umoja
activities in their respective duty stations. The workshop
prepared them to support implementation by introducing
Umoja’s core design concepts, guiding principles, and
project timeline.

¢. Umoja is linking information and communications
technology, supply chain and other global staff groups into
communities of practice that interact using online
information-sharing tools (including Umoja NET). This
provides a vehicle for the exchange of ideas and data, and
the coordination of community activities to support Umoja
implementation. (B.17)

2. Training: During deployment, end-user training will commence
approximately six weeks before the launch for each site. Staff
will have the opportunity to acquire role-based Umoja skills and
knowledge. The programme will consist of instructor-led, role-
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based classroom learning, complemented by an interactive web-
based training approach for self-study. Classroom-based
learning will be delivered in a just-in-time manner to ensure
maximum comprehension and retention of learned content and
skills. (B.17)

As the International Public Sector Accounting Standards
(IPSAS) will be implemented simultaneously with Umoja,
integrated end-user training strategies and materials will be
jointly developed and delivered in a manner that is consistent
with the overall training programme of the Secretariat. (B.17)

The training approach will blend traditional instructor-led
classroom learning and e-learning approaches. Training courses
will be modular, role-based and reusable and will address the
needs of each stakeholder group. (C.9)

Organizational alignment: The Umoja team launched
organizational alignment activities in the second quarter of 2012.
These focus on two priority areas: change impact analysis and
role mapping.

Change impact analysis is the assessment of any changes to
current processes, policies, roles, responsibilities, work volume,
complexity, skills and knowledge of the United Nations
workforce that may be required to implement the Umoja
solution. The goal of change impact analysis is to identify and
document the change between the ‘‘as-is’” and the ‘‘to-be’” way
of working per functional process. The change impact analysis
will inform:

* Job change impacts

* Policy review/updated requirements

* End user learning needs

» Targeted stakeholder communications. (D.18)

3.4.2 What communication [Umoja uses a variety of communication tools to ensure that different
mechanisms were used? groups and profiles of staff across the globe are engaged

The different stakeholders
and mechanisms are outlined
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appropriately. To the greatest extent possible, Umoja will engage all
its stakeholders directly, either in person or through videoconference.
(B.17)

In addition, the change management team has established multiple
new communication pathways, using both traditional and online
media. Umoja NET enables direct online interaction with Umoja’s
stakeholders, from subject matter experts to Steering Committee
members. At the same time, Umoja’s public website
(www.unumoja.org) provides more general information, including
the “Umoja Times” newsletter. Umoja publishes articles regularly on
iSeek to ensure outreach throughout the Secretariat. “Umoja Wire”
is an online news feed that provides news and information about
current project events. (B.17)

Communications to Member States- briefings have been held at each
session of the Fifth Committee, in addition to formal consultations
and informal meetings to ensure that Member States are well
informed about activities, risks and progress, and that Member States
feedback is duly considered in the Umoja action plans. (D.18)

A_change network strategy to enable selected staff at missions to
cascade messages while giving them local context and to multiply the
number of people reached. The engagement strategy also includes
‘‘change measurement’’ activities to track the growth in staff
awareness and understanding of how and when Umoja will affect the
Secretariat and staff roles in it. (D.18)

Communications strategy
A. Communication strategy 5 tracks
a. Awareness — introduce and promote the
implementation of ERP and the basic concepts of
Umoja to all UN audiences from the SG, USGs,
Directors, Professionals, General Service, and UN
Volunteers.

Organization: UN Secretariat: Umoja (ERP)

in the communications
strategy; however, it does not
seem to target uptake of the
reform or changing the way
people work —  more
emphasis on  one-way
provision of information.
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b. Status and News — Report on the status of Umoja,
deployment plans, and progress to all Stakeholders, and
Staff

c. Internal — Work collaboratively with all internal Umoja
teams in order to ensure smooth transition to Umoja.

d. Deployment — Ensure all Entity Teams, Staff and
Managers the information they need throughout the
deployment journey.

e. Using Umoja — Prepare all users to work within Umoja
by facilitating access to relevant training, deployment,
and other information as needed

Organization: UN Secretariat: Umoja (ERP)

3.4.3 How was the change
initially ~ framed and
presented to staff?

No information provided on the initial framing — however, the origins
of the framing can be traced back to the DG presenting Umoja to the
General Assembly in 2006

35 How much
reflexive  learning
took place during
the process? Was it
evaluated during or
after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process?  (please specify
when put in place in relation
to the process)

1. Post implementation review task force — for the mitigation of risks
and to address technical and process related challenges.

2. Umoja academy — improving on the training approach across roll
outs (F; G.1)

3. Acting on the recommendations and evaluation by the Board of
Auditors —

The Administration and the steering committee responded to
difficulties in implementation by making changes in the areas of
training and readiness assessment and by emphasizing collective
responsibility for change management. The main actions proposed
were;

* Increased senior business involvement in business change and
decision-making following the establishment of process owners in
2013;

* Increased investment in training and communication in order to
improve the preparation of staff on the ground to support Umoja
preparation and cutover and to provide first-line support through the
Umoja Academy;

+ Establishing new structures and teams to increase local
involvement in site readiness by appointing senior deployment
coordinators and business readiness managers as well as by seeking
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timely involvement of staff from the business to support both
technical cutover and the transition to new Umoja processes. (M.22)

Online user satisfaction surveys conducted by the Board (O.6) -

4. Internal Audit of Umoja change management and

implementation by OIOS (Q, R)

- thereport 2017/156 suggests that the Geneva based entities
and UNOG had established good project management
practices for the deployment of Umoja, such as
coordination, communication and clear delineation of roles
and responsibilities (R.1)

Organization: UN Secretariat: Umoja (ERP)

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have been
the resource
implications  of
change
management?

4.1 How was the
CM budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

The overall costs and source of finance are mentioned in the 2016
BOA report (N. 8). However, here we would like to know more about
the source of financing for the change management processes listed
above and the cost associated with it.

Umoja change management also consistently takes advantage of the
United Nations regular calendar of staff conferences, informing and
involving staff to the maximum extent. This approach allows specific
stakeholder communities to be targeted, and also leverages travel
costs already being incurred for such conferences. (B.17)

4.2 What were the
major cost elements
and actual costs
(where available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

The overall project expenditure is stated to be 411.8 million dollars
(0.4) and it is mentioned that projects roughly spend around 20-30%
of the total expenditure on change management (A.22)

RESULTS OF

CHANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of

the change
process or
approach?

5.1 What were the
results of the change
process?

(Is there evidence of
sustainability of
these changes?

5.1.1 What were the short-
term outputs? How were
they assessed?

Examples of outputs
(effective implementation of
CM processes)

1. The administration indicated that 35,596 of the 40,694 Umoja
users had been trained, of whom 32,240 had received training in
multiple courses, implying that 12 per cent of the total Umoja
users had not received any training (BOA — 2017 report) (0.6)

2.Board of Auditors reports included the following sections on

change management
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- Implementation of
standards and
practices

- Staff being able to
apply new work

practices

- Reduced time
spent on processes
(efficiency
measure)

Organization: UN Secretariat: Umoja (ERP)

The Umoja organizational change management team and
the realization teams have developed approaches, strategies
and plans to assess the change impact associated with the
deployment of Umoja; the role-mapping (Umoja roles to
individuals) approach and a learning/training approach.
(J.36)

The Board highlighted that implementation challenges were
about to escalate and identified the need for an increased
focus on business readiness and change management. (L.5)

3. Results of the online user satisfaction survey (O.6)

a.

15% of the respondents reported that they were very
confident and 69% reported that they were somewhat
confident of using Umoja

10% of the respondents reported that they considered
themselves fully ready and 66% somewhat or mostly ready
at the time of implementation of Umoja.

46% of the respondents felt that the timing of training had
been just right, while 54% of the respondents felt either that
there had not been enough time after training or the training
had been carried out too early before deployment.

4. In addition, 44% of the respondents said that they had received
training but could not understand Umoja, while 56% felt that
they had been adequately trained.

5.Umoja used A/73/389, paragraphs 36 and 37, a comparative
analysis of performance measures based on Umoja workflow
data over two years, using the average duration to complete a
workflow, reflecting performance improvements in almost all
workflows.

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?
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(linked back to objectives in
2.1.1)

Organization: UN Secretariat: Umoja (ERP)

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way?

What is the value-add of the
structured process, where
used?

Not evident from the information provided

LESSONS FROM CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived to
guide future
change
management
initiatives?

6.1 What are
considered critical
factors +/-

6.1.1 What do those
involved, and those affected
considered:

(g) the key factors of
success

(h) factors that led to
failure and the
challenges and
constraints to the
change
management
process?

(a) Key success factors:

1.

“To ensure success early involvement of management and staff
of implementing entities is necessary to (a) become acquainted
with the new operating model (b) provide feedback to the Umoja
team and (c) assist in building a tailored transition path for each
entity taking into account different levels of preparedness in
different entities” (E.3).

With respect to change management, ahead of any roll-out,
organizational management and user access mapping activities
must be preceded by a strategic discussion with senior
management on the division of labour among Secretariat
entities, outlining roles, responsibilities and reporting lines;
change discussions should be held between management and
staff, including to provide clarity to staff on their new roles and
responsibilities; and internal communication must be
strengthened through regular videoconferences, information
kiosks, etc., in order to further engage and educate staff; (G.11)
The approach to training must be modified, with only basic
training provided before go-live and more in-depth, hands-on
training during the ramp-up and in the months following the roll-
out. Training plans must be developed only after the completion
of user access mapping, and the training of local process experts
must be based on the number of end users in the functional areas.
There must be a significant increase in the quantity of certified
process experts to ensure that in-depth knowledge and skills are
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entrenched widely throughout the Organization and that users
are adequately supported; (G.11)

(b) Factors that led to challenges:

The Board notes that, while not critical, the open design items
have had an impact on the change management team’s ability
to complete its role mapping activities at the UNIFIL pilot site
owing to insufficient detail in the finance design (K.24)

Budgets are not assigned to milestones and deliverables. For
example, the team lead for change management does not have
a budget for training or change management activities. As a
result, it is unclear what resources are needed to complete each
project task and whether any funding constraints exist owing to
overruns in any area of the project. (K.29)

Business processes and governance not aligned with the new
solution — No alignment between the new processes and
business needs — requires process improvement work in each
mission (L.19)

Change fatigue- There is a risk that the Organization lacks the
capacity to undertake the multiple roll-outs that the current
phased approach to delivery requires and that the demands on
an already hard-pressed project team are unsustainable. The
diversion of project staff to help to stabilize the roll-out in
peacekeeping missions has only increased the level of pressure.
Project team fatigue had been consistently one of the highest-
rated risks reported to the steering committee in the preceding
six months. (L.30)

Change management framework - Managing those changes and
deriving full benefit from them requires an understanding of the
main areas of change as well as the preparation of users for
those changes, including introducing new organizational
structures and procedure instructions where appropriate. The
Administration, however, have not developed a change
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management  framework to guide and support the
implementation of the new business processes nor have
business units assumed responsibility for doing so. (M.25)

(c)_Recommendations from the board:

1. The Board makes a recommendation on change management in
paragraph 29 (d) of the summary.

paragraph 29 (d)

Ensure that heads of business units have the resources and
skills

required to implement the standard business processes and
new ways of working successfully. The implementation of an
enterprise resource planning system requires investment in
business change, training and data management. For future
roll-outs, senior leaders must be clear on the resources and
skills required, drawing on guidance and support from the
process owners and the project team, to use the resources
available to them effectively or highlight any gaps;(L.30)

6.2 What positive
features identified
are transferable or
scalable, which are
not and why?

6.2.1 How unique are these
to the context in which they
were implemented?

Not evident from the information provided

6.2.2 What generalizable
lessons can be identified?

Each successive deployment has built on lessons learned and are
reported on in each of Umoja’s Progress Reports (see Umoja’s latest
report A/73/389)

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do
things differently? If so,
how?

Not evident from the information provided
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Change Management Functions in the Organization
If information on organizational level change management initiatives is found while reading through documents, please note details/findings below

7. To what extent
have change
management
functions been
institutionalized?

7.1 Does the Participating
Organization (PO) have a
Change Management
function — formalized or
otherwise?

7.1.1 Is there a team —
time-bound or fixed —
working on CM across
multiple initiatives (i.e.
beyond a single time-
bound change process)?

A time bound change management team was established in 2009 which was
merged with the project management team in 2017. (H.44)

There also seems to be a fixed Change Management Team part of the
secretariat that worked on the Change Plan (2011) (P.1),

The 2011 Change Management Team (CMT) was led by Assistant Secretary-
General Atul Khare.

On 31 July 2018, Jens Wandel was appointed by the SG as the Special Adviser
to the SG on Reforms. The Secretary-General established a reform
coordination structure under the joint leadership of the Deputy Secretary-
General and the Chef de Cabinet to ensure a unified and cohesive change
management programme across all three reforms, with dedicated teams to
service each individual stream. (Response from Umoja)

7.2 What are its
objectives?

7.21 How was it
established? When?
What is its purpose?
How sustainable is it?

The change management team for Umoja was established specifically for its
implementation in 2009.

The change management team is responsible for all activities related to the
organizational change process, throughout all phases of the project through
planning and preparation, communications and training. (B.16)

7.3 How is it structured,
staffed and funded?

7.3.1 How many staff,
and at what grades? Who
does it report to? How is
it funded and to what
levels?

6 personnel in the change management team for Umoja. (A.45) The team
reports to the project manager. (1-P5, 2-P3, 3-GS)

As presented for 2017 in A/71/390
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A First progress report on ERPP project and revised estimates under 28A, Office of the Under-Secretary-General for Management, of the proposed | UN Secretariat
programme budget for 2010-2011, and under the peacekeeping support account (2009)
B. Second progress report on ERPP project and revised estimates under 28A, Office of the Under-Secretary-General for Management, of the proposed | UN Secretariat
programme budget for the biennium 2010-2011, and under the peacekeeping support account (2010)

C. Third progress report on the ERP project (2011) UN Secretariat
D. Fourth progress report on the ERP project (2012) UN Secretariat
E. Fifth progress report on the ERP project (2013) UN Secretariat
F. Sixth progress report on the ERP project (2014) UN Secretariat
G. Seventh progress report on the ERP project (2015) UN Secretariat
H. Eighth progress report on the ERP project (2016) UN Secretariat
l. Ninth progress report on the ERP project (2017) UN Secretariat
J. First annual progress report of the Board of Auditors on the implementation of the UN ERP system (2012) UN Secretariat
K. Second annual progress report of the Board of Auditors on the implementation of the UN ERP system (2013) UN Secretariat
L. Third annual progress report of the Board of Auditors on the implementation of the UN ERP system (2014) UN Secretariat
M. Fourth annual progress report of the Board of Auditors on the implementation of the UN ERP system (2015) UN Secretariat
N. Fifth annual progress report of the Board of Auditors on the implementation of the UN ERP system (2016) UN Secretariat
0. Sixth annual progress report of the Board of Auditors on the implementation of the UN ERP system (2017) UN Secretariat
P. The Change Plan (2011) Found online

Q. Audit of Umoja change management — Report 2016/164 by O10S UN Secretariat
R. Audit of the Umoja implementation in the United Nations Office at Geneva and Geneva based entities — Report 2017/156 by Ol10S UN Secretariat
S. Tenth progress report on the ERP project (2018) UN Secretariat
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Overall comments

e The reform has potential elements of change management, however we note that it is an ongoing reform, which leaves us with limited capacity
to understand impacts and effects, and to draw upon results and lessons learnt.

Themes for
consideration in
overall report

- Future reforms
- Initial planning and approach to change management

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What'
question — what the
initiative and
reasoning behind it
was?)

1.1 A brief summary of

the reform/initiative.

1.1.1 What is its purpose?
What are the objectives?

GSDM is a key enabler of the Secretary General's reform agenda and
aims to deliver fit for purpose administrative support services to clients
across the organization, including through the establishment of global
shared services. This offers an opportunity to improve operational
efficiency, enhance business continuity and improve the quality of
services provided. By utilizing shared services, staff can re-focus
toward improving mission delivery, rather than back-office
administrative functions.

1.1.2 When did it start?
When did it end?

The initiative has been discussed from as early as 2012, with the first
report to the General Assembly on the topic submitted in the 70%
session. Two subsequent reports were submitted to the General
Assembly in the 71st and 72nd sessions. The GSDM proposals
(AJ72/801, A/72/801/add 1/rev.1) have not yet been approved by the
General Assembly (A/RES/72/262 C). A revised report of the
Secretary General will be provided to the General Assembly in the first
resumed part of the 73" resumed session.

A/70/323,
Al72/801,
1/rev.1

Al71/417,
A/72/801/add

1.1.3 What are the key
elements/sub-initiatives?

The global shared service centres will organize administrative support
into a common shared function, in a small number of locations around
the world.

The shared service centre will be responsible for providing
administrative transactional services to support Secretariat clients,
including for example the functions of Human Resources,
Administration, Accounts Payable and Payroll services. The shared
service centre scope is expected to grow as additional processes are
incorporated into its scope.
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1.1.4 When and by whom
was it approved?

Organization: UN Secretariat: Global Service Delivery

The GSDM proposals (A/72/801, A/72/801/add 1/rev.1) have not yet
been approved by the General Assembly.  See resolution:
AJRES/72/262 C. A revised report of the Secretary General will be
provided to the General Assembly in the first resumed part of the 73
resumed session.

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

Not applicable

1.2 What were the
underlying factors or
drivers behind this
reform/initiative?

Where distinct or
additional to broader
drivers of change, what
specific events or
triggers signalled the
start? Each of these
will affect the
approach, speed, scope,
resources and adoption

of change management.

They can be both
expected or
unexpected.

1.2.1 What were the drivers?
The causes of the initiative,
generally an overarching,
longer-term shift affecting
how the organization
operates.

GSDM consolidates location-independent hub functions into Global
Shared Service Centres. This model will enable services to be
delivered with greater consistency and scalability, provide economies
of scale and reduce the Organization’s footprint in higher-cost and
higher-risk duty stations. The initiative also offers an opportunity to
enhance business continuity and improve the quality of services. With
administrative services delivered where, when and how they are
needed, the United Nations Secretariat can become nimbler and work
more efficiently and effectively to better support its normative and
operational activities.

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Umoja standardized and automated business processes across the
Secretariat. The global service delivery model intends to consolidate
fragmented administrative structures within and across duty stations,
with the goal of improving service delivery.

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the above

2.1 Describe the design
or plan for change
management in the
initiative?

2.1.1 What were the specific
objectives of change
management within the
design of the initiative?

An overarching change management strategy for the global service
delivery model establishes the foundation for change that will help to
guide the model towards a shared vision for the future delivery of
administrative support services across the Secretariat. The strategy is
supplemented by a change action plan containing the specific
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Examples of  specific
objectives

- Behaviour change
to facilitate fuller
adoption of new
technology  (e.g.
UMOJA)

- Empowerment of
all staff to increase
adoption of new
policy

- Improve
communication of
new roles and
responsibilities

- Enhance openness
and transparency as
part of an effort to
increase
accountability
culture in  an
organization

Organization: UN Secretariat: Global Service Delivery

initiatives that will minimize the impact on people and operations and
optimize available resources. The strategy will ensure the right
frameworks, measures and processes are in place to ensure:

a) The global service delivery model vision is clear and compelling,
communicated consistently and shared by all;

b) The project retains a balanced emphasis on the people aspects
(such as job design, training and communication) alongside those
of process and technology;

¢) Wider transition activities are appropriately planned so that staff
and resources are engaged at the relevant time throughout the roll-
out;

d) Change is utilized as a positive force to engage staff across the
Organization, highlight learning opportunities and encourage the
cultural shift required towards increased self-service and client
service orientation;

e) Effective stakeholder engagement is promoted to help increase
the probability of project success by ensuring that stakeholders
clearly understand the project goals, objectives, benefits and
risks.

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
s0, how?

This process takes a holistic view of all the components necessary to
embed and sustain change and will regularly measure the progress
made in implementing the changes and making corrective
adjustments as required, so as to realign people towards the desired
future vision.

The proposed strategy draws on a mix of approaches including Kotter
and PwC.

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —

done internally or by an

Adaptations were made based on United Nations and project
experience within the team, plus the specific requirements of the
project.

The planned approach utilizes a mix of organizational-wide
change management support as well as structured support at local
level.
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outside company? If
external, please state who?

Organization: UN Secretariat: Global Service Delivery

2.2 How did the
triggers of the
organizational reform
or management
initiative influence the
change management
approach?

2.2.1 What effect, if any, did
the drivers or triggers of the
reform have on the
objectives and plan for
change management?

IMPLEMENTATION

OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and implemented?

(The 'How'
question on
implementation)

3.1 What was the scope
— breadth and depth of
the change process?

3.1.1 Was it system-wide,
organization, department
etc.

The GSDM proposals (A/72/801, A/72/801/add 1/rev.1) have not yet
been approved by the General Assemby (A/RES/72/262 C). A revised
report of the Secretary General will be provided to the General
Assembly in the first resumed part of the 73™ resumed session. This
section has therefore not been completed.

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

3.2.2 Were consultants
involved in implementation?
If so, in what role?

3.2.3 What was the size of
the team? Where was the
CM team located?

3.2.4 Is there an

institutionalized function for
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change management in the
organization or was the
function time-bound for this
specific initiative? If yes,
please include information
in question 7 as well.

Organization: UN Secretariat: Global Service Delivery

3.2.5 What mechanisms
were put in place to oversee
the change management
process? Did it include the
head of organization, the
governing body, just senior
managers, or other? What
role was played by each?

3.3 How was the
change management
process structured?

3.3.1 Did the process have a
definitive start and end?

3.3.2 How long did it last?

3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the planin 2.1.3)

3.4.2 What communication
mechanisms were used?

3.4.3 How was the change
initially framed and
presented to staff?

3.5 How much
reflexive learning took
place during the
process? Was it
evaluated during or
after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify
when put in place in relation
to the process)

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have been
the resource
implications of

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.
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management?

4.2 What were the
major cost elements
and actual costs (where
available)?

Final

November 22 2018

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

Organization: UN Secretariat: Global Service Delivery

RESULTS OF C

HANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of
the change process
or approach?

5.1 What were the
results of the change
process?

(Is there evidence of
sustainability of these
changes? What is the
degree to which
organization is working
differently and people
are behaving
differently? Degrees of
result or proxies
around these include
cost reduction (staff
and non-staff); service
levels; reduced risks;
behavioural changes;
improved collaboration
etc.)

5.1.1 What were the short-
term outputs? How were
they assessed?

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?

(linked back to objectives in

2.1.1)

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way?

What is the value-add of the
structured process, where
used?

LESSONS FROM

CHANGE MANAGEMENT PROCESS
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Organization: UN Secretariat: Global Service Delivery

6.1 What are 6.1.1 What do those e Leadership commitment, including cascade of the change vision
considered critical involved, and those affected from executive leadership.
factors +/- considered: e Communication of the change and its various components to key
stakeholders, including simple, prompt messaging that offers
(i) the key factors of opportunity for two-way communication.
success : :
(i) factors that led to e Meaningful involvement of key stakeholders throughout the
failure and the change_procesg .
challenges and o Managlng the impact of the range of changes required across the
constraints to the organization.
change
management
process?
6.2 What positive 6.2.1 How unique are these | The GSDM proposals (A/72/801, A/72/801/add 1/rev.1) have not yet

features identified are
transferable or scalable,
which are not and why?

to the context in which they
were implemented?

been approved by the General Assembly (A/RES/72/262 C). A revised
report of the Secretary General will be provided to the General
Assembly in the first resumed part of the 73™ resumed session. This
section has therefore not been completed.

6.2.2 What generalizable
lessons can be identified?

The GSDM proposals (A/72/801, A/72/801/add 1/rev.1) have not yet
been approved by the General Assembly (A/RES/72/262 C). A revised
report of the Secretary General will be provided to the General
Assembly in the first resumed part of the 73™ resumed session. This
section has therefore not been completed.

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do
things differently? If so,

how?
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Change Management Functions in the Organization
If information on organizational level change management initiatives is found while reading through documents, please note details/findings below

7. Towhat extent | 7.1 Does the Participating | 7.1.1 Is there a team — time-bound | The GSDM project team includes project team members with
have change Organization (PO) have a or fixed — working on CM across change management expertise.
management Change Management multiple initiatives (i.e. beyond a
functions been function — formalized or single time-bound change process)?
institutionalized? | otherwise?
7.2 What are its 7.2.1 How was it established?
objectives? When? What is its purpose? How
sustainable is it?
7.3 How is it structured, 7.3.1 How many staff, and at what
staffed and funded? grades? Who does it report to?
How is it funded and to what
levels?
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4.UNCTAD - Nairobi Maafikiano

Overall
comments

e  The case summary was completed by JIU. Additional information was added based on an interview and further documentation.
e  The documents provide a good overview of the reform, it’s purpose, components and roll-out.

there is some evidence of use of change management processes in efforts to break down silos and strengthen working practices
e The case is considered complete.

e From the information provided and the interview, there does not appear to have been a change management approach as part of this reform, however,

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What'
guestion — what
the initiative and
reasoning behind
it was?)

1.1 A brief 1.1.1 What is its purpose? | The purpose of Nairobi Maafikiano’s is to move towards an inclusive and
summary of the What are the objectives? equitable global economic environment for trade and development in four
reform/initiative. main areas. Specifically, the following;

1. The role of UNCTAD in dealing with challenges and opportunities in
multilateralism for trade and development.

2. Promote inclusive and sustainable economic growth through trade,
investment, finance and technology to achieve prosperity for all.

3. UNCTAD in the next four years will be advancing economic structural
transformation and cooperation to build economic resilience.

4. Contributing to the effective implementation of, and follow-up to the 2030
Agenda for Sustainable Development and relevant outcomes from global
conferences and summits as related to trade and development. (C.)

1.1.2 When did it start? December 2016 — present
When did it end?

1.1.3 What are the key The Sub-initiatives include;

elements/sub-initiatives? 1. Cross- divisional initiative

information flows, information sharing and project collaboration between
departments /divisions. Two cross-divisional taskforces on statistics and
gender. (B.2)

2. Crossing the line initiative — dedicated to research and motion,
Strengthening in-depth, open discussions among UNCTAD researchers while
strengthening cross-divisional work and cooperation. (B.4)

3. UNCTAD Youth Initiative - engaging youth to sustain change-
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Youth city hubs allowing for the voice of the youth to be shared in UNCTAD’s
research work and meetings. (B.8)

The Sub elements of these reforms include;

1. Challenges and opportunities in multilateralism for trade and
development

2. Promoting sustained, inclusive and sustainable economic growth
through trade, investment, finance and technology to achieve
prosperity for all;

3. Advancing economic structural transformation and cooperation to
build economic resilience and address trade and development
challenges, at all levels, within the UNCTAD mandate

4. Contributing to the effective implementation of and follow-up to the
2030 Agenda for Sustainable Development and relevant outcomes
from global conferences and summits, as related to trade and
development. (C.4)

1.1.4 When and by whom
was it approved?

22 July 2016, By the Member States of UNCTAD / Secretary General of
UNCTAD Mukhisa Kituyi

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

Yes to a certain extent;
e The Nairobi Maafikiano Mid-Term Review (C.7)
e  “Friends of UNCTAD” sounding board for internal reflections

Mechanisms put in place to monitor sub-initiatives including a results
framework for the UNCTAD Youth initiative (See 1.1.3) to measure impact
and results. (B.9)

1.2 What were the
underlying factors
or drivers behind
this
reform/initiative?

Where distinct or
additional to
broader drivers of
change, what
specific events or
triggers signalled

1.2.1 What were the
drivers? The causes of the
initiative, generally an
overarching, longer-term
shift affecting how the
organization operates.

* The Secretary General statement to TDB in December 2016

» The Non-paper on making statistics it’s own service, and the idea of
consolidating Trade Analysis Branch with macroeconomic analysis

*Notes on the proposed shift of Trade Analysis Branch to GDS

*TPs for SG discussion with G-77 on the need to make changes to the structure
in line with Maafikiano, and in light of the strengthening of UNCTAD by the
AAAA as part of the Nabarro Report process

*SG’s statement to TDB in September 2017

*DSG’s presentation to TDB in September 2017 on Maafikiano
implementation
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expected or
unexpected.

Final 4-12-18

Organization: UNCTAD: Nairobi Maafikiano

*From Actions to Results paper, which tried to address many of the same issues
in light of the Phase 11 of TDB revitalization and Maafikiano Implementation:
https://unctad.org/en/pages/PublicationWebflyer.aspx?publicationid=1933

The introduction of a new DG that has shifted the focus of UNCTAD in to
their direction, in this case Africa (f1)

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Report of the United Nations Secretary-General’s Independent Expert
Advisory Group on a Data Revolution for Sustainable Development, entitled
“A World That Counts”. (A.1)

SG’s statement to TDB in September 2017

PLAN

OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the
above reform or
initiative?

(The 'How'
question on
design — what
did they set out
to do?)

2.1 Describe the
design or plan for
change
management in
the initiative?

2.1.1 What were the
specific objectives of
change management within
the design of the initiative?

Result Based Management is being taught across the organisation
A stronger ‘business model’ for our Publications

A clearer picture of what we do thanks to an updated online toolbox
An easy-to-navigate website

Helping managers concentrate on the delivery of the programme of
work (B.2)

A S

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
50, how?

No use of external consultants because of the negative connotations of
people outside the organization coming in to do work. (F.2)

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —
done internally or by an
outside company? If
external, please state who?

No evidence of this.

2.2 How did the
triggers of the

2.2.1 What effect, if any,
did the drivers or triggers

No information available on this from documents provided
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of the reform have on the
objectives and plan for
change management?

Organization: UNCTAD: Nairobi Maafikiano

IMPLEMENTATION OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and
implemented?

(The 'How'
question on
implementation)

3.1 What was the
scope — breadth
and depth of the
change process?

3.1.1 Was it system-wide,
organization, department
etc.

Organisation wide reform

3.2 How was the
change
management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

Secretary General of UNCTAD Mukhisa Kituyi

3.2.2 Were consultants
involved in
implementation? If so, in
what role?

No use of external consultants because of the negative connotations of
people outside the organization coming in to do work. (f.2)

3.2.3 What was the size of
the team? Where was the
CM team located?

No information available on this from documents provided

3.2.4 Is there an
institutionalized function
for change management in
the organization or was the
function time-bound for
this specific initiative? If
yes, please include
information in question 7
as well.

No

3.2.5 What mechanisms
were put in place to

No information available on this from documents provided

98




CM Case Summary Framework

Final 4-12-18

oversee the change
management process? Did
it include the head of
organization, the governing
body, just senior managers,
or other? What role was
played by each?

Organization: UNCTAD: Nairobi Maafikiano

3.3 How was the
change

3.3.1 Did the process have
a definitive start and end?

The process is ongoing

management
process
structured?

3.3.2 How long did it last?

Ongoing

3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the plan in 2.1.3)

Very little that has obviously incorporated principles or actions of change
management.

Closest evidence appears to be around the work of breaking-down silos and
strengthening collaborative working practices.

e  Strengthen Specifically starting with conferences and themes. (This
was an attempt at providing an example of change management)
Every conference has a theme investment, technology, LDCs etc.
Now UNCTAD does not have divisional themes, but rather task
based themes. One UNCTAD approach promoted

e The SDG implementation changed, had to identify which theme
applied to work and how to go about it. UN System wide reform.
Annual report structured around SDGs and reports with a “one
UNCTAD” harmonized approach of how things are organized.
Using SDGs to bring out the coordination.

e Changed communications including weekly wrap of what the SG
and others have been up to during the week

3.4.2 What communication
mechanisms were used?

1. The non paper from the Secretariat

2. The Implementation of the Nairobi Maafikiano in a Changing Environment
Broschure

3. The UNCTAD annual reports 2016 and 2017

4. Formulated a new UNCTAD strategic communications plan. To ensure that
the strengthened and realigned role of UNCTAD makes a maximum impact
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on external UNCTAD stakeholders and duly informs ongoing development
debates. (E.23)

Publications, flagships and peer reviews by all divisions. Task forces on
gender and statistics (running since Feb chaired by SG). Cross divisional
Intranet and online lounge and space dedicated to sharing. Increased
participation by staff and feeling that staff are asking for more initiatives.(F.2)

3.4.3 How was the change
initially framed and
presented to staff?

The Nairobi Maafikiano was framed as a response to the call in the Addis
Ababa Action Agenda for strengthening of the role of UNCTAD as the focal
point in the United Nations system for the integrated treatment of trade and

development by “strengthening”, “enhancing” or “reinforcing” a number of key
areas of work. (C.5)

3.5 How much
reflexive learning
took place during
the process? Was
it evaluated during
or after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify
when put in place in
relation to the process)

No information available on this from documents provided

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have
been the
resource
implications of
change
management?

4.1 How was the
CM budgeted?

4.1.1 What was the source
of financing- core
resources/XB.
Implications.

2/3 of UNCTAD budget is core funding (F4)

4.2 What were the
major cost
elements and
actual costs
(where available)?

4.2.1 What were the cost
elements — financial,
human (non-financial), etc?
(Actual cost breakdown if
possible to estimate)

No information available on this from documents provided

RESULTS OF CHANGE MANAGEMENT PROCESS

5. What are the
results and
critical success
factors of the
change process
or approach?

5.1 What were the
results of the
change process?

(Is there evidence
of sustainability of
these changes?

5.1.1 What were the short-
term outputs? How were
they assessed?

1. Strengthened” engagement with Governments, civil society
organizations, academia and the private sector.

2. Launched eFounders initiative with Alibaba Business Schools
piloting training of 200 young entrepreneurs in Africa

3. “Strengthened” cooperation on non-tariff measures with relevant
partners
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4. New partnership with World Trade Organization /International Trade
Centre on small and medium-sized enterprise helpdesk using non-
tariff measures data

5. Advisory services to the least developed countries group at the
World Trade Organization and to individual least developed
countries

6. Seminars, workshops and side events planned in lead up to 72nd
General Assembly summit on migration

7. Enhanced” development of transparent measures of progress on
sustainable development, and other work on statistics and measuring
impact of policies

8. Capacity-building workshop on Sustainable Development Goal
indicators in the United Republic of Tanzania

9. Advisory services, issues notes and selection of indicators on
corporate sustainability reporting

10. Regional seminars on promoting bankable Sustainable Development
Goal projects

11. Launched first regional online course on trade and gender for
Common Market for Eastern and Southern Africa

12. “Strengthened” focus on the least developed countries, including
technical cooperation activities and policy dialogue with
policymakers

13. “Strengthened” engagement with Governments, civil society
organizations, academia and the private sector

14. “Enhanced” work programme on science and technology, including
science, technology and innovation policy reviews (E.6) (E.7)

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?

(linked back to objectives in

2.1.1)

No information available on this from documents provided
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5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way?

What is the value-add of
the structured process,
where used?

Organization: UNCTAD: Nairobi Maafikiano

No information available on this from documents provided

6. What lessons
can be derived to
guide future
change
management
initiatives?

LESSONS FROM CHANGE MANAGEMENT PROCESS
6.1 What are 6.1.1 What do those No information available on this
considered critical | involved, and those
factors +/- affected considered:
6.2 What positive | 6.2.1 How unique are these | No information available on this

features identified
are transferable or
scalable, which
are not and why?

to the context in which
they were implemented?

6.2.2 What generalizable
lessons can be identified?

No information available on this

6.3 What has the
organization
learnt from this
process?

6.3.1 Would the
organization run the
process the same way
again, or do things
differently? If so, how?

No information available on this

Document Key

A Non-paper from the Secretariat on the proposed UNCTAD Statistical Service and on consolidation of trade and macroeconomic UNCTAD
analysis activities

B. 01. UNCTAD Maafikiano document UNCTAD

C. UNCTAD Brochure “A Commitment to Inclusive Trade” 2017 UNCTAD

D. Opening Remarks...Board 64" Session. 2017 UNCTAD

E. From Actions to Results: Implementation of the Nairobi Maafikiano in a Changing Environment UNCTAD

F UNCTAD Interview Notes JIU
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5. UNCTAD - Results Based Management

Organization: UNCTAD: Results-Based Management

Overall .
comments .

The case summary was completed by JIU. Additional information was added based on an interview and further documentation.

The documents provide a good overview of the reform, it’s purpose, components and roll-out.

From the information provided and the interview and subsequent discussions no evidence was found of the planned use of change management approaches

or processes in the roll-out of RBM (as per the JIU change management definition and guide document).

The case is considered complete.

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What' question —
what the initiative and
reasoning behind it
was?)

1.1 A brief summary of | 1.1.1 What is its purpose?
the reform/initiative. What are the objectives?

Increase results-focus in work; improve information available to
member states; encourage better integration of lessons in future
activities (#A.3)

Design, implementation and integration of results-based
management into the working practices of UNCTAD (Source/ref
#A, page 3); RBM becomes business as usual

1.1.2 When did it start?
When did it end?

2013 for 3 years, extended to 4 years (2013-17) (UN Secretariat
driven)

Pilot for technical cooperation from July 2016 — June 2017 (#A.3)
(UNCTAD led)

Still ongoing. New RBM requirements were piloted in 2016-2017
and subsequently fine-tuned. Now working towards the
requirements of Umoja Extension 2 (revising
section/branch/division level results frameworks and theories of
change; training staff, identifying champions to be catalysts of
change, etc.).

We are continuously assessing the implementation of RBM and
adapting the approach to achieve our objectives.

1.1.3 What are the key
elements/sub-initiatives?

a) sub-programmatic reviews of RBM orientation of the log frames
b) adoption of common workplans and self-assessment plans for all
divisions of UNCTAD

c¢) improvement of information available to member states
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d) development of mechanisms to encourage better integration of
lessons
(all led by a Programme Officer in the Office of the SG)

1.1.4 When and by whom At 59" session of Trade and Development Board, September 2012
was it approved?

1.1.5 Was the reform Reference to evaluation in 2016-17 (#A.3)

evaluated? What were the

achievements, results, Pilot evaluation results (#3.3)

and/or outcomes? - efforts to employ RBM principles, but inadequate

implementation overall (<15% of programmes reported
results data)

- Of the 10 areas (min requirements for RBM); 3 were
strong (problem analysis; stakeholder analysis and results
frameworks); 2 were fair (value add and work plans) and 5
were in need to significant improvement (budget,
monitoring, evaluation and reporting)

- More support required to develop detailed M&E plans

- UNCTAD requires customized training on RBM

- Need for IT-based project management and reporting tool

urgently.

- Greater dissemination of impact stories required

- (D.5) (d=D.6)

- Assessment by OIOS (2018)
1.2 What were the 1.2.1 What were the - Outcomes of 26th special session of Trade and
underlying factors or drivers? The causes of the Development Report on the JIU Review of Man and
drivers behind this initiative, generally an Admin on Trade and Development (2012) to stating that’
reform/initiative? overarching, longer-term further efforts should be made to enhance UNCTAD’s

shift affecting how the lasting effectiveness, efficiency, transparency,

Where distinct or organization operates. accountability, inclusiveness, and relevance, in the
additional to broader implementation of its established mandate for the benefit

of all member States’ (#B.2)

- A/57/474 — RBB introduced in the preparation of the
Programme Budget for the biennium 2002-2003.

- E/AC.51/2015/4 - Evaluation of the United Nations
Conference on Trade and Development

drivers of change, what
specific events or
triggers signalled the
start? Each of these
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CM Case Summary Framework

will affect the
approach, speed,
scope, resources and
adoption of change
management. They can
be both expected or
unexpected.

FINAL Date: 4 DEC 2018

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Organization: UNCTAD: Results-Based Management

The event was the 59" session of Trade and Development Board in
Sept 2012

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have been
used in the design of
the above reform or
initiative?

(The 'How' question
on design — what did
they set out to do?)

2.1 Describe the design
or plan for change
management in the
initiative?

2.1.1 What were the specific
objectives of change
management within the
design of the initiative?

To have RBM principles fully integrated into the way of working at
UNCTAD. To have M&E be part of the regular workplan of the
divisions/branches/teams. To change the culture, attitudes and
practice of individuals in the organization. Central to this was the
hiring of a P4 Programme Officer who would be responsible for
leading the change process at UNCTAD (implement the reform
process itself but also support staff in transitioning). The Officer in
charge has experience in RBM and evaluation but also as project
officer in UNCTAD, which helps with acceptance of proposed
reform initiatives by UNCTAD staff.

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If so,
how?

No, but rather on lessons from RBM implementation from JIU and
OIOS reviews.

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —
done internally or by an
outside company? If
external, please state who?

No evidence of specific overall change management ‘plan’ from
the documentation provided, nor component plans (as per project
guide) for ‘readiness and diagnosis’; ‘engagement strategy or plan’,
‘benefits realization plan’.

Reference is made to in the pilot review and email from staff
member to:
- Internal communications
- ldentification of focal points / champions (for RBM)
- Training for all staff (on RBM)
- Leadership
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FINAL Date: 4 DEC 2018

Organization: UNCTAD: Results-Based Management

What is less clear is how much of this focused on what it takes to
actually create change, understanding and diagnosing culture,
engaging with the nature of the change process required at the
individual level (beyond frameworks and systems); tracking that
etc.

The need for change management was envisaged from the start
even if there was no explicit strategy developed.

2.2 How did the
triggers of the
organizational reform
or management
initiative influence the
change management
approach?

2.2.1 What effect, if any,
did the drivers or triggers of
the reform have on the
objectives and plan for
change management?

UNCTAD member States and staff are divided over the applicability
of RBM principles to UNCTAD’s work. The divisions are deep,
political and historical. With the 59" session of Trade and
Development Board in Sept 2012, there was recognition by senior
management that reform was needed but that it would have to be
UNCTAD led and supported by someone who had the technical
expertise but also understanding of UNCTAD and its specificities.
Approach has been incremental (starting with the easiest pillar of
UNCTAD’s work and moving to the next).

IMPLEMENTATION OF CHANGE MANAGEMENT PROCESS

F. How have the
change
management
approaches
been adopted/
adapted and
implemented?

(The ‘How’ question
on implementation)

3.1 What was the
scope — breadth and
depth of the change
process?

3.1.1 Was it system-wide,
organization, department
etc.

Organization wide

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

SG and Deputy-Secretary General (DSG) championed RBM by
pushing for its implementation and stressing the benefits. (G.2)

Programme officer with oversight over RBM in the Office of the
UNCTAD SG led the process. (G.2)

In both cases this is the whole ‘reform’ not the specific change
management elements alone.

3.2.2 Were consultants
involved in
implementation? If so, in
what role?

No. Senior management decided that change in this required a
dedicated staff member with the technical and UN expertise but
also understanding of UNCTAD and its specificities.
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FINAL Date: 4 DEC 2018

Organization: UNCTAD: Results-Based Management

No use of external consultants because of the negative connotations
of people outside the organization coming in to do work. (1.3)

the team? Where was the
CM team located?

3.2.3 What was the size of

One person drawing on horizontal functions as necessary (Resource
Management Service, Evaluation and Monitoring, Technical
Cooperation Service, Front offices of the Division Directors, etc.)

3.2.4 Is there an

organization or was the

institutionalized function for
change management in the

No. Full-time Programme Officer whose work plan evolves with the
planning and evaluation needs of the organization. Currently
working towards March 2019 deadline for revising log frames and
theories of change in time for the rollout of Umoja extension2.

function time-bound for this
specific initiative? If yes,
please include information

in question 7 as well.

3.2.5 What mechanisms
the change management

head of organization, the

role was played by each?

were put in place to oversee
process? Did it include the

governing body, just senior
managers, or other? What

Reference to focal points and ‘informal champions’ across all sub-
programmes. They prepared the project documents.

No further information on how they were trained in or led actual
change management processes.

Programme Officer reports directly to the DSG (regular meetings).
Also weekly coordination meetings with the Chef de Cabinet and
rest of OSG staff.

3.3 How was the

3.3.1 Did the process have a
change management definitive start and end?
process structured?

Technical cooperation pilot ran from July 2016 to June 2017.
Research and Analysis pilot from Jan-Dec 2017. Now integrated
approach across three pillars started in Feb 2018 and will end in
March 2019.

3.3.2 How long did it last?

Pilot on 2016 (#A.3) — still being rolled out. Ongoing.

implemented?

3.4 How was it

3.4.1 Describe the
implementation process

(refer to the plan in 2.1.3)

Concept notes submitted between Oct 2016 and Jan 2017 which
included most of the elements required around RBM.

Training of staff on RBM, held in cooperation with the UN Staff
System College, was provided in October 2014 and October 2016
(with a separate training for senior managers in 2016).(H.3)
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Organization: UNCTAD: Results-Based Management

Enhanced sharing of lessons learned and evaluation reports. ).(H.3)

Improvement of self-assessment capacities and better use of the
UNCTAD intranet to promote internal learning ).(H.3)

Leveraging of social media and web presence, and targeted updates
for stakeholders.(H.4)

More direct interaction of senior management with staff at all levels
and better use of retreats to engage staff in decision-making. (H.4)

3.4.2 What communication
mechanisms were used?

Briefings, memaos, regular meetings (senior management, chiefs of
directors’ offices and services, project review committee, RBM
focal points, etc.), intranet news, dedicated web pages, follow-up
phones calls, face-to-face meetings with programme/project
managers to work on log frames etc.

Leveraging of social media and web presence, and targeted updates
for stakeholders. (H.3)

Publications, flagships and peer reviews by all divisions. Task
forces on gender and statistics (running since Feb chaired by SG).
Cross divisional Intranet and online lounge and space dedicated to
sharing. Increased participation by staff and feeling that staff are
asking for more initiatives.(1.2)

3.4.3 How was the change
initially framed and
presented to staff?

Presented as key part of accountability framework and in terms of
SDG preparedness and stronger reporting requirements from New
York (Umoja extension2) and donors. But also an opportunity to
streamline multiple reporting requirements and adopt modern, IT-
based tools for project management and RBM.

3.5 How much
reflexive learning took
place during the
process? Was it

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify

Weekly reporting to the DSG. Assessments of progress reported
quarterly to the Project Review Committee, Chiefs’ meetings and so
on. Challenges and solutions are identified together with staff. We
adapt the approach as necessary is order to achieve our objectives.
For example in April 2017, after many consultations with
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evaluated during or
after?

FINAL Date: 4 DEC 2018

when put in place in relation
to the process)

Organization: UNCTAD: Results-Based Management

management and staff, we were ready to adopt ITC’s project
management platform. However, in summer 2017 our plans were
halted by management in NY which informed us of upcoming
Umoja extension 2. We then had to communicate the change of
plans to staff and work with them on the new requirements of
Umoja.

RESOURCE IMPLICATIONS OF CHANGE MANAGEMENT PROCESS

4. What have been the
resource implications
of change
management?

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

One P4

4.2 What were the
major cost elements
and actual costs (where
available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

70% time of one P4

UNCTAD training budget prioritised for RBM needs

All projects over $1m have budget set aside for M&E to help
implement new RBM requirements — transitionary as M&E becomes
more integrated into work planning and budgeting (part of managing
the change)

RESULTS OF CHANGE MANAGEMENT PROCESS

5. What are the results
and critical success
factors of the change
process or approach?

5.1 What were the
results of the change
process?

(Is there evidence of
sustainability of these
changes? What is the
degree to which
organization is
working differently and
people are behaving
differently? Degrees of
result or proxies
around these include
cost reduction (staff
and non-staff); service
levels; reduced risks;
behavioural changes;

5.1.1 What were the short-
term outputs? How were
they assessed?

Greater acceptance on the part of staff (even those initially
resistant) of the utility of RBM; Greater commitment from senior
managers to apply RBM principles and budget for M&E; Increased
use of RBM tools; positive feedback from member States and
oversight bodies

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?

(linked back to objectives in

2.1.1)

Some programmes have been redesigned to better capture results
(e.g. National Trade Facilitation Committee Empowerment
programme, National Green Export Reviews); Increase in follow
up post-projects to assess results in medium-long term
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improved
collaboration etc.)

FINAL Date: 4 DEC 2018

Organization: UNCTAD: Results-Based Management

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way?

What is the value-add of the
structured process, where
used?

Change management results outlined above have been key to
pushing forward the reform results. We are slowly integrating more
M&E into workplans and getting data on results.

LESSONS FROM CHANGE MANAGEMENT PROCESS

6. What lessons can be
derived to guide future
change management
initiatives?

6.1 What are 6.1.1 What do those
considered critical involved, and those affected |Dedicated staff member to support staff in changing practice,
factors +/- considered: working together on new methods etc. has been key. Regular
communication. Involving staff members in the decision-making
(k) the key factors of  |process. Training workshops to change understanding and practice.
success
(I) factorsthatledto |A more structured process if prioritised could have moved things
failure and the faster. Changes coming from New York has also forced us to adapt
challenges and our approach. We are having to wait for instructions and new tools
Cﬁnstralnts tothe  Ipeing developed by the Secretariat’s Department of Management.
change
management
process?
6.2 What positive 6.2.1 How unique are these |No information available on this from documents provided

features identified are
transferable or
scalable, which are not
and why?

to the context in which they
were implemented?

6.2.2 What generalizable
lessons can be identified?

No information available on this from documents provided

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do
things differently? If so,
how?

Doing the best we can given other priorities and resources.
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Document Key

A TD/B/60/5 Progress report on the implementation of the workplan for enhancing the management and administration of UNCTAD identified doc
UNCTAD, 2 July 2013

B. TD/B/59/CRP.2 Work plan for enhancing the management and administration of UNCTAD JIU identified doc

C. Statement of the DSG of UNCTAD to the Working Party on the Strategic Framework and Programme Budget, 75™ session 4 UNCTAD identified doc
September 2017

D. UNCTAD, 2017, Internal Assessment of RBM pilot UNCTAD identified (round 2)

E. Other assessments:

Assessment by OlOS (2018) — Triennial review of the implementation of the recommendations from the programme evaluation of
the United Nations Conference on Trade and Development

Minutes of the Publications Committee (shared on the UNCTAD intranet) Final PRC Meeting Minutes Assessment early 2017
Initial 2016 reform planTOR of RBM-CG

Memos from SG/DSG

Briefings to member States and staff Examples of communicating change Intranet pages: Research, Technical cooperation
Intranet stories: RBM vision, Training, CIO monthly monitor

| UNCTAD Meeting Notes JIU

I|o|m
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https://intranet.unctad.org/office-of-the-secretary-general/communication-information-and-outreach/cio-monthly-monitor
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6. ITC = Innovation Lab

Date:17.12.2018 Organization: ITC: Innovation Lab

Overall
comments

e The case summary was completed by JIU. Additional information was added based on further documentation.
e  The documents provide a good overview of the reform

e From the information provided, the reform itself has aspect of change management embedded within it, particularly around stimulating a ‘culture of
innovation’. However, it is not a typical ‘reform’ in the sense of introducing major changes into the organization, but more of an initiative (drawing

on voluntary resources) to introduce aspects of change.
e The case is considered complete

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The "What'
question — what the
initiative and
reasoning behind it
was?)

1.1 A brief summary of
the reform/initiative.

1.1.1 What is its purpose? ITC created its very own Innovation Lab to boost and better
What are the objectives? orchestrate innovation efforts. (A.1) It aims is to enhance ITC’s
role as a frontrunner in Trade-Related Technical Assistance
(TRTA) (C.1)

Objectives:

1) Offer services to facilitate the development of initiatives

2) Serve as a platform for exchange around innovation

3) Connect ITC to innovations networks

4) Act as a repository of information regarding innovation at ITC

1.1.2 When did it start? 2015-2017

When did it end? Started to develop in 2015. In 2017, the ITC Innovation Lab
launched its first strategy. The Lab is still ongoing and growing.
It has expanded its number of volunteers as well as the number
of services provided and initiatives supported.

1.1.3 What are the key The Innovation Lab pursues the following intermediate
elements/sub-initiatives? objectives through the initiatives mentioned below:

A) Culture — enhance internal ITC innovation culture
Innovation Heroes Programme

Innovation Champions Programme

Pitching Roulette Sessions

Ad hoc innovation trainings and events

Innovation Lab Tech Series

PoooTw
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Organization: ITC: Innovation Lab

B) Projects — facilitating project innovation

a. Project Innovation Bootcamp

b. Solutions Clinics

c. Creative Consulting Services

d. Brainstorming Sessions

C) Partnerships — building cross-organizational and sectoral
partnerships

a. External network of partners; The Innovation Lab
develops and nurtures partnerships with actors
outside ITC, including other innovation units in the
UN, NGOs, think thanks, incubators and
accelerators, research institutions, etc.

b. Internal collaboration; the Innovation Lab is an
active member of a diverse set of working groups
at ITC (Digital Services, Green Economy, Youth
Jobs, Processes and Procedures, among others)

¢. Inaddition, the Innovation Lab provides support to
in house corporate initiatives related to strategic
planning, M&E, governance, among others.

1.1.4 When and by whom
was it approved?

2015 with the approval of the ITC Executive Director. The Lab’s
work plan was first submitted to ITC’s Senior Management
Committee (SMC) for approval in 2016.

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

So far there was no evaluation of the Lab’s work. The Lab sets
an annual work plan and has reported back to Senior
Management. The Lab is currently in the progress of establishing
a proper reporting mechanism.

1.2 What were the
underlying factors or
drivers behind this
reform/initiative?

Where distinct or
additional to broader
drivers of change, what
specific events or
triggers signalled the

1.2.1 What were the drivers?
The causes of the initiative,
generally an overarching,
longer-term shift affecting
how the organization

- Scarcity of funds for ITC and Aid for Trade in general

- Need to demonstrate value for money

- SGDs, shift in international focus and increased private sector
participation in development

- Improve focus on innovation as the external environment is

operates. changing faster than before
(C.1
1.2.2 Was there a specific In 2014, ITC organized its first Open Doors and Innovation Day.

event that acted as a trigger

The initiatives engaged members of the ITC community that
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start? Each of these
will affect the
approach, speed, scope,
resources and adoption
of change management.

Date:17.12.2018

to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or

Organization: ITC: Innovation Lab

were personally driven by innovation. Follow the Open Doors,
these members of the ITC community took the lead on kick-
starting the ITC Innovation Lab with the support of ITC’s Senior
Management.

They can be both other. The initiative, as well as the Open Doors, were motivated by the
expected or rising prominence of innovation and the shifting international
unexpected. environment around the MDGs/SDGs and Aid for Trade.

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the above
reform or
initiative?

(The 'How'
guestion on design
— what did they set
out to do?)

2.1 Describe the design
or plan for change
management in the
initiative?

2.1.1 What were the specific
objectives of change
management  within  the
design of the initiative?

1) Enhancing the internal ITC culture of innovation. Creating
an environment that encourages creativity, specialisation
and risk taking — as well as helping people at ITC gain the
skills and access to resources and space needed to innovate
(E.35)

2) Facilitating greater innovation in projects. Facilitating
incremental, sometimes radical, innovation that leads to
leaner, faster, most cost-efficient and impactful projects
responsive to the needs to clients and donors (E.30)

3) Establishing collaboration linkages with external partners
and internally among different units to boost fresh and
cross-sectional thinking and open new doors to innovation
and creativity at ITC.

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
50, how?

No, the Innovation Lab was not established based on existing
change management practices. It grew organically in the
organization through individuals and their ideas.
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Date:17.12.2018

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —
done internally or by an
outside company? If
external, please state who?

Organization: ITC: Innovation Lab

The ITC Innovation Lab is a grassroots, mostly volunteers
driven initiative, which is strongly supported by ITC’s Senior
Management. It aims at being open and engaging to all. In this
direction, the Innovation Lab launches yearly an internal
collaboration process for the development of its strategic and
operational plans.

The current strategic plan was developed through a series of ITC
staff brainstorming sessions, organized by the Innovation Lab.

Under 1) Culture of Innovation

- “pitch routlette” — platform for sharing ideas

- “innovation heroes” — awards for innovation

- “innovation champions” — pilot to engage influencers and
build links between the lab and people around ITC
(outreach)

Under 2) innovation in Projects:

- “design bootcamp” — customized workshop series to focus
on co-creation, testing etc

- “solutions clinic” — problem solving workshops

- “creative consulting” — on demand support to projects

2.2 How did the
triggers of the
organizational reform
or management
initiative influence the
change management
approach?

2.2.1 What effect, if any, did
the drivers or triggers of the
reform have on the
objectives and plan for
change management?

As the Innovation Lab existence was largely influenced by the
perceived need to change business as usual coming from
external drivers, the Lab adopted culture and project
innovation as key pillars.

IMPLEMENTATION

OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and implemented?

3.1 What was the scope
— breadth and depth of
the change process?

3.1.1 Was it system-wide,
organization, department
etc.

The Innovation Lab is a unit officially housed under the Division
of Country Programmes (DCP). Nevertheless, it aims at being a
cross-divisional, all-inclusive initiative.

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of

Supported by the Director of the DCP and the ITC Executive
Director and subsequently by ITC’s entire Senior Management

Committee (SMC).
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Date:17.12.2018

Organization: ITC: Innovation Lab

(The 'How'
question on
implementation)

the change? What is their
position in relation to
management?

3.2.2 Were consultants
involved in implementation?
If so, in what role?

No external consultants on innovation were involved in the
implementation of the initiative. The Lab was fully developed
by members of the ITC community.

3.2.3 What was the size of
the team? Where was the
CM team located?

The Innovation Lab was initiated in 2015 by 4 volunteers.

The size of the core team ranges from 10-20 people. No team
member works on the initiative full-time. Most of the members
volunteer or have a percentage of their time dedicated to the
Innovation Lab.

3.2.4 Is there an
institutionalized function for
change management in the
organization or was the
function time-bound for this
specific initiative? If yes,
please include information
in question 7 as well.

No

The ITC Senior Management Committee is tasked to bring
about change management within the organization. It can task
different parts of ITC to carry forward initiatives.

3.2.5 What mechanisms
were put in place to oversee
the change management
process?

The Director of DCP oversees the Innovation Lab’s activities
and the Innovation Lab team presents its achievements and work
plan at least once a year to SMC.

3.3 How was the
change management
process structured?

3.3.1 Did the process have a
definitive start and end?

The Lab has no end date.

3.3.2 How long did it last?

3 years to date — but ongoing

3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the plan in 2.1.3)

Under 1) culture of innovation

- Staff engagement

- Process of pitching ideas

- Engages yearly around 60 ITC people.

- Innovation heroes, a peer-to-peer initiative.

Under 2) innovation in Projects:
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Date:17.12.2018

Organization: ITC: Innovation Lab

- ldentification of 3 core areas; incentives for purpose driven
collaboration; a dedicated and well-resourced system
management; a technological solution responding to user
needs.

It is pitched through word-of-mouth and through its activities.

3.4.2 What communication
mechanisms were used?

Internal blog to share ideas and updates and is in the process of
creating an intranet page.

Social media, events and competitions, Geneva Universities and
other innovation labs. It is pitched through word-of-mouth and
through its activities.

3.4.3 How was the change
initially framed and
presented to staff?

A platform for collaboration and creative thinking. It is an
initiative of the ITC people for the ITC people with the objective
of make ITC a better, more effective and efficient organization
to deliver greater results.

3.5 How much
reflexive learning took
place during the
process? Was it
evaluated during or
after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify
when put in place in relation
to the process)

Annual review and reflection on the previous year’s progress.
The Lab also carries out a mid-year review.

4. What have been
the resource
implications of
change
management?

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

The initiative is financed through seed extrabudgetary (XB)
funding.

4.2 What were the
major cost elements
and actual costs (where
available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

Main costs, implementation of trainings (hiring external
trainers), facilitation of workshops, internal staff and consultants
partially funded by the Lab to carry our Innovation Lab project
management, coordination and maintain communications as
well as to develop partnerships.
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In 2018, the lab received a budget of USD 50.000. USD 30.000
are used for trainings and worships. USD 20.000 are used for
management and partnership development.

RESULTS OF C

HANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of
the change process
or approach?

5.1 What were the
results of the change
process?

(Is there evidence of
sustainability of these
changes? What is the
degree to which
organization is working
differently and people
are behaving
differently? Degrees of
result or proxies
around these include
cost reduction (staff
and non-staff); service
levels; reduced risks;
behavioural changes;
improved collaboration
etc.)

5.1.1 What were the short-
term outputs? How were
they assessed?

Staff (35) exposed to design-thinking based innovation

technology (is this a change management output?).

The Innovation Lab is currently in the process of gathering data
for the assessment of its outputs and outcomes achieved in 2017-
18.

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?

(linked back to objectives in

2.1.1)

To date, the Innovation Lab has promoted the training of about
two hundred and forty of our professionals in innovation
methods and practices and supported the launching of twelve
new projects or services. The Lab also achieved the inclusion of
objectives related to innovation in the strategic plan of the
organization, the development of a corporate system for
monitoring and managing results in the area and the launching
of an internal initiative that is dedicated to solving institutional
bottlenecks.

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way?

What is the value-add of the
structured process, where
used?

More emphasis on innovation in corporate documents such as
the ITC Strategic Framework and Operational Plan.

The structured process helps to shape a common language and
practices; incentivise behaviour around innovation;

and provide an institutional focal point in interaction with
internal and external parties.
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LESSONS FROM CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived to
guide future
change
management
initiatives?

6.1 What are 6.1.1 What do those Reference to challenges:
considered critical involved, and those affected |1) High turnover and conflicting time/other resource priorities
factors +/- considered critical factors in |2) More demand than volunteers and part-time staff/in-house
success/ failure of the consultants can accommodate
change management 3) Budget flex constraints
process?
¢ engage further with people excited about the lab to take it to
Are these distinguishable next level
from the reforms behind the | ® Further integrate activities with core of ITC projects
change etc. o Irregularity of resources weakening delivery
e Lab needs a steady team and process of on-boarding
e Position lab less on volunteering to stronger integration in
ITC projects
e Partnership true value added to ITC colleagues
(D.20-24)
It has been essential that the grass-roots initiative has received
support from Senior Management.
6.2 What positive 6.2.1 What features seem to | Bottom up engagement of staff for real buy-in

features identified are
transferable or scalable,
which are not and why?

be key to a successful CM
process?

Clear support from Senior Management

Engagement and training of mid-management

Inclusion of innovation in ToRs and staff appraisal system
Development of programmes that allow staff to “take time” to
innovate

6.2.2 How unique are these
to the context in which they
were implemented?

Not unique. Can be implemented in any organization.

6.2.3 What generalizable
lessons can be identified?

Change management works best when driven bottom up with a
strong support from senior management. Channels for open
discussion need to be in place and systems need to be put in place
to allow change to happen.
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6.3 What has the 6.3.1 Would the The Innovation Lab aims to continue with its model as it has
organization learnt organization run the process | demonstrated good results for its community and the
from this process? the same way again, or do organization. Taking time to understand what the ITC people
things differently? If so, needed, what results the Lab wanted to achieve and what was
how? the change desired was a good model, although takes time to

mature.

Document Key

A ITC Innovation Team, Strategic Framework 2016-2020, undated, unpublished ITC
B. ITC Innovation Lab Mid-Term Report, 2015, unpublished ITC
C. ITC Innovation Lab, Objectives and Work Plan 2017, unpublished ITC
D. ITC Innovation Lab, Concept Note, January 2015, unpublished ITC
E. ITC Innovation Lab, Review of 2017 and outlook for 2018, unpublished ITC
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7. UNEP - Programme management and implementation

Organization: UNEP: Programme management and implementation

Overall
comments

e  This case summary focuses on the reform efforts carried out during the period from 2006/7-2009 while Achim Steiner was the Executive Director of UN
Environment Programme.

e There is clear evidence of a well-organized multi-faceted reform, led from the top and supported by a strategic implementation team. There appears to be
evidence of some good results, though the evaluation in 2012/13 suggested that a number of key objectives around building the one UNEP culture, still
have some way to go. The SIP team was also dismantled.

e  The documents and comments provided do not provide evidence of a comprehensive approach to change management within this set of reforms (as per
JIU definition and guidelines), but rather, good project management. There are one or two elements that may be considered ‘change management’ around
HR areas — staff satisfaction measurement, 360 degree PA, etc — but they are not evidentially part of a conscious change process.

e  The case summary is considered complete, based on the information provided.

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The "What'
question — what
the initiative and
reasoning
behind it was?)

1.1 A brief
summary of the
reform/initiative.

1.1.1 What is its
purpose? What are
the objectives?

Purpose:

a) address administrative, structural and organizational issues to make the
organization more effective and efficient in responding to its mandates;

b) strengthen its ability to delivery against increasing mandates through its
programme of work, including responding to the needs laid out in the Bali
Strategic Plan for Technology Support and Capacity Building specifically to be
more responsive at regional and national levels; and

¢) increase funding to the organization.

(BSP was an inter-governmentally agreed framework for strengthening the capacity of
governments in developing countries and countries with economies in transition to
coherently address their needs, priorities and obligations in the field of the environment).
BSP was adopted by the 23rd Session of UNEP's Governing Council in February 2005.
Objective: Improving managerial efficiency and effectiveness and it’s administrative
processes (A.26)

1.1.2 When did it
start? When did it
end?

The support and lead the change management reform, the Executive Director established
a Strategic Implementation Team (SIT). The Team was established over a period of a few
months and started its work in the first quarter of 2007 and worked until late 2008/early
2009. This was in line with the initial timeline of having the SIT in place for approximately
two years. The SIT was ‘dissolved’ in the first quarter of 2009.
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1.1.3 What are the
key elements/sub-
initiatives?

a) management of financial resources — including resource planning / allocation,
resource monitoring / reporting and financial accounting / fiduciary
responsibilities;

b) management of human resources — including staff satisfaction survey, HR
programming, planning and approach, HR administration and HR reporting as
well as streamlining of HR recruitment processes and responsibilities; training
strategy; voluntary mobility programme; staff reward programme; couching to
staff and other initiatives.

¢) management of administrative services. (A.26)

d) management and improvement of IT services across the organization

e) review of the approach to strategic planning, programming and delivery against
the Programme of Work.

Organization: UNEP: Programme management and implementation

1.1.4 When and by
whom was it
approved?

Strategic Implementation Team was formally established by the Executive Director in the
first quarter of 2007 with the support of the Senior Management Team and the Committee
of Permanent Representatives.

The Strategic Implementation Team was reporting directly to the Executive Director
working in close collaboration with the Deputy Executive Director and Division Directors.

1.1.5 Was the reform
evaluated? What
were the
achievements,
results, and/or
outcomes?

Based on the experience during the pilot phase in the implementation of the UNEP
Medium Term Strategy (MTS) 2010-2013 and Programme of Work (PoW) 2010-2011,
UNEP established a Task Team on Programme Management and Implementation to
examine how it can strengthen its programme management. The task team conducted a
comprehensive review of experience of programme implementation, and focused its
deliberation on the major issues identified as follows: 1) Programme delivery in results-
based context; 2) Resource allocation and alignment; and 3) Accountability. The table
below summarizes the main findings of the Task Team (B.1).

The formative evaluation of the 2010-11 programme of work was highly influential in
shaping the course of the initiative
http://wedocs.unep.org/bitstream/handle/20.500.11822/290/Formative_Evaluation_of_th
e_UNEP_Programme_of Work_for_2010-2011.pdf?sequence=1&isAllowed=y. Also the
Mid-Term Evaluation of the MTS covered some dimensions of the work. (see Case #1)
https://wedocs.unep.org/bitstream/handle/20.500.11822/243/Mid-
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term_Evaluation_of the UNEP_Medium-term_Strategy 2010-
2013.pdf?isAllowed=y&sequence=1

Major findings:

1) Programme delivery in a results-based context. Need to continue to strengthen
strategic planning. Causal logic between UNEP’s projects and results in the MTS.
Must improve quality of its projects. Strengthen compliance with M, E and audit
recommendations

2) Resource allocation and alignment. Need to target resources to the implementation of
specific outputs in the Plan of Work. Lack of alignment of Environment Fund
resources with the PoW is a serious risk.

3) Accountability. Need to strengthen alignment of budget to the MTS going forwards

A number of other outcomes and results of the reform included:

4) the drafting and approval of the first Medium Term Strategy for UNEP;

5) revamping of programming approach (subpogramme approach) and resource
allocation;

6) significant HR improvements and new initiatives;

7) enhanced focus on gender; and

8) upgrading of UNEP IT infrastructure.

Organization: UNEP: Programme management and implementation

1.2 What were
the underlying
factors or drivers
behind this
reform/initiative?

Where distinct or
additional to
broader drivers of
change, what
specific events or
triggers signalled
the start? Each of
these will affect
the approach,

1.2.1 What were the
drivers? The causes
of the initiative,
generally an
overarching, longer-
term shift affecting
how the organization
operates.

Arrival of Achim Steiner as Executive Director (2006). The Executive Director was
advised by Member States to focus on ‘making UNEP more efficient and effective and
streamlining programming and administrative processes’ when he joined UNEP, including
addressing issues such as programming, funding and human resources. This was a critical
part of his driver to establish initially the Task Teams composed of staff and subsequently
the Strategic Implementation Team to lead the implementation of the Task Team
recommendations and other reform measures.

UNEP suffered a reduction in financial resources of USD 21 million in 2010-2011, after
an increase throughout 2006—2009. The considerable reduction in financial support from
Italy and Spain was only partially compensated by the increase of contributions by
Germany, USA, Sweden and Finland. Despite the intention to increase voluntary
contributions to the Environment Fund in order for UNEP to deliver normative work and
policy advice, among others, the EF resource base decreased by 9%. (G.24)
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Reviews conducted of UNEP concluding:

UNEP lacks organization-wide strategies to define and address its programme support
needs;

UNEP lacks a coherent means to integrate programmatic planning (programme of
work) with financial and human resources planning. Currently these three processes
move in parallel without clear policy guidance and coordination. The lack of which,
is at the root of several problems and issues identified by the task force;

There exists a prevailing institutional culture of distrust and lack of delegation, which
breeds apathy and lack of accountability, thus negatively affecting programme
delivery;

Existing financial, human resources and administrative systems are inefficient,
inadequate for effective programme delivery and do not allow for easy cooperation
with partners;

UNEP lacks the means to coherently and efficiently interact with its multiple service
providers at headquarters and outposted offices and to monitor and evaluate the
quality and results of such services;

More than 50% of UNEP (including MEA secretariats) is based away from HQ,
however, the existing administrative mechanisms are not adequate to support a
decentralized operation (e.g., no adequate ICT support);

UNEP does not apply the same environmental standards and ethics to itself that it
promotes to clients (and requires from its partners) and thus cannot lead by example;
UNEP staff desire change and improvement and are ready to take the necessary steps
to position UNEP to fulfill its mandate

(A3-4)

Organization: UNEP: Programme management and implementation

1.2.2 Was there a
specific event that
acted as a trigger to
get it started? It may
be internal or
external. These
might include
funding depletion,
reputational (fraud,
mismanagement) or
other.

As indicated, the triggers were mainly a) new ED and normal for a new ED to review an
organization and make recommendations; b) expectations and guidance to reform by

Member States; c) staff recommendations on how to enhance the effectiveness of the

organization. d) creation of the Strategic Implementation Team

There were not ‘negative triggers’ such as fraud or mismanagement or reputational
concerns. The focus was on ‘how can we make UNEP better and address areas that are
less effective’.
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Organization: UNEP: Programme management and implementation

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the
above reform or
initiative?

(The 'How'
question on
design — what
did they set out
to do?)

2.1 Describe the
design or plan for
change
management in
the initiative?

2.1.1 What were the
specific objectives of
change management
within the design of
the initiative?

Based on the analysis in the Managing The Future UNEP (A) and Task Team documents
(B,D,E), the objectives that relate to change management appear to be:

Addressing the prevailing institutional culture of distrust and lack of delegation,
which breeds apathy and lack of accountability, thus negatively affecting programme
delivery;

Responding to the UNEP staff desire change and improvement and are ready to take
the necessary steps to position UNEP to fulfil its mandate

Strategic planning of programmes, finances and human resources.

Enhance administrative processes, in particular, human resources management,
including drafting of Medium Term Strategy and identification of UNEP priorities.
Development of gender action plan.

Note: Although the term ‘change management” was used the initiatives were in most
cases considered more as ‘strategic approaches and changes’ in the organization. Hence,
the title of the team put in place to lead these changes, namely the Strategic
Implementation Team.

All Task Team Reports
were reviewed by JIU and
no specific mention of
change management
found.

2.1.2 Did the
approach to change
management draw
from established
practices (Kotter,
McKinsey, PWC,
UNLOCK etc) or
not? If so, how?

No particular approach or framework was the foundation for the change management.

2.1.3 Was a specific
plan prepared
outlining the change
management
process(es)?

Who prepared this
plan — done
internally or by an
outside company? If

A UNEP Strategic Implementation Team Strategy was developed and discussed and
adopted by the Senior Management Team.

Strategy Paper: Human Resource Management

Introduce peer review in staff performance assessment / introduce 360 degree
evaluation within 12 months

Introduce anonymous online staff questionnaire on staff satisfaction and
management performance every 3 months

Induction package for new staff

Identify training needs / institutionalize mentorship programme

Discrete elements (not
clear overall coherent
change management
plan(s). Most of the action
elements under these
strategies are ‘hard’ -
relating to systems in
place and focus on the
‘what” — not the how - -
how will they be
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external, please state
who?

Strategy Paper: Financial Management

- Train UNEP staff at all levels (including senior managers) on results based
management

- Organize financial/budgetary training for project managers

Strategy Paper: Administrative Services
- Delegate of authority to directors (for travel; to monitor hospitality approvals within
approved budgets etc)

Strategy Paper: Vision driven results based programming
results oriented
- Development of Medium Term Strategy
«  defined outcomes supported across organisation
. highlights integration across divisions

implemented, how will
staff be involved etc. Note
that most of those
highlighted are training
related.

2.2 How did the

2.2.1 What effect, if

The triggers were the drivers for how the reform process and approach was developed

triggers of the any, did the drivers  |with focus on the specific areas of work of the Strategic Implementation Team, including
organizational or triggers of the programming, finance, human resources, IT and gender.
reform or reform have on the
management objectives and plan  |Through the reform process the Executive Director and the Senior Management Team
initiative for change serve as champions of change. The Executive Director was personally presenting many
influence the management? of the reform initiatives to staff demonstrating his commitment and leadership role. This
change was done through townhall meetings, divisional meetings and written communication.
management He also presented reform initiatives to the Committee of Permanent Representatives as
approach? well as to UN Headquarters. The visible, genuine and committed leadership role of the
Executive Director supported by the Deputy Executive Director and the Senior
Management Team was critical for creating the necessary commitment among staff
towards the change process.
IMPLEMENTATION OF CHANGE MANAGEMENT PROCESS
3. How have the | 3.1 What was the | 3.1.1 Was it Organization-wide, including regional offices.

change
management
approaches been

scope — breadth
and depth of the
change process?

organization-wide,
departmental etc.
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Organization: UNEP: Programme management and implementation

adopted/ adapted
and
implemented?

(The 'How'
question on
implementation)

3.2 How was the
change
management
process led?

3.2.1 Who led the
change management
process? Who was
the owner/sponsor of
the change? What is
their position in

The reform was led by the Executive Director with support by the Deputy Executive
Director and Senior Management Team. To manage the reform process the Executive
Director established the SIT composed of 5-6 professional staff from the P4 to the D1
level. The SIT was led by a Principal Officer. The SIT reported directly to the Executive
Director. The SIT had direct access to the Executive Director with weekly meetings on
progress.

relation to
management? NB. Much of the reform was built into the approach to developing the MTS and POW
3.2.2 Were No external consultants were part of the reform initiative except consultants to carry out

consultants involved
in implementation?
If so, in what role?

e.g. 360 degree assessments, training etc.

The Task Team responsible for the review was composed of largely UNEP staff with
support from consultants Dalberg. It is understood, though, that Dalberg’s role ended
with their report. The ED put in place the strategic Implementation Team to drive the
change process.

3.2.3 What was the
size of the team?
Where was the CM
team located?

The SIT was composed of 1 D1, 3/4 P5and 1 P4 and 1 GS. The SIT was located in the
Executive Office at UNEP Headquarters. The SIT was composed of staff that dedicated
100% of their time to the reform agenda.

The SIT included John
Scanlon, Patrick
Tiefenbacher, Sheila
Aggarwal-Khan and
Jacob Duer (currently in
Geneva) — they would
likely be excellent
sources of information if
need for follow-up

3.2.4 Is there an
institutionalized
function for change
management in the
organization or was
the function time-
bound for this
specific initiative?

If yes, please include

Yes, the SIT was established with the sole purpose of carrying out the reform agenda. The
mandate of the SIT was two years. The SIT started its work in late 2006/early 2007 (all
team members only onboard in early 2007) and concluded its work in early 2009.

The initiative was broadly tied to the Secretariat POW/MTS planning schedules
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information in
guestion 7 as well.

Organization: UNEP: Programme management and implementation

3.2.5 What
mechanisms were
put in place to
oversee the change
management
process? Did it
include the head of
organization, the
governing body, just
senior managers, or
other? What role
was played by each?

The Executive Director was leading and overseeing the reform process with support from
the Deputy Executive Director and Senior Management Team. In addition to regular
interaction between the SIT and the Executive Director, the SIT also held ongoing bi-
lateral consultations with the Deputy Executive Director and Division Directors and
briefing regularly the SMT on the progress of work, including seeking input to and
endorsement of initiatives and work carried out.

3.3 How was the
change
management

3.3.1 Did the process
have a definitive
start and end?

Yes, the process was very structured with a start date (late 2006/early 2007) and end date
(early 2009).

process
structured?

3.3.2 How long did
it last?

2 years as initially planned.

3.4 How was it
implemented?

3.4.1 Describe the
implementation
process (refer to the
planin 2.1.3)

Following the work of the Task Teams and the related recommendations the
implementation process was as follows:

1.
2.

3.

Establishment of the SIT and appointment of staff;

Development of an overall strategy and workplan for the SIT which subsequently was
approved by the Senior Management Team

Development of topic specific strategies and plans for the SIT, i.e. programming,
resource planning, human resources, IT and gender.

Implementation and monitoring of the plans, including with regular consultation and
involvement of senior managers and staff in all the elements of the implementation
phase.

Final presentation of the achievements of the SIT to the Senior Management Team
and the Committee of Permanent Representatives and subsequent termination of the
work of the SIT.
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3.4.2 What
communication
mechanisms were
used?

Townhall meetings, bilateral meetings with divisions and regional offices, email
communication etc.

Communication from the Executive Director on the progress of the reform was frequent
and transparent.

Organization: UNEP: Programme management and implementation

3.4.3 How was the
change initially
framed and
presented to staff?

The change was framed as a direct response to the outcome of the staff led Task Teams
and their recommendations.

The reform plan was personally presented by the Executive Director to the Senior
Management Team followed by a presentation to all staff through a townhall meeting. This
was followed up with regular email correspondence and updates from the Executive
Director to all staff.

The Executive Director also met with the staff union on a regular basis as well as held
bilateral meetings with divisions and regional offices.

3.5 How much
reflexive learning
took place during
the process? Was
it evaluated
during or after?

3.5.1 What learning
and adaptive
management
processes were put
in place during or
after the CM
process? (please
specify when put in
place in relation to
the process)

Significant reflective learning took place throughout the implementation phase both on
substance, communication with staff and communication of plans and progress.

Key learning was to have a regular and ongoing line of communication with all staff to
ensure transparency and ‘buy-in’ from staff to the changes. Feedback mechanisms were
established to ensure that staff had a continues contribution and input to the different
reform initiatives. Small voluntary focus groups were established around some of the
initiatives, in particular on human resources and programming, to solicit input from staff
in all the reform development phases.

4. What have
been the
resource
implications of
change
management?

4.1 How was the
CM budgeted?

4.1.1 What was the
source of financing-
core resources/XB.
Implications.

Core (Environment Fund) and XB resources were made available by the Executive
Director based on his discretion within the budget.

One donor provided a JPO to support the work of the SIT.

4.2 What were
the major cost
elements and
actual costs

4.2.1 What were the
cost elements —
financial, human
(non-financial), etc?

Main costs were related to the staffing of the SIT (1xD1, 4xP5, 1xP4 and 1xGS — Nairobi
duty station) and travel costs.
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Some HR initiatives and IT improvements had further cost implications. A combination
of core and XB resources were made available by the Executive Director to support the
reform agenda.

Organization: UNEP: Programme management and implementation

RESULTS OF CHANGE MANAGEMENT PROCESS

5. What are the
results and
critical success
factors of the
change process
or approach?

5.1 What were
the results of the
change process?

(Is there evidence
of sustainability
of these changes?
What is the
degree to which
organization is
working
differently and
people are
behaving
differently?
Degrees of result
or proxies
around these
include cost
reduction (staff
and non-staff);
service levels;
reduced risks;
behavioural
changes;
improved
collaboration
etc.)

5.1.1 What were the
short-term outputs?
How were they
assessed?

- ‘Quick wins’ and ‘quick starts’ completed, namely (those that may have CM
elements):
o Resolve bottlenecks concerning UNDP cooperation
o Employment of the Month Scheme (- Motivation and recognition tool for
staff)
o  Cross Divisional work mechanisms (- SIT providing a means of
facilitating UNEP wide initiatives, including secondment of staff between
Divisions, cross Divisional teams, pooling of resources, knowledge
networks etc.)
- HRresults:
o UNEP organizational effectiveness and staff survey (results not presented)
o Increase in #staff receiving recognition for outstanding achievements
(based on finalization of reward and recognition scheme)

- UNEP wide priorities submitted by Divisions
- SIT Work plan for 2007 approved by ED

- Road map for medium term strategy drafted

- HR training strategy drafted

- Gender Action Plan rolled out at regional level

5.1.2 What were the
intermediate or long
outcomes? How
were they assessed?
Did they bring about
the desired
transformation?
(linked back to
objectives in 2.1.1)

Intermediate:

- UNEP wide priorities agreed by SMT

- Engage UNEP-wide on Strategic framework for 2010-2011 — including staff
training

- UNEP ICT platform operational

Long term (more outputs than outcomes):

- Medium term Strategy drafted incorporating agreed priorities
- Strategic Framework for 2010-11 finalized

Costed work plan 2008 more results based

HR strategy drafted and approved by SMT
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specifically change
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outcomes (changes in
practice and
behaviour)

- Defined
improvements in
accountability as a
consequence  of

redefined and
communicated
roles and

responsibilities

- Staff satisfaction
levels

- Client satisfaction
levels
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Organization: UNEP: Programme management and implementation

- ICT strategy drafted and approved by SMT

- IMIS+ and DMS operational (by January)

- Medium term Strategy approved by GC

- Programme of work and Support Budget for 2010-2011 approved by GC
- UN Enterprise Resource Planning System underway

Some findings from the Evaluation Synthesis Report (G):

e Current management approach is not providing clear lines of authority and
accountability; (G.22)

e  Whilst UNEP has made significant progress in building the “one UNEP” approach
and in coordinating and supporting coherent implementation of the SPs at the regional
and national levels, there is still room for improvement in communication and
collaboration between divisions and regional offices, and enabling the ROs to be more
directly involved in the MTS planning process. (G.22)

e The MTS matrix structure has increased cooperation and coordination among
Divisions to some extent, but the “One UNEP” culture is still largely absent and the
matrix system is still perceived to be too much tied up with Division leadership. The
rivalry among Divisions, low trust between OfO and Divisions and the perceived poor
management capacities of some high-level ranked staff are seriously affecting the
morale of UNEP staff. (G.23)

o  Staff capacity development has not been regular due to limited resources and appeared
to be of less priority to the MTS development and implementation process despite the
strong support this had from the Executive Office. A Strategic Implementation Team
(SIT) was established to draft a Training and Learning Strategy for UNEP and its
administered MEAs, but when the SIT was dismantled in early 2010, no dedicated
staff was appointed to carry the task forward and the Strategy remained as a draft
(G.23)

5.2 How did the
process affect the
results?

5.2.1 How did the
change management
results contributed to
the reform results or
outcomes and in what

way?

Overall results can be summarized as follows

Operating as One UNEP ie

- delivering on agreed organization-wide priorities

- integrated results based programme based on agreed priorities
- one website and one identity

- connected internally and externally

- knowledge management excellence
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What is the value-
add of the structured
process, where used?

- human resource excellence

Delivering on One UN and Bali ie

- fully engaged across divisions in One UN pilot countries +

- stronger regional presence and more responsive at the country level
- strong influence on UNDG

- respected science base

- partner of choice

The above results would not have materialized unless the reform had taken place in a
structured way and with dedicated resources.

A key factor to the success of the reform was the allocation of dedicated human resources,
transparency, leadership by the Executive Director and the Senior Management Team,
involvement of staff throughout the reform process and buy-in by and regular briefings
to Member States through the Committee of Permanent Representatives.

Organization: UNEP: Programme management and implementation

LE

SSONS FROM CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived
to guide future
change
management
initiatives?

6.1 What are
considered
critical factors +/-

6.1.1 What do those
involved, and those
affected considered
critical factors in
success/ failure of
the change
management
process?

Are these
distinguishable from
the reforms behind
the change etc.

Factors (+)

- Executive Director visible leadership and acting as champion of change
- Dedicated human resources to reform (SIT)

- Buy-in from staff and Member States

- Transparency

- Time limited reform agenda (2 years)

- Difficult to sustain momentum, continued commitment and excitement over time
- Alignment of UNEP reform agenda with UN reform agenda, rules etc.

6.2 What positive
features
identified are

6.2.1 What features
seem to be key to a

- Visible leadership and commitment from the Executive Director.
- Dedicated human resources
- Communication and transparency
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transferable or
scalable, which

FINAL 6 December

successful CM
process?

- Involvement of all staff throughout, including ability to influence and shape the change.

Organization: UNEP: Programme management and implementation

are not and why?

6.2.2 How unique
are these to the
context in which
they were
implemented?

The above are not unique to the change process that UNEP went through but were critical
for its success.

6.2.3 What
generalizable lessons
can be identified?

- Change only happens if the organizational leadership drives it and if the staff has trust in
the leadership, the objectives set for the change and the implementation mechanism put in
place for the change process.

- Change is participatory and cannot be forced on staff or the organization.

- Without the necessary communication plans and tools to communication the change
process will likely not succeed

- Allocation of dedicated resources. Change management is not ‘an additional’ job to
existing staff but a function in itself.

- Change needs to be time bound with a start and end date.

6.3 What has the
organization
learnt from this
process?

6.3.1 Would the
organization run the
process the same
way again, or do
things differently? If
s0, how?

Lessons learned can be drawn from the above.
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Change Management Functions in the Organization
If information on organizational level change management initiatives is found while reading through documents, please note details/findings below

7. To what extent
have change
management
functions been
institutionalized?

Organization: UNEP: Programme management and implementation

7.1 Does the Participating Organization 7.1.1 Is there a team — time-bound or fixed — working on CM across No

(PO) have a Change Management multiple initiatives (i.e. beyond a single time-bound change process)?

function — formalized or otherwise?

7.2 What are its objectives? 7.2.1 How was it established? When? What is its purpose? How N/A
sustainable is it?

7.3 How is it structured, staffed and 7.3.1 How many staff, and at what grades? Who does it report to? How | N/A

funded?

is it funded and to what levels?

Document Key
| Document | DocumentTite — ~  ~ ~~  [DocumentSource |

A Managing the Future UNEP, September 2006, Report of the Task Team — Improving Managerial Efficiency and Effectiveness and | UNEP
Administrative Processes

B. Task Team Report on Programme Management and Implementation, September 2011, Unpublished UNEP

C. Terms of Reference, Task Team on the Medium Term Strategy 2014-2017 and PoW 2014-2015, undated, unpublished. UNEP

D. Management Note, 2012, Response to UNEP Task Team Reports, Internal and External Evaluations, unpublished. UNEP

E. Report of the UNEP Task Team on Programme Management, February 2015 UNEP

F. UN Environment Reform Advisory Committee, January 2018, Programme and Project Design and Implementation at UN UNEP
Environment

G. UNEP Evaluation Office, March 2014, 2012-13 Evaluation Synthesis Report JIU identified
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8. UNEP - Restructuring and regionalization

Organization: UNEP: Restructuring and regionalization

Overall
comments

Clear exposition of the purpose of the reforms, the drivers behind these, and their contents.
Evidence of elements of how some of reforms were implemented, and evaluated (in part), but no evidence of the specific and intentional use of change
management approaches and practices. (Refer here to JIU definition paper and guide).

The case is therefore not considered as an exposition of change management, but useful information on reform drivers.
The case is now closed unless further specific evidence on change management is presented

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What'
question — what the
initiative and
reasoning behind it
was?)

1.1 A brief summary of
the reform/initiative.

1.1.1 What is its purpose?
What are the objectives?

Purpose: Enhancing UNEP’s ability to support the environmental
dimension of sustainable development as defined under Rio+20

Obijective: Progressively consolidating HQ functions in Nairobi and
strengthening regional presence to assist countries in the
implementation of national environmental policies (A.1)

1.1.2 When did it start?
When did it end?

UNEP issued its first Policy Paper on strengthening its regional
presence in January 2009 - Moving Forward with UNEP’s Strategic
Presence 2010-2013, SMT Policy Paper. Subsequent papers and
strategies were developed through a working group to inform UNEP’s
positioning and response to the UN reform — such as: UNEP’s Guidance
Note - Delivering as One at the Country Level, 2011; UNDG Guidance
Note on Mainstreaming Environmental Sustainability into UNDAF;
Integrating Climate Change Considerations into Country Analysis; A
suite of Facilitation and Training Manuals for UNDG Country
Programming and UNDAFs; Definition of Headquarters functions,
Expert Sub Group working paper, July 2013; Comparative Assessment
of selected UN entities with respect to the location and function of their
offices away from headquarters, Expert Sub Group working paper,
August 2013.

Following the Rio+20 Summit, the GA resolution 67/213 and the UNEP
GC decision 27/2, an internal review of the Regional Strategic Presence
was initiated in October 2013. There has been continuous review of its
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presence in the regions and countries to better respond to and support
the priorities and needs of the member states and the regions.

1.1.3 What are the key
elements/sub-initiatives?

1. Strengthening UNEP’s regional strategic presence further, to assist
countries in the implementation of their national environmental
programmes and foster the integration of environmental considerations
in sectorial policies

2. Mainstream roles, profiles and functions of UNEP regional offices
and their role in implementing the Programme of Work at regional and
national levels.

3. Work towards global consensus and policy coherence on key issues
relating to environmental sustainability, and creatively pursue the
specific opportunities and approaches that are available regionally, and
to foster effective and relevant partnerships.

4. Enhancing the participation of relevant stakeholders, particularly
those from developing countries, drawing on best practices and models
(A.2)

1.1.4 When and by whom
was it approved?

Para 88 of outcome document of Rio+20, adopted by GA Resolution
67/213, December 2012 (A.1), UNEP GC Decision 27/2*

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

The first UNEP policy — Strategic Presence Policy — which contained
elements on strengthening regional presence was issued in January
2009. Following a number of decisions and resolutions, a review of the
policy was initiated in October 2013. This culminated with the release
of a new policy — Strategic Regional Presence in June 2015. In addition
to the updated policy, an Operational Guidance Note was issued to not
only operationalize its strategic regional presence (SRP) policy, but
also strengthen a One UNEP and integrated approach in delivering its
programme and services to Member States at different levels.
Findings (docs E and F) from Mid-Term Evaluation of the 2010-13
Medium-Term Strategy (MTS):

1 Twenty-seventh session of the Governing Council/ Global Ministerial Environment Forum at its first universal session, 18—22 February 2013
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e UNEP’s impact needs to be felt at national level if UNEP is to

deliver key components of its SPs, namely to promote capacity
building, to implement pilot projects and to provide long-term
country-level support. (E.17)

e Current management approach is not providing clear lines of

authority and accountability; (E.22)

e  Whilst UNEP has made significant progress in building the “one

UNEP” approach and in coordinating and supporting coherent
implementation of the SPs at the regional and national levels, there
is still room for improvement in communication and collaboration
between divisions and regional offices, and enabling the ROs to be
more directly involved in the MTS planning process. (E.22) (as of
2012). By end of 2013 “Good progress made in strengthening the
role of the Regional Offices in the design and implementation of
the MTS and PoWs.. but still significant challenges with respect to
developing and implementing an appropriate role for the ROs in
programme implementation

e The MTS matrix structure has increased cooperation and

coordination among Divisions to some extent, but the “One UNEP”
culture is still largely absent and the matrix system is still perceived
to be too much tied up with Division leadership. The rivalry among
Divisions, low trust between OfO and Divisions and the perceived
poor management capacities of some high-level ranked staff are
seriously affecting the morale of UNEP staff. (E.23)

e Staff capacity development has not been regular due to limited

resources and appeared to be of less priority to the MTS
development and implementation process despite the strong
support this had from the Executive Office. A Strategic
Implementation Team (SIT) was established to draft a Training and
Learning Strategy for UNEP and its administered MEASs, but when
the SIT was dismantled in early 2010, no dedicated staff was
appointed to carry the task forward and the Strategy remained as a
draft (E.23)

1.2 What were the
underlying factors or
drivers behind this
reform/initiative?

1.2.1 What were the drivers?
The causes of the initiative,
generally an overarching,
longer-term shift affecting

1) UN delivering as one — increased UN focus on the country level,
coordination and the integration of environmental sustainability into
the UNDAFs
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Where distinct or
additional to broader
drivers of change, what
specific events or
triggers signalled the
start? Each of these
will affect the
approach, speed, scope,
resources and adoption

of change management.

They can be both
expected or
unexpected.
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how the organization

Organization: UNEP: Restructuring and regionalization

2) Increased focus on building country capacities — to assist them with

operates. national environmental policies (as outlined in GA resolution 67/213)
and to effectively engage in the post-2015 and RIO+20 processes
1.2.2 Was there a specific The initial trigger, in 2007, was the Aid and Development Effectiveness

event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

and Delivering as One efforts calling on UNEP (as a Non-Resident
Agency) to support and engage in the development and implementation
of the UNDAFs, coordinate with the UN Country Teams and the
Delivering-as-One UN at country level.

Subsequent triggers came from Para 88 of outcome document of
Rio+20, adopted by GA Resolution 67/213, December 2012 (A.1) and
the UNEP GC Decision 27/2. Paragraph 88 articulated the outcomes of
Rio +20 calling for a gradual consolidation of Headquarters functions
in Nairobi and simultaneous strengthening of UNEP’s regional
presence. This was also reiterated in Governing Council Decision 27/13
with a request to report on the progress on the implementation of this
decision at the UN Environment Assembly in June 2014 and to report
on the implementation of this decision by 2016.

Maybe the QCPR and the DaO Tirana decisions can also be triggers

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the above
reform or
initiative?

(The 'How'
question on design
— what did they set
out to do?)

2.1 Describe the design
or plan for change
management in the
initiative?

2.1.1 What were the specific
objectives of change
management within the
design of the initiative?

The strategy included strengthening of HR and capacities both within

UNEP and in the UNDG.

The June 2015 policy Strategic Regional Presence as well as the

associated operational guidance note are implemented together with

the Delegation of Authority Policy and Framework (DAPF), the

revised Accountability Framework and the revised Programme

Manual. They were aimed at strengthening:

(). a One UNEP philosophy and corporate identity among staff

at headquarters (HQs) and in regional offices (ROs).

(ii). promoting UNEP-wide positions and solutions the collective
accountability of the Regional Offices, Divisions and Offices.

(iii). strengthening the integration of UNEP normative work on-
the-ground — at regional, subregional and national levels;
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(iv). promoting synergies and coherence on UNEP work on the
ground and closer coordination with other stakeholders at the
regional, subregional and national levels.

(V). Establish or strengthen partnerships to mobilise and leverage
resources towards the environmental priorities set forth by
UNEP’s governing body.

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
50, how?

No information available on this from the documents provided

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —
done internally or by an
outside company? If
external, please state who?

No direct evidence of specific ‘change management’ plans.

There are plans outlining ‘implementation’ of the UN Aid and
Development Effectiveness in relation to the Bali Strategic Plan, the
Tirana outcomes, and the strengthening of the Regional Offices and
UNEP Delivering as One. The development of both the 2009 and 2015
UNEP policy on Strategic Regional Presence as well as the associated
operational guidance note was an internal process led by senior
management. It involved wide consultation of staff from Regional
offices, Divisions and other Offices in headquarters (through virtual
and physical meetings).

What was the approach to engage with staff and stakeholders? Was a
change management team set up? Was there a specific process plan for
the change, training and engagement? This links back to the specific
change objectives. Yes, a working group (a few) were set up, at
different levels — both operationally and senior levels.

2.2 How did the
triggers of the
organizational reform
or management
initiative influence the
change management
approach?

2.2.1 What effect, if any, did
the drivers or triggers of the
reform have on the
objectives and plan for
change management?

Through the designation of Subprogramme Coordinators at the regional
level, a strengthened internal coordination in the design and
implementation of projects was accomplished. A One UNEP spirit
emerged. These also allowed for a more coherent delivery of UNEP’s
Programme of work and synergies among projects at the regional,
subregional and national level
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IMPLEMENTATION OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and implemented?

(The 'How'
question on
implementation)

3.1 What was the scope
— breadth and depth of
the change process?

3.1.1 Was it organization-
wide, department etc.

Organization-wide

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

The Executive Director and Deputy Executive Director

3.2.2 Were consultants
involved in implementation?
If so, in what role?

We had some consultants help with the strategic planning, and also
change was based on the Dalberg Report (2007) and the Formative
Evaluation (UNEP Evaluation office 2015), etc.

3.2.3 What was the size of
the team? Where was the
CM team located?

The former Division of Regional Cooperation (DRC), Inter-Agency
and Country Level Coordination Unit (ICCU), then the Regional
Support Office was assigned with coordination and drafting of the
Policy on Strengthening Strategic Regional Presence as well as the
Operational Guidance Note.

3.2.4 Is there an
institutionalized function for
change management in the
organization or was the
function time-bound for this
specific initiative? If yes
please include information
in question 7 as well.

Not evident at this stage.

3.2.5 What mechanisms
were put in place to oversee
the change management
process? Did it include the
head of organization, the
governing body, just senior
managers, or other? What
role was played by each?

The Executive Director and Deputy Executive Director oversaw the
changes through the Senior Management Team and by requesting
updates from the Director of the former Division for Regional
Cooperation and Regional Support Office. In addition, Member States
monitored progress by requesting update reports from the UNEP
Secretariat.
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3.3 How was the
change management
process structured?

3.3.1 Did the process have a
definitive start and end?

Strengthening regional presence is a continuous process.

In October 2017, the current Executive Director, Mr. Erik Solheim,
established a Country presence Committee Tasked to provide strategic
recommendations on how to strengthen country and sub-regional
country presence within the context of the reform of the United Nations
Development System. The work of the Committee has been informed
by: a) the on-going Secretary-General’s reform process; b) UN
environment’s delegation of authority and accountability frameworks;
c) the mapping of existing country and sub-regional presence, d) lessons
learned, and e) innovative ideas and approaches. The Country Presence
report is still in draft. The adopted General Assembly Resolution on the
repositioning of the UN development system calls on the Secretary-
General to develop a set of criteria of determining UN agencies
presence in country; this will not be available until later in the year (as
part of an implementation plan for this Resolution). Once the details of
these criteria are known, the Committee will need to include it in the
report and adjust recommendations as needed. The Resolution also calls
for the Secretary-General to prepare a detailed funding compact which
will guide UN environment’s fund-raising efforts and this will also need
to be integrated into the final report.

Further to the report mentioned above, in August 2018, the new Deputy
Executive Director requested all regional offices to propose a list of
priority sub-regional/ country presence in each region based on a few
criteria i.e. rationale, proposed office structure and host location,
funding option, etc. A list of priority sub-regions/countries is available
to be further tabled in the next Senior Management Meeting in
November 2018 for discussion.

All documents mentioned have still not been shared.

3.3.2 How long did it last?

Ongoing

3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the planin 2.1.3)

No information available on this from the documents provided

There is no reference in any
of the documentation to
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3.4.2 What communication
mechanisms were used?

No information available on this from the documents provided

3.4.3 How was the change
initially framed and
presented to staff?

No information available on this from the documents provided

3.5 How much
reflexive learning took
place during the
process? Was it
evaluated during or
after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify
when put in place in relation
to the process)

No information available on this from the documents provided

specific
management processes. T

change

4. What have been
the resource
implications of
change
management?

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

Delivering-as-One Officers were supported by XB (Norway), then
through funding (implementation of the UNDAF project) with funds
from Norway and Sweden.

Environment Fund money was used to support the strategic presence
work.

In addition, the creation of Regular Budget posts for regional
development coordinators, regional sub-programme coordinators and
sub-programme coordinators — decisions at the ACABQ for Regular
Budget post creation were all tied to this reform process — One UNEP
and One UN and strengthening regional offices and presence.

4.2 What were the
major cost elements
and actual costs (where
available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

No information
[On the above there was a paper on this submitted to the ACABQ), but
we could not get it up to now.]

RESULTS OF C

HANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of
the change process
or approach?

5.1 What were the
results of the change
process?

5.1.1 What were the short-
term outputs? How were
they assessed?

More coherence in the delivery

Synergies among projects

Better use of the resources

Strengthen policy dialogue with Member States and other
stakeholders, including other UN System agencies and

programmes
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(Is there evidence of
sustainability of these
changes? What is the
degree to which
organization is working
differently and people
are behaving
differently? Degrees of
result or proxies
around these include
cost reduction (staff
and non-staff); service
levels; reduced risks;
behavioural changes;
improved collaboration
etc.)
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e Leverage of resources at the local level towards common
objectives
e  Broaden the network of partners

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?

(linked back to objectives in

2.1.1)

No information available on this from the documents provided

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way?

What is the value-add of the
structured process, where
used?

No information available on this from the documents provided

LESSONS FROM

CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived to
guide future
change
management
initiatives?

6.1 What are
considered critical
factors +/-

6.1.1 What do those
involved, and those affected
considered critical factors in
success/ failure of the
change management
process?

Ensure the involvement of staff in the discussions
In case of any training requirement for the implementation of the change
management initiatives, budget the resources needed
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6.2 What positive

features identified are
transferable or scalable,

6.2.1 What features seem to
be key to a successful CM
process?

No information available on this from the documents provided

which are not and why?

6.2.2 How unique are these
to the context in which they
were implemented?

No information available on this from the documents provided

6.2.3 What generalizable
lessons can be identified?

No information available on this from the documents provided

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do
things differently? If so,
how?

No information available on this from the documents provided

Document Key

A UNEP Memo from Executive Director to All Staff, October 2013, A New Structure and Configuration for UNEP’s Regional UNEP
Cooperation Functions and Services, unpublished

B. UNEP Board Document, April 2014, Report of the Executive Director, Implementation of Governing Council Decision 27/2, UNEP
Consolidation of HQ functions. UNEP/EA.1/2/Add.5,

C. UNEP Policy Paper, June 2015, Strengthened UNEP Strategic Regional Presence: Contributing to the Future We Want UNEP

D. UNEP Executive Director Memo, May 2016, UNEP Strategic Regional Presence: Operational Guidance Note (cover memo and UNEP
guidance note)

E. UNEP Evaluation Office, March 2014, 2012-13 Evaluation Synthesis Report JIU identified

F. UNEP Evaluation Office, February 2013, Mid-Term Evaluation of UNEP’s Medium-Term Strategy 2010-13 JIU identified
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Overall
comments

e A series of internal reforms, and five reform reports were prepared on staff recruitment, procurement, travel, consultants and programme/project
design and implementation.

e Adraft plan (outlined in a TOR) to have fairly extensive change management, in particular focused on consultations across the staff, staff competency

mapping and communications were outlined.

e This has subsequently been halted further to the arrival of the Deputy Executive Director and thereafter to the resignation of the Executive Director.
However, under the leadership of the Deputy Executive Director, now acting Executive Director, a Management Plan of Action is being developed,
which will include change management initiatives.

e This case will be considered in terms of how UNEP is starting to think about change management as part of its organization evolution.

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The "What'
question — what the
initiative and
reasoning behind it
was?)

1.1 A brief summary of
the reform/initiative.

1.1.1 What is its purpose?
What are the objectives?

Purpose: Enhancing the focus on UNEP on ‘people and planet’ rather than
process

Objective: i) decentralize power within UNEP — strengthening regional,
sub-regional and country offices; ii) reduce hierarchy within the
organization — cut layers of bureaucracy (Al)

1.1.2 When did it start?
When did it end?

September 2017 (A1) email from then ED, Erik Solheim. Ongoing, though
acting Executive Director now, so unclear exactly how it will go ahead.

1.1.3 What are the key
elements/sub-initiatives?

Improving efficiencies and effectiveness in the processes of:
i) staff recruitment

i) procurement

iii) consultants/consultancies

iv) travel

v) programme and project design and implementation

1.1.4 When and by whom
was it approved?

Executive Director, 2017

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

Not evaluated, just started.
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1.2 What were the 1.2.1 What were the drivers? | 1. While UN Environment is the lead organization regarding the
underlying factors or The causes of the initiative, environmental aspects of the SDGs, custodian of 36 SDG targets,
drivers behind this generally an overarching, adopting the integrated approach, this global mandate is not enough
reform/initiative? longer-term shift affecting to meet what member states expect of us. Countries require

how the organization assistance in the processes for getting them ready for SDG
Where distinct or operates. implementation as well as for data and information for baselines and
additional to broader tracking implementation of the goals and targets. this still requires to
drivers of change, what be translated into UN Environment’s Programme of Work.

2. The need to start the preparations for the next Medium Term Strategy
(MTS) and express requests from some member States for more
clarity on Programme of Work implementation.

3. The need for an effective private sector strategy that contributes to

specific events or
triggers signalled the
start? Each of these

will affect the achieve tangible and fast improvements with respect to private sector
approach, speed, scope, operations that negatively impact the environment

resources and adoption 4. The need to optimise the use of talented and experienced staff,

of change management. including via a new organisational structure that allows effective
They can be both staff mobility and contributes to enhancing staff career option,
expected or management of staff talents, while at the same time considering staff
unexpected. wellbeing and boosting morale.

5. More structured system for a cross-divisional-offices-regions-
subregions-country team work that uses the organizational and staff
knowledge at the right time in the right place for the right purpose.

6. Enhance staff moral and deal with grievances, (re)establish trust and

sense of purpose.

Build a culture of innovation, creativity and knowledge management.

8. Reduce the gap between senior management and staff in terms of
perception, importance and realisation of the set goals and targets to
minimise the notion of them and us.

9. Introduce a more structured system for appreciation and recognition
for staff that consistently demonstrate more than satisfactory
contribution to agenda, results and outputs of the organisation.

10. Transitioning regional offices from ones whose primary role is
representational, to one that integrates representation, programme
development and implementation, and resource mobilization.

11. Re-positioning Un Environment to respond to and implement the UN

Secretary General reforms, particularly related to regionalization,

~

146



CM Case Summary Framework

FINAL 10 DEC 2018

Organization: UNEP: Internal reforms

delivering through UN Country Teams including support to UN
development Assistance Framework (UNDAF) and support to the
“neutral” UN Resident Coordination system, implementing UN
Environment mandate at national and regional levels.

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Arrival of new Executive Director in June 2016.
Establishment of a Reform Advisory Committee in September 2017.

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the above
reform or
initiative?

(The 'How'
question on design
— what did they set
out to do?)

2.1 Describe the design | 2.1.1 What were the specific

or plan for change
management in the
initiative?

objectives of change
management within the
design of the initiative?

Implementing a structured change management process, it is anticipated
that by 2019, UN Environment will be recognized by the international
community as seriously moving towards becoming an effective and
efficient UN programme demonstrating impact, tackling priority
environmental issues, engaging member states and stakeholders,
effectively mobilizing the private and the finance sectors, and highly
rated by the public as the most and best fit for the purpose programme
lead by effective, highly motivated and talented staff employing the state-
of-the-art innovative operations. (Source: B, page 1)

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
50, how?

No evidence of this

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —
done internally or by an

A draft change management TOR was developed (May, 2018) outlining
the following areas (Doc B.pp3-5):
1) Reviewing organizational structures
2)  Conducting staff competency mapping
3) Conducting wide consultations with staff at all levels — groups and
individuals
4) Results-based planning and budgeting
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outside company? If 5) Communications
external, please state who?

A reasonable level of detail of what should be covered in each of these
areas is outlined in the TOR. It can’t be considered a full ‘plan’ as such,
but the starting point (perhaps it falls more in the realm of ‘readiness
assessment’

Of these, the focus of 2), 3) and 5) are explicitly focused on CM

For example, 5) Comms — includes:

e Develop an effective Change Management Communication strategy
and plan, internally and externally, including identifying appropriate
mechanisms to promote good communications for all divisions,
offices and staff involved in the Change Management process.

e Review the results of the communications survey that was conducted
in 2016 and extract lessons and recommend actions to enhance
strengths and tackle weaknesses.

e Revise communication strategy and strengthen provisions for
programme managers with a clean mandate to communicate their
work and maximize on potential communication channels for UN
Environment.

Pre reform planning — In May 2017, as a first step to initiate a reform
process, the Executive Director convened an informal lunch meeting with
its Senior Management Team to brainstorm on how UN Environment
could be at the forefront in supporting the Secretary-General reforms
(C.2).

However, the caveat is that, the TORS (above) did not get traction and
the change management team was not put together as planned. However,
under the leadership of the Deputy Executive Director, now acting ED, a
Management Plan of Action is being developed, which will include
change management initiatives.

2.2 How did the 2.2.1 What effect, if any, did |The former Executive Director’ primary objective for management reforms
triggers of the the drivers or triggers of the |was to reduce bureaucracy and encourage staff to focus on delivering
organizational reform reform have on the UNEP’s work as fast as possible and in an impactful manner. In particular,
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he prioritized reforms related to travel and HR processes and practices. He
wanted all staff across the organization to be engaged in the reform process
with ideas. With those objectives in mind the Reform Advisory Committee
focused on the 5 workstreams mentioned above. In addition, the Committee
engaged staff in many ways such as virtual and face-to-face meetings and
through gathering ideas submitted by staff through intranet and other means.

IMPLEMENTATION

OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and implemented?

(The 'How'
question on
implementation)

3.1 What was the scope
— breadth and depth of
the change process?

3.1.1 Was it organization-
wide, department etc.

Intended Organization-wide

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

The Executive Director and Deputy Executive Director / with the departure
of the ED, the Acting ED (DED) will lead any future reforms

There has yet to be any implementation, so the analysis stops here.

3.2.2 Were consultants
involved in implementation?
If so, in what role?

3.2.3 What was the size of
the team? Where was the
CM team located?

3.2.4 Is there an
institutionalized function for
change management in the
organization or was the
function time-bound for this
specific initiative? If yes,
please include information
in question 7 as well.

3.2.5 What mechanisms
were put in place to oversee
the change management
process? Did it include the
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3.3 How was the
change management
process structured?

3.3.1 Did the process have a
definitive start and end?

3.3.2 How long did it last?

3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the planin 2.1.3)

3.4.2 What communication
mechanisms were used?

3.4.3 How was the change
initially framed and
presented to staff?

3.5 How much
reflexive learning took
place during the
process? Was it
evaluated during or
after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify
when put in place in relation
to the process)

4. What have been
the resource
implications of
change
management?

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

4.2 What were the
major cost elements
and actual costs (where
available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

RESULTS OF C

HANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of

5.1 What were the
results of the change
process?

5.1.1 What were the short-
term outputs? How were
they assessed?
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5.1.2 What were the
intermediate or long

outcomes? How were they
assessed? Did they bring
about the desired
transformation?

Organization: UNEP: Internal reforms

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results
contributed to the reform
results or outcomes and in
what way? What is the value-
add of the structured process,
where used?

LESSONS FROM

CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived to
guide future
change
management
initiatives?

6.1 What are
considered critical
factors +/-

6.1.1 What do those
involved, and those affected
considered critical factors in
success/ failure of the
change management
process? Are these
distinguishable from the
reforms behind the change
etc.

6.2 What positive
features identified are
transferable or scalable,
which are not and why?

6.2.1 What features seem to
be key to a successful CM
process?

6.2.2 How unique are these
to the context in which they
were implemented?

6.2.3 What generalizable
lessons can be identified?

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do

151




CM Case Summary Framework  FINAL 10 DEC 2018 Organization: UNEP: Internal reforms

things differently? If so,
how?

Change Management Functions in the Organization

- The Chiefs and Deputies Group — led by the executive office agreed in May 2018 that a dedicated Change Management Group is required (C.3)

Document Key

A Email from Executive Director UNEP, Reform at UN Environment: We must be the change we want to see in the world, September 05, UNEP
2017

B. UNEP Change Management Team TOR, 15 May 2018, Draft (unpublished) UNEP

C. UN Environment Reforms within the Context of UN Reforms 2018 UNEP
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Overall
comments

e  The case summary was completed by JIU. Additional information was added based on an interview and further documentation.

e  The documents provide a good overview of the reform.

e Fromthe information provided, there does not appear to have been a comprehensive change management process, however, facets of change activities

related to communications and human resources were part of the process.
e The case is considered complete, but we may follow-up in January/ February 2019 on any remaining issues

REFORM/INITIATIVE OVERVIEW

1. Details of the
organizational
reform/initiative

(The 'What'
question — what the
initiative and
reasoning behind it
was?)

1.1 A brief summary of
the reform/initiative.

1.1.1 What is its purpose?

What are the objectives?

A redesign of the UNFPA organisational structure - Done in order to
operationalise its 2008-11 Strategic Plan (A, 1)

Aim was to moving regional divisions to be closer to the clients (G, 1)

Entails a significant shift of resources to the field to strengthen their
capacity and COs (A, 1)

Was the dismantling of country support teams + integrating of functions
to ROs to better adapt to each country needs (G, 1)

Additional, longer-lasting

factors:

- Integrating
programmatic and
technical support

- Ensuring  alignment

with other agencies

Worth  noting that in
documentation it’s referred
to as ‘UNFPA
Reorganization’

1.1.2 When did it start?
When did it end?

Was given go ahead by EB in September 2007 - to run in accordance
with 2008-11 strategic plan (C, 1). Ended in 2011

1.1.3 What are the key
elements/sub-initiatives?

In order to operationalise its strategic plan some key functions would
need to be strengthened:

» National capacity development — focusing on systems and
institutional development for governments & civil society
organisations;

» Prompt and effective support — request from COs and UN
country teams to provide technical, programmatic support;

» Positioning International Conference on Population and
Development (ICPD) — placing it at all levels from global to
national via advocacy & policy dialogue
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» Developing multi-sectoral and strategic partnerships —
strengthen position of ICPD agenda at various agency-levels
and other non-UN organisations

» UN systems collaboration — provide coordinated, coherent
and efficient support to UN country teams or reform issues
such as UN Development Assistance Frameworks

(All from C, 3)

Implementation of the Strategic Plan demanded that the functions
hereby listed would be more effectively performed. The regionalized
organizational structure was meant to ensure that those functions could
be better supported

1.1.4 When and by whom
was it approved?

Was approved by the EB in Sept 2007 - in conjunction with the 2008-
11 Strategic Plan (A, 1)

Preparatory activities (i.e. organizational design, proposed staff
movement, HR strategy) had already been launched. The official
implementation however started right after the Executive Board’s
approval

1.1.5 Was the reform
evaluated? What were the
achievements, results,
and/or outcomes?

No evaluation was conducted. A review of the regional offices
architecture will be launched in October 2018 as part of the
Comprehensive Change Process.

Follow-up on this
October / November

in

1.2 What were the
underlying factors or
drivers behind this
reform/initiative?

Where distinct or
additional to broader
drivers of change, what
specific events or
triggers signalled the
start? Each of these
will affect the
approach, speed, scope,
resources and adoption
of change management.
They can be both

1.2.1 What were the drivers?
The causes of the initiative,
generally an overarching,
longer-term shift affecting
how the organization
operates.

Conducted in response to on-going UN reforms — e.g. those contained
in the Generally Assembly resolution 59/250 (A, 1).

In order to better operationalise the 2008-11 strategic plan, more
specifically focused organisational restructuring was necessary:

- associated with COs,

splitting of DASECA to better equipped to achieve the regional
objectives generally.

How did UNFA interpret 59/250 to mean that regionalization was
required? Other UN Agencies already had Regional Offices. In order
to align —as requested by the QCPR — UNFPA also decided to establish
regional offices and co-located them, as much as possible, with those
of other UN agencies.

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be

NO specific trigger - only the drivers above:
- UN reform
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expected or
unexpected.

internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Need to provide integrated technical and operational support to
Country Offices
Strengthening of capacity in the field

PLAN OF CHANGE MANAGEMENT PROCESS

2. Which change
management
approaches have
been used in the
design of the above
reform or
initiative?

(The 'How'
question on design
— what did they set
out to do?)

2.1 Describe the design

or plan for change
management in the
initiative?

2.1.1 What were the specific
objectives of change
management within the
design of the initiative?

- Ensure that staff was fully informed about the process and that
could contribute to the process.

- Reduce anxiety and change resistance.

- Equip staff with the skills needed to either find a different job
elsewhere or to be redeployed to a new position

- Create buy-in and ensure that changes could be implanted on time
and task

2.1.2 Did the approach to
change management draw
from established practices
(Kotter, McKinsey, PWC,
UNLOCK etc) or not? If
so, how?

Staff working on the project came from a management consulting
firm and applied their change management approach, customizing it
to the needs of UNFPA.

There is mention of Master Plan being based on internationally
recognised Prince 2 Project Management methodology (noting this is
more about the project rather than change management side):
- successful project completion (quality and time);
- attention to the human dimension of change;
maintaining business continuity;
- keeping reorganization costs under control;
taking into account lessons learnt;
- constant communication with both internal and external
stakeholders
(All from A, 2)

Which firm? Were they
consultants or staff —
confirm.

2.1.3 Was a specific plan
prepared outlining the
change management
process(es)?

Who prepared this plan —
done internally or by an
outside company? If
external, please state who?

Examples of elements of
plan:

The development and application of an overall project Master Plan
with activities, activities ‘owners’, timelines and indicators (A, 1)

It would identify activities to be performed, key milestones, outputs
interlinkages and timelines. These activities would be clustered into
‘Work Packages’ (A, 2).

The Work Packages resemble set information’s associated with
different activities. Some of the work packages (HR-related and
communications related) were effectively ‘change management’ work
packages.
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- change readiness
assessment

- definition of type and
scope of change

- Approach to engaging
with staff and
stakeholders

- Institutional framework
(governance,
management,  change
management team, etc)

- Defined role of
leadership

- Process plan (training,
engagement etc)

- Reflexive learning plan
(monitoring and internal
evaluation)

These work packages held information defining, in measurable terms,
what must be done for final product to be acceptable to Steering
Committee. Each has a ‘formal agreement document’ between
Regionalisation Project Manager (RPM) & Team Leaders of the Work
Packages. Work package charters were the written agreements

Some packages may be verbal in instruction — but this is for ones where
there is direct input of the RPM. Other with indirect input require
written instructions (C, 10). Work package leads reported back on the
implementation status at each Steering Committee meeting.

In the area, communications, a specific detailed written plans have
been prepared.

Elements covered under communications plan:

-objectives (risk-mitigation function, inadequate comm leads to ‘lack
of commitment; unchanging behaviours; loss of stakeholder support;
unrealistic expectation’. This can be addressed if comms plan
integrated into ‘divisional comms plans’

-principles

-key messages

-key audiences

-types of messages

- mechanisms for communication

-key events and timetable

Certain pre-requisites were laid out in order to optimise managing the
change:

- ‘continued strong top-level leadership’ = crucial to maintain
strong leadership and ensure the change process remains a
priority for management

- ‘staff commitment towards organisation vision and goals’ =
‘vital for staff members willing to embrace change’

- ‘Executive Boards continuous support’ = support MS is vital
with ongoing consultations through development of the
Strategic Plan

(All from A, 1)

Key document:
Reorganization
communication plan,

undated (doc H)

2.2 How did the
triggers of the
organizational reform

2.2.1 What effect, if any, did
the drivers or triggers of the
reform have on the

The drivers of the reorganization and regionalisation related both to
the need to strengthen field presence; to move ‘regional divisions
closer to the clients’ (see 1.1.1). This also implied retrenchment of

It’s unclear from the
documentation how much
efficiency gains were an
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or management
initiative influence the
change management
approach?

objectives and plan for
change management?

international positions at HQ and hiring of national staff in regions
and countries (lower cost) It’s unclear from the documentation how
much cost downsizing took place, and how much this was also an
imperative behind the reform (for efficiency gains). Clearly, the nature
of the reorganization, being focused in large part on reprofiling and
reorganization meant that good communications with staff was critical
to success. This links closely with the objectives of the change
management process itself- with the aims being in part to reduce
anxiety and change resistance and build buy in.

“Regionalization is a tangible sign of UNFPA commitment to
become more results-oriented and field-centred, as its staffing
implications indicate. Regionalization would entail a net reduction of
86 posts in headquarters (28 posts would be abolished; 70 would be
relocated to the regions; and 12 new posts would be created) and an
increase of 131 posts in the regions (70 posts would be moved from
headquarters and 61 new posts would be created). Increase in the
number of posts also reflects the decision to significantly increase the
number of national officers (+ 40 posts), both to increase use of and
develop local capacity and to keep costs under control. The increase
also reflects the UNFPA decision to re-balance its organizational
pyramid and reduce its top heaviness (-6 L7 posts) and build solid
career development paths (+14 P4/L4 posts; + 4 P3/L3 posts).
“(source, doc B, p.15) (national posts being less costly than
international)

(JIU analysis)

imperative
reform

behind

the

IMPLEMENTATION

OF CHANGE MANAGEMENT PROCESS

3. How have the
change
management
approaches been
adopted/ adapted
and implemented?

3.1 What was the scope
— breadth and depth of
the change process?

3.1.1 Was it system-wide,
organization, department
etc.

Was an organisation-wide change, but based and in tandem with
reforms system-wide (A,1)

3.2 How was the
change management
process led?

3.2.1 Who led the change
management process? Who
was the owner/sponsor of
the change? What is their
position in relation to
management?

The change process was shared between varying committees and
bodies.:
- Executive Committee overseeing the overall direction of the
strategic vision
- Steering Committee which was composed of various
representatives. Was a forum for information sharing, avoid
overlaps discussions and make decisions
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(The 'How'
guestion on
implementation)

- Regionalisation Team was composed of Project Coordinator,
Project Specialist, Analyst and Assistant. It was the
secretariat ensuring progress and coordination

These committees and teams oversaw both the PM and the CM.
(All from A, 3 and D)

Of these mentioned, the Regionalisation Team ensured the integration
of CM aspects in the Master Plan

3.2.2 Were consultants
involved in implementation?
If so, in what role?

Was led internally, with a diverse set of task forces, teams or
committees (C, 7)

The various senior team members — eg Project Manager possessed
multiple responsibilities such as the financial management or
monitoring of cost budgets (C,7)

Some consultancy services were used on ad hoc basis (A, 4)

The Regionalization team was the CM team, responsible for overall
project coordination and change management coordination.

3.2.3 What was the size of
the team? Where was the
CM team located?

For the Reorganisation there were various teams:
»  Executive Director/Committee
» Steering Committee
> Regionalisation Team
> Budget Monitoring Committee
» Communication Working Group
There were also various task forces or divisions:

HR Task Force — this was created to address HR issues relating to
the CM process and that choices are made with staff interests in
mind.
» There is mention of this task force being engaged with
specific CM processes like the training of staff to be aware
and prepared for it (E)

The HR TF was specifically responsible to implement some specific
change management activities with specific reference to capacity
building.

Geographical Divisions & Technical Support Division — these
would undergo change by merging with Country Service Teams to
provide better technical & programmatic support to COs.
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» There is mention of contribution to development of the
organisational structure - is this relatable to the CM
process? (No response — so presume not)

IERD - coordinated consultations with member states and with
resource mobilisation efforts.

» Any relevance to the CM process? No — although the Media
and Communications Branch, which was also part of IERD,
had a very important role in the CM process, supporting the
Regionalization Team with all communications activities

External consultants (hired on an ad hoc basis) — would hired to
provide contributions on specific activities. But not on CM.
(All from doc E)

3.2.4 Is there an
institutionalized function for
change management in the
organization or was the
function time-bound for this
specific initiative? If yes
please include information
in question 7 as well.

Yes — see section 7 in the case summary for the comprehensive change
process.

3.2.5 What mechanisms
were put in place to oversee
the change management
process? Did it include the
head of organization, the
governing body, just senior
managers, or other? What
role was played by each?

The Executive Director and Committee set the direction for change,
taking final decisions on major steps and not addressed by Steering
Committee (A,3) Only the Executive Committee and the Steering
Committee were involved.

The Master Plan encompassed the various Work Packages, which in
effect took the specific activities and split them into their respective
processes — these packages were oversee by ‘Work Package Leaders’
who would be in charge of their respective activities/outputs but all
relating to the wider Master Plan (C, 10)

3.3 How was the
change management
process structured?

3.3.1 Did the process have a
definitive start and end?

The Communications Plan (Nov 2007 to Dec 2009)

The HR workplan (Sept 2007 to Jan 2008)

3.3.2 How long did it last?

The overall reform ran from Sept 2007 to 2011. One would assume that
the CM ran for all of this, so the specific comms and HR elements
(above) which represent the core of the CM processes ran Sept 2007 to
Dec 2009 in aggregate.
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3.4 How was it
implemented?

3.4.1 Describe the
implementation process
(refer to the plan in 2.1.3)

Upon approval by EB the implementation plan was:
- Q1 of 2008 would be Panama and Bangkok ROs
- Q2 would be Pretoria and Suva sub-regional offices
- Q3 would be Addis Abba RO and Dakar sub-regional office
- Q4 would be Beirut RO and Kingston sub-regional office

The CM process was the same for each office.
It entailed:
- Regular Communications to staff
- Training/capacity building activities to ensure staff was
equipped to be re-deployed or find a new job.

3.4.2 What communication
mechanisms were used?

Regionalisation Team oversaw the coordination of communication with
a Reorganisation Communications Working Group to assist with that
(A, 5)

They developed a Reorganisation Communication Plan which includes:

- Background and overview;

- Communications principles;

- Key messages; o Identification of audiences;

- Key communicators;

- Type of information;

- Platforms (emails, circulars, e-updates, intranet, newsletter,
staff meetings, brown bag lunches, events, note verbales,
letters, briefing notes, etc.)

- Coordination Arrangements;

- Key events communication events.

(A.5)

3.4.3 How was the change
initially framed and
presented to staff?

A set of guiding principles and processes to address the important
staffing and human resource implications of regionalization. This will
include job matching and job fair processes, re-skilling and agreed
separation packages, among others (B, 11)

Unclear how it was communicated and framed. The risk matrix outlines
the steps taken to address the risk of organizational culture not ready for
change and behaviours not supporting it (ex-ante risk management) by:
- Encouragement of fora for
discussion among Senior Management on ~ Continuous
regionalization and change issues
- Presence of Regionalization on EC

Agenda Continuous
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- ED’s availability to address issue on
a one-on-one and collective basis with EC ~ Continuous
members

- ED to play a proactive role in
stimulating discussion/debates

- Organization of regular divisional
staff meetings, with OED to ensure that Continuous
change issues are addressed

- Provision of training on Leading and
Managing Change to Senior and Middle- 2" half 2006
Management

- Organization of a “Change
Awareness” session for staff

- Organization of tea/lunch with the
ED to encourage staff to voice concerns Continuous
and ask questions to ED

- Organization of frequent Staff
Meetings
- Regular messaging from ED to all
staff on change initiatives
(Source, doc E, p.3)

Continuous

Fall 2006

Continuous

Continuous

3.5 How much
reflexive learning took
place during the
process? Was it
evaluated during or
after?

3.5.1 What learning and
adaptive management
processes were put in place
during or after the CM
process? (please specify
when put in place in relation
to the process)

From the DOS audit, it became apparent the need to establish an
integrated control framework to ensure delivery of UNFPAS
programme (F, 2)

Other than this DOS there were no other formal or informal reflections
made during the evaluation process

4. What have been
the resource
implications of
change
management?

4.1 How was the CM
budgeted?

4.1.1 What was the source
of financing- core
resources/XB. Implications.

No answer.

Resource Mobilization Work Package (doc 1) notes that US$ 7.4
million required to “complement available resources to fund the
reorganization on time-costs”.

If the data below (4.2.1) is correct then this represents 27% increase
in costs, and XB share (though unclear if all 27.6 raised, and whether
core or non core).

Suffice to say that there were core and non-core components to the
budget.

There were certainly more
documents developed by
the Finance Branch but it
might be difficult to
retrieve them at this time.
If they are absolutely
needed, UNFPA will look
for them.
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4.2 What were the
major cost elements
and actual costs (where
available)?

4.2.1 What were the cost
elements — financial, human
(non-financial), etc?
(Actual cost breakdown if
possible to estimate)

Recurrent regionalisation (in Oct 2006) was estimated at $3.2million
which consisted of:

- salary/payroll around $1.6 mill

- ROs around $2.9 mill including premises renting ($0.6 mill),
information connectivity ($1.9 mill) and expenses to comply
with UN security standards ($0.3 mill)

- Other HR costs around $0.2 mill

One-time costs were estimated at $27.6 mill:

- Setup ROs and sub ROs around $13.2 mill ($6.6 mill for
premise rental or procurement of equipment; $4.5 mill for IT
connectivity; $2 mill for meeting UN security standards)

- HRrelated around $14.4 mill (relocation, staff termination
and other non-staff costs)

(All from B, 19/20)

Possible to separate out
costs for CM processes?

No specific costs were
specifically calculated for
the CM processes

RESULTS OF C

HANGE MANAGEMENT PROCESS

5. What are the
results and critical
success factors of
the change process
or approach?

5.1 What were the
results of the change
process?

(Is there evidence of
sustainability of these
changes? What is the
degree to which
organization is working
differently and people
are behaving
differently? Degrees of
result or proxies
around these include
cost reduction (staff
and non-staff); service
levels; reduced risks;
behavioural changes;
improved collaboration
etc.)

5.1.1 What were the short-
term outputs? How were
they assessed?
Examples of

CM processes)

- Implementation of

standards and practices

- Staff being able to apply

new work practices

- Reduced time spent on
processes
measure)

outputs
(effective implementation of

(efficiency

An audit conducted by the Division for Oversight Services (DOS)
found that risk management & governance arrangements supporting
CO Programme Delivery were ‘unsatisfactory’ (F, 2)

No evaluation was conducted
NO review was conducted

The mid-term review of the UNFPA Strategic Plan 2008-13 (Doc K)
notes “the UNFPA reorganization has only recently been physically
completed and the mechanisms to institutionalize the changes are still
being rolled out”. It was noted that an evaluation of the
reorganization was planned for 2012, and therefore it was not covered
in the mid-term review.

It was noted that an
evaluation of the
reorganization was planned
for 2012, and therefore it
was not covered in the mid-

term review. Why not
done?
Can point to specific

outputs in terms of comms
and HR?

Interviews required

5.1.2 What were the
intermediate or long
outcomes? How were they
assessed? Did they bring
about the desired
transformation?
(linked back to objectives in
2.1.1)

The process has brought the organization closer to the field ensuring
stronger collaboration in the Regions.

No specific review of the medium-long term outcomes was conducted

Interviews required to look
more carefully at this.

5.2 How did the
process affect the
results?

5.2.1 How did the change
management results

contributed to the reform

The change management process ensured that the reorganization could
be implemented more smoothly and by limiting as much as possible

impact on staff.

Require evidence of this.
Board of Auditor Reports,
others?
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results or outcomes and in
what way?

What is the value-add of the
structured process, where
used?

LESSONS FROM

CHANGE MANAGEMENT PROCESS

6. What lessons
can be derived to
guide future
change
management
initiatives?

6.1 What are
considered critical
factors +/-

6.1.1 What do those
involved, and those affected
considered critical factors in
success/ failure of the
change management
process?

Avre these distinguishable
from the reforms behind the
change etc.

In the DOS audit, there was the emphasis of a lack of clarity in
delegation of authority + distribution of responsibilities post-
restructuring (F, 2)

There was the issue of reporting on activities rather than results. There
was an absence and inconsistency of uniformity in understanding
between outputs, indicators, targets or activities (F, 3)

A lack of transparency and clearly—defined criteria hindered the HR
management which would inhibit fully successful change (F, 5)

Evaluation of the architecture supporting the operationalisation of the
UNFPA Strategic Plan 2014-17 (Doc L) notes that to operationalize the
reform, inter alia, required to ‘foster an organizational culture that
breaks down silos, rewards innovation and results, and appropriately
addresses poor performance’ (Doc L, p.6). This might suggest that a lot
of CM was still required after the regionalization initiative was
complete.

Interviews required to look
more carefully at this.

Michael Reynolds was co-
team leader of evaluation of
Strat Plan, 2014-17. Is it
still at UNDP?

6.2 What positive
features identified are
transferable or scalable,
which are not and why?

6.2.1 What features seem to
be key to a successful CM
process?

- Strong engagement and leadership from the top of the organization
was key.

- A sound communication plan with targeted activities for each relevant
stakeholder, ensuring that communications could be provided
transparently and in timely fashion.

- A clear HR strategy in place to be timely communicated to staff

- Dedicated capacity building for different categories of staff, to ensure
that they could be best prepared to take on a new role, or look into the
job market.

Interviews required to look
more carefully at this.

6.2.2 How unique are these
to the context in which they
were implemented?

No information provided

Interviews required to look
more carefully at this.

163




CM Case Summary Framework

FINAL Date: 4 Dec 2018

Organization: UNFPA: Regionalization

6.2.3 What generalizable
lessons can be identified?

Better assessment techniques such as between HQs divisions and
between levels (HQs/ROs/COs_ is essential to enable optimal
architecture of policies/procedures/tools (F, 2)

Possessing a strategy at all levels and the need to formulate that strategy
with the prevailing strategic plan with specific steps to be taken (F, 6)

Interviews required to look
more carefully at this.

6.3 What has the
organization learnt
from this process?

6.3.1 Would the
organization run the process
the same way again, or do

The positive features listed under 6.2 will certainly be replicated in the
current Change Process

Interviews required to look
more carefully at this.

things differently? If so,
how?

Document Key

A UNFPA_1. Regionalization Case Study (1) UNFPA provided
B. UNFPA 2. Regionalization ExBo Informal paper for distribution, draft, undated UNFPA provided
C. UNFPA 3. Regionalization project master plan UNFPA provided
D. UNFPA 4. Regionalization Roles and Responsibilities UNFPA provided
E. UNFPA 5. Regionalization Risks Mitigation Plan UNFPA provided
F. 2011 - UNFPA GOVernance audit - Final Report_Sept 14 2011 JIU sourced

G. M1-UNFPA-18JUN2018 JIU formed

H. UNFPA Reorganization Communication Plan, undated UNFPA provided
l. UNFPA Reorganization, Work Package Charter: WP 4 — Resource Mobilization, 14/02/08 UNFPA provided
J. UNFPA Reorganization, Work Package Charter: WP 8 — Human resources planning and support, xx/01/08 UNFPA provided
K. DP/FPA/2011/11, Mid-term review of the UNFPA Strategic Plan 2008-13, Report of the Executive Director, 26 July2011 JIU sourced

L Evaluation of the architecture supporting the operationalisation of the UNFPA Strategic Plan 2014-17, UNFPA, April 2017 UNFPA provided
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11. UNFPA — Comprehensive Change Process

Overall e  The case summary was completed by JIU. Additional information was added based on an interview and further documentation.
comments to e  The documents provide a good overview of on the initial stages of the CCP reform itself.
UNFPA e From the information provided, there is evidence of the intent to have a fairly comprehensive change approach with the master plan noted that CM

implementation would include - (1) change rationale, (2) assumptions for managing and implementing change, (3) implementation plan, (4) change
enablers and (5) communications.

However, as of writing, these elements don’t appear to have been fully fleshed out in terms of specific strategies or plans.

The case is considered complete, but we may follow-up in January/ February 2019 on any remaining issues

REFORM/INITIATIVE OVERVIEW

1. Details of the 1.1 A brief summary of | 1.1.1 What is its purpose? To implement its Strategic Plan (SP) 2018-2021 and respond to

organizational the reform/initiative. What are the objectives? Sustainable Development Agenda UNFPA set up the Comprehensive
reform/initiative Change Process comprising a range of complementary & mutually
reinforcing initiatives/work streams (A, 1)

(The 'What'

question — what the Grounded in and directly responding to the Evaluation of the UNFPA
initiative and 2014-17 strategic plan it was to ‘develop and implement a
reasoning behind it comprehensive change management process to enable the organization
was?) at all levels to implement the upcoming and subsequent strategic plans

to deliver on the 2030 Agenda for Sustainable Development and the
Sustainable Development Goals’ (G, 5)

It is about responding to the evaluation of the previous
operationalisation of the 2014-17 strategic plan (H, 1)

Be equipped to improve programming for results

To optimise management of resources

Equipped to increase contribution to UN system-wide results,
coordination and coherence

Equipped to enhance communication, resource mobilisation
and partnerships

Purpose to embrace a culture of innovation

All from G, 6)

YV V VVYVY
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It coincides with the 4 year mark of the Strategic Plan, but
considering that the Strategic Plan is the first of three consecutive
plans to culminate with the Agenda 2030 it is fair to state that the
change process may continue in different forms to continue equipping
UNFPA to deliver its mission.

1.1.2 When did it start?
When did it end?

Begun being rolled out in Jan 2018 (A,1)
End: Initially 2019, but with the UN Reform, may be extended

1.1.3 What are the key
elements/sub-initiatives?

The Master Plan defines high-level critical tasks to be performed to
ensure successful implementation of UNFPA’s new organizational
structure and identifies key milestones that must be reached throughout
the process.

It provides both the rationale and the operational elements needed, for
a smooth and successful implementation of organizational changes. It
comprises both changes already presented to the Executive Board and
upcoming changes to continue equipping UNFPA to be optimally
equipped to implement the new Strategic Plan, 2018-2021 support
countries and partners in implementing the Agenda 2030.

The focuses of the initiative include:

1. Implantation of recommendations from CRR — aiming to deal
with inefficiencies or ineffectiveness in HQ

2. Strategic Plan roll-out — rolling out the next SP to deliver for
results and establish culture of change.

3. ROs and COs realignments — ensure all offices at all levels
are more in the know and better implement the SP

4. ICT Transformation — better integrate knowledge discovery
and availability in Programme Planning process by providing
previous examples and initiatives to help with better
designing in the future. Will help to avoid redundancies,
generate more knowledge via standardisation, links between
inputs, outputs and outcomes with equally comprehensive
analysis techniques

5. Structuring financial dialogue — transitioning from funding to
financing UNFPA work. Increase dialogue with member
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states and launching UNFPA Financing Compact. Addresses
the fragmentation of resources and reporting on results
6. UN Development Systems Reform — active engagement in
design and implementation of UN Reform. The Change
Management Secretariat will work closer with UN Reform
Team.
(All from A, 1)

UNFPA has identified under the new Strategic Plan four outputs to
track the required changes in organizational effectiveness and
efficiency:

a) Improved programming for results;

b) Optimized management of resources;

c) Increased contribution to United Nations system-wide
results, coordination and coherence;

d) Enhanced communication, resource mobilization and
partnerships for impact.

They are complementary as highlighted by the Strategic Plan. The
change process is an institutional mechanism to make sure UNFPA is
fit for purpose. Each one of the change processes is linked to one or
more strategic plan outputs. As part of the Master Plan such
correlation between the actual OEEs and the Change projects/
workstreams is being defined in terms of impact indicators already
defined for the Strategic Plan (rather than building new ones). The
process indicators are being defined by project/workstream that will
influence the impact foreseen. (source: response from UNFPA,
Elizeu Chaves- EC)

The change projects are being implemented by different change
owners, but there is a high level governance system in place, as well
as at the working level to build complementarities.

1.1.4 When and by whom
was it approved?

After a review, approval was given in 2017 by the UNFPA Executive
Committee (A, 1/2)
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1.1.5 Was the reform It will be evaluated as part of UNFPA’s operational capacity to deliver
evaluated? What were the the Strategic Plan, but discussions with the evaluation office are also
achievements, results, taking place in terms of a separate evaluation.

and/or outcomes?

In addition to significant sectoral improvements detailed in the
benefits analysis, the collective impact of CRR measures in
operational terms can be summarized as follows:

e reduction in the number of positions in HQ;

o merger of branches to better respond to regional and
especially country office needs;

e redeployment of a significant number of HQ NY based
positions to the field (source: response from UNFPA)

1.2 What were the 1.2.1 What were the drivers? |The main driver of the reform was the 10% of the organization’s budget

underlying factors or The causes of the initiative, |being cut and a need to work within the new existing budget (L.5)

drivers behind this generally an overarching, . ]

reform/initiative? longer-term shift affecting It was in response to the Sustainable Development Agenda and UN
how the organization Reforms (A, 1)

Where distinct or operates.

In connection to this this was in response to external factors of potential
implication of UNDS in CPD design & implementation; and
expectations of Global South

additional to broader
drivers of change, what
specific events or

triggers signalled the In line with the transformative 2030 AgendA to prepare the organisation
start? Each of these at all levels to implement the upcoming and subsequent plans relating
will affect the to 2030 Agenda for Sustainable Development & the SDGs (B, 4 and G,
approach, speed, scope, slide 5)

resources and adoption

of change management. The desire to develop a change in mind-sets, to embed a culture of
They can be both innovation and results (H, 1/2)

expected or

unexpected. The 2014-17 UNFPA Evaluation found other internal drivers:

- Anbetter alignment of country needs to the UNFPA business model
(F, 9/10)

- Alacking of clarity in previous Strategic Plans and between HQ or
ROs/COs (F, 10)
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- Better alignment of HR capacity in COs to overall strategic plan

- Improving resource mobilisation to support humanitarian crises (F,
10)

- Better monitoring of how close implementation is to outline
intentions (F, 10)

- “lack of corporate preparedness and the absence of a
comprehensive change management process” Evaluation, Page 1.
The evaluation underlined the need for a change management
process to “actively prepare the organization at all levels to
implement the upcoming and subsequent strategic plans to deliver
on the 2030 agenda” (J, 2)

1.2.2 Was there a specific
event that acted as a trigger
to get it started? It may be
internal or external. These
might include funding
depletion, reputational
(fraud, mismanagement) or
other.

Specific trigger was for this to be in line with the 3-Strategic Plan Cycle,
the process would be backed up by QCPR (G, 7)

The difference now for UNFPA is the myriad of factors — internal and
external, triggering massive changes and the adoption of a
comprehensive and systematic mechanism.

The new Strategic Plan that reinforced the bull’s eye at the country
level;

The need to make the work even closer to beneficiaries;

The importance of aligning expenditure to funding source in order to
increase operational efficiency and effectiveness aligning;

Adapt UNFPA to address QCPR provisions (i.e. strengthen knowledge
management strategies and policies, support to South-South
Cooperation)

Of course, the UN Reform is a key driver for change, mainly, but not
only the United Nations D