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Introduction

1.  The present review was included in the 2025 programme of work of the Joint
Inspection Unit (JIU) and carried out within the scope of the JIU strategic framework
for the period 2020-2029 (A/74/34, annex I), particularly focusing on the thematic
areas of: management and administrative practices; and methods and governance
arrangements and mechanisms, as well as inter-agency coordination.

2. Two JIU outputs were produced: (a) the present report, focusing on the main
findings and conclusions, which includes all formal and informal recommendations
and is available in the six official languages of the United Nations; and (b) a
supplementary paper providing more detailed data and analysis, issued in English
only under the symbol JIU/REP/2026/3 [Expanded report].

3. Thetopic was last covered by JIU in 2012, in the review entitled “Staff recruitment
in United Nations system organizations: a comparative analysis and benchmarking
framework” (JIU/REP/2012/4), along with its three notes addressing the institutional
framework (JIU/NOTE/2012/1), the recruitment process (JIU/NOTE/2012/2) and
gender balance and geographical distribution (JIU/NOTE/2012/3).

Context and background

4.  Staff recruitment is a core strategic function for organizations in the United
Nations common system, underpinning their capacity to deliver mandates effectively
and credibly. The present review was conducted at a time when many organizations are
facing unprecedented levels of funding cuts and downsizing, while system-wide reform
initiatives, such as UN80 and United Nations 2.0, as well as the Secretariat’s recent
major staff selection policy update, are reshaping expectations for further efficiency,
transparency and modernization. These developments reflect a broader need to overhaul
staff selection and open up career progression across the United Nations system.

5. Inthis context, the value of proper and just staff recruitment cannot be overstated.
Failures, whether in process or outcome, carry not only financial but also reputational
consequences, including litigation and loss of confidence in the system. Between 2022
and 2024, JIU participating organizations' reported 47,818 job openings, attracting
6,305,493 applications worldwide, with an average of 132 candidates per vacancy.
Although United Nations common system organizations have made notable progress,
enduring challenges persist regarding certain recruitment practices, workforce diversity
and the capacity of HR functions operating under increasingly stringent budgetary
constraints. New challenges and opportunities have emerged, particularly in relation to
digital transformation, artificial intelligence and the United Nations system’s ability to
remain an attractive and competitive global employer.

6.  The current financial situation requires organizations to look beyond traditional
approaches to improve efficiency and efficacy in recruitment. Since a significant share of
United Nations system expenditure supports human resources, it is crucial to reimagine
policies and practices to better attract the top talent that the United Nations system needs.

Objectives, scope and intended impact

7. Objectives. The main objectives of the present review are: (a) to examine staff
recruitment regulatory and policy frameworks; (b) to analyse adequacy, effectiveness
and efficiency in recruitment planning, processes and tools; (c) to evaluate

! With the exception of the World Meteorological Organization (WMO) (all years) and UNHCR (2022).
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competitiveness, fairness, integrity and transparency and related internal control,
governance, oversight and accountability mechanisms; (d) to analyse inter-agency
coordination mechanisms and harmonization across organizations; and (e) to
highlight good practices and areas for improvement.

8. Scope. The present review is system-wide and includes all 28 JIU participating
organizations. It also takes into account the work of the High-level Committee on
Management Human Resources Network. The review focuses on staff recruitment for
international professional, national professional and general service categories,
specifically for vacancies open to both internal and external candidates that lead to
appointments of one year or longer. It covers staff recruitment from the preparation of
the job opening to the job offer to the selected candidate. It does not cover the recruitment
of certain staff categories, namely, field service and area staff, senior appointments,
temporary appointments or affiliate personnel, or the Young Professionals Programme,
Junior Professional Officer Programme, language competitive examinations and
mobility exercises. Other talent management functions are not examined in depth,
although their implications for staff recruitment are briefly considered.

9. Intended impact. The aim of the review was to support JIU participating
organizations in upholding the principles of objectivity, equity, efficiency,
transparency, diversity and excellence in their staff recruitment processes, while
exploring inter-agency collaboration and system-wide harmonization, in addition to
highlighting good practices and shedding light on the way forward.

Approach and methodology

10. Methodology. The review included desk research, questionnaires sent to JIU
participating organizations and 170 formal interviews with 538 officials, as well as
four interviews with eight external stakeholders.?

11. Recommendations. Seven formal recommendations, which will be tracked and
reported on by JIU, have been issued as a result of the review. Annex II provides a
table indicating each recommendation and the corresponding required action. The
review also resulted in 34 informal recommendations, shown in bold, which
complement or inform the formal recommendations, but are not tracked by JIU.

12. Compliance. The review was conducted in accordance with the JIU statute and
its internal procedures. Due consideration was given to protecting the confidentiality
of stakeholders who responded to questionnaires or participated in interviews.

13. Quality assurance. For quality assurance purposes, in accordance with article 11 (2)
of the JIU statute, the draft report underwent an internal peer review to test the
recommendations against the collective wisdom of the Unit. The revised report was
then circulated to JIU participating organizations to correct any factual errors and
provide comments on the findings, conclusions and recommendations. All comments
were taken into consideration in finalizing the report, although the final responsibility
for the review rests solely with the author.

14. Independence. In fulfilling its professional and ethical obligations, the team
was not subject to any external influence that could have affected its independence,
fairness, neutrality or professional integrity during the planning, execution and
drafting phases of the report.

S}

The Joint United Nations Programme on HIV/AIDS (UNAIDS) did not respond to the main
corporate questionnaire, while WMO was unable to respond to the data questionnaire due to
system limitations.
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A.

Overview of current recruitment in the United Nations system

Institutional foundation and evolution of staff recruitment policies
and practices

16. Staff recruitment institutional frameworks in the United Nations common system
are anchored in Article 101 of the Charter of the United Nations, which articulates the
overarching principles on human resources policy including staffing, and establishes
that “the paramount consideration in the employment of the staff ... shall be the
necessity of securing the highest standards of efficiency, competence, and integrity”,
with due regard to geographical distribution. Building on this mandate, staff recruitment
policies, staff regulations and rules or equivalent of JIU participating organizations
operationalize recruitment, complemented by organization-specific HR guidance.

17. Staff recruitment regulatory frameworks typically cover the Director,
Professional and General Service categories, and National Officers where that
category exists, as well as operational streams such as field service and area staff, as
applicable. However, policies and practices differ across contractual modalities.
Several organizations using fixed-term appointments with limitation reported
practices such as financial prerequisites tied to project-funded posts, the non-use of
review bodies and greater delegation of authority.

18. The 2012 JIU review on staff recruitment led to four recommendations and 15
benchmarks, which remain highly relevant in the current United Nations context.
Although the overall acceptance rate reached 72.8%, the impact remains uneven, and
many organizations have yet to demonstrate measurable improvements in recruitment
efficiency, transparency or workforce outcomes. Thus, further efforts are needed to
deepen institutionalization of the recommendations and benchmarks contained
in JIU/REP/2012/4, to ensure consistent application across duty stations and
organizations and to better monitor their progress and assess results.

Definition of staff recruitment

19. Although there is no uniform, system-wide definition of staff recruitment, it
generally encompasses the full cycle of job posting, outreach, assessment and
selection. The Inspector recommends that organizations that have not done so
adopt, in their regulatory framework, a clear delineation of what recruitment
entails, in order to improve clarity and consistency. Recruitment should be framed
vis-a-vis a coherent talent-management framework, including workforce and
succession planning, mobility, reassignment and performance-based career
progression, which are often operationally intertwined even when governed
separately. It should also be managed as a single journey encompassing the vacant
post, planning, requisition, preparation and approval of job opening, selection
process, hiring, onboarding and induction.

Impact of funding uncertainty

20. Across the United Nations common system, current constrained and uncertain
funding is placing sustained pressure on staff recruitment, reducing hiring capacity
and pushing decisions towards immediate cost-containment measures rather than
planned talent renewal. Several organizations reported increased reliance on internal
pipelines, such as hiring freezes (e.g. the Office of the United Nations High
Commissioner for Refugees (UNHCR)) or strict exception or waiver regimes (e.g. the

26-09047
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United Nations Children’s Fund (UNICEF) ring-fenced exercises), thereby reducing
recruitment opportunities and constraining efforts to advance diversity objectives.

21. Funding uncertainty drives disrupted recruitment timelines and can leave offices
understaffed, as recruitments advance but final selection and appointments are
delayed, paused or cancelled, thereby increasing pressure on already stretched HR
functions.

22. Impacts are also seen in stalled reform and modernization efforts.
Modernization, innovation and system-wide initiatives, including discussions around
a common recruitment platform, are deprioritized in favour of immediate operational
needs. Funding constraints also influence contractual modalities, with a reported drift
toward shorter-term or less stable arrangements, which several interviewees link to
reduced employer attractiveness, retention and staff morale, as well as to the
additional effort required by staff to manage contractual uncertainty. Longer-term
risks also include reduced staff development and promotion.



JIU/REP/2026/3

I11.

A.

Current staff recruitment practices, stages and methods

Key milestones in staff recruitment process and connection to
talent management

23. Staff recruitment is part of a broader talent management framework (see annex I).
The end-to-end recruitment cycle remains marked by recurring, often bureaucratic
bottlenecks, including high application volumes, manual screening, panel scheduling
constraints, sequential approvals and pre-employment verification delays,
exacerbated by HR capacity constraints, funding volatility and fragmented platforms
with limited step-by-step visibility.

24. Staff recruitment is formally initiated by the creation, request and approval of
the job opening, in line with International Civil Service Commission (ICSC)
classification standards, and job openings are then posted. The candidate pool is
narrowed through screening, assessments and interviews, with a proposed list of
recommended candidates established under HR oversight and, where applicable,
validated by central review bodies. Final selection incorporates reference and
background checks and concludes with the job offer and appointment.

25. In total, 16 organizations reported that they conduct formal workforce planning
exercises biennially or annually, differing in maturity and degree of integration with
staff recruitment decisions and vacancy management. However, several vacancies are
still opened on a reactive basis when new funding becomes available. Recruitment
requests should be initiated on the basis of an updated workforce plan aligned to the
organizations’ mandate requirements and budget cycle. This requires early and
coordinated engagement between HR, finance and senior and line/hiring managers,
so that staffing decisions reflect strategic priorities rather than ad hoc vacancy
openings or fund availability.

26. Succession planning is a key component of workforce planning, particularly in
the context of workforce reduction, to ensure continuity of critical functions.
However, the scale of current workforce reductions constrains its effective
implementation and may undermine such continuity.

27. Outreach and talent attraction initiatives are used to build a broad, diverse
candidate pool through authorized channels and targeted strategies. Practices remain
uneven across organizations, and many still report challenges in reaching scarce
profiles and underrepresented groups. Measuring outreach effectiveness also remains
difficult due to limited monitoring and tracking indicators, gaps in real-time applicant
flow data and attribution challenges across platforms.

28. Within the High-level Committee on Management Human Resources Network,
inter-agency coordination is perceived to work well, particularly for career fairs and
information-sharing. A working group on the employee value proposition sought to
advance a One United Nations brand, but progress has been limited.

29. Job classification helps to ensure that posts are aligned with duties and
applicable standards but is frequently described as approval-heavy and lengthy. Some
interviewees highlighted cases where classification was shaped more by budget
constraints than by a duties-based evaluation, with limited transparency behind
classification decisions. A small number of entities retain in-house job classification
capacity (e.g. the United Nations Office on Drugs and Crime up to the P-5 level and
the International Trade Centre), whereas many others outsource the function.

30. Job descriptions translate needs into requirements and are typically quality-
assured by HR before advertising, with many organizations relying on generic job
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descriptions and limited tailoring. The Inspector encourages organizations to:
(a) codify a flexibility margin for tailoring generic job descriptions, with
institutional quality assurance; and (b) standardize equivalency tables for
education and experience and tailor language requirements to the operational
context of the duty station and the functional requirements to ensure the
effectiveness of the post. The Inspector commends an emerging trend of efforts to
modernize job analysis and strengthen alignment between job requirements and future
capability needs in several organizations, including through the Staff Selection 2.0
initiative, whose replication and expansion across the United Nations common system
is encouraged and would be beneficial.

31. Vacancy posting clears the job opening in the e-recruitment system and issues the
announcement through authorized channels for a defined window of time. Posting
windows for Professional and Director positions commonly range from 7 to 45 days,
depending on the organization and contractual modality, with postings for General
Service or National Professional Officer positions aligned or modestly shorter. The
Secretariat applies longer General Assembly-mandated windows for certain categories.?
Organizations should provide reasonable time frames that enable potential candidates
to become informed and prepare and submit well-considered applications.

32. Application is often marked by fragmented, multi-platform pathways across
organizations and, in some cases, the use of self-reported screening questions to route
applicants to the next step. Moreover, interviewees highlighted that some
underqualified candidates answer “yes” to the requirements, inflating the pool of
applicants who progress and disadvantaging potentially better-suited transparent
candidates who answer “no” to the questions. Another concern was the use of overly
specific screening questions and the automatic disqualification of candidates based
on a single negative response, which may overlook the quality and relevance of their
experiences. The Inspector encourages organizations to introduce an explicit
applicant attestation that self-declarations are accurate, may be verified and that
misrepresentation may lead to disqualification, and to include a brief text box
for candidates to explain how they meet the screening criteria (an approach
similar to the model available in Inspira).

33. Screening narrows the candidate pool through a combination of checks using
the applicant tracking system and substantive review by HR and/or hiring managers,
often using matrices and comparative assessments against required and desirable
qualifications. Most organizations do not require mandatory tests before application,
except for certain senior or technical roles. Pilots of artificial intelligence (AI)-
assisted screening are under way in response to the widespread challenge of high
application volumes.

34. Shortlisting applies documented criteria to identify a manageable set of
candidates for assessment and interviews. Organizations have increasingly relied on
asynchronous video interviews to handle the large volume of applicants. The Inspector
believes JIU participating organizations should: (a) establish reasonable default
shortlist ranges and minimum competitiveness guardrails for each staff category,
to avoid single-candidate finals, while allowing documented exceptions to preserve
flexibility and uphold merit-based selection; (b) capture, where proportionate and
feasible, panel and HR rationales for each shortlisted candidate in the applicant
tracking system; and (c¢) where diversity checks are required, document their
application and consideration alongside merit-based criteria.

35. Written assessments are widely used but are often not mandatory and may
therefore be left largely to hiring managers’ discretion. While they may not be necessary

3 See ST/A1/2025/2 and ST/A1/2025/2/Amend.1.
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for every recruitment, their discretionary use can produce uneven practices across and
within entities, reducing consistency and comparability of selection outcomes for
similar positions. The absence of a more systematic approach is particularly
consequential for professional, managerial and specialized posts, where sound
judgment, technical expertise and demonstrated competencies are central to effective
performance and the costs of ineffective hiring decisions are high. Embedding
assessments more systematically for these categories would help strengthen the
evidence base for selection decisions and support merit-based recruitment.

36. Interviews, often competency-based and panel-based, remain central, with HR
involvement typically supporting procedural compliance and documentation quality.
While competency-based interviews provide a structured and comparable framework,
interviewees noted that their standardized format can, in some cases, limit the
assessment of job-specific skills, practical problem-solving ability and contextual
judgment. In addition, panel members may rely heavily on scripted questions, with
uneven practice in probing beyond prepared questions where clarification or deeper
exploration would improve the quality of the assessment. The Inspector encourages
organizations to: (a) complement competency-based interviews by adopting
hybrid, skills-based approaches; and (b) provide guidance to panel members on
when and how to probe beyond the interview script.

37. Validation through a review body or equivalent is applied by many organizations,
while others rely on HR quality assurance and appointing authority validation.

38. Reference checks and pre-employment verifications are widely used integrity
safeguards prior to appointment, typically risk-weighted by seniority and exposure.
However, document-heavy verification and limited visibility at this stage can
significantly extend time-to-hire and affect candidate experience.

39. Final approval authority is set through delegation frameworks, with decision
rights varying across organizations and streams. Late-stage executive clearances are
frequently perceived as opaque and time-consuming, particularly where the selection
authority diverges from the hiring manager’s recommendations, and the rationale for
final selection is not clearly documented or communicated. Organizations differ on
whether panels and hiring managers present a ranked or unranked set of recommended
candidates to the selecting authority. Where the hiring manager ranks successful
candidates for the selecting authority’s consideration, with a concise justification for
the ranking, it can improve traceability in the final selection and clarify how candidate
suitability beyond the interview process informed the outcome.

40. Offers are typically issued after validation and required checks. Recent hires
highlighted recurring friction between offer issuance, employer notice periods and
reference verification, particularly where contacting a candidate’s current employer
or supervisor may disclose the job search before the selection is fully finalized.
Relevant United Nations system guidance reflects this trade-off, with some
frameworks limiting candidates’ ability to withhold consent, others requiring explicit
consent before contacting a current supervisor, and some onboarding procedures
allowing offers and release requests to proceed in parallel with checks. The Inspector
encourages organizations to streamline the sequencing of offer and reference
checks to protect candidates from premature disclosure while preserving
essential integrity safeguards.

41. Rosters and talent pools can accelerate hiring for recurring profiles and surge
needs, but governance, scope and refresh practices vary widely, including
gender-differentiated validity periods and limits to specific job families or grades.
Seven organizations reported not using rosters, in some cases relying instead on
reserve lists or the reuse of recommended candidates. The mutual recognition of
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rosters represents a key system-wide efficiency initiative that could extend shared
talent pipelines beyond organizations with their own rosters. However, interviewees
emphasized that its operationalization has been difficult, mainly due to the absence
of interoperable systems and repeated data entry requirements, but also due to
governing body resolutions. The Inspector encourages organizations to continue
advancing system-wide modalities for mutual recognition of rosters and urges
organizations that have not yet signed the memorandum of understanding on
mutual recognition of rosters to do so.*

42. Omnboarding practices vary across organizations, and several reported that
onboarding communication and practical readiness steps are not standardized. Recent
hires also described long periods of limited communication during onboarding. To
improve the candidate experience and continuity following selection, the Inspector
proposes that, even when onboarding is operationalized outside the recruitment
function, each selected candidate is assigned a clearly identified point of contact
who provides continuity, timely updates and practical guidance until onboarding
is completed. The Inspector further encourages organizations to explore ways to
further connect recruitment and onboarding systems so that core applicant data
can be transferred seamlessly, avoiding unnecessary re-registration by candidates.

43. Probation may confirm suitability and manage risk, but discontinuation during
probation can be procedurally and legally demanding, which may reduce managers’
willingness to pursue non-confirmation. The Inspector highlights that probation,
where applicable and appropriate, should be treated by managers as an explicit
element of recruitment quality assurance, supported by clear guidance on required
documentation and decision standards.

44. Staff development and upskilling, where feasible and appropriate, enable
organizations to capture the benefits of recruitment and retention. It also helps to
ensure recruitment does not become a substitute for progression where long-tenured
workforces face capability gaps due to unmet development needs.

Requirements, desirable qualifications, competencies and skills

45. Requirements — especially advanced degrees and multiple language thresholds —
are applied unevenly across organizations. Some accept experience-based
equivalencies while others do not, narrowing pipelines for entry-level and mid-career
candidates, including from underrepresented regions. Interviewees also flagged that
strictly standardized job description templates (notably preset education fields) can
overspecify formal credentials and screen out strong non-traditional profiles.

46. Desirable qualifications are widely used to differentiate among eligible
applicants at the shortlisting stage. Interviewees highlighted the need to balance
efficiency against bias risks, given the discretion hiring managers have in applying
them. A few organizations use desirable qualifications instead only to support ranking
successful candidates, reducing this risk. The Inspector proposes that organizations:
(a) define, prior to the job advertisement, how required and desirable
qualifications will be applied, including the relative prioritization among desirable
criteria; (b) where feasible, review the use of desirable criteria in screening;
(c) ensure the traceability of the use of desirable criteria and any subsequent
changes; and (d) provide calibrated oversight to verify consistent implementation.

47. Some interviewees also emphasized an excess of requirements and desirable
qualifications, often formulated in overly specific terms. The Inspector suggests that

4 See https://unsceb.org/mutual-recognition.
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organizations review required and desirable qualifications with a mindset of
proportionality and fit-for-purpose, ensuring that criteria support effective
screening while not operating as unintended barriers to competition.

48. Many organizations are transitioning towards skills-based models, updating job
profiles, aligning with United Nations 2.0 priorities and diversifying assessment
methods, to better predict performance and potential. To strengthen the alignment of
hiring with evolving organizational needs, the Inspector is of the view that skills
mapping can serve as a practical enabler when used to inform job profiles
(including transferable skills) along with the definition of job-specific
requirements and assessment criteria, supported by governance, to ensure that
skills definitions remain current as mandates evolve. This can support greater
consistency and comparability across processes, while candidate assessments
continue to be based on applications submitted for specific job openings.

49. Organizations also continue to navigate trade-offs between sustaining external
competitiveness and protecting internal mobility, amid varying definitions of who
counts as internal, and continued reliance on competitive processes for career
progression. The Inspector proposes a balanced approach by clarifying how
internal due consideration applies, standardizing who qualifies as an internal
candidate across organizations and making these rules visible, while preserving
merit-based external sourcing supported by targeted outreach. Organizations
that have not done so should map and assess internal career pathways and their
interaction with recruitment rules. Legislative organs and/or governing bodies
should likewise consider the reputational risks, costs and workforce implications
of a model, often constrained by legislative resolutions, that relies heavily on
competitive recruitment for internal progression opportunities.

User experience

50. Across all organizations and users, including HR, hiring managers, heads of
units and applicants, recruitment is perceived as cumbersome and insufficiently user-
friendly. The Inspector suggests that organizations streamline their workflows
and remove duplicative or low-impact steps, in order to improve efficiency and
enhance overall user experience.

51. For HR professionals, the experience is shaped by resource-constrained settings,
multiple oversight layers and uneven job design and panel quality. They call for more
consistent HR involvement, better tools and enforceable timelines.

52. Heads of units reported fragmentation and unclear accountability for end-to-end
outcomes. They seek clearer expectations on timeliness and communications, stronger
HR stewardship and transparent rationale where the selected candidate is not the top -
ranked, alongside clarity on the interaction of diversity, merit and speed.

53. Hiring managers experience inconsistent HR support and considerable
administrative responsibilities, with multilayer reviews that can extend processes.
Concerns also persist about the fit of traditional interview formats for future skills
and about the integrity of written tests in an Al-enabled environment.

54. Recent hires consistently reported cumbersome application processes,
challenges with multiple application platforms, limited human contact, platform
frictions, unclear next steps and uncertainty about timelines, with uneven feedback to
non-selected candidates and long silences (especially during clearance and
onboarding), thereby eroding trust and candidate retention. The Inspector
recommends that executive heads issue organization-specific administrative
instructions establishing enforceable service-level standards for applicant
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communications (automated wherever practicable) throughout the recruitment
cycle, including a protocol with a planned timeline communicated upfront,
minimum status update touchpoints and clear accountability for timely follow-
up on external verifications to reduce uncertainty and withdrawals.

55. They also reported difficulties navigating job openings. The Inspector
encourages organizations to adopt a candidate-oriented standard for job
advertisements, ensuring that candidates have the information needed to decide
whether to apply and to navigate the process efficiently. This includes greater
transparency on compensation, clearer information on the process and criteria
and stronger accessibility and inclusion, in line with organizations’ own
definitions and practices.

11
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IV.

A.

Human resources capacity and support

Human resources organizational set-up and resourcing

56. Operating models range from centralized staff recruitment services to
decentralized or HR business partner models embedded in business units, shaping
how much hands-on support HR provides and where it is most visible. Field-oriented
organizations prioritize agility and surge-readiness, while headquarters-centric or
highly regulated entities emphasize standardization and multi-gate assurance.

57. The role of HR was reported to be predominantly advisory and enabling at the
upstream stages (workforce planning, job description and classification, requisition
set-up), operational in mid-stages (posting, screening, assessments, interview
coordination) and assurance-focused at the downstream stages (documentation,
compliance checks, workflow completion). Although HR plays an important role
across the cycle, HR professionals, hiring managers and heads of unit identified
capacity constraints as a recurring limitation on the support they can provide,
particularly in decentralized settings. The Inspector encourages executive heads of
organizations to assess whether the size, structure and capacity of human
resources functions are aligned with operational demands and, where necessary,
to strengthen them to support effective and timely recruitment.

Professionalization of staff recruitment, training and capacity-building

58. Core elements of the professionalization of staff recruitment are the deployment
of specialized HR recruiter roles, more robust use of recruitment analytics, standard
toolkits and documentation and role-specific training for all actors involved.

59. Entities vary in how they resource the design and delivery of training. The
prevalent pattern is a mixed model of in-house, HR-managed curricula for
foundational topics, complemented by vendor/platform-led modules for specific
tools. Training for non-HR professionals is rarely mandatory, creating gaps in
role-specific capability and risks to consistency and fairness, even where guidance
exists.

60. Furthermore, persistent inconsistencies in recruitment terminology and
practices within and across organizations were noted, which may undermine system-
wide harmonization efforts. The Inspector proposes that organizations:
(a) develop a common approach to staff recruitment training and a system-wide
certification for HR professionals and other frequent recruitment actors,
anchored in harmonized recruitment terminology; (b) advance mutual
recognition of completed recruitment training; and (c) facilitate the participation
of trained panellists in selection panels within and across organizations.

System-wide professionalization and harmonization

61. Efforts to advance system-wide professionalization and harmonization include
establishing shared services and service providers. One key example is the OneHR
centre, established in 2017 under the High-level Committee on Management and
operated by the Secretariat, which provides background verification and job
classification. Some interviewees emphasized concerns regarding costs and
processing times. Furthermore, inconsistent client uptake and limited interoperability
across HR systems reduce the potential efficiency gains envisioned with the creation
of OneHR.
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62. The voluntary cost-recovery model of OneHR has also limited the investment
in staffing and technology, stabilization, economies of scale and the expansion of
services. Shifting OneHR from a voluntary cost-recovery model to a pooled funding
or assessed contribution model would support sustained investment, improve service
quality and encourage broader adoption, allowing OneHR to function more
effectively as a common-system provider of recruitment-related services.

63. OneHR also reported the ongoing development of a United Nations job
aggregator, an area currently served extensively by third-party, commercial job
aggregators. The Inspector commends this initiative and considers that it could be
strengthened through system-wide approaches that go beyond vacancy aggregation,
potentially including a common application entry point for candidates. Such efforts
should be informed by business cases and pilots, with further developments
considered on the basis of demonstrated value, cost-effectiveness and appropriate
governance, funding, service-level and data protection arrangements.

64. The recommendation below is expected to strengthen coherence and
harmonization.

Recommendation 1

By the end of 2027, the executive heads of United Nations system
organizations should explore options for improving vacancy visibility
and candidate experience across the United Nations common system,
including, where appropriate, through modular approaches, such as a
vacancy aggregation and advertising tool and a common application
entry point for candidates (e.g. through OneHR), interoperable and
integrated with existing organizational platforms.

65. These steps could also help to reduce reliance on external commercial providers,
such as LinkedIn, by strengthening United Nations common system solutions, with
potential cost-efficiency gains compared with each organization pursuing separate
solutions. They should also facilitate clearer and more consistent communication with
candidates, including information on contractual modalities and categories,
recruitment regulations and rules (to avoid misconceptions about how recruitment
should work), as well as easy access to practical details such as salaries and benefits.

66. In line with JIU/REP/2024/4, on mutual recognition, the Inspector notes
opportunities for OneHR to play a larger role in system-wide recruitment reforms,
including through common job profiles, interoperable data standards, administration
of mutually recognized rosters and expanded support to early-stage recruitment
processes (including job posting and screening), provided sustainable governance and
funding mechanisms are established. The chronic financial instability of OneHR
could be structurally addressed by integrating OneHR with the United Nations
common system’s compensation and salary-scales function, which benefits from a
stable, mandatory, system-wide budget. Merging the two functions could create
economies of scale, enable more flexible staffing across peak periods and provide
stable footing needed to expand and reliably deliver common-system HR services.

67. The recommendation below is expected to enhance efficiency.
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Recommendation 2

By the end of 2028, the executive heads of United Nations system
organizations should identify recruitment-related functions where
common tools or shared services (e.g. OneHR) could improve efficiency,
quality or harmonization and, where justified by feasibility assessments
and business cases, implement them through appropriate participation
modalities, supported by clear governance arrangements and
performance against agreed service levels.
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Digital transformation of staff recruitment

Current landscape

68. Digital tools are now embedded across most stages of staff recruitment in the
United Nations common system, particularly after the coronavirus disease (COVID-19)
pandemic. However, the degree of transformation varies substantially, and tools are
generally not sufficient yet to meet organizational needs. Structural constraints remain,
including fragmented platforms, limited interoperability, uneven adoption and
inconsistent data collection and utilization, which continue to drive workarounds.

69. Candidate experience and digital inclusion risks are acute for candidates with
limited connectivity or access, where processes rely heavily on video assessment
platforms and proctoring. These risks are compounded by reported usability frictions
(e.g., platform timeouts) and broader concerns about data privacy when using third-
party tools. To preserve fairness while scaling digital assessments, organizations
should treat accessibility and connectivity constraints as a core design requirement,
ensuring that assessment modalities and timelines do not systematically disadvantage
candidates in low-bandwidth contexts and that equivalent alternative arrangements
and clear candidate communications are available where needed, while maintaining
consistent safeguards and documentation across candidates.

70. Organizations are increasingly using external providers at significant cost, such
as LinkedIn and Impactpool, to improve visibility and branding, while application
intake and process execution remain anchored in internal systems that were not
designed for seamless external integration and end-to-end tracking, which may
warrant review under the UNS8O Initiative.

71. Structural and capacity constraints continue to dilute the intended gains from
digitalization. Many steps still occur outside digital platforms (e.g., spreadsheets and
email-based steps, approvals or stage tracking) and weak interoperability across the
United Nations common system platforms contribute to duplication, fragmentation and
inconsistent data capture. Workflows also remain complex, characterized by multiple
approvals and uneven adherence, such that digitization replicates procedural complexity
(“digitizing bureaucracy”) rather than simplifying policies and practices. Excessive,
costly system customization, which may hinder interoperability and harmonization, can
be reduced when organizations adapt policies and practices to the platform’s standard
workflow where feasible, as reported by UNHCR in its Workday rollout.

Artificial intelligence in recruitment

72. Artificial intelligence is entering recruitment both formally and informally, on
both the organizational and candidate sides. On the formal organizational side, while
Al-assisted tools offer significant potential to optimize recruitment, its current use
remains limited. However, planned adoption is growing, particularly for drafting job
descriptions, screening, longlisting and assessment-related functions. Some
organizations are also exploring Al applications that can enhance candidate
experience, enhance transparency and consistency, and support evidence-based
decision-making, such as scheduling support, candidate summarization and process
automation. Al has been generally framed as “tech-assist” decision support while
accountability remains with human decision-makers.

73. On the informal organizational side, interviewees reported concerns about
improper or inconsistent use of AI by HR officers, hiring managers and panellists,
particularly in the absence of clear guidance. While there are United Nations system
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efforts to strengthen Al governance, including the framework of the High-level
Committee on Management task force on the use of artificial intelligence in the
United Nations system,’ the recruitment policies of JIU participating organizations do
not yet address the use of AI, nor do existing organizational guidelines provide
direction on Al in recruitment and selection.

74. Several interviewees emphasized the importance of a human-in-the-loop
approach to ensure accuracy in recruitment processes, consistent application of rules
and controls, transparency, auditability and respect for candidates. While these
principles should remain paramount, Al may be appropriately used for tasks that
exceed human processing capacity in terms of volume or speed and may also support
more consistent analysis of candidate information, subject to clearly defined accuracy
thresholds. Organizations should therefore clearly distinguish between recruitment
tasks that require human involvement and those where human intervention is not
necessary, based on considerations of reliability, task nature and context (e.g.
operational versus evaluative), risk and accountability.

75. Fully automated decision-making in recruitment, particularly opaque
Al-generated scoring or ranking of candidates, should be avoided due to risks related
to transparency and accountability. Beyond this, automated decision-making based on
profiling raises data-protection and discrimination concerns and should likewise be
avoided or, where exceptionally used, be subject to strict safeguards and controls.

76. One central cross-cutting pressure is candidates’ use of generative Al, which
complicates their assessment. In total, 23 JIU participating organizations reported
candidates’ unethical use of Al, most frequently in written assessments, but also in
applications, asynchronous video formats and interviews. Reported mitigation
measures include: (a) deterrence through clear candidate instructions and warnings
(including possible disqualification); (b) controls such as proctoring and plagiarism
checks; and (c) assessment redesign through triangulation (e.g., probing authenticity
of written responses in interviews; shifting written tests to presentations, work
samples and scenario tasks). While some organizations reported using Al-detectors as
part of controls in assessments, external evidence indicates that such tools have
limited reliability, perform poorly on hybrid (mixed human-Al) text and should not
be relied upon as the sole basis for adverse decisions. Furthermore, some interviewees
noted that the ability to use AI tools appropriately is increasingly relevant in the
workplace, suggesting that assessment approaches may need to evolve to evaluate
underlying capabilities rather than focusing solely on misuse prevention.

77. Assessments should be designed to be less susceptible to inappropriate use of
Al, while also enabling the evaluation of underlying capabilities, including, where
relevant, the appropriate use of such tools. This can be achieved through the use of
triangulated assessment methods and proctoring standards proportionate to role’s risk,
complemented by consistent instructions to candidates, including clear rules on when
Al assistance is prohibited, permitted or must be declared. In-person assessment,
particularly for local positions, should also be conducted to the extent practicable.®

78. The recommendation below is expected to enhance transparency and accountability.

%3

CEB/2024/HLCM/28/Add.1/Rev.1

See https://www.undp.org/careers/using-ai-responsibly-undp-recruitment-and-selection. The
United Nations online examinations and tests system illustrates a good practice in assessment
tools that could be considered for adoption by other organizations.
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Recommendation 3

By the end of 2028, the executive heads of the United Nations system
organizations should develop, preferably through existing
inter-agency mechanisms, principles-based guidance for the use of Al
in staff recruitment, covering human oversight, accountability,
transparency and auditability requirements, and clarifying
appropriate use cases and tools, as relevant, with regular review in the
light of the evolving nature of AI technologies.

Internal resources for advancing digitalized recruitment

79. The United Nations International Computing Centre is currently developing a
multi-tenant, interoperable recruitment platform capable of supporting the full hiring
cycle, including Al-assisted features subject to human interpretation and oversight,
while allowing entities to retain their existing enterprise resource planning systems.
Utilizing in-house United Nations system assets is particularly relevant for smaller
specialized agencies for which enterprise solutions remain cost-prohibitive. Strong
senior leadership engagement and Member State support (especially regarding
funding), recognition of the role of the Centre in developing staff recruitment
solutions and the promotion of shared platforms will be essential to sustain progress.
Existing initiatives, such as UNifyHR and the United Nations Digital ID, demonstrate
that cross-agency platforms can succeed when governance structures and incentives
are aligned.

80. Finally, the United Nations system has broadly digitalized recruitment, but the next
phase requires system-wide baseline Al safeguards, interoperable and standardized
recruitment data and operational analytics to drive evidence-based improvements,
paired with sustained capacity-building so that technology augments — rather than
replaces — human judgment and accountability. Some organizations, such as the
United Nations Population Fund (UNFPA), reported notable progress by designating
a dedicated expert to advance the digitalization of HR functions. The Inspector
encourages all organizations to designate, within HR, an expert on HR
digitalization and the use of Al to translate recruitment needs into well-scoped
pilots and use cases, share lessons learned and reinforce responsible practice
through the community of practice on recruitment and outreach, including
coordinated pilots at sufficient scale to generate evidence that is comparable and
scalable across entities.
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VL

A.

Diversity, inclusion and accessibility in staff recruitment

Gender balance and equitable geographical distribution

81. Organizations reported procedural interventions intended to improve gender and
geographical balance at the longlisting and shortlisting stages, including expectations
for shortlist composition, corrective actions, such as adding candidates or adjusting
ratings to broaden representation, and tiebreak expectations for closely scored
finalists. The Inspector is encouraged to find that gender balance has become routine
in recruitment practices in many organizations. At the same time, the Inspector
underscores that special measures should be discontinued once parity targets are
met, while mechanisms must remain in place to monitor trends and respond
rapidly if imbalances reemerge.

82. Equitable geographical distribution still falls short of the expectations of
unrepresented and underrepresented member States. While 11 organizations reported
that they apply the concept of adequate geographical distribution for staff recruitment
for professional categories and above, only 2 of them reported that they do so for
posts funded both through regular budget and extrabudgetary resources.
Geographical distribution should apply to all posts established for one year or
more at the professional level, with corresponding measures fully embedded in
recruitment strategies, policies and practices.

83. Arecurring theme was the perceived tension between diversity targets and merit.
Diversity objectives are more likely to reinforce representation without undermining
merit-based credibility when applied through clear, early and transparent decision
rules, rather than late-stage informal pressure or inconsistent unit practice.

84. Four enablers recur as essential to advancing gender balance and geographical
distribution without undermining merit-based recruitment: (a) visibility and
accountability through dashboards and data analytics across all recruitment steps,
with indicators and reporting against targets; (b) proactive outreach in areas where
pipelines remain weak; (c) clear, objective, justified and transparent rules governing
any measures used to address barriers in recruitment processes, including prior
disclosure to applicants of any targeted measures and the scope of permitted
corrective actions to avoid unintentional exclusion of underrepresented groups; and
(d) governance and safeguard mechanisms, such as diverse panels, professionalized
recruitment oversight and upfront, transparent decision rules and communication to
hiring managers to avoid late-stage informal pressure or inconsistent unit practices.

85. The recommendation below is expected to enhance effectiveness.

Recommendation 4

By the end of 2028, the executive heads of United Nations system
organizations should develop and implement organizational plans to
ensure that merit-based recruitment delivers diverse outcomes, with
due regard to geographical representation and gender balance,
consistent with their respective mandates, governing body decisions
and operational contexts, and drawing on the following enablers:
(a) visibility and accountability tracking; (b) proactive outreach
where pipelines remain weak; (c) clear, objective, justified and
transparent rules governing any measures used to address barriers in
recruitment processes; and (d) governance safeguards mechanisms.
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86. Regarding visibility and accountability tracking, in accordance with Article 101,
paragraph 3, of the Charter, and mandates reaffirmed by the General Assembly most
recently in its resolution 77/278, where candidates are of equal merit, geographical
balance should be considered across recruitment. The Secretariat is mandated to track
staff composition, including by encouraging the Secretary-General to work towards
bringing each unrepresented and underrepresented Member State within its desirable
range by 2030. However, detailed staff-composition data collection and reporting is
not regular beyond the Secretariat entities. The Inspector encourages all United
Nations common system organizations to advance gender and geographical
diversity visibility to the extent possible across the entire recruitment cycle and
its outcomes.’

Diversity beyond gender and geography

87. While some entities have disability inclusion measures, most of them continue
to face weak applicant pipelines and accessibility barriers at entry. Workforce
rejuvenation is pursued mainly through structured entry routes (e.g. the Young
Professionals Programme and the UNDP Graduate Programme, which also improve
geographical balance); internships and the Junior Professional Officer Programme
may also play a role. However, their longer-term contribution depends on whether
organizations provide a clearer carcer path, including placement, retention and
progression, which still seem to be limited.

88. Some organizations noted recruitment diversity strategies extended to additional
underrepresented groups. However, data-capture constraints, along with ethical and
legal considerations, limit the monitoring of reach and outcomes for certain groups.
Approaches that generate actionable insight without requiring disclosure, and without
privacy risk, may be prioritized, especially for protected characteristics and sensitive
duty-station contexts (e.g., anonymous candidate experience surveys).

Approaches and challenges to bias mitigation

89. Diversity considerations are integrated into the recruitment frameworks to
varying degrees of formalization, through organizational policies, system-wide
strategies and action plans, but also by using inclusive language in job advertisements,
targeted outreach, balanced interview panels, informal manager-level monitoring and
opt-in diversity questions in application forms.

90. Despite these measures, implicit and unconscious bias was reported as
potentially affecting screening and assessment, in line with academic research
showing that similar applications often receive different evaluations depending on
identity cues. While guidance and tools already exist for anonymized marking of
written assessments in several organizations, recruitment processes should be
anonymized as early and as far as practicable. The Inspector encourages
coordinated system-wide pilots led through the High-level Committee on
Management Human Resources Network to test and compare additional
anonymized steps and other bias-mitigation measures, building an evidence base
that can be scaled across entities.

7 See, for example, https://www.wipo.int/edocs/mdocs/govbody/en/wo_cc_86/wo_cc_86 inf 1.pdf.
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VII. Governance, accountability and oversight

A. Competitiveness, integrity, fairness and transparency

91. Competitive staff recruitment was reported as the standard practice among all
organizations, with direct selection used in limited and exceptional situations only,
including lateral moves and internal reassignments, placement of unassigned staff,
emergencies and urgent operational needs, temporary or short-term appointments,
continuity of operations and risk management, and certain appointments made under
executive discretion or through rosters or waivers.

92. Some organizations reported donor-driven constraints affecting recruitment
parameters and timelines, or pressure to prioritize donor-country candidates, often
mitigated by HR and oversight mechanisms. The Inspector deems it necessary to
uphold the primacy of merit, impartiality, gender balance and broad
geographical distribution by ensuring that the same due process standards and
controls apply to all recruitment irrespective of funding source.

93. Pre-employment and reference checks are universally applied to mitigate
integrity risks, with at least one form of vetting in all organizations. Rejections
following such checks are uncommon and typically concern credential verification or
misconduct disclosures when they occur. Family-relationship safeguards are
operationalized through conflict-of-interest declarations and recusals for
decision-makers. Spouses are generally eligible if not in a reporting line or same
office. Children, siblings and parents are more strictly regulated, with only FAO, ILO
and ITU allowing their eligibility, conditionally. A few interviewees reported
concerns about unduly applied candidate veto, which are not communicated, resulting
in limited or no opportunity to contest or clarify the grounds for the veto.

94. Some interviewees reported that repetitive reference and background checks,
particularly when moving between organizations, are burdensome and
administratively inefficient. Emerging solutions, such as the United Nations Digital
ID initiative, could facilitate the portability of verified information, subject to
appropriate data protection, consent and governance safeguards.

95. The recommendation below is expected to enhance efficiency.

Recommendation 5

By the end of 2028, the legislative organs and/or governing bodies of
the United Nations system organizations should support, where legally
feasible and subject to informed candidate consent, arrangements for
the mutual recognition of recent reference and background checks,
taking into account applicable legal frameworks, data protection
obligations, organizational risk management requirements and
operational needs, and supported by the development of common
parameters to govern their scope, validity and use.

96. Robust standards for panel composition also help to promote fairness and
integrity in staff recruitment. Nearly all organizations® reported formal or informal
mechanisms to diversify panellists, usually through gender and geographical balance.
Some organizations include staff representation on panels or add independent

8 Except IMO and UNAIDS.
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members. Furthermore, the use of conflict-of-interest declarations is a key practice
and should be mandatory for all individuals involved in recruitment processes.

97. Staff representation in recruitment remains constrained and is largely limited
to policy input. In a few organizations, staff representatives participate in panels,
mainly as observers. Membership in central review bodies or their equivalent is also
regarded as a form of staff representation, but at a very late stage and with limited
scope for meaningful influence.

98. Special procedures are, in the view of the Inspector, required in the
recruitment of independent oversight functions (audit, investigation and
evaluation) and ethics and ombudsman officials, to ensure institutional
independence and to mitigate risks associated with senior managerial discretion,
organizational pressures and political influence.® Recent developments, including
post downgrading, undue pressure and, in extreme cases, the discontinuation of key
oversight posts, make such protections indispensable for preserving the integrity,
credibility and effectiveness of oversight functions.

99. Transparency in recruitment is widely perceived as insufficient, often
attributed to confidentiality and legal considerations. For example, many
organizations avoid providing timely updates on recruitment status, partly to reduce
the risk of appeals that could delay the process. While confidentiality is important, it
should not wunnecessarily limit transparency. The Inspector encourages
organizations to review their recruitment process with a view to improving
transparency and to more clearly define what information can and should be
shared with candidates or made publicly available at different stages, as well as
the specific grounds on which information must remain restricted.

100. Recurrent grievances in staff recruitment include opacity or inconsistent rule
application, weakly reasoned overrides of panel recommendations, unregulated roster
use, documentation gaps and uneven conflict-of-interest discipline. Integrity
safeguards, traceable records using standardized templates, compliance checks,
targeted technology risk management and accessible complaint channels collectively
strengthen defensibility, improve auditability and credibility and may reduce
perceptions of arbitrariness and escalation to formal appeals.

Efficiency and effectiveness

101. Recruitment efficiency (speed and cost) and effectiveness (quality of outcome)
remain central concerns, marked by persistent systemic constraints alongside
emerging good practices.

102. Recruitment costs remain largely unknown across the system, with only UN-
Habitat and WFP able to provide estimates. The Inspector emphasizes the
importance of systematically estimating and tracking recruitment costs,
including sourcing, assessment, staff workload and litigation, to strengthen
transparency and guide investment decisions.

103. Long timelines can undermine effectiveness, as some candidates withdraw or
become unavailable before selection is completed, while measures intended to ensure
fairness, transparency and robust assessment can lengthen timelines. Effectiveness
becomes increasingly important for long-term appointments, where hiring the wrong
candidate creates enduring liabilities for the organization.

©

As underscored in JIU/REP/2020/1 (Recommendation 5), JIU/REP/2021/5 (Recommendation 1)
and JIU/REP/2025/5 (Recommendations 2, 3 and 4).
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104. Most organizations continue to reference the 120-day time-to-hire benchmark, with
many reporting persistent difficulties in meeting it. By contrast, UNICEF, WIPO and WHO
apply more stringent duration targets and some organizations (e.g., UNFPA, UNDP and
UNHCR) have implemented initiatives explicitly aimed at reducing cycle-time through
discipline, step consolidation and the removal of idle time, thereby improving efficiency.
While the 120-day benchmark provides strategic direction, it does not allow organizations
to systematically identify bottlenecks or target corrective action. Effective management
requires more disaggregated data, for instance, by recruitment stage, contractual modality,
staff category and operational context. Recruitment efficiency and effectiveness should be
tracked by advancing increasingly automated, dashboard-based monitoring that
strengthens time management, accountability, corrective action and public reporting on
recruitment timelines, as well as on recruitment outcomes and quality metrics.

105. The recommendation below is expected to enhance efficiency.

Recommendation 6

By the end of 2028, executive heads of United Nations system
organizations should ensure that recruitment timelines are monitored
in a sufficiently granular manner to make it possible to identify and
act on bottlenecks, and to support timely corrective action in order to
expedite recruitment.

106. Furthermore, while interviewees reported delays in the vacancy creation
process, this phase of the recruitment lifecycle is not yet systematically monitored,
despite significantly affecting how long posts remain vacant. Delays in this phase
should therefore also be tracked and addressed.

107. The current 120-day benchmark includes the job opening posting period, which
varies across organizations, staff categories and contractual modalities. Measurement
practices also vary, further affected by differing governing body resolutions.
Furthermore, the average duration may not capture the distribution of timelines, being
skewed by a few short and long cases. The use of median values and other distribution-
based indicators can provide a more representative picture of recruitment performance,
while disaggregated data allow for more meaningful analysis of timelines across
recruitment stages, contractual modalities, staff categories and operational contexts.

108. The Inspector considers it timely to revisit how recruitment timelines are
measured and monitored, with greater emphasis on disaggregated tracking of
recruitment stages and organizational context, rather than reliance on aggregate
benchmarks alone. Organizations may continue to set and monitor their own
benchmarks, while ensuring that these support the identification of bottlenecks and
target corrective action.

109. The recommendation below is expected to enhance transparency and accountability.

Recommendation 7

By the end of 2028, legislative organs and/or governing bodies should
request, as appropriate and through existing reporting mechanisms,
executive heads to report on key aspects of recruitment timeliness and
efficiency, including: (a) recruitment timelines assessed against each
organization's own benchmarks; and (b) an analysis of the main
causes of delays accompanied by corresponding corrective actions.
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Accountability and oversight mechanisms

110. Delegation of authority for staff recruitment across all staff categories and
contractual modalities is formalized in most JIU participating organizations. '° The
monitoring of its use varies in maturity, affecting timeliness, consistency and
traceability. Where final approval is centralized, cases often queue for executive heads’
sign-off or headquarters’ clearance, thereby prolonging the completion of recruitment
and potentially creating perceptions of politicization, favouritism and nepotism.

111. The monitoring of delegated authority use ranges from enterprise frameworks
with dashboards and exception analytics, to policy-embedded and system-controlled
workflows, including role-based approvals, audit trails and automated routing to the
next authorized approver, and oversight-centric approaches featuring review bodies
and internal audit. UNICEF uses a specific decentralized self-monitoring model with
regional directors who oversee the delegation of authority.

112. Organizations should establish a baseline for monitoring the use of delegated
authority in staff recruitment, without introducing delays and ensuring appropriate
segregation of duties, transparency of selection decisions, traceability of delegated
approvals and periodic assurance commensurate with the recruitment’s risk profile.
Management should also ensure that the use of delegated authority is subject to
standardized internal reporting, automated to the extent practicable.

113. Central review bodies or the equivalent oversee recruitment compliance and
documentation in most organizations. However, several interviewees questioned the
value of review bodies, describing them as “rubber-stamping” mechanisms because
of their late involvement in the process and the non-binding nature of their
recommendations.

114. UNICEF has adopted the Recruitment Monitoring and Evaluation quality
assurance model, combining HR review with post-facto, risk-based sampling of
completed recruitment cases and periodic reporting.!! UNDP operates a centralized,
risk-based compliance mechanism (the recruitment compliance secretariat and the
Central Compliance Review Board), embedding line-level self-verification and
reviewing all international fixed-term appointment cases plus a 10% sample of
National Professional Officer and General Service cases.

115. Organizations reported that excessive serial clearances have become a source of
delay. While safeguarding the integrity of recruitment is essential, heavy controls
alone do not guarantee trust or efficiency unless they are matched by strong and
consistent implementation capacity. The Inspector suggests that organizations
revisit this model and consider: (a) further embedding compliance requirements
into recruitment tools and exploring the use of digital and Al-enabled tools to
support automated controls and checks; (b) developing self-verification steps;
and (c) assigning professional HR officers as the review authority, where
applicable. The Inspector commends the UNDP model and considers it a useful
reference for the system.

116. Staff recruitment audits are often conducted within broader HR audits rather
than as standalone exercises. This supports efficiency but can dilute topic-specific
insights. Some organizations reported that no holistic recruitment audits had been
conducted since 2020. Recent audits and evaluations show recurring weaknesses that

11

Except ILO, ITU, UNOPS, UNRWA, UPU and WMO.
Discussions are under way on the future delivery of the Recruitment Monitoring and Evaluation
model and its accountability model.
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align with the findings of the present review. Follow-up mechanisms are widely in
place and typically robust where established, but coverage is not yet system-wide.

117. Without prejudice to the independence of heads of oversight and audit and
the risk-based audit approach, the Inspector encourages heads of oversight to
consider organization-wide audits of staff recruitment, taking also into account
opportunities for system-wide harmonization and mutual recognition. The
Inspector also encourages organizations to periodically assess their recruitment
performance by, inter alia, tracking the implementation of the present review’s
recommendations (formal and informal) and by updating the data in the tables
provided in the expanded report, to enable ongoing benchmarking,
comparability across entities and cumulative system-wide learning.
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System-wide cooperation and coherence

Current fragmentation and its impact

118. Recruitment remains fragmented, with multiple, non-interoperable digital
platforms across organizations. This fragmentation has practical consequences for
candidate journeys, for HR operations (e.g., manual workarounds, inconsistent end -
to-end visibility) and for system-wide data analytics.

119. Technological fragmentation is reinforced by differing process designs,
regulatory frameworks and degrees of delegation of authority, producing a spectrum
from highly centralized controls to strongly decentralized hiring-manager-driven
models. As underscored in JIU/REP/2024/4, the absence of harmonized policies, job
classification standards and hiring processes significantly constrains progress on
mutual recognition in recruitment, which currently relies on a patchwork of ad hoc
shared, or “piggybacked”, arrangements. External service providers, such as
assessment centres and executive search services for senior roles, continue to be
contracted individually. The Inspector notes the relevance of group 4 of the
community of practice on recruitment and outreach, which includes the
assessment of opportunities for common procurement, and supports a more
centralized approach to optimizing contracts for recruitment-related service
provision. Such an approach may enable cost-benefit analysis, including
consideration of outsourcing versus internalization and the centralization of
functions, and help ensure the quality and consistency of results in accordance
with organizational requirements.

120. Decentralization can contribute to uneven practices within organizations,
particularly in smaller country offices with limited administrative and HR capacity.
Some interviewees reported challenges in applying consistent procedural stringency,
documentation standards and candidate communications across duty stations, given
limited local resources, workload and access to specialized HR support. The Inspector
therefore supports the use of shared services and common back-office arrangements
for recruitment functions and encourages smaller organizations and offices, where
appropriate, to leverage shared services provided by other organizations.

121. A recurring effect of fragmentation is duplication, both within and across
organizations, with the repeated development of similar assessment content, parallel
procurement of tools and vendors and repeated execution of checks and verification
steps that could be shared or mutually recognized, which increases cycle time and
administrative burden. The Inspector therefore emphasizes the need to strengthen
the practical conditions necessary to implement the principle of mutual
recognition in recruitment.

System-wide bodies and mechanisms

122. All JIU participating organizations are members of the High-level Committee
on Management Human Resources Network. In total 24 organizations reported that
they participate in its recruitment and outreach community of practice, 1> and 20 in its
recruitment and outreach working group.'® Other initiatives include the strategic
workforce planning community of practice, the One United Nations talent outreach
working group, the community of practice on human resources policies, and human
resources working groups in the field.

VIIL.
A.
B.
26-09047

12 Except UN-Habitat, UN-Tourism, UNAIDS and WMO.
13 Except UN-Habitat, WFP, IAEA, ITU, UN Tourism, UNAIDS, WIPO and WMO.
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123. The community of practice on recruitment and outreach is widely valued as a
platform for mutual learning and joint activities, such as shared policy databases,
mapping assessment tools and coordinated outreach efforts. However, the ability of
the community of practice to advance system-level harmonization remains modest,
with differences in mandates, size, technologies, policies, governing body resolutions
and risk tolerance complicating harmonized solutions.

124. Despite these challenges, the summary of conclusions of the 48th Human
Resources Network directors retreat!* emphasizes the potential benefits of more
harmonized recruitment tools and corporate-level branding, while acknowledging
cost constraints, the diversity of organizational needs and the need for scalable
approaches. Meaningful progress will require targeted, pragmatic initiatives, shaped
by broad consultation, diverse organizational operational realities, a clear funding
model and an evidence-based approach.

125. Regarding the ICSC framework for human resources management for
recruitment and selection, most organizations find it relevant and aligned with United
Nations system principles, serving as a high-level reference rather than an operational
model, and entities tailor it according to their mandate, size, mobility needs and HR
strategy. The need for more practical guidance was emphasized, particularly on
workforce planning, assessments and talent acquisition tools. The Inspector suggests
that ICSC consider gradually enhancing the framework with more practical
guidance, while preserving its flexibility, to better support organizations seeking
more actionable direction.

Centralization of recruitment and a feasible way forward

126. The full centralization of recruitment functions can deliver important gains. At
the European Commission, the European Personnel Selection Office model illustrates
how centralized structures can support outreach, uniform eligibility screening and
standardized assessment methodologies, while still permitting institutions to tailor
selection to highly specialized roles.!” The Young Professionals Programme, while
not system-wide, similarly demonstrates a centralized model for targeted attraction,
assessment and roster management, after which final selection authority remains with
individual hiring managers or head of office. However, interviewees expressed strong
resistance to a “One United Nations recruitment” model, citing concerns related to
organizational sovereignty, differing mandates and diverse funding models.

127. Nevertheless, interviewees consistently pointed to the potential of hybrid
approaches that preserve necessary flexibility for specialized mandates and field
contexts while still capturing economies of scale for the standardized “back-office”
components of recruitment, common tests, shared templates, centralized
pre-screening for high-volume vacancies, common procurement and shared analytics
or dashboards.

128. In line with this direction, the HR1 far-reaching efficiency initiative'¢ aims to
reduce fragmentation by exploring options for a common talent acquisition function.
The Inspector commends the participating entities for advancing this agenda and
recommends that clear governance parameters, funding arrangements and

See CEB/2025/HLCM/HRN/10.

See https://eu-careers.europa.eu/.

Developed throughout 2025, the High-level Committee on Management far-reaching efficiency
initiatives (including the HR1 workstream) emerged from a system-wide call for ideas and were
refined through technical analysis, prioritization and coalition-based planning to shift the United
Nations system from fragmented practices towards coordinated, scalable and jointly delivered
solutions. See https://unsceb.org/topics/hlcm-far-reaching-efficiency-initiatives.

26-09047
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accountability lines be established to guide its development and implementation.
The Inspector emphasizes the need for explicit articulation of the value added of
each initiative, whether in terms of cost efficiency or quality improvements.

129. Finally, reducing ad hoc recruitment through more data-driven, evidence-based,
strategic workforce planning is a key step forward. To support this shift, the Inspector
suggests that organizations assess the feasibility, potential benefits and
implications of introducing annual, consolidated, time-aligned recruitment
cycles (for example, three coordinated recruitment rounds per year), while
allowing for necessary exceptions.
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Annex |

Indicative talent management framework and structure of the United Nations system

organizations recruitment processes
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Source: JIU, adapted from the ICSC framework for human resources management. See https://commonsystem.org/hrframework/.
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Annex I1

Overview of actions to be taken by participating organizations on the recommendations
of the Joint Inspection Unit

Participating organizations of the Joint Inspection Unit
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£ | For action XIXKKXKNXKNKKKNXKNXKKKXNXKKXKKXNXNXKKXXKXXXX X
2
& | For information goo|ojoo|o|jojco/bo|jo|joooo|ojoo/bjojoo/o|bo|oa|a
Recommendation 1 d | E | E E E E | E E|E|E|E|E|E|E|E|E|E|E|E|E|E|E|E|E
Recommendation 2 E | E E E E | E E|E|E|E|E|E|E|E|E|E|E|E|E|E|E|E|E
Recommendation 3 a | E|E E E E | E E|E|E|E|E|E|E|E|E|E|E|E|E|E|E|E|E
Recommendation 4 f | E|E E E E | E E|E|E|E|E|E |E|E|E|E|E|E|E|E|E|E|E
Recommendation 5 h | L |L L L L |L L|/L|L|L|L|L|L|L|L|L|L|L|L|L|L|L]|L
Recommendation 6 h | E|E|E|E|E|E|E|E|E|E|E|E|E |E|E|E|E|E|E |E|E|E|E|E|E]|E]|E/|E
Recommendation 7 a|L|L L L L |L L|/L|L|L|L|L|L|L|{L|L|L|L|L|L|L|L]|L

Legend:

L: Recommendation for decision by legislative organ
E: Recommendation for action by executive head
[]: Recommendation does not require action by this organization

Intended impact:
a: enhanced transparency and accountability; b: dissemination of good/best practices; c: enhanced coordination and cooperation; d: strengthened coherence and
harmonization; e: enhanced control and compliance; f: enhanced effectiveness; g: significant financial savings; h: enhanced efficiency; i: other.
* As listed in ST/SGB/2015/3.
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