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Abbreviations & Acronyms  

ABC:    Activity Based Costing  

AdCom:   Advisory Commission  

Agency:   UNRWA 

ASU:   UNRWA Area Staff Unions 

CG:    UNRWA Commissioner General  

BPR:    Business Process Reengineering  

DCG:    UNRWA Deputy Commissioner General  

DfID:   United Kingdom Department for International Development 

ERP:    Enterprise Resource Planning  

ERCD:   UNRWA‘s External Relations & Communications Department 

FHRO:    Field Human Resource Officer  

GFO:    UNRWA Gaza Field Office  

HIP/FIPs:   Headquarters and Field Implementation Plans  

HRFO:    Human Resources Field Officer  

HQ:    Headquarters 

IPSAS:    International Public Sector Accounting Standards  

JFO:    UNRWA Jordan Field Office  

L&M:    Leadership & Management 

LFM:   Logical Framework Matrices  

LFO:    UNRWA Lebanon Field Office  

LMDP:    Leadership and Management Development Programme  

MC:   UNRWA Management Committee 

MFP:    Micro-Finance Programme 

MTS:    UNRWA Medium Term Strategy  

OECD:   Organisation for Economic Cooperation and Development 

OD:    Organisational Development  

OD Plan:    UNRWA 2006 – 2009 Organisational Development Plan  

PA:   Palestine Authority 

PCSU:    UNRWA Programme Coordination and Support Unit  

RBM:    Results Based Management  

ROI:    Return on Investment  

SFO:    UNRWA Syria Field Office  

SPARE Paradigm:  Strategy, Policy, Accountability, Results and Envelopes  

UN:    United Nations  

UNDP:    United Nations Development Programme 

UNHCR:   United Nations High Commissioner for Refugees 

UNICEF:   United Nations Children‘s Fund 

UNRWA:   The United Nations Relief and Works Agency 

WBFO:    West Bank Field Office 

WFP:    United Nations World Food Programme 
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Methodology 

The aim is to evaluate the broad relevance, effectiveness, 
efficiency, impact and sustainability of UNRWA‘s 
Organisation Development. These are the primary results-
based evaluation criteria and are supplemented with questions in the Evaluation Matrix. This broad view 
does not indicate that the Evaluation does not review specific initiatives but that, instead, they are viewed as 
contributors to all five evaluation levels rather than ―stand alone‖ projects. That implies that some will receive 
more analysis than others.  

Information and data were collected from related documentation, staff/stakeholder interviews, and a basic 
quantitative participant survey. (Please see the ―Data & Analysis Report‖ for a description of the various 
evidentiary techniques used and their resultant data.) These sources ensure that due diligence has been 
conducted on noted initiatives and overall developments and that inconsistencies in any data set can be 
analysed against corresponding evidence.  

The Evaluation then compares this data and analysis with leading research and best practices. This overall 
analysis provides the basis for any conclusions and recommendations.  

Documentation Review & Analysis 

The Evaluation reviewed documentation related to OD as well as auxiliary documents that provide a more in-
depth review of key subjects. A complete list of documents reviewed is included in the Annexes.  

Staff/Stakeholder Interviews 

The evaluation team met with people directly and somewhat removed from OD. This included former and 

current UNRWA staff, host governments, donors, and consultants relevant to OD. This included 163 

individual interviews and 26 interview–based focus groups.  

The Evaluation Team used standardised interview protocols drawn directly from the Evaluation Matrix. Every 

respondent was given the opportunity to respond to issues of relevance, effectiveness, impact, and 

sustainability; efficiency is related to financial analysis and so this was not purposefully raised. Respondents 

were asked open-ended questions as possible so as not to lead or prejudice their response. 

Given the nature of OD, it was not appropriate to aim for a representative sample of all UNRWA staff 
members. Instead, it was critical to include a range of senior staff members who were directly involved OD 
and to augment this was possible with  a sample of staff members and others. This included:  

T
o

ta
l 

Gender International & 
Area Staff

1
 

Grades Offices 

M
e

n
 

W
o
m

e

n
 

Int. Area D+ P3 
– 
P5 

16  
– 
20 

12 
– 
15 

1 
– 
11 

O
th

e
r 

HQ GFO JFO LFO SFO 
WB
F 

354 223 131 88 252 22 61 87 69 86 15 77 63 59 41 31 69 

In addition, 7 donors participated (EU, Sweden, Switzerland, Spain, US, UK), 6 people representing Host 
Governments (Lebanon; Jordan; Syria; PA) and 1 person from Mannet Consulting. 

Participant Survey 

A quantitative survey was provided to most respondents. This was used to provide a ―control‖ baseline from 
which to analyse related qualitative and documentary evidence. In other words, if results from the 
quantitative survey were significantly different from qualitative and documentary evidence, then further 
investigations would be made. This was not actually the case. The survey‘s results are included in this Data 
& Analysis Report. 

                                                           
1
 This includes former staff. There were also 7 participants on LDC and SSA contracts. For a complete list, please see the participant list included in 

the Annexes of the Evaluation Report. 
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Using Qualitative Data Graphs 

Qualitative analysis graphs demonstrate trends by categorising responses according to a set scale and 
organising them according to specific Evaluation Questions and cohorts. Qualitative data is inherently difficult 
to analyse but can provide strong evidence for trends in current perceptions. 

2
  

Each Qualitative Analysis Graph includes colour coded and numbered boxes for each piece of qualitative 
data. Thus, if there were 35 responses, as in the example below, there will be 35 corresponding boxes, with 
box ―1‖ corresponding to statement ―1,‖ box ―2‖ to statement ―2,‖ etc. It is expected that each question has a 
different number of responses—appropriate qualitative data analysis generates different numbers of 
responses for each subject.  All qualitative data and graphs are available in the ―Data & Analysis Report.‖ 

Each respondent statement has been evaluated according to the following scale: 

       - Positive; achieved expected results                     - Mixed results                   - Negative; did not achieve expected results 

 

These rankings are subjective. They are based on the statement as confirmed by respondents and on their 
overall intent. Others may reasonably arrive at different conclusions. 

No attempt was made to distinguish further demographic data for these. As OD was a comprehensive 
organisational reform, the Evaluation assumed that each participant‘s views should be respected prima facia. 
Some deigned to provide information or to share their perspectives on certain subjects. 

For more information on these graphs, see the ―Data & Analysis Report.‖ 

EXAMPLE: 

How did the new business process enable you to do better work?  
 
 
   Positive--------------------------------------------------------------------------------------------------------------------------------------------------------Negative 

 
 

1.  
2.  
3.  
 

This example illustrates that many more respondents had positive impressions (23) than those who had neutral (9) or 
negative impressions (3).  
 
1. The process enabled me to save a lot of time; it was much clear and quicker (HQ) 
2. Overall, I was impressed with the way I was able to access critical information; this gave me the resources to make quick 

decisions high  (GFO)  
3. I am able to get my work done much more quickly; I have saved at least 10 hours per week because of the new process 

good  (LFO) 
4. …. 
 
24. While most aspects of the process helps, there are some serious bugs; we need to change . . .  (JFO) 
25. I liked it but there were a few things that could be improved  (HQ) 
26. … 
 
33. The new system is a nightmare! It takes us longer to process and, actually, it doesn’t even allow us to do . . . (SFO) 
34. What a waste of money and time; the previous system worked fine; yes, it was old but it worked. This one has forced us 

to change all of our systems; it takes longer, can’t do the right things; it is very frustrating (WBFO) 
35. … 

                                                           
2
 For a review of evidence based evaluations and the use of qualitative data, see “Evidence-based Evaluation of Development Cooperation: 

Possible? Feasible? Desirable?,” Kim Forss and Sara Bandstein. Network of Networks on Impact Evaluation (NONIE), World Bank, January 2008. 

   

1 2 3 4 5 6 7 9 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31 32 33 34 35 10 8 

Corresponds to statement number. Total number corresponds to 
number of responses. Statements are ordered according to their 
position on the scale, from “Positive” to “Negative”.  

- Green indicates a “positive” or “achieved results”.  

- Yellow indicates “neutral” or mixed results. 

- Red indicates “negative” or “did not achieve expected 

results” 
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Summary 

The United Nations Relief and Works Agency‘s (UNRWA) Organisational Development (OD) was an Agency 
wide process that brought ―together . . . initiatives designed to strengthen UNRWA‘s capacity to serve 
Palestine refugees effectively and efficiently.‖ 

3
 

Overall, OD did ―strengthen UNRWA‘s capacity to serve Palestine refugees‖ although further work may be 
done to fully meet this objective. This was largely achieved by a prevalent communicative, participatory and 
empowering management approach that empowered individual managers, especially at the field level, and 
that prompted people to examine ways to improve the effectiveness of their work. 

Many initiatives were achieved, from business system improvements to logical frameworks for organising, 
measuring and reporting results. Highlights include: 

 A majority of the initiatives in the original 2006 – 2009 Organisational Development Plan have been 
implemented. From this perspective, OD largely achieved what was planned. These are evaluated 
against OD‘s overall relevance, effectiveness, efficiency, impact and sustainability and to the original 
aim of ―strengthening internal capacity to serve Palestine refugees.‖  

 Headquarters and Field Implementation Plans (HIP/FIPs) aligned with the Medium Term Strategy 
(MTS) have been implemented and this stands as a significant achievement and one that will best 
support the strengthening of the results-based focus that is recommended by this Evaluation; 

 Decentralised budgetary authority and budgetary accounting cost centres that enable field-level 
officers to control budget have been developed and implemented; 

 A wide array of organisational processes have been improved and have been strengthened under 
the management of the Office of Administration; 

 Procurement procedures are largely in place that shorten purchasing timelines and procedures while 
breaking potential fraud loops and that simplify international and local purchasing procedures; 

 New recruitment system (ORIS), including competency based interviews, increase recruitment 
transparency and equity and may lead to more qualified selections; 

 Human Resources Field Officers (HRFO) have increased the focus and quality of HRM services and 
have led to the development of progressive HRM practices and practical HRM tools; 

 The Education reform developed and implemented in the Gaza Field office that actively engaged the 
communities to determine needs while improving school curricula overall stands as an opportunity 
for knowledge sharing across UNRWA to determine potential models for how best to engage 
communities for programmatic development; 

 The Advisory Commission (AdCom) is a more engaged and a proactive representative body; 

 Resource mobilisation has become stronger given overall strategic management (ERCD) and the 
development of the Arab Partners Unit that has achieved significant increases in project funding

4
;  

 Largely absent before OD, external communications and advocacy have been developed and have 
included a range of achievements that improve the External Communications function; 

 While done outside of OD and with no OD funding, the Department of Finance has implemented a 
standard accounting system with perhaps the only true monthly ―hard-close‖ in the UN system. This 
was largely successful given the guidance and leadership of the new Finance Director 

 While largely outside of the primary time period of OD, the Legal Division increased guidance and 
support across the organisation. This was largely successful given the guidance and leadership of 
the new Legal Director who was able to capitalize on OD‘s original aims regarding legal services 

In addition to these, evidence suggests a noticeable shift in behaviours and attitudes toward work. Typically, 
this includes an increased ―openness‖ with supervisors and others and a renewed commitment to finding 
ways to improve business processes and procedures. This provides a suitable foundation for continued 
management reform and a shift towards a ―management for results‖ approach. 

At the same time, there are issues that limited OD‘s overall effectiveness and potential impact. 

                                                           
3
 UNRWA’s Organisational Development Plan 2006 – 09. (Page 3, “Aims of the OD Process.”).  

4
 See “Arab Partners Unit Update,” UNRWA, September - December 2010, amongst other Arab Partners Unit Updates. .  
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 OD’s overall implementation did not have an explicit focus on measurable results, priorities, and 
the precise impact that was expected from “strengthening of internal capacity,‖  as the primary 
aim describes. While a results-based framework was presented (SPARE: Strategy, Policy, 
Accountability, Results and budget Envelopes), actual implementation focused on perceived deficits in 
management structures and systems as a priority that, once addressed in OD, would provide the basis 
for a more results-based focus on service delivery.  Evidence suggests that this strategic choice 
negatively impacted aspects of OD‘s implementation and has increased risks for the organisation.

5
 

At the same time, additional evidence suggests that the OD strategy, supported as it was by a prevalent 
management and leadership approach that was communicative, participatory and empowering, was most 
likely the right one to actively achieve widespread change in an organisation that had not experienced this 
level of management reform previously.  

This stands as a complicated strategic dilemma that, as this Evaluation supports, has had adverse 
consequences as a result.

6
 For instance, evidence indicates significant confusion from staff regarding what 

OD intended to achieve, confusion that has manifest in frustration about a lack of service improvements and 
benefits. There is additional confusion regarding the relationship between HQ and Field Offices, particularly 
corporate direction for programming. This is compounded by the ways different fields proceeded to initiate 
changes that were separate from an overarching corporate strategy. These have combined with the a sense 
of ―freedom‖ that many prominent managers feel, especially at the field level, to do what they deem best 
regardless of clear corporate oversight, accountability or other guidance. Best practices and leading research 
indicate that these are common consequences when organisational change is not accompanied with a 
directive, strategic, results oriented approach to balance the ―empowerment‖ that OD enabled. 

Given that the strategy deployed for OD may have been the right one, despite a range of best practices and 
leading research that indicate otherwise, any future reform initiatives‘ should have a much greater results 
focus especially  given the relatively unique nature of UNRWA as a direct service provider.

7
  

While OD‘s potential impact was limited by a lack of focus on measurable results, especially as related to 
services overall, OD included activities that have enabled the organisation to develop in this area with 
considerable success, especially with the implementation of Results Based Management. Thus, while OD 
was limited the overall trend across UNRWA is towards more results-based management. 

One should not conclude from this, however, that UNRWA is now sufficiently results oriented. As noted 
elsewhere, current strategic plans including the Sustaining Change Agenda and the more detailed and 
comprehensive Education Reform Strategy 2011 – 2015 remain predominantly output focused—a list of 
―results‖ whose overall value toward improved services remain unspecified.  

This is the primary difference, to use results based management terminology, between ―outputs‖ and 
―outcomes.‖ As this Evaluation demonstrates, outcomes are appropriately phrased as ―strengthening 
UNRWA‘s capacity to serve Palestine refugees effectively and efficiently,‖ as for OD. This type of outcome 
should be firmly linked to clear and measurable indicators that can establish precise levels of impact over 
any initiatives‘ or project‘s cycle. This is what is implied by ―measurable results.‖  

 OD lacked a communication strategy and related actions that could have supported OD’s aim 
while addressing overall staff expectations. This has led to an increased sensitivity and volatility 
toward OD related activities and that has coalesced around the inequity many staff expressed about the 

                                                           
5
 As detailed in “Impact” below and in the Annexes, UNRWA did conduct a risk analysis in 2007; however, many of those risks came to fruition 

during the course and shortly after OD. See the relevant sections below and “OD Process: Risk Analysis and Management,” UNRWA. Presentation to 
the Advisory Commission, 28 February 2007. The complete table is included under “Managing Risks” in the Annexes. 

6
 Broader strategic management issues are currently under review. See, “MOPAN Common Approach (CA) assessment of Office of the High 

Commissioner for Refugees (UNRWA) in 2011.” 

7
 This Evaluation recognizes the complexity associated with calculating cost/benefit in humanitarian and other public sector organisations. Even the 

traditional internal rate of return (IRR) that has been used for decades is criticized for the social and other benefits that are not effectively 
evaluated. For a good summation of these issues, see  “Beyond Rate of Return: Reorienting Project Appraisal,” Shantayanan Devarajan, Lyn Squire & 
Sethaput Suthiwart-Narueput. The World Bank Research Observer, Vol. 12, No. 1, February 1997. The World Bank remains the best resource for 
similar research and practical toolkits for calculating cost/benefit in complex development projects.  
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yet to be implemented Post Classification/Compensation Management system and the lack of 
improvement in services overall.

 8
  

This is perhaps the most surprising finding in this Evaluation as nearly all best practices and leading 
research stress the need for sophisticated, comprehensive and adaptive communication strategies to 
support and enable broad organisational change. This would be required in the simplest of 
organisations. Its absence in OD has had negative impacts as evidence amply demonstrates.

9
  

 Evidence suggests that UNRWA has not become more “results” oriented, as intended in the OD 
design and SPARE paradigm. This overall framework remained abstract for most and it was 
subsumed, initially, by a perceived focus on ―decentralisation‖ and later by the much more effective 
Results Based Management system. The introduction of the MTS and HIP/FIPs has a built-in results 
focus that will, if properly supported,  help strengthen the results orientation of the Agency; 

 Standards, guidance and policy frameworks, and overall leadership, especially for UNRWA 
programmes, have been weakened because of the perceived incoherence between HQ and Field; 
there are signs that this is changing for the better, especially in Education; 

10
 

 HRM has yet to implement the Post Classification and Compensation Management systems and 
this is contributing to an emerging organisational dynamic that may prove detrimental to any forthcoming 
management and organisational change; 

 The ERP system remains outstanding and could have been, as best practices and leading 
research indicate, a particular focus of OD from its inception. 

These findings are described in this report and supported with strong evidence included in the Data & 
Analysis Report. The issues related to strategy and communications are a staple of best practices and 
leading research. Management and strategy theory, as well as change management practices, stress that 
effective organisational change needs a singular strategic focus generally related to an organisation‘s end 
users, in this case UNRWA‘s provision of services to Palestine refugees. Of equal importance, the literature 
states that communication can be the deciding variable in implementing change.

11
 In their absence, 

organisations are prone to waste resources on activities that may not be aligned with results.  

The 2006 – 2009 OD Plan does not align initiatives with specific and measurable results that are aligned 
equally with the stated SPARE paradigm or with how, precisely, these initiatives, and not others, would 
―strengthen internal capacity to serve Palestine refugees.‖  

Documentary and qualitative evidence suggest that it was expected that the OD initiatives would achieve the 
five facets of SPARE and that this would inextricably link to later strategies that could focus on programmatic 
reforms. As the qualitative evidence supports, the three most commonly cited variables that negatively 
impacted OD‘s effectiveness were the lack of strategic planning that focused on measurable results, 
coherent and consistent communication, and overall leadership. (See, ―Effectiveness‖ below and the ―Data & 
Analysis Report.‖)  This Evaluation‘s analysis and best practices and leading research support respondents‘ 
conclusions in this regard.  

The consequence of this strategic choice is a lack of clarity for the broader organisation about the intended 
purpose of OD initiatives, amongst other issues. In particular, the lack of a strategic focus that included 
tangible links to results fostered a reaction to OD as ―not being successful‖ because many staff did not see 
improvements in their own benefits, in work conditions, nor on actual service delivery. They ―decided‖ what 
the intended results were and there is no evidence that this perception was actively corrected.  

                                                           
8
 This Evaluation is not the first to indicate the need for a strengthened internal communications function. For, perhaps, the most comprehensive 

and creative in their solutions, see: “UNRWA Internal Communication Review 2009,” ibis Communication. Other evaluations indicate similar needs. 

9
 This Evaluation includes a bibliography of leading research on strategy and change management in the Annexes.  

10
 Some current reform initiatives also indicate a move toward the approach advocated in this Evaluation, please see: “UNRWA Education Reform 

Strategy 2011 – 2015” that includes log frames to map activities to outputs and outcomes, indicators and other results-based analysis. While 
complexities exist in education, this could be broadened to include additional metrics for social and financial rates of return.  
11 The literature on change management is vast. We have included a “Change Management” bibliography in the Annexes. On this specific point, 

John P. Kotter is often cited as a leading authority on change management. See, “Leading Change: Why Transformation Efforts Fail,” John P. Kotter. 

Harvard Business Review, March – April 1995.  
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OD was launched with numerous meetings conducted by the Deputy Commissioner General (DCG) and with 
regular communiqués to all staff.

12
 These cascaded through the organisation, led by Field Directors and 

others. Evidence suggests that these did not include impact or other surveys to understand what audiences 
had understood and which ―messages‖ had positive resonance. This does not disprove their impact or 
relevance but they may have contributed to the unintended consequence of increased misunderstandings 
about OD‘s intent.  

These conclusions have implications for how UNRWA moves forward. The implementation of a broad 
strategy requires hard choices. Sufficient evidence suggests that the strategy pursued was likely the right 
one for the time. However, any future management reform cannot neglect a precise formulation of how 
activities will improve the ways UNRWA operates and support these with specific and measurable results.

13
   

 

Recommendations: 

The following provides a brief description of the Recommendations included in this Evaluation. These are 
included in the relevant sections of the Report and are thus aptly described there.  

1. UNRWA should create a permanent Internal Communications function reporting directly to the DCG.  

2. Expand the Executive Office to include an additional Deputy Commissioner General (DCG) to share the 
responsibilities currently delegated to the DCG. This may include a split between ―management‖ and 
―programmes‖.  

3. UNRWA should prioritise the implementation of the new model for the Post Classification and 
Compensation System. 

4. Ensure that there are comprehensive communications and training and development strategies in place 
for the continued development and implementation of the performance management system for all staff. 

5. The Evaluation strongly cautions the Agency about the change management implications of 
implementing a new ERP system The Agency should diligently consider the timing, strategy, and 
necessary resources for the implementation of the ERP system. Any ERP implementation should 
include a comprehensive communications strategy.  

6. Strengthen strategic planning and development to ensure that initiatives are based on measurable 
results and cost/benefit analysis, as possible, and supported with comprehensive implementation plans. 
This should focus on measuring the impact of outcomes rather than on outputs. 

7. This Evaluation supports additional in management reform, or ―Management for Results,‖ but it 
contends that the approach to such must be strengthened. This includes a clear analysis on exactly how 
any such reforms are expected to have measurable results on efficiency/productivity as related to 
service levels. Stakeholders should be prepared to consider revised proposals that include such 
cost/benefit analysis as related to service delivery. 

8. Using in-house resources, conduct a cost-benefit survey of all business process improvements and 
other activities that may have resulted in efficiency and/or productivity gains under OD.  

9. The UNRWA management team should investigate leading management theory that demonstrates that 
people in senior leadership positions should not rely on a singular, default approach to management 
and leadership. Going forward, they should consider what type of management and leadership 
approach is needed to achieve expected results. 

10. Develop a talent management system to develop and promote more area staff into senior management 
positions. This is of particular importance given the current issues facing the Agency as related to OD. 

                                                           
12

 See, Letters from the Deputy Commissioner-General and Commissioner General. 

13
 As noted, the “UNRWA Education Reform Strategy 2011 – 2015” does include log frames to map activities to outputs and outcomes, indicators 

and other results-based analysis. This represents “best practices” for many public sector organisations. However, the Evaluation advocates that 
UNRWA’s particular role as a direct service provider and the constrained year-in-year out budgetary conditions demand that UNRWA strive to 
exceed these. This Evaluation includes references regarding leading  models and approaches for measuring social and economic rates of return.  
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Relevance 14   

Clearly, organisations like UNRWA need to invest in reform efforts to ensure that they are maximising 
resources and as a result of changes in their missions and mandates as well as the changing external 
environment.  

As the adjoining table shows, a 
majority of respondents viewed 
OD‘s relevance as related to 
management reform. The 
second most frequently cited 
factor stated that this was largely 
overdue as no similar 
investments had occurred for at 
least 10 years. Of course, this 
perspective is in retrospect. It is 
not clear whether similar 
respondents had different views 
at the time of OD‘s implantation.  

Others stated that OD‘s 
relevance was due to a historical trajectory that had seen substantial organisational changes after the 1993 
Oslo Accord and after the second Intifada in 2000. This coincided with developments in international 
development and cooperation that call for greater transparency and a result-orientated approach to 
programming and funding. This is reflected in the 2005 DfID report regarding UNRWA.

15
 

Although fewer respondents made direct mention of the role of the DCG and Commissioner General (CG), 
this is of considerable importance. They recognised the value of launching OD and actively supported it from 
inception. This level of commitment from the highest level of an organisation is remarkable and, although 
difficult to evaluate, was instrumental to all results and especially the discernable and positive shift in 
behaviours, attitudes and skills towards business process reengineering and continuous improvement. This 
was further supported by a prevalent leadership approach that was communicative, participatory and 
empowering. When respondents speak of the ―space‖ that OD created and that allowed them to pursue 
innovative ideas and bold changes, this surely refers to the leadership of  the DCG & CG. 

 

Effectiveness 16   

To what extent has UNRWA moved towards the SPARE paradigm as a result of OD?  (2.2) 

The Strategy, Policy, Accountability, Results and Envelopes (of resources), or SPARE paradigm, was the 
model for the organisational design envisioned in OD. This was in response to what the Agency viewed as 
the CBB paradigm, or a strategic approach that exerts ―control through budgets and bureaucracy.‖ 

17
  

The SPARE paradigm is a framework for management, a model for how UNRWA should operate as a whole 
and at individual levels. It was, as described, a results-oriented framework that aligned activities with the 
organisation‘s overall strategy and that, while empowering individual managers with increased budgetary 
control, would maintain individual accountability for results.  

                                                           

14 Additional evaluation questions are answered in the “Evaluation Matrix” included in the Annexes.  

15 Geoffrey Haley & Robin Kealy, “UNRWA: A Review Sponsored by the Department for International Development.” DfID, August 2005. 
16 Additional evaluation questions are answered in the “Evaluation Matrix” included in the Annexes.  

17
 UNRWA’s Organisational Development Plan 2006 – 09. (Page 13, “The CBB Paradigm” and the “SPARE Paradigm”) It should be noted that 

“Organisational Development in UNRWA: Report on Activities from 2007 – 2009,” UNRWA, June 2010, makes considerable changes from the 
original OD plan. It includes additional “levers” changes the aims and objectives of many issues, and thus reports on their progress differently. At 
some level, this type of adaption is appropriate. However, there is little evidence of what prompted these changes and why there was such a 
noticeable shift in overall initiatives and objectives. Thus, throughout this Evaluation we link back the achievements and other factors to the original 
OD plan while making regular reference to this last progress report.  
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The SPARE paradigm is similar to the Results Based Management (RBM) approach being adopted by 
various UN organisations that aims at achieving improved performance and demonstrable results.

18
  

Interestingly, RBM‘s antecedents include work done by the Organisation for Economic Cooperation and 
Development (OECD) and private sector initiatives toward more holistic performance-based strategies, the 
most common being  the ―Balanced Scorecard‖ approach that has been influential since the late 1980s.

19
 

Thus, the SPARE paradigm sits on a well trod trajectory of management approaches that focus on how an 
organisation aligns resources with performance. 

The difference between the SPARE Paradigm and RBM is that RBM is coupled with a comprehensive 
framework that, in best cases, systematically aligns individual work plans with specific, measurable, 
achievable, realistic and time-based results. These are then linked upwards to strategic priorities.  

In fact, UNRWA has achieved this through the Headquarters Implementation Plan and Field Implementation 
Plans (HIP/FIPs) and revised format for the Medium Term Strategy (MTS). However, the HIP/FIPs are not 
yet fully aligned with individual work plans and a performance management system that would complete the 
entire results-accountability loop. 

To what extent has UNRWA achieved the objectives of the levers of change of the OD Plan?(2.3) 

Programming has seen significant improvements in the development of a strategic framework for activities as 
reflected in the MTS and HIP/FIPs. At the same time, the relationship between the Programme Directorate at 
HQ and Programme Officers in field offices weakened during OD and is only now being addressed.  

While there have been positive developments in Human Resources Management, the delays in Post 
Classification and Compensation Management present considerable challenges. 

There have been and continue to be a range of business  process improvements even beyond those 
designated in the 2006 – 2009 OD Plan. This has been coupled with significant behavioural change toward 
business process reengineering (BPR) and continuous improvement that will serve the Agency well going 
forward. At the same time, there is minimal evidence that there were any concerted efforts to measure the 
efficiency and productivity gains associated with these.  

Leadership and management initiatives were mixed in their effectiveness. While the Leadership and Change 
Management Programme (LMDP) was largely viewed as successful, as based on participants responses 
and their ability to cite specific ways that the programme improved their work, there has been a diminishing 
recognition of the role and stewardship of HQ and the Executive Office.  

Leadership and Management, amongst other things, was designed to provide a suitable accountability 
framework, a communications strategy through ―dialogue with our staff,‖ and an ―OD Engine‖ that would 
provide the technical expertise and stewardship for OD implementation. With a few caveats, the Agency did 
not meet the aims for these areas. As noted throughout, there was no suitable communications strategy and 
there was a notable lack of change management experience brought to bear on the implementation of this 
complex structural and organisational reform.  

In other areas, more and sometimes exceptional progress was made. The Arab Partners Unit, created under 
resource mobilisation has proven successful in raising additional project funding

20
; resource mobilisation 

overall has become more progressive and directive although it still has not met the perhaps unrealistic goals 
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  “In the late 1990s, the UN system adopted results-based management (RBM) to improve the effectiveness and accountability of UN agencies. 

This shift towards RBM was accompanied by increasing UN interagency collaboration and interaction that seek to respond to UN reform and the 
greater harmonization of UN programmes with national priorities.” Results-Based Management Handbook, United Nations Development Group, 
March 2010. Page 5. See also the definition adopted by the UN in 2000: “RBM is a management approach focused on achieving results; a broad 
management strategy aimed at changing the way [agencies] operate, with improving performance (achieving results) as the central orientation”. 
See, “Implementation of the United National Millennium Declaration. Secretary-General’s Report,” United Nations Secretariat, 2003. 
19

 See, “Balanced Scorecard and Results-Based Management: Convergent Performance Management Systems,” Gavin Lawrie, Dirk Kalff and Henrik 

Andersen. Presented at 3rd Annual Conference on Performance Measurement and Management Control, The European Institute for Advanced 
Studies in Management (EIASM), Nice, France, September 2005. Kaplan, R. S. and Norton, D. P. “The Balanced Scorecard: Measures that Drive 
Performance,” Harvard Business Review, Vol.70, Jan-Feb, 1992. 
20

 See “Arab Partners Unit Update,” UNRWA, September - December 2010, amongst other Arab Partners Unit 
Updates. 
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set out for it in the OD plan,
21

 and the Executive Office, while stronger, is not yet properly staffed as indicated 
in this Evaluation. External communications and advocacy, largely absent before OD, have made 
considerable achievements and will continue to serve this function well going forward. 

The development of the Advisory Commission and the expanded role of the ―Management Committee‖ have 
been notable successes. Evidence suggests that they have both become, in different ways, more engaging, 
deliberative and richer forums.  

The rest of this section provides additional findings for each of the four levers. 

Programming 
22

 

OD established the Programme Coordination and Support Unit (PCSU) at HQ and the Field Programme 
Support Offices (PSO). The PCSU successfully formulated and disseminated the Project Management Cycle 
Handbook. It designed and introduced the HIP/FIP and developed the Results Based Management System 
(RBM). Together, these three accomplishments provide a basic framework for planning and resource based 
management information.  

The effectiveness of these 
achievements is mixed primarily 
due to ongoing work being 
conducted by the PCU. 
Respondents state that the 
PMC Handbook is not fully 
used and there is a need for a 
simplified field manual to guide 
project identification, 
formulation, appraisal and 
selection. While these may be 
true at the time of this 
Evaluation, the PCU is 
conducting ―action based‖ 
learning with additional staff regarding the specific difficulties along the cycle of programming (assessment, 
planning, implementation, monitoring). This may indeed address issues regarding the PMC Handbook and 
ensuring that the RBM continues to be made fully operational.  

The HIP/FIPs are in place and the second 2-year cycle is about to be completed. Evidence suggests that 
there have been considerable improvements between the first and second cycles.  While some respondents 
noted debates about the number and effectiveness of indicators, this in and of itself signals progress. 

These achievements have made the organisation stronger. They have implemented a major planning 
resource in minimal time and with expected results to date. This leads to a better understanding of how 
resources are deployed and it can be expected that better results will be achieved in the future as a result. 
Overall, this provides a useful reporting, analysis and management tool that will improve the Agency‘s 
capability to cope uncertain funding conditions. This, more than SPARE, has moved the Agency away from 
―control through budgets and bureaucracy.‖ 

Weaknesses concern the degree to which the HIP/FIPs are used as management tools in combination with 
the quarterly RBM reports and the degree to which planning has been embedded in individual work plans 
and ways of working. Evidence suggests that training in PCM has been partially ineffective due to the sheer 
number of projects, the different conditions imposed by different funding agencies, and the wide-spread work 
on and preparation of projects across HQ and the fields. 

Finally, evidence suggests that the PCSU may not have enough authority to capitalise on these results and 
to ensure that this level of results-based planning becomes a mainstay of the Agency‘s resource allocation 
and utilisation. An increased authority would support appropriate levels of field authority while ensuring that 
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 In the OD Plan, the aim of resource mobilisation is stated as “to ensure that resource mobilisation initiatives’ meet the Agency’s needs into the 

medium term . . .”  

22
 Qualitative survey graphs are included without corresponding qualitative data. Every subject in this section has a corresponding graph and 

supporting qualitative evidence. Please see the “Data & Analysis Report” for all qualitative and quantitative data associated with this subject. 
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RBM and related activities become fully integrated into all UNRWA operations. This increased authority 
could include: 

 PCSU, could be in charge of the HIP / FIP and related RBM systems including the quality, timing, 
annual instructions and guidance, essential methodology / approach, e.g. the degree of participatory 
approaches to overall reporting and preferred techniques of analysis and compilation. PCSU could 
monitor these and, if quality standards are not met, provide binding advise to FO Directorates; 

 PCSU could be responsible for functional guidance of field PCSU related staff, e.g. PSOs; 

 PCSU could be responsible for all RBM related training in coordination with HRM; 

 PCSU could be responsible for PCM methodology (Project Process Manual maintenance), quality 
assurance approach to project preparation, project preparation documents, etc.  

Conversely, Field Offices could decide how best to follow up and see FIP and PCM instruments through to 
satisfactory application and the completion and reporting of all necessary inputs.  

Recommendation #6: Strengthen overall strategic planning and development to ensure that initiatives are 
based on measurable results and cost/benefit analysis, as possible, and supported with comprehensive 
implementation plans. The framework for this largely exists within the MTS and HIP/FIPs. To further 
complement this achievement, elevate the Programme Coordination and Support Unit to a Planning and 
Policy Directorate that is the most likely function to support such strategic planning. Some of its 
responsibilities as balanced with field operations are described above.  

It may include a planning, policy and strategy analysis function. This will provide the appropriate exposure 
while ensuring that the PCSU builds on its successes to date while ensuring that RBM  (MTS, HIP/FIPs, and 
Individual Work Plans) are fully operational. 

 

Human Resource Management 

OD created a new HRM Department as separate from Administration. The new departments included the 
Human Resources Department (HRD) as well as Administrative Services department (ASD) and the 
Infrastructure and Camp Improvements Department (ICID). In the case of HRM, this restructuring was meant 
to elevate the role of HRM and to better provide HR services. This is consistent with other UN organisations‘ 
and with best practices in HRM. Evidence suggests that this enhanced role of HRM was largely achieved. 

OD In September 2006, Human Resources finalised the ―Human Resources Management (HRM) 
Strategy‖.

23
 This largely adapted the 2006 – 2009 OD Plan (OD Plan) to the needs and context of HRM as 

well as to additional HRM needs. This Strategy became the basis for HRM development during the period of 
OD. Under tutelage of the new HR Director, a position created under OD, this included pragmatic, 
collaborative and participatory approach to designing a strategy that has been the guide for implementation. 
This may be a good model for other areas of UNRWA. 

Overall, qualitative evidence suggests that respondents have mixed perspectives regarding the effectiveness 
of HRM and related 
initiatives.  

While there are some 
critical qualitative trends in 
this analysis, as 
demonstrated in the graph 
above, this Evaluation‘s 
analysis also takes into 
account that many people 
have pre-conceived and 
often negative views about 
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 Human Resources Management (HRM) Strategy: Serving Palestine Refugees with Qualified, Competent and Motived Staff,” UNRWA, 25 

September 2006. 
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HRM in many organisations.
24

 This Evaluation also makes special note that the ―undercurrent‖ of the 
changes in HRM were designed to move away from traditional benefits, payroll and policy functions to 
include performance, development, training, and career management functions that are common in human 
resource departments in the United Nations (UN) System. Thus, perceptions may be due to traditional views 
of HR combined with the increased focus and resources that were used in HRM to meet these  new 
functions. (Many in the Jordan Field Office (JFO) remarked unfavourably about the expansion of HRM staff 
in that office.)  

Toward that, there has been significant progress toward the Staffing Strategy, Staffing Reviews, Competency 
Framework, among other issues. Training and Development has also been largely enhanced and is aligned 
with organisational objectives and the newly implemented competency framework. This has been supported 
by an increase in overall staffing and new structures like the Field HR Officer (FHRO) structure that has an 
officer at each field office that coordinates and supports human resource activities.  

Post Classification and Compensation Management 

The 2006 – 2009 OD Plan sites a number of key messages from staff and how OD responds to these staff 
issues. One of these messages states that there are ―Concerns about salaries, benefits and conditions, and 
about being cared for and respected.‖

25
  

To date, a considerable amount of financial resources have been spent and yet no adjustment to the post 
classification and compensation system has been implemented. Significant qualitative data indicate that this 
has become a potentially damaging issue amongst staff. Staff repeatedly noted this issue as an example of 
how OD had ―failed‖ and how the organisation was treating staff unfairly.  

Evidence suggests that UNRWA has now settled on a sufficient model for Post Classification and 
Compensation System as based on emerging standards from the International Civil Service Commission. 
This Evaluation recognises however, that while a viable model has been produced and communicated it is 
unlikely that this will result in increased benefits for staff overall.  

Given the delays in this and the evidence surfaced in this Evaluation that staff are equating Post 
Classification and Compensation Management with increased benefit, the implementation of this new model 
should be done with a comprehensive communications strategy that addresses staff expectations and that 
ensures that the new model can be successfully implemented. As recommended in this Evaluation, this may 
be a priority issue for an Internal Communications function. 

Recommendation #3: UNRWA should prioritise the implementation of the new model for the Post 
Classification and Compensation System. It should be accompanied with a communications strategy that 
adequately explains the new system, the rationale for the changes, the impact in terms of salary, benefits, 
promotion, career development, for individuals, and that positions the delay in ways that enable most staff to 
appreciate the issues and to support the actual implementation. This communications strategy is of 
considerable importance given that it may not be accompanied with increased benefits for staff overall. It is 
expected that this will be done with sufficient quality standards. 

In addition to the original initiatives noted in the OD Plan, HRM has implemented a number of additional 
initiatives that have improved the Human Resource Management Lever. These include: 

26
 

 Development of an updated Human Resources strategy in the Headquarters Implementation Plan 
2010 – 2011, with a focus on the development of Field HR strategies that reflect the specific context 
of each Field and that articulates strategic priorities for the coming Biennium. As part of this strategy, 
HR is incorporated as a separate outcome in Field Implementation Plans (FIP) in line with 
accountabilities for the management of Human Resources across Fields and HQ. Five common 
indicators will be in use for the 2012/13 biennium for monitoring of results. This inclusion of 
indicators is of particular merit as related to this Evaluation‘s overall conclusions about a greater 
need to focus on measurable outcomes and how these relate to services overall.  
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 See, Gary Kaufman, “How to Fix HR.” Harvard Business Review, September 2006. 

25
 UNRWA’s Organisational Development Plan 2006 – 09. (Page 5, “Key Messages from the Staff”) 

26
 In addition to these, HRM notes the achievement of an international staffing review and re-aligned international staffing with Agency priorities. 

This is clearly of merit although this was not a particular focus of this Evaluation.   
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 Finalization of the Staffing Framework, including new policies for the selection and management of 
all types of staff and complementary personnel (including international and area staff, Limited 
Duration Contracts (LDC), junior professional officers, experts-on-loan, volunteers and interns, 
consultants and contractors, and daily paid workers). Staffing framework also reflects greater 
decision-making authority of Field and HQ Department Directors while emphasizing the oversight 
and monitoring role of the HQ Human Resources Department. 
 
Following the development of the original ‗Snapshot – UNRWA‘s Current Staff Profile (2007 and 
2009), Area Staff and International Staff Workforce Reports have been compiled twice each. The 
Area Staff report provides data on workforce development particularly from a Programme 
perspective. Numbers of Area Staff are updated monthly. The International Staff report covers 
workforce analysis and planning. Development of automated reporting tools in the absence of an 
ERP. The draft M&E framework (July 2011) summarizes HRD monitoring activities initiated. 
 
The Staffing Framework provides ―real-time‖ management data for human resources thus enabling 
best practices in the field of human resources and strengthening overall strategic decision making. 
This type of management focus on human resources provides one source of data for increased 
focus on measurable outcomes as related to services overall.  

Performance Management: As noted in the HRD Development Plan: During the 2010-11 biennium, a new 
results-based performance management policy and web-based tools were developed and in a first phase 
rolled out to teachers, doctors and nurses across Fields. All other staff, including manual labourers, field 
office staff, international and senior area staff are foreseen to become part of the new system by the end of 
the 2012 – 2013 biennium. Under this new approach, staff evaluations and the formulation of results and 
competencies will be aligned with Agency’s programming and planning processes and timelines. The new 
policy also includes guidelines on non-monetary rewards and recognition as well as a toolkit for managing 

underperformance.  

While the data collected in this Evaluation is not sufficient to adequately judge the value and impact of this 
system to date, it remains an exceptional achievement. In fact, most respondents had favourable views of 
this initiative. The fact that HRM is already positioned to broaden the performance management system 
indicates significant progress in how Human Resource Development is being conducted across the Agency.  

While evidence does suggest favourable views to date, this Evaluation suggests that this too be 
accompanied by a diligent communications strategy as, typically, the implementation of performance 
management systems can raise anxiety and complaints from staff given the implications to staff 
development.

27
 

Additional initiatives within HRM are included in the “Initiatives Review Table” in the Annexes.  

Recommendation #4: As so noted, UNRWA has prioritised the development and implementation of a 
performance management system for all staff members while ensuring that there are sufficient links to 
individual work plans that, in turn, are linked to the MTS and HIP/FIPs. By finalising this overall framework, 
UNRWA will have a sufficient way of ensuring accountability and appropriate development of staff. While 
there are indications that the implementation of the performance management system to date has been  
relatively smooth, this may not be the case when rolled-out to all staff members. Ensure that there are 
comprehensive communications and training and development strategies in place, especially for supervisors, 
to accompany this. 

Gender Mainstreaming: Gender mainstreaming occurred within tow distinct areas, those associated with 
HRM and those conducted within the PCSU.  

Within HR, a gender policy was adopted in January 2008 that committed the Agency to improving gender 
balance of its staff, particularly at senior levels, and mandated targeted interventions and capacity building. 
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 As a comparative, one of the Evaluators worked with WFP in the implementation of its PACE performance management system that, once rolled-

out to all staff, met with considerable resistance that resulted in low compliance for the first two years of its use. In this case, WFP staff rejected the 
system on its perceived ability to actually adequately measure performance—they focused their criticism on the tool rather than the principle of 
enhanced performance management. In fact, PACE did reflect best practices and leading research and was, comparatively, a robust system for 
measuring individual performance. However, the overall function and implications of the tool were not communicated well to staff nor 
accompanied with sufficient training to ensure that staff recognised its merits. Thus, WFP needed to re-introduce the tool with just such a 
communications/training strategy,  
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Gender balance is of distinct importance across the UN System and UNRWA has made remarkable progress 
in this area.

28
  As the recent report ―Gender on the UNRWA agenda 2008-2010‖ indicates, the number of 

women has increased at all levels across the Agency and gender balance was achieved at the international 
professional level, bringing it in line with the targets as set by the UN Secretary General. 

In addition to the advances in gender balance, further achievements were made within the PCSU. By 2009, 
gender mainstreaming plans were developed, including adopted policies, a list of issues and indicators, 
mainstreaming agendas, 7 different strategies for each, and a Gender Action Plan for each programme area. 
These were concrete actions but they largely lacked an implementation strategy. 

Upon the arrival of the gender mainstreaming officer, the issues noted above were rapidly addressed. First, 
gender based violence became a priority because of the number of incidents in this area and the basic 
human rights implications. Second, a drop-out rate for boys became a priority because of the impact of such 
an issue and also because it would demonstrate that gender was about cross-gender issues. Third, pre-
conception and post-natal care for men and women was prioritised; this proved an effective programme that 
could move beyond some cultural issues associated with the other issues and that brought men and women 
together around sex and children. Evidence suggests that there was significant progress in  these areas. 

This subject is worth highlighting because it indicates, as in other areas, the success that can occur when 
there are good policies, guidelines, and technical instructions in place to support a capable manager. It 
seems that this manger was afforded the ―space‖ associated with the prevalent communicative, participatory, 
engaging, empowering leadership approach and that has contributed to her successes to date. 

Organisational Processes 

As the table below shows, there has been significant 
progress in organisational processes, or more aptly 
called business process reengineering (BPR). Nearly 
all planned for activities have been completed.  

Originally, many of the planned initiatives were seen 
as ―quick wins‖, activities that could be accomplished 
easily and that would provide momentum for more 
difficult OD initiatives.  

While causal links are not clear, this may have been 
part of the impetus for the changed behaviours and 
attitudes this Evaluation determined. Given this 
potential, considerable impact and value have been 
achieved with organisational process initiatives. 

While the original OD plan called for an investigation 
of a new  Enterprise Resource Planning System 
(ERP), evidence and best practices suggest that this 
should have been a distinct priority from OD‘s 
inception. ERP implementations represent a 
significant change management process in and of 
themselves and the organisation may actually 
experience difficulties in implementing ERP now as 
directly related to OD‘s activities and overall impact.  

While the full implementation of a new ERP was not 
intended per se, it is clearly a priority for the 
organisation now. Preparatory work has been done 
and approximately US$2-3 million has been spent. 
Approximately US$30 million is estimated to be 
required to design, programme, and install the ERP. 
Once installed, an estimated US$5 million is needed annually for maintenance and operation. As noted 
below, these are forecast costs and best practices and leading research indicate that organisations typically 
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 See, “Report on the Improvement of the Status of Women in the United Nations System,” United Nations, (A/65/334) and “The Status f Women 

in the United Nations System and in the Secretariat from 1 January 2008 to 31 December 2009,” UN Women, 2010. 
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underestimate the actual costs of implementation and maintenance. 

There are sufficient indications that a revised ERP system is needed, Without ERP, UNRWA would need 
additional programming capacity to maintain the functionality of the current RAMCO system. The existing 
RBM, jointly perhaps with the HIP/FIPs, could assume some extra functionality. However, sufficient evidence 
from within UNRWA and comparative evidence regarding the benefits of a fully functional ERP system do 
indicate the need to move forward with a new ERP system.  

While the implementation of an ERP system is undoubtedly necessary, UNRWA faces potential constraints 
given the current status of reforms and organisational issues noted in this Evaluation. There is evidence of 
significant negative organisational dynamics, common behaviours and attitudes about management reform 
and the success of OD to date, that may complicate the change management processes required for the 
implementation of the ERP.  

The implementation of an ERP system is a significant change management and management reform 
initiative in and of itself.

29
 Some of the common challenges in implementing ERP systems include: 

 Re-engineering business processes to ‗fit‘ the new ERP software; 

 The considerable training required of staff on the new system;  

 Staff resistance to change how they do their work and the need to acquire new skills;  

 Ensuring there are effective working relationships with external consultants charged with 
implementing the system and that necessary ―in-house‖ capacity is developed to maintain the 
system going forward.  

These and other issues, mostly related to communication and change management strategies, often lead to 
failures in implementation.

30
  

Some of the most common risks associated with ERP implementation include:
31

 

 Organizational Fit: Does the new system adequately meet the precise needs of the organisation or 
will it fail to meet all technical requirements. If it does not meet all of the technical requirements there 
may be additional and substantive costs associated with customising the system to meet UNRWA‘s 
needs thus creating a system that cannot be regularly serviced by the primary provider.  

 Skill mix: Is there adequate in-house capacity to understand the technical architecture and 
functionality of the new ERP system? If not, the UNRWA may become overly reliant on third party 
consultancies and other technical services thus dramatically increasing the ongoing maintenance 
costs while limiting the opportunities for in-house capacity building. 

 Software system design: Are the Agencies functional requirements sufficiently understood by the 
projected service provider? If not, software components may be purchased and implemented that do 
not actually fulfil a specific requirement.  

 User involvement and training: Will all staff members who will need to work with the new system 
adequately prepared and trained to use the new system efficiently and effectively? If not, there may 
be increased resistance to the implementation and stalled progress overall.    

 Technology planning: Is there sufficient technical infrastructure in place to ensure band-width and 
other system integrity issues. If not, he Agency may face additional investment in this overall 
technical architecture to ensure total functionality.  

 Project planning: Are realistic budgets and schedules in place that take into account adverse 
events that often impact UNRWA‘s capacity to focus on major operational initiatives, e.g. emergency 
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 There is ample evidence in the literature regarding the risks of implementing ERP systems. For a good overview, see: “Risk Factors in Enterprise 

Wide ERP Projects, Mary Summner. Journal of Information Technology, Volume 15, Number 4, December 2000. 

30
 See, "Change Management Strategies for Successful ERP Implementation,” Adel M. Aladwani. Business Process Management Journal, Vol. 7:3, 

2001.  

31
 These are adapted from the risk noted in “Risk Factors in Enterprise Wide ERP Projects, Mary Summner. Journal of Information Technology, 

Volume 15, Number 4, December 2000. 

http://www.ingentaconnect.com/content/pal/paljit;jsessionid=1wgi2cvcrwl31.alexandra
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situations. Do these plans include specific techniques for managing risks and setbacks?  Are there 
contingency plans in place for the loss of key staff? Are there conflict management systems in place 
to address interpersonal and other conflicts that may occur during implementation? If not, there may 
be significant delays and additional costs associated with implementation.  

 Commitment: ERP includes such an inordinate amount of investment that organisations sometimes 
fail to recognise problems as they appear and instead commit further resources into something that 
may never actually meet requirements. Are there measures in place to ensure that a reasoned 
approach to problems exists and that the Agency can make sound decisions about when to prevent 
additional investments.  

Given these common challenges and risks, UNRWA may wish to carefully consider these and the required 
resources in relation to what may not be adequately resourced, e.g. the other initiatives suggested in the 
Sustaining Change agenda, amongst other management reform related activities.  

OD may have increased competencies for such an ERP implementation. As noted, evidence suggests that 
OD supported a shift in behaviours and attitudes toward business process engineering and continuous 
improvement. As this illustrates, many respondents are better equipped to initiate and manage the type of 
business process reengineering that would be implied in an ERP system implementation. However, this is 
not sufficient evidence that an ERP system implementation would be easier—there is a difference between 
being empowered to make improvements as an individual or small group and system-wide changes in how 
people conduct their work. Thus, while OD has enhanced capacity in business process reengineering, this 
may not prove to be a critical factor when it comes to the scale of an new ERP implementation.   

Evidence and analysis conducted in this Evaluation does not, therefore, disagree with the Agency‘s overall 
case to up-date the ERP system. This is particularly critical given that the RAMCO system will no longer be 
maintenance after 2014. The Evaluation simply strongly cautions the Agency about the implications of the 
change management needs associated with implementing a new ERP system. Any ERP implementation 
represents a level of complexity and risk that should be diligently considered.  

Recommendation #5: The Evaluation strongly cautions the Agency about the change management 
implications of implementing a new ERP system This Evaluation therefore recommends that the Agency  
diligently consider the timing, strategy, and necessary resources for the ERP implementation as based on 
common risks that impede successful ERP implementation and on some of the organisational dynamics that 
have emerged during the period of OD. Any ERP implementation should include a comprehensive 
communications strategy as well as an effort to understand how the shift in behaviours, attitudes and skills 
associated with business process improvements may support the ERP implementation. 

UNRWA may wish to further consider the overall resources needed for the ERP implementation, calculating 
the necessary opportunity and third party costs as well as a precise calculation of the expected value in 
terms of productivity/efficiency gains that the ERP system may provide. These return on investment 
calculations can then be compared with other Agency needs and provide the basis for decision making as to 
what is likely to produce the most effective increase in services, amongst other considerations.  

This recommendation does not suggest an indefinite postponing of the ERP system. There is sufficient 
evidence that this should be undertaken and certainly prior to 2014 when RAMCO will no longer be 
maintained. Such a long-term postponing would raise unnecessary risks. This recommendation instead 
emphasises the diligence that the Agency takes to ensure that the implementation is successful and that it 
pays particular attention to the issues that surfaced in this Evaluation in relation to OD, specifically the need 
for clear measures of intended results and a comprehensive communications strategy.  

Leadership & Management 

Like the other levers, Leadership and Management (L&M) was considered an approach that would enable 
change across UNRWA by focusing on individual managers, management teams, and the broader Agency 
management. This included seven areas that are worth describing in some detail. 

Leadership & Management Development’s (LMDP) original aims included staffing ―the Agency with 
managers who are committed to, and competent in, their leadership and management roles;[who] have the 
capacity to deliver management training themselves, and [who] have developed learning modules on 
leadership and management. While a full impact survey would be required to fully gauge the effectiveness 
and impact of the LMDP, evidence suggests that it largely met its aims.  
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Dialogue with our staff was intended as the platform for effective communication with staff. Communication 
was the second most common factor that respondents noted in relation to what contributed to OD‘s 
effectiveness. (See ―Which factors made a major contribution to the achievement or non-achievement of the 
OD objectives? (2.6)‖ below.)    

As the graph similarly shows, nearly 
73% of respondents to this issue 
considered ―communication‖ as 
having a ―mixed‖ to ―negative‖ 
contribution to the achievement of 
OD objectives. 

While there were a series of 
workshops and other ―Town Hall‖ 
meetings conducted by the DCG 
and others, evidence suggests that these had a detrimental impact on OD‘s effectiveness overall. As many 
respondents said, they equated these ―high-level‖ meetings as a sign that the entire organisation would 
experience dramatic change. Many respondents continue to equate OD with direct improvements in work 
conditions and services, improvements that have largely not materialised. When asked about these 
expectations, most said that this is what was communicated in these workshops and ―Town Hall‖ meetings. 

It is difficult to understand the intent of this large communicative push at the beginning of OD. If, as many 
have said and as was indirectly implied in relevant planning documents, OD was ―inward‖ looking, focused 
on improving ―internal mechanics‖ first, before actually addressing service delivery, than what was the 
purpose of conducting such a visible and high profile communications campaign? When we asked various 
principals about this, they said that they assumed that this was the right thing to do.  

These early communication activities were not grounded in strategy or tactics by which staff members could 
better understand OD and its expected results.  These are not mentioned in planning documentation and no 
impact surveys were conducted. Interestingly, the risks regarding ineffective communications strategies, 
especially if related to job classification and compensation, have come to fruition.

32
  

Furthermore, there do not seem to be logical links between this large-scale communications effort and 
additional communications efforts, e.g. the communiqués issued from the DG office. Not only are there 
limited strategic links between these (although it does seem to indicate that the communications shifted away 
from staff members and toward outside stakeholders) the overall level of communication simply dropped.  

As the Data & Analysis Report indicates, an exceptionally large number of respondents stated that, while OD 
was widely communicated at first , this communication dissipated significantly by late 2009 and many staff 
expressed confusion as to what had happened, whether OD had achieved what was expected, what the 
current status of OD related issues were, etc.  This lack of communication in the last two years may 
contribute to the continued confusion about what is OD related and what isn‘t, whether it was a success or 
not, and additionally mixed representation of OD as amply illustrated in the Data & Analysis Report.  

Once again, this is related to this Evaluation‘s overall analysis prevalent communicative, participatory, and 
empowering management and  leadership style and management style that empowered people but then 
diminished the strategic oversight and guidance that would enable a coherent drive toward results. In the 
absence of a directive and strategic leadership and management style, one that may have appropriately 
emerged in the mid- to later stages of OD, people were allowed to either leverage OD as they saw fit, saying 
that initiatives were OD related to curry favour from various stakeholders,

33
 or now deciding that OD was a 

―complete failure‖ as expressed by an alarming number of respondents as represented in the data & Analysis 
Report. There isn‘t evidence that either of these are wholly true and yet they do indicate common issues 
related to the lack of a comprehensive communications strategy.  

This is perhaps one of this Evaluation‘s most surprising discoveries. As noted elsewhere and in the 
bibliography in the Annexes, communication is a primary factor in change management and management 
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 “OD Process: Risk Analysis and Management,” UNRWA. Presentation to the Advisory Commission, 28 February 2007. 
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 This precise conclusion is represented by respondents  in each Field office with the exception of the SFO. Please see the Data & Analysis report. 

While somewhat beyond the scope of this Evaluation, there is evidence of just such a  directive, strategic and results focused style present in the 
Director offices of Legal and Financial Services.  
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reform. Some best practices dictate that it is the key variable in success or failure. Organisations must invest 
significantly to ensure that people understand the intentions of changes, their expected results, how the 
changes will impact them and their work, and what they may mean for their longer term job security and 
satisfaction.

34
  

The other aspect of ―Dialogue with our staff‖ concerned relationships with the Area Staff Unions (ASU). 
Evaluating labour relations is complex and requires a technical expertise that is beyond the terms of 
reference for this Evaluation. Nonetheless, qualitative evidence suggests that there have been improvements 
in the partnership between the ASU and administration in the LFO, GFO, JFO and SFO. As is known, this is 
not the case in the WBFO and there is evidence of tensions with the ASU Chairman‘s office in HQ. 

Recommendation #1: UNRWA should create a permanent Internal Communications function reporting 
directly to the DCG. This function would craft communications strategies, support communication related 
initiatives at the field level, e.g. the HR Portal in Gaza, support HRM in relations with the Area Staff Union, 
and develop internal messages, reports, and related materials designed to keep staff abreast of internal 
developments and to engage them appropriately in change and reform activities.  

Recommendation #9: The UNRWA management team should investigate leading management theory that 
demonstrates that people in senior leadership positions should not rely on a singular, default approach to 
management and leadership. Going forward, they should consider what type of management and leadership 
approach is needed to achieve expected results and ensure that they can deploy such approaches 
accordingly. 

While most managers do have certain styles and approaches that are ―comfortable‖ or more ―natural‖ to 
them these should be combined with the development of specific skills in other areas that will enable them to 
choose and deploy the management and leadership approach demanded by the context—not simply the one 
they may do best. In some contexts, a leader must be directive, authoritative and focused on tangible results. 
In others, as was prevalent in OD one need to be communicative, participatory and empowering. Senior 
managers know what approach is required and have the skills to deploy the need approach.  

This is specifically relevant to OD because while the prevalent leadership and management was likely the 
best one for the Agency at the time, the communication issues noted above indicate that a more directive, 
strategic and results oriented approach could have been deployed. Evidence from the previous and current 
Senior Managers indicate that the ―communicative, participatory, and empowering‖ styles was what they 
used naturally and that it was not a ―strategic decision‖ at to deploy this style.   

Executive Office: UNRWA is the largest UN organisation in terms of staff and has a service-delivery function 
within one of the most complicated and protracted geo-political situations. Comparatively, the Executive 
Office structure is under-staffed. UNHCR is headed by the High Commissioner who has a Deputy High 
Commissioner and two Assistant High Commissioners, each of whom have their own staffs and budgets. 
WFP is led by the Executive Director who has four Deputy Executive Directors that report to her, each of 
whom has their own staffs and budgets. UNICEF is led by an Executive Director and three Deputy Executive 
Directors. Other comparatives abound. UNICEF‘s executive office has approximately 30 staff members and 
UNDP‘s has approximately 27. UNRWA‘s Executive Office has 15 staff members.  

While difficult to ascertain the precise effectiveness and impact of this different staffing level in UNRWA‘s 
Executive Office, there is evidence that the Executive Office needs additional resources to effectively 
manage the changed aspects of UNRWA under OD as well as continued management reform.  

At this point in time, the design, formulation and implementation of reforms across the Agency‘s organization 
and operations within UNRWA‘s complex external context, take a high priority. Evidence suggests that these 
conditions have not been considered in exactly how the Executive Office is structured. Furthermore, some of 
the constraints demonstrated in this Evaluation may have been directed for the Executive Office and 
evidence suggests that this may not have been the case simply because of insufficient staffing. This is what 
makes the comparative evidence with other UN organisations particularly relevant.  

This is supported by a recent General Assembly report that calls for a continued strengthening of UNRWA‘s 
management capacity. This document  recognises the ―need to maintain and extend the Agency‘s 
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 For a sample of the complexity associated with trying to discern how people’s perceptions evolve during organisational change initiatives, see: 

“Evolving Interpretations as a Change Unfolds: How Mangers Construe Key Organisational Events,” Lynn A. Isabella. Academy of Management 
Journal, Vol. 33, No. 1, 1990. 
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management reform process‖ and stresses the ―need to continue supporting the institutional strengthening of 
the Agency.‖ 

35
 Interestingly, this same report ―calls upon the Agency to continue its management reform 

process in order to enhance its ability to raise and efficiently utilize resources, reduce operational and 
administrative costs, and implement change for more effective delivery of services to beneficiaries.‖  

The expansion of the Executive Office isn‘t simply an issue of reflecting common management structures 
across the UN. Evidence throughout this Evaluation demonstrates that OD would have benefitted from much 
better strategic focus, planning, oversight and a communications strategy that could have amplified pertinent 
issues while dampening the chorus of those who resisted change. Interestingly, this was addressed at the 
field level with the incorporation of dual Deputy Director positions.  

This need would be prevalent in a relatively standardised UN operation. Yet, UNRWA has launched a 
significant reform with OD and, as is analysed in this Evaluation, those changes have created complicated 
dynamics that currently impede future changes and may impact on UNRWA‘s operations and services. 

Recommendation #2: Expand the Executive Office to include an additional Deputy Commissioner General 
(DCG) to share the responsibilities currently delegated to the DCG. This may include a split between 
―management‖ and ―programmes‖.  

Resource mobilisation was meant to be enhanced under OD to ―ensure that resource mobilisation initiatives 
meet the Agency‘s needs into the medium term and to address the Agency‘s under-performance in terms of 
fundraising in the region.‖ This is unfortunately vague and, given funding requirements, perhaps it never 
could be fully met.  

Nonetheless, External Relations, as the driving force for resource mobilisation, has changed significantly as 
a result of OD with a tightened focus on resource mobilisation and external communications and with the 
advent of the Arab Partners Unit that has been successful in securing significant increases in project funding.  

Accountability & Oversight was intended to provide a framework, better investigations, enhanced Internal 
Oversight Service (IOS), improved evaluations, and a ―strengthened capacity of the organisational support 
departments to monitor and oversee implementation by managers.‖ While the Initiatives Review Table in the 
Annexes addresses these in some detail, evidence suggests that while IOS has been strengthened overall 

the lack of resources in investigations and evaluations may raise considerable risks to the Agency,”.  

Many respondents raised the issue of an ―accountability framework‖ and the fact that such a framework has 
not been developed to date. Evidence suggests that the Executive Office and Management Committee did 
explore this issue in some length. This Evaluation‘s conclusion, as noted elsewhere, is that a full RBM 
structure that cascades strategic objectives from the MTS to the HIP/FIPs and to individual work plans 
combined with the emerging performance management system for all staff members will achieve this overall 
accountability. Beyond this, UNRWA should strengthen its governance structures overall, taking into account 
the changing role between HQ and the Fields, and between Field Directorates and Areas, and the devolution 
of budgetary authority, amongst other issues. 

Inter-Governmental Forum: The Advisory Commission is currently apprised of up to 24 members and 3 
observers, the Advisory Commission (AdCom) has changed significantly as a result of OD. This includes the 
development of  Sub-Committees and bi-lateral meetings between UNRWA, host governments, and donors. 
The intent was to make this a more substantive and engaging body. By most accounts discovered in this 
Evaluation, this body has become more substantive and engaging.  

Management Committee (MC) of UNRWA‘s senior managers ensures overall cohesion and leadership for 
the Agency. The MC supports the CG in policy matters and overall coordination and specific subjects related 
to the Agency‘s management. Under OD, the mandates and tasks of the various committees were reviewed 
and adjusted to the new conditions. This was needed and relevant. OD-inspired adjustments to tasks and 
mandates of most management committees have been made and are in place. 

However, OD developed in ways not always foreseen. Evidence suggests that, the speed and direction of 
field empowerment and the differences between the fields was not fully appreciated by the MC. The MC did 
not adapt fast enough to guide these developments. In the absence of informed change management 
strategies that could have monitored the OD process with precision, the MC could meet their coordination 
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and policy role modestly. 

The new OD-inspired ―patterns‖ between HQ and the Fields are increasingly clear. The management 
committees (HQ and Field level) and the Executive Office have begun to reflect on the roles and functions of 
HQ and the Fields and on their inter-relationships. Based on this, the management committees and the 
Executive Office may be trusted to adapt their tasks and mandates as deemed necessary and  rectify 
developments that may not be conducive to additional management reforms, amongst other issues. 

Spokesperson: Based on an interview with the Spokesperson and due diligence of related materials, there 
has been significant progress in this office. This includes enhanced public information channels, like the 
revised UNRWA website, and more systematic and progressive response to the media. Some additional 
achievements include: 

 Increased media relations and reporting in Arabic and English that ensures international coverage of 
UNRWA events like the Gaza Summer Games amongst countless other issues.  

 Improved web-site presence with a shift to the website being positioned as both a communications 
channel and a resource, thus achieving best practices in this area; 

 The inclusion of a social-media presence, e.g. Facebook where there are over 14,000 UNRWA 
friends and the ―Peace Starts Here‖ initiative; 

 Increases in direct marketing, e.g. the Burin tree planting initiative; 

 Branding improvements overall in cooperation with pro bono work with Saatchi & Saatchi; 

 Increased events and activities, photo exhibits in UN Headquarters, film competitions, musical 
events (Marcel Khalife concert), Barenboim in Gaza, etc.  

 Increased support for departments and fields, e.g. education reform project; 

 Significant increases in advocacy work , e.g., Demolitions Watch and media work around field visits 
to threatened communities 

 Increased partnerships, e.g. Zain Ramadan Campaign, Saatchi and Saatchi, and work with 
Palestinian and Arab partners. 

Interestingly, this may also be an example of some of the inherent risks associated with a prevalent 
leadership and management style that empowers people to do what they deem best. According to the 
Spokesperson himself, there have been ―controversies‖ regarding this office including a ―one man show‖ the 
Spokesperson performed in the UK regarding the bombing of the UNRWA warehouse with phosphorous 
munitions during the Cast Lead war

36
, the recent change in the UNRWA logo, and press releases regarding 

the recent bombing of Syrian refugee camps in Latakia, amongst others he notes.   

This is another example of the prevalent leadership and management style that empowers people to do what 
they deem best, as noted as a prevalent factor that leant to OD‘s overall impact. When one is empowered to 
do what their experience dictates is best there may be an increased risk, as in this case additional 
controversies. This may be expected and acceptable if the organisation evaluates and minimises risks, e.g. 
is this controversy likely to limit UNRWA‘s capacity to raise funds, build partnerships, maintain internal 
communications strategies, etc. , all of which may limit UNRWA‘s capacity to deliver services. We are not in 
a position to evaluate these risks but do highlight this as a further example of our overall analysis.  

 

To what extent has UNRWA effectively implemented the planned OD initiatives within the different 
HQ departments and fields? (2.5) 

In addition to Programmes, Human Resources Management, and the offices included under Leadership & 
Management, that are described above, this Evaluation reviewed OD related initiatives effectiveness in the 
following HQ Departments: 

Finance: During the major course of OD, very little progress occurred. As many commented, this was largely 
due to the previous Controller who was a significant bulwark against OD related changes and who ran the 

                                                           
36

 See http://www.independent.co.uk/news/world/middle-east/un-makes-a-drama-out-of-gaza-crisis-1809354.html 



 

 

 

23 | P a g e  

 

Evaluation of UNRWA’s Organizational Development (OD) 

Final Report 

Controller‘s office with a significant level of centralised control, amongst other issues. This changed with the 
Controller‘s departure and the arrival of the current Director of Finance. 

Since then, the Office of Finance has led a range of changes. These include: 

 Financial Reporting: Adaptations to the current ERP and reporting systems to enable a ―hard close‖ 
of the General Ledger, thereby enabling new standard, system generated financial reports, namely: 
income statement, balance sheet, cash flow, and head count, amongst others. This ensures both 
accurate accounting, month by month, but also enables appropriate cash management and 
forecasting. It should be noted that evidence suggests that UNRWA is the only UN agency that 
actually has a standardised ―hard close.‖ 

 Financial System: Various adaptations have been made to UNRWA‘s RAMCO ERP system to 
ensure it better meets the needs of enhanced financial reporting. Again, this enables UNRWA to use 
standardised ―real-time‖ financial reporting to better manage financial resources and to use financial 
reporting as an integral management tool. 

 Project Reporting:  UNRWA‘s prior management of project accounting and reporting included over 
832 ―active‖ projects that were expending transactional and other costs. These have been reduced 
to 300 with the goal of 250 active projects at any one time. 

 International Public Sector Accounting Standards (IPSAS): UNRWA is currently changing its 
reporting from United Nations System Accounting Standards to IPSAS, which is accrual based 
accounting.  The Finance Office believes it will effectively report via IPSAS as from 1 January 2012.  

In addition to these, there has been progress in Treasury Management, Activity Based Costing, and a 
general management initiative to streamline UNRWA costs including centralisation of Accounts Payable that 
could generate approximately US$400,000 in savings. 

It is worth noting these achievements in some detail because they demonstrate the significant progress that 
can be made when effective management is combined with a clear strategic goal and measurable results. 

In finance, the strategic goal is easy to define: effective ―real-time‖ accounting that enables reporting that can 
be used for financial management and that abides by appropriate international standards. The result is easily 
defined: ―hard-close‖ based reporting and IPSAS compliance that allow finance to become an integrated 
management tool. These are not simple accomplishments in an organisation UNRWA‘s size and complexity.  

PCSU: The effectiveness of the PSCU was discussed in ―Programming‖ above. It is doubtful if the Executive 
Office fully absorbed the systemic nature of resource rationalisation during the OD period and viewed 
HIP/FIPs, RBM and M&E as complementary and indispensable in this regard. At its current status and 
mandate, the PCSU cannot meet the challenge of turning the Agency into an organisation that rationalises 
its resource utilisation and takes the steps and decisions necessary to ‗get there‘.  

Microfinance: OD enabled greater effectiveness for Micro-Finance Programme (MFP). It enhanced 
interrelations with UNRWA that allow for more business-like development. OD enabled the MFP to achieve 
necessary continuous organisational structure from HQ to Fields to Areas and Branch Offices. It also 
enabled a matching planning, performance evaluation and management system.  In addition, a Management 
Information System now produces weekly, monthly, quarterly and annual reports addressed specifically at 
the various management levels. Finally, MFP now conducts a 3-day  annual workshop for all senior staff to 
analyse overall and specific performance, review policies and standards, roll over the bi-annual strategy and 
to prepare the coming year‘s annual work plans. 

Legal Services: As in finance, there have been significant changes made under the tutelage of the current 
Director of Legal Services. This includes the strengthening of legal counsel provided overall and the support 
provided to those charged with legal responsibilities in the field offices. This includes monthly 
videoconferences and quarterly meetings. 
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In addition, this Evaluation surfaced evidence about OD-related development in each of the field offices: 

Gaza Field Office (GFO): Evidence suggests that the GFO capitalised on OD‘s intended focus on strategy, 
policy, results, and accountability to deliver tangible results across its operation.  

Examples of this include the revised education service delivery structure that started from a direct 
engagement with the refugee communities and then modelled an education strategy against community-
based needs and best practices. This included new curriculum strands and pedagogies related to human 
rights and the environment. Other examples include the new HR Portal, logistics support, especially in 
emergency situations, and overall staff and community communication. 

Many people cited the leadership of 
the former Field Director as 
pertinent to these successes. While 
this may be true, others explained 
that the development started under 
his leadership has been maintained 
and that the spirit for constant 
experimentation, development and implementation have continued since his departure. This may be 
testament to the former GFO‘s leadership in that he was able to empower people and enable them to do 
their best work while strengthening overall strategy and results based frameworks. Conversely, there were a 
range of people interviewed for this Evaluation that demonstrated exceptional levels of expertise, dynamism 
and commitment that surely enables them to succeed.  

Others noted the fact that the emergencies that Gaza has experienced increased commitment levels, 
energy, and an operational focus that enabled people to do exceptional work. Interestingly, some stated that 
this also alleviated some of the strains that exist between international and area staff. Although there is some 
tangential evidence, as related in related qualitative analysis, this is otherwise difficult to fully substantiate.  

While the GFO has largely implemented distinct aspects of the OD plan and more, the factors listed above 
also support this Evaluation‘s conclusion that many successes were due to the people involved rather than to 
strategic focus, planning and oversight. In addition, the GFO has also largely missed the opportunity to 
systematically measure process improvements, efficiencies and productivity gains. At the same time, when 
directly asked, respondents were often able to cite these in relatively precise terms. They were simply never 
asked to do so formally.  

Jordan Field Office (JFO): The majority of respondents in the JFO had negative views regarding the 
effectiveness and impact of OD, as the graph below demonstrates.  

However, our analysis does not show a decreased level of effectiveness and impact in the JFO. In fact, HRM 
and various aspects of Administration have progressed well. While impact, or how OD has strengthened 
internal capacity to serve Palestine refugees more effectively, is problematic throughout this analysis, the 
JFO has developed stronger relationships with the Jordanian Ministries of Education and Heath and are 
attempting to ensure salary parity within the Jordanian employment market which Palestine refugees may 
freely enter. Other evidence in 
this Evaluation supports the 
conclusion that there are no 
fewer comparative results in the 
JFO than in the other fields or at 
HQ. 

While nearly impossible to 
discern actual casual links, this 
Evaluation does conclude that 
this disparity between 
respondent views and actual 
effectiveness and impact may be due to the changing Directorate leadership over the last few years, as is 
also the case in the WBFO. This absence or transience of leadership can cause some understandable 
organisational malaise due to the uncertainty and the impaired decision making that often results when key 
managerial posts are not filled.  
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Farther removed, this Evaluation has discerned a pattern of cohesion and commitment amongst staff in the 
GFO and LFO that may be due to the emergencies that those offices have experienced. The JFO does not 
have any ―external threat‖ or other coalescing factor that could have had similar impact.  

Nonetheless, the JFO does now have a Director in place who, based on qualitative evidence, is leading the 
office forward effectively.  

Lebanon Field Office (LFO): Evidence from the LFO suggest a change in behaviours and attitudes by a 
significant number of respondents.  

The LFO respondent sample included a number of focus groups with ―front-line‖ staff who were critical of the 
absence of a direct improvement in services but who were often able to cite specific instances when they or 
their colleagues had determined a new business process or way of working that enabled them to do things 
more effectively. The broader sample also revealed many people who often said that they ―thought about 
their work differently‖ because of OD. When further investigated, respondents would often describe a new 
found focus on business process 
improvements and continuous 
improvement.  

This is a remarkable achievement 
and may be due to the leadership 
within the LFO front office as well as other factors that enable the office to coalesce around refugee issues, 
e.g. the destruction of the Nahr al-Bared camp.  

This is especially relevant given the complex political situation in Lebanon regarding Palestine refugees and 
how this is reflected in political and other pressures within the camps themselves.   

Syria Field Office (SFO): While 
the sample size is too small to 
discern systemic changes in 
behaviours and attitudes, as was 
possible in the other Filed offices, 
qualitative evidence does indicate the potential for similar trends in that, when asked about effectiveness and 
impact, the majority of SFO respondents noted the improved FIP process as combined with a greater 
―openness‖ and a stronger and more frank rapport with supervisors and others. 

West Bank Field Office (WBFO): There were discernibly more negative views in the WBFO as compared to 
the other offices. The most frequently raised issue here was the lack of policies, procedures and technical 
instructions that could be used to guide implementation of various OD activities. 

Similarly to the JFO, there is no evidence of any fewer direct results in the WBFO although there does not 
seem to be the same behavioural and attitude shifts that occurred elsewhere. On the contrary, there are 
noted negative trends in this regard. While difficult to gauge, the level of frustration, disappointment, 
confusion and other negative behaviours and attitudes were considerably more apparent in the WBFO as 
compared to other offices. As in the JFO, this may be due to the absence and transience in senior 
leadership. It is also surely influenced by the labour disputes that have occurred in the office.  

While not a direct 
recommendation of this 
Evaluation, UNRWA should 
further appraise the 
organisational dynamics in 
WBFO and seek, through a 
committed communication 
strategy, ways to address these 
issues. 
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Which factors made a major contribution to the achievement or non-achievement of the OD 
objectives? (2.6)   

This evaluation discovered 10 frequently mentioned factors that contributed to OD‘s effectiveness. These are 
shown in the graph, including their frequency.  

Best practices and leading research would concur with many of these, particular the need for a strategy 
focused on results, a communications strategy and adaptive/ transformative leadership that can adapt to the 
different contexts that complex change management scenarios that emerged under OD.  

Some of the more pertinent factors are described below. (―Strategy/Planning/Results‖ and ―Communication‖ 
are particular foci of this Evaluation and so 
they are not dealt with here except to 
mention that a majority of respondents 
agreed with this conclusion. 

People: The fourth most commonly 
mentioned factor that contributed to OD‘s 
effectiveness was the mention of people who 
actively resisted related OD changes. As 
noted, some of these were in senior 
positions.  

However, this is a typical issue in many 
change management initiatives. The 
literature commonly describes ―champions‖ 
and ―resisters‖ to change as well as people who will ―wait and see,‖ typically the largest group and largely 
passive in the early stages of the change. This includes also those who have amassed political and resource 
capital that is at direct threat by the intended consequences; they have a great deal to lose in the change. 

37
  

In UNRWA, the prevalent response to these resisters was to wait until their contracts expired so that they 
could be dismissed. Many people stated this was the only available response and that ―some people would 
never change.‖ 

The literature on organisational dynamics and change management differs from this perspective. First, the 
literature makes note of 
the fact that the 
behaviours and attitudes 
one displays in the 
workplace are 
fundamentally different 
from those that are more 
integral to who one is; 
one‘s background, 
culture, morals and 
values. This implies that workplace behaviours and attitudes can change more readily than those more 
ingrained and natural to our ―whole‖ selves. 

Secondly, in describing successful change activities in large and small, public and private sector 
organisations,  one critical variable is the concerted effort the organisation and its leaders invest in engaging  
―resisters.‖ This is important because if one can convince the ―resister,‖ the one who has a lot to lose or who 
is simply set in their routine, or who ―has seen it before and it didn‘t work,‖ then their changed perspective 
and resultant behaviours  are a good validation of the change management plan and its intended results. 
Secondly, if one can convince the ―resisters‖, this stands as an effective way to convince those who have 
taken a passive stance to the change. It is the best way to shift them from being ―passive‖ to being active 
supporters of the change. 

                                                           

37 Among countless other sources, see: “Change through Persuasion,” David A. Garvin and Michael A. Roberto. Harvard Business Review, 2005; 

“Corporate Transformation without a Crisis,” Jonathan D. Day and Michael Jung. The McKinsey Quarterly, Number 4, 2000. 
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One will never be able to convince everyone. However, in the case of OD, evidence suggests that there was 
no organised and strategic approach to ―resisters‖. If so, this had negative consequences, mainly in that 
those ―resisters‖ mostly away from senior management positions, were able to capitalise on the growing 
impression that OD did not serve its intended purpose, to improve working conditions and services, an 
impression gained in the early Town Hall meetings and that was never actively corrected. 

This serves as another example of how a combination of poor change management practices combined with 
a deficient communications strategy negatively affected OD‘s effectiveness.  

Policies/Guidelines/Technical Instructions: A fair number of respondents stated that OD was not 
accompanied with sufficient policies, guidelines, and technical instructions that would enable managers to 
know with some precision what could and couldn‘t be done and exactly what level of authority they could 
assume. Organisations require some standardisation and public sector organisations need such instruments 
to ensure accountability, amongst other issues.  

Actually, there has been a great deal of progress in this area as a result of OD. Nearly every HQ department 
revised global and activity specific policies and guidelines and have, in many cases, developed manuals and 
other guidance to support implementation. Of course, these have been developed in parallel to many of the 
changes brought about by OD.  

This Evaluation concludes that respondents reaction to this is evidence of the risk associated with having 
one prevalent leadership style, in the case of UNRWA and OD, one that was communicative, participatory 
and empowering. As evidence suggest, this was the prevalent leadership approach with the DCG and CG 
and was evident amongst many other managers in how they developed and implemented changes. While 
this will resonate with some, others require more direct guidance and instruction to do good work. Effective 
managers adapt to these situations and individual needs.  

While the ―empowerment‖ that OD encouraged did support a great deal of OD‘s success, it also limited the 
potential of many who may not be naturally inclined to this approach.  

International/Area Staff: Tensions typically exist between national and international staff in field-based UN 
organisations. These tensions are often related to the disparity in pay and benefits and the transitory nature 
of many international posts.  

While evidence suggests that these tensions exist in UNRWA as well, there are additional factors in UNRWA 
that are contributing to this tension. This is partly due to the influx of new international posts under OD; there 
are simply more international staff members than in the recent past. Others stated discontent regarding the 
perception that international staff used resources that could  have been applied to improving services. Others 
stated discontent with a perception that experienced Area Staff were overlooked in favour of international 
staff members.  

As amply demonstrated in all of the qualitative evidence collected in this Evaluation, mostly from Area Staff, 
there is no singular behaviour or attitude, regarding OD or anything else. On the contrary, the diversity of 
perspectives, the nuance that individuals brought to bear on their analysis, the depth and profundity of many 
observations, demonstrates an expected diversity from a staff of over 29,000 persons.  

Recommendation #10: Develop a talent management system to develop and promote more area staff into 
senior management positions. Include a module in induction activities for international staff members on the 
diversity and talent of the Palestinian community. This is of particular importance given the current issues 
facing the Agency as related to OD. 

Budget: Some people stated that UNRWA‘s current budget situation negatively impacts OD‘s effectiveness. 
This is undoubtedly true from both a resource perspective and the associated malaise and apprehension 
some may feel due to this uncertain budgetary climate.  

At the same time, this Evaluation demonstrates that exceptional progress was made with minimal to no 
additional OD or other funding. Indeed, the pockets of dynamism that OD created in various parts of the 
organisation prompted people to discover and implement improvements in their work that have certainly 
saved time, money and other resources.  

Politics: While the geo-politics and regional politics that influence UNRWA did come up often, this was 
rarely attributed to OD‘s effectiveness. 
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Efficiency  

To what extent have OD funds been spent efficiently and presented a good value for money? (3.2) 

It is not possible to actual calculate return on investment (ROI) for the cost of OD because there has been no 
attempt to calculate ROI or cost/benefit. Nonetheless, some comparative evidence is worth mentioning.   

To date, OD has spent US$20,414,739, of a total pledged amount of US$24,345,304. These costs can be 
broken down into the categories, noted in the table below.  In addition, there are US$3,197,473 in committed 
expenses that have not been registered in the Agency‘s financial management system, thus leaving a 
balance of OD related funds at US$139,449.

38
  

Given that related donor pledges were made based on the 2006 – 2009 OD Plan, this represents 2.5% of 
UNRWA‘s total regular budget of US$955,371,000 for the 2006 – 2007 Biennium, or less 1.2% of UNRWA‘s 
total regular budgets for the 2006 – 2007 & 2008 – 2009 Biennium.

39
    

This table illustrates that the majority of OD funding was used for ―Special Service Agreements‖ with 
consultancies (32% of total), Staff Costs (27%) and ―Training‖ (18%). These are briefly explored below. 

Very few reasonable comparatives exist for this type of management reform expenditure. There are figures 
from the private sector that claim that 5% of direct budget costs is a fair figure for the cost of change 
management, although this often includes the implementation of an ERP system.  

A study conducted at Cornell University regarding cost/benefit 
of change management programmes had an average 
investment of US$526 per employee but that those 
programmes that spent, on average, more than US$1,000 per 
employee had a much higher degree of success as based on 
the ability to meet expectations and for over-all satisfaction 
and commitment to the new strategy, among other 
indications.

40
 Based on this, OD expenditures are within this. 

UNHCR, that has conducted significant management reforms 
over the same period, established a Change Management 
Section and an Organisational Development and 
Management office whose combined 2008 budget was 
US$4,839,000, or almost 3% of UNHCR‘s Programme 
Support and Management Administration at Headquarters 
costs. It is reasonable to expect that the overall UNHCR 
reforms cost more than this. OD expenditures are within this. 

Yet, change programmes can include so many different types 
of activities that comparative analysis is inherently 
problematic. Most organisations conduct some form of cost-
benefit and return on investment (ROI) analysis when they 
are preparing to invest in substantive organisational changes. 
They make carefully calibrated calculations about how much 
efficiency or productivity (calculated as total cost savings) 
may be achieved from any business process improvement, consultancy costs, or, although much more 
weakly, training and development costs. This includes countless public sector and humanitarian-based 
projects, as noted.  

This was not the case in UNRWA. Of course, this level of cost-benefit, ROI analysis is difficult in many 
humanitarian and emergency response organisations. Their ―service‖ is inherently complex and this makes it 
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 These committed resources have not been included in our analysis as some are still pending final decision and others are not relevant to the 

overall analysis, e.g. the funding for this OD Evaluation. 

39
 “Report of the Commissioner General of the United Nations Relief and Works Agency for Palestine Refugees in the Near East: Programme Budget 

2006 – 2007; . . . .Programme Budget 2008 – 2009.” General Assembly, (A760/13/add.1) & (A/62/13/Add.1) 

40 Becker, F., Tennessen, C., and L. Dahl, Managing Workplace Change. Cornell University International Workplace Studies Program (IWSP), 1997. 

Activity Cost 
% of 
Total 

Staff Costs 5.430.140 27% 

Special Service 
Agreement 

6.631.067 32% 

Other Contractual 
Services 

1.269.907 6% 

Training (Consultants 
Costs & Participant DSA) 

3.673.155 18% 

Travel 1.191.799 6% 

ICT 1.900.561 9% 

Equipment & Supplies 134.317 1% 

Telephony 10.747 0% 

Advertisement 51.015 0% 

External Audit Fees 63.580 0% 

Other   58.451 0% 

TOTAL: US$20,414,739 
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complicated to measure value. For instance, how does one measure the ―value,‖ in clear quantitative terms 
of counsel and advocacy to ministries?

41
   

However, in the case of UNRWA, its comparatively static and tangible services facilitate this level of analysis. 
UNRWA can use ―cost per pupil‖ or ―cost per patient‖ benchmarks, amongst countless others, and lock these 
against quality assurance standards. They can then conduct cost-benefit analysis and establish expected 
rates of return. Cost savings are more straight-forward as it is relatively simple to measure opportunity cost 
savings, e.g. the staff time saved, as well as material and other financial savings.  While some progress is 
noted in this regard, especially as related to UNRWA‘s 2011- 2015 Education Reform, overall this level of 
analysis should be strengthened. 

Special Service Agreements & Other Contractual Services 

Special Services Agreements and other Contractual Services constitute the largest OD category, with a 
combined US$7,900,974 cost or 38% of the total. While again, no actual ROI exists nor reasonable 
comparatives, one may understandably question this prevalence of consultancy spend.  

Some of this is due to the fact that the original consultancy hired to do the Post Classification, Birches, was 
changed through no fault of UNRWA‘s to the Hay Group during the 2006 – 2009 OD Budget cycles. The OD 
consultants also cost approximately $US550,000 in the same period.  

Again, while difficult to ascertain the actual efficiency associated with using third party consultants, there are 
precedents within the UN system and government agencies of deferring to in-house resources and to hiring 
specific persons who have the necessary expertise to conduct such management reform. This was also 
done in certain respects in OD with the HR Change Manager and other posts. However, these are weighed 
against the overall use of consultancies for pertinent strategic and technical counsel.  

Staff Costs 

OD provided budget for the hiring of several staff members. The primary funded posts are included in the 
table to the right. 

Some of these were necessary for general operations, like the 
PSO (WBFO) and the RSS PRP Officer. The DCG Special 
Assistant and AdCom Secretariat officer were investments 
toward strengthening the Executive Office and are reasonable 
given that this Evaluation recommends a further strengthening of 
this office. The Director of HRM is directly related to OD in that 
HR was separated from Administration as part of OD and given 
the primary OD Lever of Human Resource Management. Based 
on UN comparatives, standard salaries and packages were 
provided to these staff members.  

As noted above in relation to consultancies and as related to 
conclusions regarding the Executive Office, it may be concluded 
that additional staff members may have been reasonably 
expensed through OD. This would have the additional benefit of 
building internal capacity that is often absent in the use of third 
party consultancies.  

Of course, the issue remains that posts funded from a source like 
OD may not be moved to the normal operating budget. Yet, this 
was often not the case in OD and, in general, the supplementary 
funding of posts does provide evidence for later decisions to 
make such posts more permanent.  
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 In a rather misguided example, FAO knew that they could not measure value by whether or not Ministries heeded FAO’s advice because their 

advice may have enabled Ministries to make sounder albeit different decisions. So, they launched an ROI initiative to measure the actual number of 
publications that were requested by Ministries as a potential measure of value. In a more current example, the MDGs are a way of measuring value 
and yet even these may have prompted many humanitarian organisations to shift resources away from the bottom quintile, the hardest to reach, 
instead focusing on communities that could pass the various MDG thresholds with minimal investment.  

Director, HR 

Spokesperson 

Field Programme Support Officer, West 
Bank 

Field Programme Support Officer, Jordan 

Field Programme Support Officer, Lebanon 

Field Programme Support Officer, Syria 

Field Programme Support Officer, Gaza 

RSS Monitoring and Evaluation Officer 

Health PRP Officer 

Special Assistant to the DCG 

Senior Fundraising Executive (Arab States) 

HR OD Programme Officer 

OD Programme Officer 

Chief, Investigations Division 

Chief, Ethics Office 
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LMDP 

The LMDP included 134 participants and cost a total of US$1,498,547, or about 7% of total OD costs. 

According to the LMDP‘s ―Final Report,‖ the average cost per trainee per year was US$3,755.
42

 As this 
report sites, a similar 10 day workshop conducted by the UN on Leadership and Skills costs US$4,880 per 
person, excluding travel and accommodation. In 2006, UNHCR spent approximately US$1,123 per staff 
member for their for their Management Learning Programme and their Organisational MLP, although these 
courses required fewer days than UNRWA‘s LMDP. 

43
 These comparatives indicate fair value for money. 

Using a commonly used comparative, the American Society for Training & Development includes analysis on 
average annual expenditures for learning and development. Their 2005 ―State of the Industry‖ report 
determined a range of US$955 to US$11,554 average annual expenditure per employee.

44
 UNRWA‘s 

investment is within this benchmark as well.  

Similarly, a Masters of Business Administration programme at INSEAD, a standard comparative for learning 
and development costs for mid- to senior level executives, costs US$748 per day, including tuition and 
accommodation. This comparative is broadly used for learning and development costs because delivery of 
academic programming, on the whole, is actually commensurate with private consultancy costs.  

These comparatives, as well as the growing base of information provided by the United Nations System Staff 
College, demonstrate that the LMDP‘s costs are in-line with standard comparative costs.  

Additional Training Costs 

While the precise figures for these additional training costs were not clear given the documentation provided 
by UNRWA as part of this Evaluation, a broad review of these costs indicate that reasonable return on 
investments were achieved.  

Recommendation #8: Using in-house resources, conduct a cost-benefit survey of all business process 
improvements and other activities that may have resulted in efficiency and/or productivity gains under OD. 
These should be conducted by individuals, giving them a simple form that asks them to estimate the costs, 
including the time they spent on changing the process (by average number of hours per week), and the 
benefit (how many hours, on average per week) of their and other people‘s time that were saved and what 
material and other savings may have resulted. These examples should be collected and reviewed by Field 
Directors and the Executive Office, eliminating duplications or poor analysis, and then determining activities 
that potentially had the best return on investment.  

This analysis is not intended to be exceptionally detailed or fundamentally and precisely accurate. Instead, it 
is meant to determine a good indicator of what worked and what had the best ROI. Furthermore, this will 
enable the organisation to shift toward a way of working that includes cost benefit analysis and ROI in what it 
does. In the same way that the organisation has created a new organisational dynamic regarding business 
process reengineering and continuous improvement, so too will this support a shift toward cost-benefit 
analysis. This will be further facilitated, although differently, by UNRWA‘s move to Activity Based Costing 
(ABC). 

 

                                                           

42 “UNRWA’s Leadership Management and Development Programme (LMDP) Final Report,” November 2010. 

43 “Biennial Programme Budget 2008-2009 of the Office of the United Nations High Commissioner for Refugees.” General Assembly, 

(A/AC.96/1040); 12 September 2007. 
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 “ASTD 2005 State of the Industry: Trends in Workplace Learning & Performance,” B. Sugrue, R. J. Rivera... ASTD (www.astd.org), 2005.  
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31 | P a g e  

 

Evaluation of UNRWA’s Organizational Development (OD) 

Final Report 

Impact 45 

To what extent has UNRWA achieved the overall OD objective of strengthening internal capacity to 
serve Palestine refugees more effectively? (4.1) 

As has been noted throughout this 
Evaluation, OD has had a significant 
impact on the organisation. In fact, 
evidence suggests that, overall, the 
potential is that OD will have a 
sustainable and positive long-term 
impact on UNRWA and how it serves 
Palestine refugees. This could have 
been improved by the issues noted 
throughout this Evaluation. In 
addition, UNRWA should take 
immediate steps to ensure that the 
positive impact can be sustained.  

As the graph demonstrates, a 
majority of respondents did believe 
that OD strengthened UNRWA‘s internal capacity. This, despite the fact that the same respondents 
expressed frustration with the lack of a strategy focused on results, implementation issues, 
miscommunications and what many saw as a failure to achieve perceived OD intentions of increased 
individual benefits, better working conditions, and improved services overall.   

OD achievements are at a tipping point. A number of business processes have been improved, and the 
systemic changes of down-stream empowerment and changes towards rationalised resource use have been 
set in motion. These achievements need to be consolidated and further developed. 

To what extent has UNRWA achieved the objectives of the components of “Maintaining the 
Momentum of Sustaining Change” and “Managing Risks” that were later included in OD during the 
implementation of the Plan? (2.4) 

While included under Effectiveness, the issue of ―Managing Risks‖ is better addressed here. In 2007, the 
Agency did conduct a risk assessment of OD. This presented 39 risks that could negatively impact OD.  

Some of these risks have now manifest into conditions that negatively impact the Agency‘s current needs for 
additional management reform. Some of these are worth noting: 

46
 

  Notes 

 

8.Strategic reflection on sensitive issues 
generates tensions among stakeholders 
that undermine Agency’s credibility 

Evidence suggests that there are increased tensions between some 
stakeholders and the Agency because of the lack of a substantive response to 
issues put forward regarding the expected results of OD and the inherent 
risks, like those so noted in this table. There is no evidence that this has 
impacted UNRWA’s “credibility” overall. 

10.No demonstrable improvement in the 
quality and quantity of services for 
refugees 

While the original aim does refer to “internal capacity,” evidence suggests 
that there have been no substantive material improvements in services and 
this is a source for conflict and poor morale amongst various staff who 
understood OD as directly related to improving work conditions and services. 

19.Key initiatives (on which others 
depend) fail initially or are delayed 

The delay in the Post Classification and Compensation Management system 
have caused organisational dynamics that threaten additional management 
reform initiatives and may lead to the delay of the ERP system until these can 
be suitably addressed. The delay of the ERP system, of course, presents 
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 Additional evaluation questions are answered in the “Evaluation Matrix” included in the Annexes. 
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 “OD Process: Risk Analysis and Management,” UNRWA. Presentation to the Advisory Commission, 28 February 2007. The complete table is 

included under “Managing Risks” in the Annexes.  
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additional risks that should be evaluated against this new context.  

20.Key OD staff leave or lose confidence Some key staff members with proven management and leadership 
capabilities to lead in the “space” OD created have left.  

23.Inadequate OD capacity to drive the 
OD process 

Overall, the lack of a strategic plan focused on results and communications 
strategy, amongst other issues, indicate that many of the negative impacts 
are due to a lack of capacity to drive the OD process.  

24.Inadequate planning, coordination, 
monitoring 

No strategic implementation plan exists and this, amongst other issues, 
contributed to inadequate planning, coordination and monitoring.  

26.Inadequate communication with the 
staff on the OD process or conflicting 
messages from key managers 

This is well documented throughout this Evaluation.  

27.Failure to deal promptly with obstacles 
and resistance 

Evidence suggests that there were inadequate mechanisms in place to 
address obstacles and resistance and that these were largely left to natural 
attrition, in the case  of resisters, and to revised plans, e.g. obstacles were not 
adequately addressed.  

28.Slow progress in OD and lack of visible 
benefits to front-line workers demoralises 
staff 

Evidence suggests that there were no mechanisms in place to demonstrate 
visible benefits to front line staff, whether these were or were not achieved.  

29.Unrealistic expectations concerning the 
compensation initiative, leading to 
significant resentment 

See 19 above. 

30.Perceptions that any new 
classification/compensation system is 
being implemented unfairly 

See 19 above. Many respondents in this Evaluation cited issues related to this 
issue as being “unfair” and “unjust”.  

31.Lack of improvement in management 
and career support, leading to 
disappointment 

See 19 above. 

32.Empowerment of managers without 
adequate strategic and policy frameworks, 
guidance, monitoring and oversight 

Evidence suggests that the “communicative, participatory, engaging and 
empowering” prevalent leadership style (communicative, participatory and 
empowering) did resonate with many managers but others required a more 
pragmatic policy and oversight approach to do good work.   

34.Managers unwilling to assume 
decision-making authority 

See 32 above. Evidence suggests that it is not most often a matter of 
managers being “unwilling” to assume decision making authority but that, 
instead, they did not have enough guidance to understand the extent of their 
authority in some instances.  

36.Fields go their own way, developing 
separate entities …. 

Evidence suggests that this occurred to a certain extent in the GFO.  

37.Top management loses energy and 
determination 

Evidence regarding the Executive Office demonstrate that this may be the 
case although specific causal links are difficult to determine. This Evaluation 
does conclude that, comparatively, the Executive Office is understaffed and 
should be strengthened.  

39.Managers (HQ and Fields) unable to 
adjust, to learn new roles, build new skills 

See 32 above.  

 

These risks are examined here as a way of demonstrating some of the foreseen impacts associated with 
OD. As some of these have manifest, they now present issues that should be addressed going forward.  

It may be noted that an additional risk assessment may be conducted with a focus on the pending ERP 
implementation, the implementation of the Post Classification and Compensation Management systems and 
other management reforms being considered currently.   

 



 

 

 

33 | P a g e  

 

Evaluation of UNRWA’s Organizational Development (OD) 

Final Report 

Sustainability 47 

While specific Evaluation Questions related to sustainability are answered in the Evaluation Matrix in the 
Annexes, there are some aspects of sustainability that should be addressed here. 

This Evaluation interprets ‗‖sustainability‖ as the capacity of UNRWA to build on the positive OD 
achievements and eliminate, or at least considerably mitigate against, weaknesses and threats to a  
stronger, more effective and more efficient organisation that serves Palestine refugees.  

Many of the changes brought about by OD include new systems and methods for operating. As reviewed in 
this Evaluation, these included best practices and models that are used in many UN organisations, in the 
public sector, and beyond. There is no reason to believe that these cannot be sustained. Some may be 
strengthened or ―elevated‖, as in the case of the RBM,MTS and HIP/FIPs.  

Additional behavioural and organisational dynamics that emerged from OD may also be sustained. This 
includes evidence that suggests a widespread shift in behaviours and attitudes regarding business 
processes and continuous improvement. It is expected that this will be supported through the continued use 
of the MTS and affiliated HIP/FIPs, amongst other issues. The Agency may seek additional ways to sustain 
this change.  

This Evaluation does note a considerable degree of discontent regarding the lack of improved individual 
benefits, work conditions, and services. While these were not directly addressed by the overall OD strategy, 
they have emerged as an organisational dynamic that could impede future management reforms. 

Respondent Expectations Regarding Next Steps 

Nearly all respondents were given 
the opportunity to suggest ―additional 
measures‖ to further sustain OD‘s 
changes.  

As the graph demonstrates, most 
respondents believed that effective 
leadership and management, 
communications across the 
organisation, and improved strategy 
and planning that focus on results 
were the most critical elements 
moving forward. 

This Evaluation makes similar 
conclusions as based on collected 
evidence and best practices and 
leading research.   

 

To what extent are the changes brought about by OD embedded in the mindset of and supported 
by UNRWA’s staff at different levels? (5.1) 

As noted throughout this Evaluation, there are significant signs that a great deal of the changes brought 
about by OD are ―embedded in the mindset‖ of staff members at different levels. In fact, evidence suggests a 
discernable shift in behaviours and attitudes regarding ―change,‖ as it is related to OD, and in how people 
view their roles and their work. This is most apparent in more senior positions where there was direct 
involvement with OD initiatives.  

Conversely, evidence suggests that there is not widespread support for OD because of a perceived intent 
that it would include improvements in individual benefits, working conditions, and services overall. As noted, 
this should be addressed going forward to ensure the sustainability of gains and to support further reforms 
going forward.  
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 Additional evaluation questions are answered in the “Evaluation Matrix” included in the Annexes. 
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To what extent is UNRWA expected to be able to sustain the positive changes brought about by 
OD given its organisational and management structure, internal systems, financial and political 
environment, organisational culture and cooperation with external partners? (5.2) 

Each of the issues in this question are described in brief: 

Organisational Management Structure: Overall, the management structure has been improved under OD 
with the inclusion of a range of functions and people, not least amongst them the separation from HR into a 
single department, the development of external communications and the spokesperson‘s office, and the 
developments within the PCSU, amongst others. These correspond to best practices and common 
management structures. These changes will surely support the positive changes brought about by OD and 
continue to support additional reforms going forward.  

Internal Systems: As noted throughout this Evaluation, many internal systems and procedures have been 
improved under OD, often exceeding original aims and done with exceptional efficiency, e.g. the changes in 
overall financial management.  

The impending implementation of an ERP system presents challenges in the current environment, as noted. 
While there are communicative and behavioural issues that may be addressed to ensure an effective ERP 
implementation, there may also be changes in the ways people relate to internal processes that will actually 
support the ERP implementation. All the evidence that indicates shifts in behaviours and attitudes toward 
business process improvement and the practical experience many staff have had in engaging in this type of 
work may indeed support the similar types of activities included in an ERP implementation.  

Financial environment: A first challenge concerns the UNRWA funding cycle. The cycle has a number of 
implications that may impede management reform: 1) It creates insecurity amongst many as to the capacity 
of the Agency to continue to meet its mandate; 2) It limits the merits of the HIP/FIP planning structure 
because it is based on certain funding assumptions that may or may not come true; and, 3) It impairs multi-
year planning.  

A second challenge relates to project funding. Project related funding creates, or is seen to create, 
competition between the General Fund and project funding, and thereby amongst the fields and between HQ 
and field. Proliferation of projects is mentioned by respondents as creating tension between ―regular‖ work 
and project work which is often difficult to arbitrate or accommodate. Given UNRWA‘s specific mandate and 
service delivery, project oriented funding, while always desirable, does distract funding sources from the 
Agency‘s operations overall that may, in turn, impede he expected results of many projects. While the 
dynamics associated with donations for projects is well known, the dilemmas in this do impact the 
sustainability of additional reforms.  

The third challenge concerns the international constraints of public funding overall. This induces, or is seen 
to induce,  donors to become more thrifty and demanding in terms of demonstrable expenditure efficiencies 
and effectiveness at UNRWA. Although this stimulates UNRWA to strengthen the rationalisation of its 
resource use, it also leads or is seen to lead to pressure to reduce the UNRWA budget at a time that the 
demand for and the costs of the Agency‘s  services are rising. As noted in this Evaluation, strategies focused 
on results and sufficient cost benefit and internal rate of return analysis are not intended, in this case, to 
achieve significant cost savings overall. Instead, they are required to produce sufficient management 
discipline that ensures that the minimal resources available leveraged appropriately.    

Political environment. Like donors, host countries are constrained by adverse financial and economic 
conditions. Evidence suggests that services which some hosts were prepared to share with UNRWA are 
increasingly being questioned in the current financial environment.   

The internal political situation in host countries perhaps contributes to an overall apprehension with regard to 
possible changes in UNRWA services. In many cases, Palestine refugees represent a significant proportion 
of host country populations and unrest in the refugee communities may extend to national populations with 
potentially significant political implications.  

Finally, political turbulence such as currently in Gaza, the West Bank and Syria tends to disrupt regular 
service delivery, may cause unrest in the refugee communities, and may adversely affect the speed and 
reach of UNRWA‘s internal reform processes. 

Organisational Culture: An appropriate evaluation of ―organisational culture,‖ or more appropriately called 
―organisational dynamics, is not possible given the remit of this Evaluation.  Nonetheless, as is common with 



 

 

 

35 | P a g e  

 

Evaluation of UNRWA’s Organizational Development (OD) 

Final Report 

change management at the scale of OD, the organisation‘s dynamics have changed. As noted, some of 
these will support additional reforms, like those associated with business process improvement, while others 
may impede change, like the increased frustrations many expressed regarding the lack of tangible increases 
in individual benefits, work conditions and services overall.  

Cooperation with external partners: As noted throughout, significant improvements were made in the 
cooperation with external partners, including the Advisory Commission and the developments within External 
Communications and the Spokesperson‘s office. While these may lead to more complicated relationships 
overall, they will prove useful to the organisation by broadening the engagement and insights that can be 
brought to bear on UNRWA‘s operations.  

 

Conclusion 

UNRWA is a stronger organisation now because of OD but it also stands at a tipping point that could be 
detrimental to gains made thus far. It has implemented critical business processes and systems, including 
substantive ICT investments, and a wide range of staff across the organisation are more engaged with their 
work, with the Agency, and they are more committed to continuously improving their work going forward. 
These are remarkable successes.  

Yet, the absence of a strategy focused on results and the lack of a communications strategy, combined with 
specific deficiencies in the stated OD Plan including the delays in the Post Classification and Compensation 
Management systems, create a set of organisational dynamics that should be addressed. 

UNRWA, as some have remarked, was quite bold in assuming such a complex and comprehensive change 
management programme. This Evaluation demonstrates a range of things they could have done differently. 
Yet, the organisation as a whole is surely stronger and capable of adapting and improving the way they 
manage additional reforms going forward.  

 

Recommendations  

The following recommendations are all seen as critical for UNRWA‘s ongoing success as related to any and 
all management and other organisational development. We do think that the order in which these are 
addressed will enable greater success. Thus, we have described this related conditionality as appropriate.   

1. Recommendation: UNRWA should create a permanent Internal Communications function reporting 
directly to the DCG. This function would craft communications strategies, support communication related 
initiatives at the field level, e.g. the HR Portal in Gaza, support HRM in relations with the Area Staff 
Union, and develop internal messages, reports, and related materials designed to keep staff abreast of 
internal developments and to engage them appropriately in change and reform activities.  

This is of considerable importance and may take precedence to other noted Recommendations (# 3, 4 
& 5) as this function should prove critical to these other initiative’s success.  

2. Recommendation: Expand the Executive Office to include an additional Deputy Commissioner General 
(DCG) to share the responsibilities currently delegated to the DCG. This may include a split between 
―management‖ and ―programmes‖. This would conform with comparative evidence from the UN system 
and would allow for greater focus on continued management reform and organisational development, 
amongst other issues. It should be noted that this recommendation is based on just such comparative 
evidence rather than any assessment of the current skills mix or potential gaps in the Executive Office. 

Ideally, this would be established before further management reform including the ERP implementation. 

3. Recommendation: UNRWA should prioritise the implementation of the new model for the Post 
Classification and Compensation System. It should be accompanied with a communications strategy 
that adequately explains the new system, the rationale for the changes, the impact in terms of salary, 
benefits, promotion, career development, for individuals, and that positions the delay in ways that 
enable most staff to appreciate the issues and to support the actual implementation. This 
communications strategy is of considerable importance given that it may not be accompanied with 
increased benefits for staff overall. It is expected that this will be done with sufficient quality standards. 

Ideally, this would be after an internal communications function is established, Recommendation #1.  
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4. Recommendation: As so noted, UNRWA has prioritised the development and implementation of a 
performance management system for all staff members while ensuring that there are sufficient links to 
individual work plans that, in turn, are linked to the MTS and HIP/FIPs. By finalising this overall 
framework, UNRWA will have a sufficient way of ensuring accountability and appropriate development 
of staff. While there are indications that the implementation of the performance management system to 
date has been  relatively smooth, this may not be the case when rolled-out to all staff members. Ensure 
that there are comprehensive communications and training and development strategies in place, 
especially for supervisors, to accompany this.  

Ideally, this would be after an internal communications function is established, Recommendation #1.  

5. Recommendation: The Evaluation strongly cautions the Agency about the change management 
implications of implementing a new ERP system This Evaluation therefore recommends that the 
Agency  diligently consider the timing, strategy, and necessary resources for the ERP implementation 
as based on common risks that impede successful ERP implementation and on some of the 
organisational dynamics that have emerged during the period of OD. Any ERP implementation should 
include a comprehensive communications strategy as well as an effort to understand how the shift in 
behaviours, attitudes and skills associated with business process improvements may support the ERP 
implementation. 
 
UNRWA may wish to further consider the overall resources needed for the ERP implementation, 
calculating the necessary opportunity and third party costs as well as a precise calculation of the 
expected value in terms of productivity/efficiency gains that the ERP system may provide. These return 
on investment calculations can then be compared with other Agency needs and provide the basis for 
decision making as to what is likely to produce the most effective increase in services, amongst other 
considerations.  
 
This recommendation does not suggest an indefinite postponing of the ERP system. There is sufficient 
evidence that this should be undertaken and certainly prior to 2014 when RAMCO will no longer be 
maintained. Such a long-term postponing would raise unnecessary risks. This recommendation instead 
emphasises the diligence that the Agency takes to ensure that the implementation is successful and 
that it pays particular attention to the issues that surfaced in this Evaluation in relation to OD, 
specifically the need for clear measures of intended results and a comprehensive communications 
strategy.  

This diligence should be coupled with the development of an internal communications function that 
should be in place prior to the ERP implementation. It should also be coupled with Recommendations 
#8 & #9 below.  

6. Recommendation: Strengthen overall strategic planning and development to ensure that initiatives are 
based on measurable results and cost/benefit analysis, as possible, and supported with comprehensive 
implementation plans. The framework for this largely exists within the MTS and HIP/FIPs. To further 
complement this achievement, elevate the Programme Coordination and Support Unit to a Planning and 
Policy Directorate that is the most likely function to support such strategic planning. Some of its 
responsibilities as balanced with field operations are described in the section related to the PCSU.   
 
It may include a planning, policy and strategy analysis function. This will provide the appropriate 
exposure while ensuring that the PCSU builds on its successes to date while ensuring that RBM  (MTS, 
HIP/FIPs, and Individual Work Plans) are fully operational. 

This is not necessarily contingent upon other Recommendations although it to ma benefit from being 
done after an internal communications function is established, Recommendation #1. 

7. Recommendation: This Evaluation supports additional in management reform, or ―Management for 
Results,‖ but it contends that the approach to such must be strengthened in the ways mentioned above. 
This includes a clear analysis on exactly how any such reforms are expected to have measurable 
results on efficiency/productivity as related to service levels. Any such results indicators should be 
quantitative in nature, e.g. precise cost savings as related to efficiency or productivity gains as well as 
indicators that measure subsequent service level improvements. Stakeholders should be prepared to 
consider revised proposals that have direct links to UNRWA‘s Medium Term Strategy and that include 
such cost/benefit analysis as related to service delivery. 
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This is of distinct importance and may require the initiation of Recommendation #9 below although this 
is not an automatic contingency. It is not clear that in-house capacity exists for this level of analysis. If 
not, this may be contingent upon developing such in-house competency and/or relying on third party 
assistance in the first instance. Any use of third party assistance should be coupled with planned and 
practical development of in-house capacity as this should be a core skill of any staff members 
associated with developing and implemented management reform, amongst many other areas.  

8. Recommendation: Using in-house resources, conduct a cost-benefit survey of all business process 
improvements and other activities that may have resulted in efficiency and/or productivity gains under 
OD. These should be conducted by individuals, giving them a simple form that asks them to estimate 
the costs, including the time they spent on changing the process (by average number of hours per 
week), and the benefit (how many hours, on average per week) of their and other people‘s time that 
were saved and what material and other savings may have resulted. These examples should be 
collected and reviewed by Field Directors and the Executive Office, eliminating duplications or poor 
analysis, and then determining activities that potentially had the best return on investment.  

This analysis is not intended to be exceptionally detailed or fundamentally and precisely accurate. 
Instead, it is meant to determine a good indicator of what worked and what had the best ROI. 
Furthermore, this will enable the organisation to shift toward a way of working that includes cost benefit 
analysis and ROI in what it does. In the same way that the organisation has created a new 
organisational dynamic regarding business process reengineering and continuous improvement, so too 
will this support a shift toward cost-benefit analysis. This will be further facilitated, although differently, 
by UNRWA‘s move to Activity Based Costing (ABC). 

This is considered an ongoing activity and should be done as part of overall organisational development 
and the building of in-house capacity. As such, it is not contingent upon other recommendations.  

9. Recommendation: The UNRWA management team should investigate leading management theory 
that demonstrates that people in senior leadership positions should not rely on a singular, default 
approach to management and leadership. Going forward, they should consider what type of 
management and leadership approach is needed to achieve expected results and ensure that they can 
deploy such approaches accordingly. 

While most managers do have certain styles and approaches that are ―comfortable‖ or more ―natural‖ to 
them these should be combined with the development of specific skills in other areas that will enable 
them to choose and deploy the management and leadership approach demanded by the context—not 
simply the one they may do best. In some contexts, a leader must be directive, authoritative and 
focused on tangible results. In others, as was prevalent in OD one need to be communicative, 
participatory and empowering. Senior managers know what approach is required and have the skills to 
deploy the need approach.  

This is specifically relevant to OD because while the prevalent leadership and management was likely 
the best one for the Agency at the time, the communication issues noted above indicate that a more 
directive, strategic and results oriented approach could have been deployed. Evidence from the 
previous and current Senior Managers indicate that the ―communicative, participatory, and empowering‖ 
styles was what they used naturally and that it was not a ―strategic decision‖ at to deploy this style.   

This is considered an ongoing activity and as such not contingent upon other recommendations.  

10. Recommendation: Develop a talent management system to develop and promote more area staff into 
senior management positions. Include a module in induction activities for international staff members on 
the diversity and talent of the Palestinian community. This is of particular importance given the current 
issues facing the Agency as related to OD. 

This is considered an ongoing activity and as such not contingent upon other recommendations.  
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Evaluation Matrix 

This section provides answers to Evaluation Questions not directly answered in the Main Report.  

As with all Evaluation Questions, responses are  based on collected evidence and analysis that triangulated 
data sources against qualitative, quantitative, and documentary evidence, and best practises and leading 
research brought forward by the Evaluation. These answers are not meant to be exhaustive. Instead, they 
represent the overall conclusions as based on available evidence and analysis.  

 

Relevance 

1.1 In light of factors such as UNRWA’s political and financial working context, to what extent was 

OD the right response to the challenges that the Agency faced when launching it? 

In the introductory chapter of the OD Plan, the need for OD is argued as follows, quoting from the MTP:  

“Education and health facilities in many areas are overcrowded and under-equipped; installations are in 
urgent need of renovation and/or reconstruction, and staff development requirements have been left 
unmet. Refugee homes and the infrastructure in their communities are in a dilapidated condition.    
UNRWA is overburdened by the demand for its services and conditions in many refugee camps - where 
almost one third of all refugees (1.3 million persons) live - are squalid. An increasing number of refugees in 
need are falling through the gaps in service provision, either on account of failing to meet strict eligibility 
criteria for certain services, or because they live in rural areas where access to services is restricted. Any 
further decline in the quality and availability of UNRWA's services could threaten the long term human 
security and human development of Palestine Refugees.”  

On the grounds above, the answer to the first question must be:  Yes, it was relevant as the organisation 
surely needed to reform its management practices for various reasons; this is supported by various sets of 
evidence. 

1.1.1 Was OD the right response to the challenges faced by the Agency at the time when it was 

launched? 

As based on the Geneva Conference, DfiD appraisal report, Vienna Conference, and other indicators of the 

challenges the Agency faced, yes, OD was  a right response to the challenges at the time. However, the 

overt “inward” focus of OD was somewhat removed from the four areas addressed at the Geneva 

Conference. Additional actions may have been taken that would have focused on programmatic change 

and services sooner. 

1.1.2 How did UNRWA set its goals  and then set about to achieve those goals? 

As noted in this Evaluation, the goals that UNRWA set out as part of the 2006 – 2009 Plan were output 

related, associated with specific initiatives whose individual and collective impact were not clear. Evidence 

suggests that these initiatives were chosen through regular consultations wherein participants were invited 

to submit proposed initiatives; it is not clear whether any standardised evaluation criteria were used to 

then select and prioritise initiatives. Evidence suggests that many initiatives were chosen because of the 

“antiquity” of existing business processes or because there existed new technologies and systems that 

could replace these older systems. No evidence suggests that these were evaluated as based on efficiency 

or productivity gains, cost/benefit, or rate of return.   

1.1.3 What factors were most relevant to the inception of OD? How did these support the planning and 

initial development of OD? 
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Evidence suggests the most relevant factors were the outcomes of the 2004 Geneva Conference, the 2005 

DfID appraisal, a willingness on the part of select donors to support management reform, and leadership 

within the DCG and CG offices that were willing to undertake such complex change. This is described in the 

Main report and in the Data & Analysis Report.  

1.1.4 Did those factors change during OD's implementation? If so, how did this effect OD's relevance? 

Donors have experienced constrained funding conditions as due to the global financial crisis, amongst other 

issues. This, combined with the growing need to demonstrate results across international cooperation and 

development, has meant that various stakeholders have demanded more diligent strategic and results-

based analysis. In addition, the promotion of the DCG to CG and the prolonged nomination procedure may 

have contributed to the oversight and management of OD.  

 

None of these effected OD’s overall relevance but instead heightened the focus put on results. This 

Evaluation contends that, from a change management and performance perspective, a strategic focus on 

results could have been in place from the beginning. Sufficient methodologies and tools have existed far 

before the design of OD for the cost benefit  and social and financial rates of return for complex social 

development projects. In addition, best practices and research on effective change management are readily 

available and voluminous enough to address the unique features that exist in UNRWA.   

1.1.5 Were there factors that were overlooked or others that emerged during OD implementation? How 

were these factors addressed?  

See Evaluation Matrix questions 2.6, 2.7 & 4.2 below. 

1.2 To what extent were the objectives of the OD Plan in line with the culture of change and with the 

recommendations of the Geneva Conference 2004?  

The OD concept and the configuration of the OD Plan do not necessarily match the Geneva Conference. OD 
focused on management and business reform efforts rather than specific programmatic reform as 
highlighted in the Geneva Conference. This was a conscious decision by senior management based on the 
perception that the issues in the OD plan be addressed first before any programmatic reform could be 
addressed. It was always recognised that programmatic reform would need to follow OD as is the current 
focus of UNRWA reform activities.  

1.2.1 To what extent were the objectives, as set forth, realistic and achievable given political, financial 

and other factors?   

Given that many of the objectives were actually exceeded and that many initiatives arose during OD that 

were pursued and implemented, it does seem that the objectives were largely realistic and achievable. 

Qualitative and other data support this.  

1.2.2 Were the objectives aligned with the Medium Term Plan in ways that created relevant strategic 

synergies? What examples exist  of relevant strategic synergies between the Medium Term Plan 

and OD ? 

No substantive strategic synergies were discovered between OD and the Medium Term Plan. Interestingly, 

the Medium Term Plan is focused on service and parity with host authorities and international standards. 

This has been pursued in different ways under OD but not as part of the overall strategy. The Medium Term 

Plan also calls for improved capacity for the collection, analysis, management and use of data. This has 
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been addressed partially by the new MTS and HIP/FIPs (although the Medium Term Plan did include 

objectives, results and indicators) and will be further strengthened by an ERP system. 

1.2.3 Were there additional objectives that may have been included? 

The primary objective that could have been at the forefront of OD and that should be at the forefront of 

any revised management reform issues should be demonstrable improvements in work conditions and 

services. In addition, the objectives could have been specific, measurable, achievable, realistic and time-

based to provide for more focused work toward tangible results. 

1.2.4 Are there additional objectives that should be considered and eventually addressed when moving 

forward with Sustaining Change and the programme reforms? 

This is included in this Evaluation’s analysis and recommendations. These are summarised as follows:  

1. UNRWA should create a permanent Internal Communications function reporting directly to the DCG.  

2. Expand the Executive Office to include an additional Deputy Commissioner General (DCG) to share the 
responsibilities currently delegated to the DCG. This may include a split between “management” and 
“programmes”.  

3. UNRWA should prioritise the implementation of the new model for the Post Classification and 
Compensation System. 

4. Ensure that there are comprehensive communications and training and development strategies in 
place for the continued development and implementation of the performance management system 
for all staff.  

5. Diligently consider the timing, strategy, and necessary resources for the implementation of the ERP 
system as based on common risks that impede successful ERP implementation and on some of the 
organisational dynamics that have emerged during the period of OD and that may impede a successful 
ERP implementation. 

6. Strengthen overall strategic planning and development to ensure that initiatives are based on 
measurable results and cost/benefit analysis, as possible, and supported with comprehensive 
implementation plans. 

7. This Evaluation supports additional in management reform, or “Management for Results,” but it 
contends that the approach to such must be strengthened. This includes a clear analysis on exactly 
how any such reforms are expected to have measurable results on efficiency/productivity as related to 
service levels. Any such results indicators should be quantitative in nature, e.g. precise cost savings as 
related to efficiency or productivity gains as well as indicators that measure subsequent service level 
improvements. Stakeholders should be prepared to consider revised proposals that include such 
cost/benefit analysis as related to service delivery. 

8. Using in-house resources, conduct a cost-benefit survey of all business process improvements and 
other activities that may have resulted in efficiency and/or productivity gains under OD.  

9. The UNRWA management team should investigate leading management theory that demonstrates 
that people in senior leadership positions should not rely on a singular, default approach to 
management and leadership. Going forward, they should consider what type of management and 
leadership approach is needed to achieve expected results. 

10. Develop a talent management system to develop and promote more area staff into senior 
management positions.  
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1.2.5 How did the relevance of stated objectives change during OD's implementation, if at all? 

The objectives’ relevance did not change during OD’s implementation although the need for a greater 

results focus did increase as funding pressures advanced, amongst other factors.  

See, 1.2.3 above. 

1.2.6 Were the objectives related to "changing the culture" practical given the context at the time of 

OD's inception and during the course of OD's implementation? 

There is evidence of new organisational dynamics (organisational culture). There is a greater alignment of 

behaviour, attitudes and skills with business process reengineering and continuous improvement. 

Additionally, there is evidence of increased tensions and disillusionment with change overall and how it will 

improve work conditions and services. However, these are not perfectly aligned with the SPARE paradigm, 

the primary framework for changed behaviours, attitudes and skills.  

 

Effectiveness 

2.2 To what extent has UNRWA moved towards the SPARE paradigm as a result of OD?  

The Strategy, Policy, Accountability, Results and Envelopes (of resources), or SPARE paradigm, was the 
model for the organisational design envisioned in OD. This was in response to what the Agency viewed as 
the CBB paradigm, or a strategic approach that exerts “control through budgets and bureaucracy.”  

The SPARE paradigm is a framework for management, a model for how UNRWA should operate as a whole 
and at individual levels. It was, as described, a results-oriented framework that aligned activities with the 
organisation’s overall strategy and that, while empowering individual managers with increased budgetary 
control, would maintain individual accountability for results.  

The SPARE paradigm is similar to the Results Based Management (RBM) approach being adopted by various 
UN organisations that aims at achieving improved performance and demonstrable results. 

The difference between the SPARE Paradigm and RBM is that RBM is coupled with a comprehensive 
framework that, in best cases, systematically aligns individual work plans with specific, measurable, 
achievable, realistic and time-based results. These are then linked upwards to strategic priorities.  

In fact, UNRWA has achieved this through the Headquarters Implementation Plan and Field 
Implementation Plans (HIP/FIPs) and revised format for the Medium Term Strategy (MTS). However, the 
HIP/FIPs are not yet fully aligned with individual work plans and a performance management system that 
would complete the entire results-accountability loop. 

2.2.1 What did OD do that ensured SPARE's effectiveness?  Were the SPARE components sufficiently 

defined? Did and does the organisational structure and procedures enhance the pursuit of SPARE? 

Evidence suggests that beyond a prevalent communicative, participatory, and empowering management 

and  leadership styles, there were no concerted efforts to  ensure that people “moved from CBB  to the 

SPARE paradigm.” The most evident tangible progress toward SPARE involved the delineation of budget 

envelopes to field officers. As noted in 2.2., this is partly due to the fact that SPARE was and remained 

largely theoretical, lacking a practical implementation plan. As noted , UNRWA has a more suitable and 

prevalent framework as encapsulated in the MTS and HIP/FIPs for moving the organisation toward strategy, 

accountability and results. When this is combined with a performance management system, a coherent 

results-based strategic framework will be in place to guide UNRWA.  
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2.3 To what extent has UNRWA achieved the objectives of each of the levers of change of the OD 

Plan?  

Programming has seen significant improvements in the development of a strategic framework for activities 
as reflected in the MTS and HIP/FIPs. At the same time, the relationship between the Programme 
Directorate at HQ and Programme Officers in field offices weakened during OD and is only now being 
addressed.  

While there have been positive developments in Human Resources Management, the delays in Post 
Classification and Compensation Management present considerable challenges. 

There have been and continue to be a range of business  process improvements even beyond those 
designated in the 2006 – 2009 OD Plan. This has been coupled with significant behavioural change toward 
business process reengineering (BPR) and continuous improvement that will serve the Agency well going 
forward. At the same time, there is minimal evidence that there were any concerted efforts to measure the 
efficiency and productivity gains associated with these.  

Leadership and management initiatives were mixed in their effectiveness. While the Leadership and Change 
Management Programme (LMDP) was largely viewed as successful, as based on participants responses and 
their ability to cite specific ways that the programme improved their work, there has been a diminishing 
recognition of the role and stewardship of HQ and the Executive Office.  

Leadership and Management, amongst other things, was designed to provide a suitable accountability 
framework, a communications strategy through “dialogue with our staff,” and an “OD Engine” that would 
provide the technical expertise and stewardship for OD implementation. With a few caveats, the Agency 
did not meet the aims for these areas. As noted throughout, there was no suitable communications 
strategy and there was a notable lack of change management experience brought to bear on the 
implementation of this complex structural and organisational reform.  

In other areas, more and sometimes exceptional progress was made. The Arab Partners Unit, created under 
resource mobilisation has proven successful in raising additional project funding48; resource mobilisation 
overall has become more progressive and directive although it still has not met the perhaps unrealistic 
goals set out for it in the OD plan, and the Executive Office, while stronger, is not yet properly staffed as 
indicated in this Evaluation. External communications and advocacy, largely absent before OD, have made 
considerable achievements and will continue to serve this function well going forward. 

The development of the Advisory Commission and the expanded role of the “Management Committee” 
have been notable successes. Evidence suggests that they have both become, in different ways, more 
engaging, deliberative and richer forums.  

Further elaborated in main report. 

2.3.1 What still needs  to be done as related to stated objectives and expected results?  

This is included in this Evaluation’s analysis and recommendations. These are summarised as follows:  

1. UNRWA should create a permanent Internal Communications function reporting directly to the DCG.  

2. Expand the Executive Office to include an additional Deputy Commissioner General (DCG) to share the 
responsibilities currently delegated to the DCG. This may include a split between “management” and 
“programmes”.  

                                                           
48

 See “Arab Partners Unit Update,” UNRWA, September - December 2010, amongst other Arab Partners Unit 
Updates. 
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3. UNRWA should prioritise the implementation of the new model for the Post Classification and 
Compensation System. 

4. Ensure that there are comprehensive communications and training and development strategies in 
place for the continued development and implementation of the performance management system 
for all staff.  

5. Diligently consider the timing, strategy, and necessary resources for the implementation of the ERP 
system as based on common risks that impede successful ERP implementation and on some of the 
organisational dynamics that have emerged during the period of OD and that may impede a successful 
ERP implementation. 

6. Strengthen overall strategic planning and development to ensure that initiatives are based on 
measurable results and cost/benefit analysis, as possible, and supported with comprehensive 
implementation plans. 

7. This Evaluation supports additional in management reform, or “Management for Results,” but it 
contends that the approach to such must be strengthened. This includes a clear analysis on exactly 
how any such reforms are expected to have measurable results on efficiency/productivity as related to 
service levels. Any such results indicators should be quantitative in nature, e.g. precise cost savings as 
related to efficiency or productivity gains as well as indicators that measure subsequent service level 
improvements. Stakeholders should be prepared to consider revised proposals that include such 
cost/benefit analysis as related to service delivery. 

8. Using in-house resources, conduct a cost-benefit survey of all business process improvements and 
other activities that may have resulted in efficiency and/or productivity gains under OD.  

9. The UNRWA management team should investigate leading management theory that demonstrates 
that people in senior leadership positions should not rely on a singular, default approach to 
management and leadership. Going forward, they should consider what type of management and 
leadership approach is needed to achieve expected results. 

10. Develop a talent management system to develop and promote more area staff into senior 
management positions.  

2.3.2 Of those levers and sub categories that have not been implemented, how can these be effectively 

implemented going forward?  

See 2.3.1 above and the “Recommendations’” in the main report.  

2.4 To what extent has UNRWA achieved the objectives of the components of “Maintaining the 

Momentum of Sustaining Change” and “Managing Risks” that were later included in OD during 

the implementation of the Plan? 

The Sustaining Change agenda is addressed in the Main Report. The issues related to “Managing Risks,” as 

presented to the Advisory Commission in February 2007, are addressed under “Impact” in the Main Report. 

In 2007, the Agency did conduct a risk assessment of OD. This presented 39 risks that could negatively 
impact OD. Some of these risks have now manifest into conditions that negatively impact the Agency’s 
current needs for additional management reform. Some of these are worth noting: 

  Notes 

 
8.Strategic reflection on sensitive issues 
generates tensions among stakeholders that 
undermine Agency’s credibility 

Evidence suggests that there are increased tensions between some 
stakeholders and the Agency because of the lack of a substantive 
response to issues put forward regarding the expected results of OD 
and the inherent risks, like those so noted in this table. There is no 
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evidence that this has impacted UNRWA’s “credibility” overall. 
10.No demonstrable improvement in the 
quality and quantity of services for refugees 

While the original aim does refer to “internal capacity,” evidence 
suggests that there have been no substantive material 
improvements in services and this is a source for conflict and poor 
morale amongst various staff who understood OD as directly 
related to improving work conditions and services. 

19.Key initiatives (on which others depend) 
fail initially or are delayed 

The delay in the Post Classification and Compensation Management 
system have caused organisational dynamics that threaten 
additional management reform initiatives and may lead to the delay 
of the ERP system until these can be suitably addressed. The delay 
of the ERP system, of course, presents additional risks that should 
be evaluated against this new context.  

20.Key OD staff leave or lose confidence Some key staff members with proven management and leadership 
capabilities to lead in the “space” OD created have left.  

23.Inadequate OD capacity to drive the OD 
process 

Overall, the lack of a strategic plan focused on results and 
communications strategy, amongst other issues, indicate that many 
of the negative impacts are due to a lack of capacity to drive the OD 
process.  

24.Inadequate planning, coordination, 
monitoring 

No strategic implementation plan exists and this, amongst other 
issues, contributed to inadequate planning, coordination and 
monitoring.  

26.Inadequate communication with the staff 
on the OD process or conflicting messages 
from key managers 

This is well documented throughout this Evaluation.  

27.Failure to deal promptly with obstacles 
and resistance 

Evidence suggests that there were inadequate mechanisms in place 
to address obstacles and resistance and that these were largely left 
to natural attrition, in the case  of resisters, and to revised plans, 
e.g. obstacles were not adequately addressed.  

28.Slow progress in OD and lack of visible 
benefits to front-line workers demoralises 
staff 

Evidence suggests that there were no mechanisms in place to 
demonstrate visible benefits to front line staff, whether these were 
or were not achieved.  

29.Unrealistic expectations concerning the 
compensation initiative, leading to 
significant resentment 

See 19 above. 

30.Perceptions that any new 
classification/compensation system is being 
implemented unfairly 

See 19 above. Many respondents in this Evaluation cited issues 
related to this issue as being “unfair” and “unjust”.  

31.Lack of improvement in management and 
career support, leading to disappointment 

See 19 above. 

32.Empowerment of managers without 
adequate strategic and policy frameworks, 
guidance, monitoring and oversight 

Evidence suggests that the “communicative, participatory, engaging 
and empowering” prevalent leadership style (communicative, 
participatory and empowering) did resonate with many managers 
but others required a more pragmatic policy and oversight 
approach to do good work.   

34.Managers unwilling to assume decision-
making authority 

See 32 above. Evidence suggests that it is not most often a matter 
of managers being “unwilling” to assume decision making authority 
but that, instead, they did not have enough guidance to understand 
the extent of their authority in some instances.  

36.Fields go their own way, developing 
separate entities …. 

Evidence suggests that this occurred to a certain extent in the GFO.  

37.Top management loses energy and 
determination 

Evidence regarding the Executive Office demonstrate that this may 
be the case although specific causal links are difficult to determine. 
This Evaluation does conclude that, comparatively, the Executive 
Office is understaffed and should be strengthened.  

39.Managers (HQ and Fields) unable to 
adjust, to learn new roles, build new skills 

See 32 above.  
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These risks are examined here as a way of demonstrating some of the foreseen impacts associated with 
OD. As some of these have manifest, they now present issues that should be addressed going forward.  

It may be noted that an additional risk assessment may be conducted with a focus on the pending ERP 
implementation, the implementation of the Post Classification and Compensation Management systems 
and other management reforms being considered currently.   

Further elaborated in main report and in “Managing Risks”  included in the Annexes.  

2.4.1 Does the “Maintaining the Momentum of Sustaining Change” and “Managing Risks” represent an 

effective response to OD's overall aims? What else could be done?  

This is addressed in the Main report. Please see “Impact” and “Recommendations” above as well as the 

“Managing Risks” table below.  

2.5 To what extent has UNRWA effectively implemented the planned OD initiatives within the 

different HQ departments and fields?  

In addition to Programmes, Human Resources Management, and the offices included under Leadership & 
Management, that are described above, this Evaluation reviewed OD related initiatives effectiveness in the 
following HQ Departments: 

Finance: During the major course of OD, very little progress occurred. As many commented, this was largely 
due to the previous Controller who was a significant bulwark against OD related changes and who ran the 
Controller’s office with a significant level of centralised control, amongst other issues. This changed with 
the Controller’s departure and the arrival of the current Director of Finance. 

is worth noting these achievements in some detail because they demonstrate the significant progress that 
can be made when effective management is combined with a clear strategic goal and measurable results. 

In finance, the strategic goal is easy to define: effective “real-time” accounting that enables reporting that 
can be used for financial management and that abides by appropriate international standards. The result is 
easily defined: “hard-close” based reporting and IPSAS compliance that allow finance to become an 
integrated management tool. These are not simple accomplishments in an organisation UNRWA’s size and 
complexity.  

PCSU: The effectiveness of the PSCU was discussed in “Programming” above. It is doubtful if the Executive 
Office fully absorbed the systemic nature of resource rationalisation during the OD period and viewed 
HIP/FIPs, RBM and M&E as complementary and indispensable in this regard. At its current status and 
mandate, the PCSU cannot meet the challenge of turning the Agency into an organisation that rationalises 
its resource utilisation and takes the steps and decisions necessary to ‘get there’.  

Microfinance: OD enabled greater effectiveness for Micro-Finance Programme (MFP). It enhanced 
interrelations with UNRWA that allow for more business-like development. OD enabled the MFP to achieve 
necessary continuous organisational structure from HQ to Fields to Areas and Branch Offices. It also 
enabled a matching planning, performance evaluation and management system.  In addition, a 
Management Information System now produces weekly, monthly, quarterly and annual reports addressed 
specifically at the various management levels. Finally, MFP now conducts a 3-day  annual workshop for all 
senior staff to analyse overall and specific performance, review policies and standards, roll over the bi-
annual strategy and to prepare the coming year’s annual work plans. 

Legal Services: As in finance, there have been significant changes made under the tutelage of the current 
Director of Legal Services. This includes the strengthening of legal counsel provided overall and the support 
provided to those charged with legal responsibilities in the field offices. This includes monthly 
videoconferences and quarterly meetings. 
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2.5.1 What still needs to be done as related to stated objectives and expected results? 

This is included in this Evaluation’s analysis and subsequent recommendations. These are summarised as 

follows:  

1. UNRWA should create a permanent Internal Communications function reporting directly to the DCG.  

2. Expand the Executive Office to include an additional Deputy Commissioner General (DCG) to share 

the responsibilities currently delegated to the DCG. This may include a split between “management” 

and “programmes”.  

3. UNRWA should prioritise the implementation of the new model for the Post Classification and 

Compensation System. 

4. Ensure that there are comprehensive communications and training and development strategies in 

place for the continued development and implementation of the performance management system 

for all staff. 

5. Diligently consider the timing, strategy, and necessary resources for the implementation of the ERP 

system as based on common risks that impede successful ERP implementation and on some of the 

organisational dynamics that have emerged during the period of OD and that may impede a 

successful ERP implementation. 

6. Strengthen overall strategic planning and development to ensure that initiatives are based on 

measurable results and cost/benefit analysis, as possible, and supported with comprehensive 

implementation plans. 

7. This Evaluation supports additional in management reform, or “Management for Results,” but it 

contends that the approach to such must be strengthened. This includes a clear analysis on exactly 

how any such reforms are expected to have measurable results on efficiency/productivity as related 

to service levels. Any such results indicators should be quantitative in nature, e.g. precise cost 

savings as related to efficiency or productivity gains as well as indicators that measure subsequent 

service level improvements. Stakeholders should be prepared to consider revised proposals that 

include such cost/benefit analysis as related to service delivery. 

8. Using in-house resources, conduct a cost-benefit survey of all business process improvements and 

other activities that may have resulted in efficiency and/or productivity gains under OD.  

9. The UNRWA management team should investigate leading management theory that demonstrates 

that people in senior leadership positions should not rely on a singular, default approach to 

management and leadership. Going forward, they should consider what type of management and 

leadership approach is needed to achieve expected results. 

10. Develop a talent management system to develop and promote more area staff into senior 

management positions.  
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2.6 Which factors made a major contribution to the achievement or non-achievement of the OD 

objectives?  

This evaluation discovered 10 frequently mentioned factors that contributed to OD’s effectiveness. These 
are shown in the graph, including their frequency.  

Best practices and leading research would concur with many of these, particular the need for a strategy 
focused on results, a communications strategy and adaptive/ transformative leadership that can adapt to 
the different contexts that complex change management scenarios that emerged under OD.  

Some of the more pertinent 
factors are described below. 
(“Strategy/Planning/Results” and 
“Communication” are particular 
foci of this Evaluation and so they 
are not dealt with here except to 
mention that a majority of 
respondents agreed with this 
conclusion. 

People: The fourth most 
commonly mentioned factor that 
contributed to OD’s effectiveness 
was the mention of people who 
actively resisted related OD changes. As noted, some of these were in senior positions.  

However, this is a typical issue in many change management initiatives. The literature commonly describes 
“champions” and “resisters” to change as well as people who will “wait and see,” typically the largest group 
and largely passive in the early stages of the change. This includes also those who have amassed political 
and resource capital that is at direct threat by the intended consequences; they have a great deal to lose in 
the change. 49  

In UNRWA, the prevalent response to these resisters was to wait until their contracts expired so that they 
could be dismissed. Many people stated this was the only available response and that “some people would 
never change.” 

The literature on organisational dynamics and change management differs from this perspective. First, the 
literature makes note of the fact that the behaviours and attitudes one displays in the workplace are 
fundamentally different from those that are more integral to who one is; one’s background, culture, morals 
and values. This implies that workplace behaviours and attitudes can change more readily than those more 
ingrained and natural to our “whole” selves. 

Secondly, in describing successful change activities in large and small, public and private sector 
organisations,  one critical variable is the concerted effort the organisation and its leaders invest in 
engaging  “resisters.” This is important because if one can convince the “resister,” the one who has a lot to 
lose or who is simply set in their routine, or who “has seen it before and it didn’t work,” then their changed 
perspective and resultant behaviours  are a good validation of the change management plan and its 
intended results. Secondly, if one can convince the “resisters”, this stands as an effective way to convince 

                                                           

49 Among countless other sources, see: “Change through Persuasion,” David A. Garvin and Michael A. Roberto. Harvard Business Review, 2005; 

“Corporate Transformation without a Crisis,” Jonathan D. Day and Michael Jung. The McKinsey Quarterly, Number 4, 2000. 
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those who have taken a passive stance to the change. It is the best way to shift them from being “passive” 
to being active supporters of the change. 

One will never be able to convince everyone. However, in the case of OD, evidence suggests that there was 
no organised and strategic approach to “resisters”. If so, this had negative consequences, mainly in that 
those “resisters” mostly away from senior management positions, were able to capitalise on the growing 
impression that OD did not serve its intended purpose, to improve working conditions and services, an 
impression gained in the early Town Hall meetings and that was never actively corrected. 

This serves as another example of how a combination of poor change management practices combined 
with a deficient communications strategy negatively affected OD’s effectiveness.  

Policies/Guidelines/Technical Instructions: A fair number of respondents stated that OD was not 
accompanied with sufficient policies, guidelines, and technical instructions that would enable managers to 
know with some precision what could and couldn’t be done and exactly what level of authority they could 
assume. Organisations require some standardisation and public sector organisations need such instruments 
to ensure accountability, amongst other issues.  

Actually, there has been a great deal of progress in this area as a result of OD. Nearly every HQ department 
revised global and activity specific policies and guidelines and have, in many cases, developed manuals and 
other guidance to support implementation. Of course, these have been developed in parallel to many of 
the changes brought about by OD.  

This Evaluation concludes that respondents reaction to this is evidence of the risk associated with having 
one prevalent leadership style, in the case of UNRWA and OD, one that was communicative, participatory 
and empowering. As evidence suggest, this was the prevalent leadership approach with the DCG and CG 
and was evident amongst many other managers in how they developed and implemented changes. While 
this will resonate with some, others require more direct guidance and instruction to do good work. 
Effective managers adapt to these situations and individual needs.  

While the “empowerment” that OD encouraged did support a great deal of OD’s success, it also limited the 
potential of many who may not be naturally inclined to this approach.  

International/Area Staff: Tensions typically exist between national and international staff in field-based UN 
organisations. These tensions are often related to the disparity in pay and benefits and the transitory 
nature of many international posts.  

While evidence suggests that these tensions exist in UNRWA as well, there are additional factors in UNRWA 
that are contributing to this tension. This is partly due to the influx of new international posts under OD; 
there are simply more international staff members than in the recent past. Others stated discontent 
regarding the perception that international staff used resources that could  have been applied to improving 
services. Others stated discontent with a perception that experienced Area Staff were overlooked in favour 
of international staff members.  

As amply demonstrated in all of the qualitative evidence collected in this Evaluation, mostly from Area 
Staff, there is no singular behaviour or attitude, regarding OD or anything else. On the contrary, the 
diversity of perspectives, the nuance that individuals brought to bear on their analysis, the depth and 
profundity of many observations, demonstrates an expected diversity from a staff of over 29,000 persons.  

Recommendation: Develop a talent management system to develop and promote more area staff into 
senior management positions. Include a module in induction activities for international staff members on 
the diversity and talent of the Palestinian community. 

Budget: Some people stated that UNRWA’s current budget situation negatively impacts OD’s effectiveness. 
This is undoubtedly true from both a resource perspective and the associated malaise and apprehension 
some may feel due to this uncertain budgetary climate.  
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At the same time, this Evaluation demonstrates that exceptional progress was made with minimal to no 
additional OD or other funding. Indeed, the pockets of dynamism that OD created in various parts of the 
organisation prompted people to discover and implement improvements in their work that have certainly 
saved time, money and other resources.  

Politics: While the geo-politics and regional politics that influence UNRWA did come up often, this was 
rarely attributed to OD’s effectiveness. 

2.6.1 Which Agency-level as well as Department- and Field-specific factors were most efficient towards 

the achievement of the OD objectives?  

The most critical factors that contributes to the achievement of OD objectives was the prevalent 

management and leadership style that was communicative, participatory and empowering. This is noted in 

the Executive Summary as well as elsewhere in this Report. This style did enable people to push for changes 

at the individual level with the confidence to pursue those things that their experience dictated as best. It 

seems to have “released energy” and fostered innovative and creative thinking about how to solve issues. 

Thus was reinforced as people began to implement changes because they were simply encouraged to 

proceed.  

Evidence suggests that this was seen as “revolutionary” and many people adapted to this quickly. Of 

course, not everyone had the aptitude for this changed dynamic—some required more directive and 

strategic guidance and instead felt quit constrained by this “hands-off” approach.  This Evaluation surfaces 

areas where this was the case. 

While this was an effective strategy, further evidence suggests that this may have shifted to a more 

directive, strategic and results-oriented focus later in the OD process. 

2.7 What lessons can be learned from the cooperation on OD between UNRWA and its partners for 

Sustaining Change?  

Not enough evidence exists to appropriately address this question.  

Efficiency 

3.1 To what extent were OD outputs delivered as required in terms of quality and time? 

Some OD outputs were delivered timely and met quality standards although quality did not feature overtly 
in the OD Plan. Key outputs are the procurement protocol, recruitment (ORIS), staff performance 
evaluation system, financial management, planning instruments and related MIS (RBM), and devolution of 
authority to fields. The HR Department and the PCSU were established and HR, Field HR, PCSU and PSO 
staff were appointed and put in place.  

Some other outputs were not delivered, or only partly. Key amongst them are the adjusted functional and 
organisational structure and procedures, the adjusted classification and compensation scheme, effective 
and up to standard empowerment of management beyond FO level, and the improvement in working 
conditions of frontline staff, amongst others. 

3.1.1 Could the same outputs have been achieved with a higher quality and/or in less time? 

Not enough evidence exists to appropriately address this question.  

3.2 To what extent have OD funds been spent efficiently and presented a good value for money? 

It is not possible to actual calculate return on investment (ROI) for the cost of OD because there has been 
no attempt to calculate ROI or cost/benefit. Nonetheless, some comparative evidence is worth mentioning.   
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To date, OD has spent US$20,414,739, of a total pledged amount of US$24,345,304. These costs can be 
broken down into the categories.  In addition, there are US$3,197,473 in committed expenses that have not 
been registered in the Agency’s financial management system, thus leaving a balance of OD related funds 
at US$139,449. 

Given that related donor pledges were made based on the 2006 – 2009 OD Plan, this represents 2.5% of 
UNRWA’s total regular budget of US$955,371,000 for the 2006 – 2007 Biennium, or less 1.2% of UNRWA’s 
total regular budgets for the 2006 – 2007 & 2008 – 2009 Biennium.  

This table illustrates that the majority of OD funding was used for “Special Service Agreements” with 
consultancies (32% of total), Staff Costs (27%) and “Training” (18%). These are briefly explored below. 

Very few reasonable comparatives exist for this type of management reform expenditure. There are figures 
from the private sector that claim that 5% of direct budget costs is a fair figure for the cost of change 
management, although this often includes the implementation of an ERP system.  

A study conducted at Cornell University regarding cost/benefit of change management programmes had an 
average investment of US$526 per employee but that those programmes that spent, on average, more 
than US$1,000 per employee had a much higher degree of success as based on the ability to meet 
expectations and for over-all satisfaction and commitment to the new strategy, among other indications.50 
Based on this, OD expenditures are within this. 

UNHCR, that has conducted significant management reforms over the same period, established a Change 
Management Section and an Organisational Development and Management office whose combined 2008 
budget was US$4,839,000, or almost 3% of UNHCR’s Programme Support and Management Administration 
at Headquarters costs. It is reasonable to expect that the overall UNHCR reforms cost more than this. OD 
expenditures are within this. 

Yet, change programmes can include so many different types of activities that comparative analysis is 
inherently problematic. Most organisations conduct some form of cost-benefit and return on investment 
(ROI) analysis when they are preparing to invest in substantive organisational changes. They make carefully 
calibrated calculations about how much efficiency or productivity (calculated as total cost savings) may be 
achieved from any business process improvement, consultancy costs, or, although much more weakly, 
training and development costs. This includes countless public sector and humanitarian-based projects, as 
noted.  

This was not the case in UNRWA. Of course, this level of cost-benefit, ROI analysis is difficult in many 
humanitarian and emergency response organisations. Their “service” is inherently complex and this makes 
it complicated to measure value. For instance, how does one measure the “value,” in clear quantitative 
terms of counsel and advocacy to ministries?51   

However, in the case of UNRWA, its comparatively static and tangible services facilitate this level of 
analysis. UNRWA can use “cost per pupil” or “cost per patient” benchmarks, amongst countless others, and 
lock these against quality assurance standards. They can then conduct cost-benefit analysis and establish 
expected rates of return. Cost savings are more straight-forward as it is relatively simple to measure 
opportunity cost savings, e.g. the staff time saved, as well as material and other financial savings.  While 
some progress is noted in this regard, especially as related to UNRWA’s 2011- 2015 Education Reform, 
overall this level of analysis should be strengthened. 

                                                           

50 Becker, F., Tennessen, C., and L. Dahl, Managing Workplace Change. Cornell University International Workplace Studies Program (IWSP), 1997. 
51

 In a rather misguided example, FAO knew that they could not measure value by whether or not Ministries heeded FAO’s advice because their 

advice may have enabled Ministries to make sounder albeit different decisions. So, they launched an ROI initiative to measure the actual number of 
publications that were requested by Ministries as a potential measure of value. In a more current example, the MDGs are a way of measuring value 
and yet even these may have prompted many humanitarian organisations to shift resources away from the bottom quintile, the hardest to reach, 
instead focusing on communities that could pass the various MDG thresholds with minimal investment.  
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3.2.1 Could the same outputs have been achieved more cost effectively? 

As noted above, there are no sufficient models for the overall expense of change management initiatives 

and the ratios between using in-house resources and third party consultancies, which constitute the biggest 

part of UNRWA’s OD spend.  

As based on a comparison of similar change efforts conducted by UNHCR , IFAD and FAO, no singular model 

emerges for the ratios between the use of in-staff resources and third part consultancies and expected 

results. While the people interviewed in these organisations spoke confidentially, they noted that each 

initiative had different configurations of in-house and consultancy spend and that there was no clear link 

between these configurations and the success of  the change initiatives.  

This is supported by leading research and best practices. There is no real model for how much change 

initiatives should cost. (See the Bibliography in the Annexes for various sources related to this.) However, 

these same best practices and leading research to emphasise that the cost should be evaluated against the 

gains—have sufficient efficiencies and increased productivity been gained to justify the investment.  

As noted throughout this Evaluation, this focus on actual, measurable results in service delivery were not 

calculated and so it becomes difficult to estimate this overall return on investment. Evidence suggests that, 

if one were to measure the efficiency and productivity gains accomplished through OD they may indeed 

surpass the investment. Without these measures, however, it is impossible to pinpoint specific areas where 

outputs may have been achieved more cost effectively. 

If the Agency follows the recommendation related to ensuring that such return on investment calculations 

are made on any future reform initiatives, it will be in a good position to determine where they have been 

efficient and where additional costs savings could have been made and thus made in the future. It is exactly 

this type of management discipline that is inherent in our analysis. 

3.2.2 To what extent have the different components of the OD Plan been coordinated within the 

Agency in order to ensure smooth implementation?  

Coordination of the different components of OD proved difficult. Ample qualitative evidence testifies to 
this. The roots for this are two-fold. First, the OD Plan itself did not provide much cohesion of the various 
initiatives  – staff evidence indicates that the plan was seen as loosely connected individual activities and 
deliverables. Second, effective results oriented management was not in place. This may not be surprising. 
An agency that was bureaucratic and centralised for so long should not expect to design and manage 
massive change in such a short period. OD did fundamentally change how UNRWA operates.  

3.2.3 What was implemented with a reasonable degree of efficiency? What could have been done more 

efficiently? What was not? 

The item implemented with a comparative level of efficiency is the MTS HIP/FIPs. Comparative evidence 

suggests that such RBM frameworks take considerably more financial and temporal resources. The failure 

to implement the Post Classification and Compensation Management system has used considerable 

resources for little to negative impact. See 3.2.1 above.  
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Impact 

4.1 To what extent has UNRWA achieved the overall OD objective of strengthening internal capacity 

to serve Palestine refugees more effectively?  

As has been noted throughout this Evaluation, OD has had a significant impact on the organisation. In fact, 
evidence suggests that, overall, the potential is that OD will have a sustainable and positive long-term 
impact on UNRWA and how it serves Palestine refugees. This could have been improved by the issues 
noted throughout this Evaluation. In addition, UNRWA should take immediate steps to ensure that the 
positive impact can be sustained.  

As the graph demonstrates, a majority of respondents did believe that OD strengthened UNRWA’s internal 
capacity. This, despite the fact that the same respondents expressed frustration with the lack of a strategy 
focused on results, implementation issues, miscommunications and what many saw as a failure to achieve 
perceived OD intentions of increased individual benefits, better working conditions, and improved services 
overall.   

OD achievements are at a tipping point. A number of business processes have been improved, and the 
systemic changes of down-stream empowerment and changes towards rationalised resource use have 
been set in motion. These achievements need to be consolidated and further developed. 

4.1.1 What is the precise relationship between changes in internal processes, management patterns and 

staff capacity and UNRWA's capacity to serve Palestine refugees more effectively? 

This was not adequately addressed in the design or implementation of OD; no such connections were 

made. Thus, it is impossible to determine given the terms of reference for this Evaluation.  

4.1.2 What indicators were established to demonstrate how OD would strengthen internal capacity to 

serve Palestine refugees more effectively? 

Some indicators were developed in 2009. See: “An Effective and Well Managed Agency: OD Indicators,” 

UNRWA, June 2009. However, insufficient evidence exists to see how these indicators were used and their 

direct relation to “internal capacity” that could “serve Palestine refugees more effectively.”  

4.1.3 What indicators and other measures should be used moving forward? 

A noted throughout this Evaluation, sufficient indicators exist within the MTS HIP/FIPs documentation and 

the various reforms that are emerging from Programming, e.g. the Education Reform 2011 – 2015 uses a 

sufficient log frame approach with a range of indicators.  

All of these should be augmented with sufficient cost/benefit and rate of return ratios to ensure that the 

Agency maximises resources. As noted, there is insufficient evidence to suggest that the Agency has used 

OD resources to date inefficiently and some indications that, overall, the provided resources have been 

used efficiently.  It is not expected that there would be dramatic cost savings or inefficiencies discovered 

through such analysis. Instead, it is a way to ensure that the Agency is working efficiently because it has 

such minimal resources and so any efficiency gain can be applied to other much needed areas of operation. 

The Agency needs that level of management discipline to effectively navigate the funding cycles and 

external political environment that often constrain its ability to serve Palestine refugees.  

4.1.4 What other internal and external factors are currently present that may prevent OD from helping 

UNRWA to serve Palestine refugees more effectively? 
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While external factors are difficult to evaluate given the terms of reference for this Evaluation, it has 

identified a number of internal factors that may prevent OD from helping UNRWA serve Palestine refugees 

more effectively. These are addressed in the “Recommendations”.  

4.1.5 Was OD designed and implemented in a way that allows UNRWA to achieve the objective of 

strengthening internal capacity to serve Palestine refugees more effectively?  

See Evaluation Question 4.2.  

4.1.6 What else could UNRWA OD do to "strengthen internal capacity to serve Palestine refugees more 

effectively?  

This is included in this Evaluation’s analysis and recommendations. These are summarised as follows:  

1. UNRWA should create a permanent Internal Communications function reporting directly to the DCG.  

2. Expand the Executive Office to include an additional Deputy Commissioner General (DCG) to share the 
responsibilities currently delegated to the DCG. This may include a split between “management” and 
“programmes”.  

3. UNRWA should prioritise the implementation of the new model for the Post Classification and 
Compensation System. 

4. Ensure that there are comprehensive communications and training and development strategies in 
place for the continued development and implementation of the performance management system 
for all staff.  

5. Diligently consider the timing, strategy, and necessary resources for the implementation of the ERP 
system as based on common risks that impede successful ERP implementation and on some of the 
organisational dynamics that have emerged during the period of OD and that may impede a successful 
ERP implementation. 

6. Strengthen overall strategic planning and development to ensure that initiatives are based on 
measurable results and cost/benefit analysis, as possible, and supported with comprehensive 
implementation plans. 

7. This Evaluation supports additional in management reform, or “Management for Results,” but it 
contends that the approach to such must be strengthened. This includes a clear analysis on exactly 
how any such reforms are expected to have measurable results on efficiency/productivity as related to 
service levels. Any such results indicators should be quantitative in nature, e.g. precise cost savings as 
related to efficiency or productivity gains as well as indicators that measure subsequent service level 
improvements. Stakeholders should be prepared to consider revised proposals that include such 
cost/benefit analysis as related to service delivery. 

8. Using in-house resources, conduct a cost-benefit survey of all business process improvements and 
other activities that may have resulted in efficiency and/or productivity gains under OD.  

9. The UNRWA management team should investigate leading management theory that demonstrates 
that people in senior leadership positions should not rely on a singular, default approach to 
management and leadership. Going forward, they should consider what type of management and 
leadership approach is needed to achieve expected results. 

10. Develop a talent management system to develop and promote more area staff into senior 
management positions.  
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4.2 What are the positive and negative, expected and unexpected changes that occurred with regard 

to UNRWA’s internal processes, management patterns and staff capacity as well as ability to 

deliver services to Palestine refugees as a result of OD? 

There have been a number of positive and negative changes due to OD. Some include: 

Positive: 

 Headquarters and Field Implementation Plans (HIP/FIPs) aligned with the revised Medium Term 
Strategy (MTS); 

 Decentralised budgetary authority and budgetary accounting cost centres that enable field-level 
officers to control budget; 

 New recruitment procedures, including competency based interviews, that increase transparency 
and equity and that may lead to more qualified selections; 

 Human Resources Field Officers (HRFO) have increased the focus and quality of HRM services and 
have led to the development of progressive HRM practices and practical HRM tools; 

 Procurement procedures that shorten purchasing timelines and procedures while breaking 
potential fraud loops and that simplify international and local purchasing authorities and 
procedures; 

 The Education reform developed and implemented in the Gaza Field office that actively engaged 
the communities to develop needs while improving school curricula overall; 

 The Gaza Field office’s implementation of an HR Portal to support individual staff members while 
increasing opportunities for direct strategic communication; 

 The Advisory Commission (AdCom) is a more engaged and proactive representative body; 

 Resource mobilisation has become stronger given the development of the Arab Partners Unit and 
overall strategic management;  

 While done outside of OD and with no OD funding, the Department of Finance has implemented a 
standard accounting system with perhaps the only true monthly “hard-close” in the UN system. 
This was largely successful given the guidance and leadership of the new Finance Director 

 While largely outside of the primary time period of OD, the Legal Division has increased the 
guidance and support it provides across the organisation. This was largely successful given the 
guidance and leadership of the new Legal Director who was able to capitalize on OD’s original aims 
regarding legal services 

Negative: 

 HRM has yet to implement the Post Classification and Compensation Management improvements 
and this is contributing to an emerging organisational dynamic that may prove detrimental to any 
forthcoming management and organisational change; 

 Evidence suggests that UNRWA has not become more “results” oriented, as intended in the OD 
design and SPARE paradigm although, as stated earlier, the HIP/FIP instrument has the potential to 
raise results orientation throughout the Agency; 

 Standards, guidance and policy frameworks, and overall leadership, especially for UNRWA 
programmes, have been weakened because of the perceived incoherence between HQ and Field; 

 Increased tensions between international and area staff.  

These are some of the more positive and negative impacts to date. There are countless others as reported 
in the Data & Analysis Report.  
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4.2.1 How did these changes enable UNRWA to strengthen its overall capacity?  

See Evaluation Question 4.2. 

4.2.2 What did OD enable that may not have been directly associated with OD planning but that are 

relevant to how UNRWA moves forward? 

As noted, OD has created a widespread organisational dynamic that enables people to actively seek ways to 

improve the way they do their work and supports an overall dynamic of continuous improvement. While 

uneven, Evidence suggests that this is widespread enough to be sustainable and may provide the 

foundation for a further shift in organisational dynamics toward one that supports individual commitment 

toward results and cost effectiveness.  

4.3 How OD impacted on the quality of the services and care provided to Refugees? 

There is no evidence that OD did impact the quality of services provide to refugees. However, there are 

enough examples of business process reengineering and other initiatives that have surely led to efficiency 

and productivity savings that one may assume that there has been some impact on services. Of course, the 

education reform in the GFO does stand as an example of an OD related initiative that has contributed 

directly to increased quality in services. However, this is a somewhat isolated example.  

4.3.1 What elements of OD enabled demonstrable and significant gains in the quality of services and care 

provided to Palestine refugees? 

As noted above, insufficient evidence suggests of demonstrable gains in the quality of services and care 

provided to Palestine refugees. 

Sustainability 

5.1 To what extent are the changes brought about by OD embedded in the mindset of and supported 

by UNRWA’s staff at different levels?  

As noted throughout this Evaluation, there are significant signs that a great deal of the changes brought 
about by OD are “embedded in the mindset” of staff members at different levels. In fact, evidence suggests 
a discernable shift in behaviours and attitudes regarding “change,” as it is related to OD, and in how people 
view their roles and their work. This is most apparent in more senior positions where there was direct 
involvement with OD initiatives. Conversely, evidence suggest that there is not widespread support for OD 
because of a perceived intent that it would include improvements in individual benefits, working 
conditions, and services overall.  

5.1.1 How have the OD changes been communicated to different people across the organisation and 

amongst the Palestine refugees UNRWA serves? Were the right things communicated to people at 

the right time?  

OD was rolled out through a large number of workshops, town-hall meetings and other sessions, first by 
UNRWA management with support of consultants, and later down-streamed at field level. There is 
evidence that the messages transmitted may have led to an increased perception that OD would deliver 
improved individual benefits, better working conditions, and improvement in services overall. By far the 
majority of the area staff “heard” that their working conditions were going to be improved, their workloads 
reduced and their salaries and posts upgraded. They also “heard” that they would be more intensively 
involved in the various internal processes.  

Throughout the OD process, refugees themselves were hardly involved. In some fields, later during the 
process, meetings were held with refugees and communities got more engagement. The key notion 
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absorbed by the refugees, as testified by a large number of front line staff, was that they got more 
information and could get their ‘right’ as they saw it. In all fields, initially, the number of complaints 
increased enormously, refugees “jumped” the hierarchy, and learned that at higher levels they were more 
often supported in their complaints than at the levels they were directly involved with. Later, in some 
fields, the number of complaints decreased and a modicum of ‘team work’ developed , in the GFO 
particularly. 

The answer to evaluation question 5.1.1 is that ‘The OD changes were communicated widely in the 
organisation, but that the messages transmitted did little to make OD understood by the greater majority 
of the staff’. 

5.1.2 What needs to be communicated to whom at this point to enable people across UNRWA to 

understand the expected aims and results of OD and related initiatives? 

This should be addressed by an internal communications function as recommended. It would nto be 

appropriate for this Evaluation to speculate on what needs to be communicated and how ti should be 

communicated expect as specifically noted in this Evaluation.  

5.1.3 How do people close to and somewhat removed from the implementation of OD describe its 

purpose, its successes, its challenges, etc? 

As shown throughout this Evaluation, evidence suggests that a significant proportion of staff, especially 

within grades 1 – 15, believed that the primary purpose of OD was related to improved working conditions 

and services for refugees. This has led to an unsustainable organisational dynamic that this Evaluation 

recommends is addressed through the development of an internal communications function, amongst 

other issues. Please see the Data & Analysis Report for a full account of the qualitative trends across 

different cohorts.  

5.1.4 Is there some commonality to how people describe such factors? 

A significant proportion of staff, especially in grades 1 – 15, describe OD as having failed to deliver 

improved work conditions and improved services for refugees. They also commonly refer to the fact that 

the Post Classification and Compensation Management system has not been implemented to date and that 

they have witnessed a number of “unfair” grade/post improvements for some groups and individuals.  

5.2 To what extent is UNRWA expected to be able to sustain the positive changes brought about by 

OD given its organisational and management structure, internal systems, financial and political 

environment, organisational culture and cooperation with external partners? 

Each of the issues in this question are described in brief: 

Organisational Management Structure: Overall, the management structure has been improved under OD 
with the inclusion of a range of functions and people, not least amongst them the separation from HR into 
a single department, the development of external communications and the spokesperson’s office, and the 
developments within the PCSU, amongst others. These correspond to best practices and common 
management structures. These changes will surely support the positive changes brought about by OD and 
continue to support additional reforms going forward.  

Internal Systems: As noted throughout this Evaluation, many internal systems and procedures have been 
improved under OD, often exceeding original aims and done with exceptional efficiency, e.g. the changes in 
overall financial management.  

The impending implementation of an ERP system presents challenges in the current environment, as noted. 
While there are communicative and behavioural issues that may be addressed to ensure an effective ERP 
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implementation, there may also be changes in the ways people relate to internal processes that will 
actually support the ERP implementation. All the evidence that indicates shifts in behaviours and attitudes 
toward business process improvement and the practical experience many staff have had in engaging in this 
type of work may indeed support the similar types of activities included in an ERP implementation.  

Financial environment: A first challenge concerns the UNRWA funding cycle. The cycle has a number of 
implications that may impede management reform: 1) It creates insecurity amongst many as to the 
capacity of the Agency to continue to meet its mandate; 2) It limits the merits of the HIP/FIP planning 
structure because it is based on certain funding assumptions that may or may not come true; and, 3) It 
impairs multi-year planning.  

A second challenge relates to project funding. Project related funding creates, or is seen to create, 
competition between the General Fund and project funding, and thereby amongst the fields and between 
HQ and field. Proliferation of projects is mentioned by respondents as creating tension between “regular” 
work and project work which is often difficult to arbitrate or accommodate. Given UNRWA’s specific 
mandate and service delivery, project oriented funding, while always desirable, does distract funding 
sources from the Agency’s operations overall that may, in turn, impede he expected results of many 
projects. While the dynamics associated with donations for projects is well known, the dilemmas in this do 
impact the sustainability of additional reforms.  

The third challenge concerns the international constraints of public funding overall. This induces, or is seen 
to induce,  donors to become more thrifty and demanding in terms of demonstrable expenditure 
efficiencies and effectiveness at UNRWA. Although this stimulates UNRWA to strengthen the rationalisation 
of its resource use, it also leads or is seen to lead to pressure to reduce the UNRWA budget at a time that 
the demand for and the costs of the Agency’s  services are rising. As noted in this Evaluation, strategies 
focused on results and sufficient cost benefit and internal rate of return analysis are not intended, in this 
case, to achieve significant cost savings overall. Instead, they are required to produce sufficient 
management discipline that ensures that the minimal resources available leveraged appropriately.    

Political environment. Like donors, host countries are constrained by adverse financial and economic 
conditions. Evidence suggests that services which some hosts were prepared to share with UNRWA are 
increasingly being questioned in the current financial environment.   

The internal political situation in host countries perhaps contributes to an overall apprehension with regard 
to possible changes in UNRWA services. In many cases, Palestine refugees represent a significant 
proportion of host country populations and unrest in the refugee communities may extend to national 
populations with potentially significant political implications.  

Finally, political turbulence such as currently in Gaza, the West Bank and Syria tends to disrupt regular 
service delivery, may cause unrest in the refugee communities, and may adversely affect the speed and 
reach of UNRWA’s internal reform processes. 

Organisational Culture: An appropriate evaluation of “organisational culture,” or more appropriately called 
“organisational dynamics, is not possible given the remit of this Evaluation.  Nonetheless, as is common 
with change management at the scale of OD, the organisation’s dynamics have changed. As noted, some of 
these will support additional reforms, like those associated with business process improvement, while 
others may impede change, like the increased frustrations many expressed regarding the lack of tangible 
increases in individual benefits, work conditions and services overall.  

Cooperation with external partners: As noted throughout, significant improvements were made in the 
cooperation with external partners, including the Advisory Commission and the developments within 
External Communications and the Spokesperson’s office. While these may lead to more complicated 
relationships overall, they will prove useful to the organisation by broadening the engagement and insights 
that can be brought to bear on UNRWA’s operations.  
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5.2.1 Are current organisational and management structures and internal systems sufficiently reformed 

to support and increased capacity to serve Palestine refugees more effectively? 

Current management structures and internal systems are sufficiently reformed to support an increased 
capacity to serve Palestine refugees more effectively. These could be strengthened going forward to ensure 
that gains made are not lost.   

While this Evaluation concludes that significant achievements have been made, there are critical challenges 
at the current state of the reforms that, if not addressed rigorously and quickly, may seriously compromise 
the achievements; they may simply fade out, and the current weaknesses may further develop and weaken 
instead of strengthen the organisation. 

5.3 Which specific additional measures in relation to management and internal systems reform are 

required to further sustain the changes?  

This is included in this Evaluation’s analysis and recommendations. These are summarised as follows:  

1. UNRWA should create a permanent Internal Communications function reporting directly to the DCG.  

2. Expand the Executive Office to include an additional Deputy Commissioner General (DCG) to share the 
responsibilities currently delegated to the DCG. This may include a split between “management” and 
“programmes”.  

3. UNRWA should prioritise the implementation of the new model for the Post Classification and 
Compensation System. 

4. Ensure that there are comprehensive communications and training and development strategies in place 
for the continued development and implementation of the performance management system for all 
staff.  

5. Diligently consider the timing, strategy, and necessary resources for the implementation of the ERP 
system as based on common risks that impede successful ERP implementation and on some of the 
organisational dynamics that have emerged during the period of OD and that may impede a successful 
ERP implementation. 

6. Strengthen overall strategic planning and development to ensure that initiatives are based on 
measurable results and cost/benefit analysis, as possible, and supported with comprehensive 
implementation plans. 

7. This Evaluation supports additional in management reform, or “Management for Results,” but it 
contends that the approach to such must be strengthened. This includes a clear analysis on exactly how 
any such reforms are expected to have measurable results on efficiency/productivity as related to 
service levels. Any such results indicators should be quantitative in nature, e.g. precise cost savings as 
related to efficiency or productivity gains as well as indicators that measure subsequent service level 
improvements. Stakeholders should be prepared to consider revised proposals that include such 
cost/benefit analysis as related to service delivery. 

8. Using in-house resources, conduct a cost-benefit survey of all business process improvements and 
other activities that may have resulted in efficiency and/or productivity gains under OD.  

9. The UNRWA management team should investigate leading management theory that demonstrates that 
people in senior leadership positions should not rely on a singular, default approach to management 
and leadership. Going forward, they should consider what type of management and leadership 
approach is needed to achieve expected results. 

10. Develop a talent management system to develop and promote more area staff into senior 
management positions.  
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Initiatives Review Table 

This includes a general review of the initiatives as put forward in the 2006 – 2009 OD Plan. In some cases, 
the initiatives changed. Some initiatives were not implemented. These are noted. As appropriate, these are 
evaluated according to the five evaluation levels. 

This includes a ranking for each of the evaluation levels based on “not at all—x”, “somewhat—x” and 
“completely-x”. These are provided as a general appraisal; reasonable arguments could be made for 
different rankings.  

This table does not provide explicit detail for all originally stated aims and how these aims have been 
achieved nor does it comment on every activity and achievement. These are include in UNRWA 
documentation and, in particular, the report: “Organisational Development in UNRWA: report on Activities 
from 2007 – 2009,” June 2010. This report was reviewed as part of this Evaluation and concludes that the 
progress so noted has been achieved.  

Evaluation Levels 

R
elevan

ce
 

Effectiven
ess 

Efficien
cy 

Im
p

act 

Su
stain

ab
ility 

Evaluation 

Level 1: Human Resource Management 

A. Staffing Strategy x x  x  Relevance 

As so noted in the OD Plan, this aim of the staffing strategy  is meant to 
“provide the Agency with a sustainable, competent, motivated and 
adaptable workforce . . .” 

This is an exceptional goal and one that was relevant at the time and 
remains so at the time of this Evaluation.  

Effectiveness 

Progress has been made especially as related to the updates to the 
original  “Snapshot—UNRWA’s Current Staffing Profile,” July 2007. This 
has been supplemented in overall staffing figures and “real-time” data on 
month-to-month head count figures.  

Impact 

The work conducted here will move UNRWA toward the stated aim of this 
initiative. In particular, this will provide important management 
information about staffing strategies, including the recruitment, retention, 
development, succession and separation issues. However, not enough 
evidence exists at this time to evaluate impact fully. 

B. Competency 
framework and job 
profiles 

x x x x x Relevance 

A competency framework provides the basis for determining common 
metrics for behaviours, attitudes and skills that define how people work. 
Competency frameworks have become a common basis for these 
throughout the UN System.  

Effectiveness 

Evidence suggests that the competency framework was developed with 
comparative effectiveness and has been implemented in key HR activities, 
including the new recruitment system.  

Efficiency 

The quality and relative speed in developing and implementing the 
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competency framework suggest appropriate efficiency.  

Impact 

The impact of the competency framework is most apparent in the new 
recruitment system which includes competency based interviewing, 
amongst other aspects. This indicates positive impact. This impact will 
surely grow as the competency framework is used in other areas of HRM. 

Sustainability 

As in other UN organisations, the competency framework will continue to 
be a useful tool for aligning behaviours, attitudes and skills across the 
organisation toward results.  

C. Performance 
management 

x x x x x Relevance 

There was a clear need for UNRWA to critically review performance 
management which lacked integrity and precision, due to often limited 
staff skills to evaluate performance and to complex relationships between 
the evaluator, the staff to be evaluated, and the communities. 

Effectiveness 

A new performance system and related procedures are in place for 
teachers and some health care staff. 

There is a reasonably widespread perception by staff and managers that 
the evaluation format and procedures that are being rolled out are: 1) 
effective, 2) have improved HRM practices, and 3) Could lead to better 
individual performance.  
 
The citation of these benefits corresponds to expected benefits from a 
performance management system and is comparatively exceptional that 
these attitudes are present in a minimal implementation timeframe. 
 

Efficiency 

Evidence suggests that the performance management system was 
implemented efficiently and with good quality. While the particulars of 
exactly how this was accomplished are beyond the remit of this 
Evaluation, the positive impact noted in qualitative evidence, amongst 
other data, indicate an exceptional achievement.  

Impact 

In these instances, performance evaluation is taking place according to 
the rules and a degree of evaluation-based HRM is practiced. The positive 
impact of this will be felt by individual staff members who are 
participating in this new system and will have similar benefits to all staff 
once fully implemented.  

The revised performance management system provides a sound basis for 
individual performance as based on comparatives from the UN system 
and beyond.  

Impact is limited in the sense that this has not yet been implemented for 
all staff.  

Sustainability  

If properly supported with training and on-the-job coaching / supervision, 
performance management in the Agency will be stronger. The links with 
the MTS and HIP/FIPs will also complete the results-based framework and 
accountability. 

D. Post classification x x x x x This has not been implemented and this delay has increased risks 
associated with additional change management and management reform 
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initiatives. 

E. Compensation 
system 

x x x x x This has not been implemented and this delay has increased risks 
associated with additional change management and management reform 
initiatives. 

F. Staffing review x     This has been recently implemented; there was not sufficient evidence to 
make overall conclusions about this initiative except that it has been 
implemented beyond the 2006 – 2009 period. 

*Please see “Staffing Strategy” above. 

G. HRM Department x x x x x Relevance 

OD created a new HRM Department as separate from Administration. The 
new departments included the Human Resources Department (HRD) as 
well as Administrative Services Department (ASD) and the Infrastructure 
and Camp Improvements Department (ICID). 

In the case of HRM, this restructuring was meant to elevate the role of 
HRM and to better provide HR services. This is consistent with other UN 
organisations’ and with best practices in HRM. 

Effectiveness 

Evidence suggests that the restructuring was done effectively and that 
under the leadership of the HRM Director, the Department has achieved 
relative success. This was largely structured around the development of a 
strategy for HRM that, in its development, called upon the expertise and 
perspectives of staff members across UNRWA. This is another example of 
a communicative, participatory, engaging, and empowering leadership 
approach that did enable suitable “buy-in” from key stakeholders and that 
has surely supported HRM initiatives to date.  

The HRM strategy is also aligned with the MTS, HIP/FIPs. This alignment 
signals an early example of how the MTS HIP/FIPs provide a structured 
approach that, when made fully operational, will contribute to a needed 
results focus. This is mentioned here because, while little direct evidence 
exists, one can reasonably assume that HRM’s lack of a full 
implementation of the Post Classification and Compensation Management 
systems is related to a lack of focus on results; HRM accomplished many 
“outputs” but failed to implement the initiative that, because of how it 
resonated amongst staff, has potentially led to the most negative impact 
for OD overall.  

As mentioned elsewhere, this includes the implementation of FHRO and 
other initiatives that have greatly improved the effectiveness of HRM.  

While this Evaluation concludes that the absence of a Post Classification 
and Compensation Management system has had a negative impact, this is 
weighed against the exceptional achievements in HRM.  

Efficiency 

Evidence suggests that the restructuring of the HRM department was 
efficient and that it has led to many of the successes so noted in HRM.  

Impact 

Evidence from across this Evaluation suggest that the positive impact of 
the new role of HRM in UNRWA is wide-spread.  

Some evidence exists, especially in the JFO, that other Departments have 
a misunderstanding about the increased number of HRM officers and staff 
overall and that this may be contributing to increased tensions and 
resentments. This should be addressed by a sufficient communications 
strategy, as described in this Evaluation.  

Sustainability 
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The lack of a Post Classification and Compensation Management system is 
impeding the overall results related to HRM. As noted, this is contributing 
to an increased negative organisational dynamic that is focused in part on 
HRM.  

H. Communication with 
Staff on HR Matters 

x x  x x Relevance 

The original aim of this was “to more effectively disseminate information 
from AHRD to staff and to improve communication and dialogue between 
management, AHRD and staff. “ 

This level of communication is of vital importance especially in an 
organisation launching significant management reform.  

Effectiveness 

While various initiatives were undertaken in HRM , these have not proven 
overall effectiveness because of their inability to engage and respond to 
staff members concerns and frustrations, especially as related to what 
they perceived to be OD’s key aims, improved working conditions and 
services. The latter, in the minds of many staff who participated in this 
Evaluation, is directly related to the Post Classification and Compensation 
Management system and the seeming disparity in the upgrades that 
certain cohorts have received during the course and after OD.  

In some field cases, the relationship with the ASU has deepened and 
become more substantive. This can also make negotiations more difficult. 
Evaluating labour relations is complex and requires a technical expertise 
that is beyond the terms of reference for this Evaluation. Nonetheless, 
qualitative evidence suggests that there have been improvements in the 
partnership between the ASU and administration in the LFO, GFO, JFO and 
SFO. As is well known, this is not the case in the WBFO and there is 
evidence of serious tensions with the ASU Chairman’s office in HQ. 
 
Efficiency 

Not enough evidence exists to adequately evaluate the efficiency of this 
initiative.   

Impact 

As noted in this Evaluation, the impact of this initiative has been largely 
negative.  

Sustainability  

This initiative  must be strengthened through the incorporation of an 
Internal Communications function, as recommended in this Evaluation.  

I. Ombudsperson x x  x x While originally conceived in the OD Plan, this has been supplemented by 
the creation of an Ethics office that while different in the overall function 
it serves, does address issues of ethics and provides a body for all staff 
members to present and discuss ethics issues.  

The Ethics office has developed an ethics training suite including an on-
line module that can be supported with in-class facilitation. This is 
currently being rolled out to all staff members. 

J. Training and 
development 

x x x  x Relevance 

Under OD, HR Planning and Development Division was created. Training 
falls under the division. This appropriately elevated the need of training 
and development as essential feature of organisational development.   

Training has been conducted under OD across a wide range of subjects. 

Effectiveness 

The effectiveness of training depends on training needs analysis, the 
methods and curricula, the selection of trainees and, in many instances, 
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follow-up and management attention.  

Efficiency 

As noted in the main report, there are indications that all training and 
development activities are within standard benchmarks for efficient use of 
financial resources.  

Impact 

The HR Planning and Development Division will have lasting impact on  
individual professional, administrative and managerial skills, with the 
impact of training itself dependent on the selection of training subjects 
and the effectiveness of the training conducted. 

Impact follows effectiveness. Where effective, training will probably have 
impact on performance. If and where ineffective, this will not be the case 
although there may be some less visible impacts such as ‘new 
terminology’, ‘exchange of views’ and ‘getting to know one’s colleagues’ 
which may have impacted positively on performance. 

UNRWA may consider conducting professional development impact 
surveys to better ascertain the overall impact of its various training and 
development initiatives. This may be particularly useful in the case of the 
LMDP.  

Sustainability  

The HR Planning and Development Division in the HR Department is a 
lasting addition to UNRWA.  

To maximise its contribution to the Agency, the Division should engage in 
additional long term training planning, including an enhanced coaching 
function to support managers in the effective use of newly acquired skills. 

K. Gender 
mainstreaming 

x x x x x Relevance 

The original aim of this initiative was “to achieve gender equality among 
all UNRWA staff at all levels and equal opportunities for men and women 
at management levels. “ 

While this is the ultimate aim of gender mainstreaming in many 
organisations, it also lacks the necessary focus to guide actual 
development and how one achieves that larger aim.  

Effectiveness 

Gender mainstreaming occurred within two distinct areas, those 
associated with HRM and those conducted within the PCSU.  

Within HR, a gender policy was adopted in January 2008 that committed 
the Agency to improving gender balance of its staff, particularly at senior 
levels, and mandated targeted interventions and capacity building. 
Gender balance is of distinct importance across the UN System and 
UNRWA has made remarkable progress in this area. As the recent report 
“Gender on the UNRWA agenda 2008-2010” indicates, the number of 
women has increased at all levels across the Agency and gender balance 
was achieved at the international professional level, bringing it in line with 
the targets as set by the UN Secretary General. 

In addition to the advances in gender balance, further achievements were 
made within the PCSU. In 2009, a lot of work had been done; plans were 
developed, including adopted policies, a list of issues and indicators, 
mainstreaming agendas in place, 7 different strategies for each and a 
Gender Action Plan for each programme area. This demonstrated 
significant policy development but these lacked a clear implementation 
strategy and included many issues that, like the stated aim, were nearly 
impossible to effectively address given available resources, the context in 
which these issues were being implemented and other factors. 
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Upon the arrival of the gender mainstreaming officer, the issues noted 
above were rapidly addressed. First, gender based violence became a 
priority because of the number of incidents in this area and the basic 
human rights implications. Second, a drop-out rate for boys became a 
priority because of the impact of such an issue and also because it would 
demonstrate that gender was about cross-gender issues. Third, pre-
conception and post-natal care for men and women was prioritised; this 
proved an effective programme that could move beyond some cultural 
issues associated with the other issues and that brought men and women 
together around sex and children. Evidence suggests that there was 
significant progress in  these areas. 

Action plans were constrained further by structure—20% of time 
allocated to Gender Focal Points and yet no mechanism to ensure that 
people could use that time and/or if it was supported by supervisors; not 
recognised by some; others were not properly trained; some were not 
interested.  
 
Nonetheless, since 2009, gender is working on the basis of the policy set 
forth and has established a set of priorities through which the policy is 
being made operational. This includes: 

- Gender based violence 
- Boys retention in secondary schools 
- Pre- and Post-Conception Education 

 
Gender stereotypes in school curricula is the current challenge being 
addressed—complicated by host government curricula and other issues 
but proceeding well 
 
Women’s participation in Micro-finance has also emerged under OD and is 
a positive feature. 

Efficiency 

Not enough evidence exists to adequately evaluate the efficiency of this 
initiative.   

Impact 

Not enough evidence exists to adequately evaluate the impact of this 
initiative.  The evaluation of gender is a complex issue that deserves more 
fine-grained analysis than is possible under this Evaluation’s remit.  

Sustainability  

The work being conducted now will continue to prove valuable for all 
involved. It should be noted that gender mainstreaming must continue to 
be recognised as a vital issue for any organisation, especially one like 
UNRWA that serves communities through education, health, 
infrastructure, and other issues that have direct links to gender.  
 

L. HRM 
specialist/change 
manager 

x x x x x Relevance 

The relevance of this initiative was related to the management of the 
various HRM initiatives and to provide overall strategic and technical 
support for many of the business process changes that were inherent in 
many HR initiatives. This is clearly relevant.  

Effectiveness 

While insufficient evidence exists to fully evaluate the effectiveness of this 
initiative, many related respondents commented on the rigorous process 
that was used to evaluate business processes, many of which are related 
to best practices in PRINCE and Workout.  
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The use of a dedicated person for facilitating this analysis and work has 
the additional benefit of building capacity amongst staff so that they can 
recognise the value of this methodical approach to business process 
reengineering and be able, with some limitations, to continue to do this 
on their own. 

While impossible to substantiate, there may be links to these practices 
and the broader shift in individual behaviours and attitudes toward 
constant business process reengineering and continuous improvements.  

Efficiency 

The use of a dedicated staff member for this work is generally more 
efficient that the use of outside consultancies. First, this dedicated person 
has a greater stake in the success of their work and gains insights into the 
nuance of technical and behavioural issues that impact results. Second, 
the analysis and the work they do becomes the intellectual property of 
the Agency. While this may not be consolidated and constituted as 
intellectual property, e.g. knowledge that is easily available for other use 
throughout the organisation, it does stand as a potential locus of value 
that is usually not included with third party consultancies.  

Impact 

The impact is best measured by the effectiveness of newly implemented 
HR processes, e.g. recruitment and performance management,  amongst 
others. In this case, the impact of this initiative can be judged favourably.  

Sustainability 

This initiative represents various levels of best practices and respected 
resultant value. This model should be sustained in this instance and 
considered for other areas as well.  

Level 2: Programme Management  

A. Development of the 
Cycle, Systems and 
Tools  

x x x x x Relevance 

Before OD, UNRWA had limited strategic planning and was focused on 
‘delivering services’ as per its mandate. The agency, furthermore, had 
little strategic oversight, and was centralised and bureaucratic.  

OD was needed to change this. Under OD, the agency presented a plan for 
strategic thinking, planning, and empowering the fields, amongst other 
issues and as further encapsulated in the SPARE paradigm.  

Effectiveness 

OD was effective in establishing the Programme Coordination and Support 
Unit at HQ and the Field Programme Support Offices.  

The PCSU undertook and completed a number of crucial tasks: 1) 
Formulated and disseminated the Project Management Cycle Handbook, 
2) Designed and introduced the HQ Implementation Plan (HIP) and the 
Field Implementation Plans (FIPs), 3) Developed the Resource Based 
Management System. Together, these accomplishments provide a basic 
framework for planning and resource based management information. 

Evidence suggests that the PMC Handbook is not used fully and there is a 
need for a simplified field manual to guide project identification, 
formulation, appraisal and selection. 

The HIP and the FIP are in place and the second 2-year cycle is about to be 
completed.  

The RBMS is in place and produces quarterly reports on a wealth of 
indicators in accordance with identified management information needs. 

The three achievements have made the organisation stronger: 1) In the 
sense of a major jump in planning resources allocation, 2) Better 
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understanding how resources are actually distributed and deployed 
through the agency, 3) Making the agency more robust in its capability to 
cope with its inherently uncertain conditions of funding and political 
developments. 

Efficiency 

Although the planning and information provision has undoubtedly and 
considerably improved, it may not have contributed much to greater 
efficiencies in the sense of better services to money ratios or more 
effective organisation to services or money ratios. 

Having said this, the improved planning and information provision may 
contribute to efficiencies at a later stage, by perhaps services planning in 
relation to funding and less human overhead resources. 

The impact of the PMC Handbook is rather modest. Staff involved in 
‘projects’ may have a somewhat better understanding of the project 
management cycle. The PSO officers generally state that they are little 
consulted on projects and that staff involved tend to handle projects as 
without direct oversight and input or leave it essentially to the related 
funding agency .  

In addition, there is no Projects Clearing House System in place neither at 
HQ nor at the field level. Apart from essential financial information under 
the Department of Finance, very little is known about which projects and 
commitments there are, where, funded by whom, fitting in with which 
sector or programme, and with which objectives and their fit wtih the 
MTS.  

Impact 

The impact of the HIP and FIPs instruments is substantial. It has helped to: 
1) Mitigate silo mentalities, 2) Increase cross-programme cooperation, 3) 
Change culture from waiting till instructed to needs assessment and 
follow-up planning, 4) Increase field cohesion, 5) Provide a systemic 
planning instrument bringing HQ and field needs and priorities in line. 

So far, the HIP/FIPs instruments are mainly used as a planning instrument, 
not yet in most places as a management tool. Yet, Evidence suggest that 
this is improving. In some fields and field programmes the quarterly RBM 
information is used to gauge the extent to which FIP planning and targets 
are met, in some cases with follow-up management decisions. 

Some Area Chiefs have expressed their managerial desire that the 
instrument should be rolled out to AREA Implementation Planning (AIP). 

The RBMS is in place, the data are collected and processed and quarterly 
management information reports are produced and disseminated. As 
planning develops, additional MIS needs will have to be defined and 
responded to. There is no reason why the RBMS would not be able to 
accommodate.   

Sustainability  

The sustainability of the improvements to resources planning and 
management information provision should be regarded as a high 
probability due to the fact that this is well appreciated through most of 
the Agency’s departments and staff. 

To ensure that the instruments in place should be maintained and 
adapted to future needs and possibilities, the PCSU should be elevated to 
a Directorate in the UNRWA organisation. Its TOR could then be made to 
include a policy and strategy analysis function. This would be in line with 
international best practice with: 1) A Planning ‘Entity’ at equal rank in the 
hierarchy with the Finance Ministry, 2) A Medium Term Expenditure 
Framework (MTEF) in place connecting ‘substantive planning’ and 
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‘financial management’. 

B. Building PMC 
Capacity in HQ 

x x  x x Relevance 

In UNRWA, Project Cycle Management was absent. Best practice shows 
that PCM has been adopted in agencies such as WB, ADB DFID and EU, for 
a wide range of applications, e.g. project, policy and strategy 
identification, formulation and appraisal, and related choices. 

PCM at HQ is concerned with policies and strategies.   

Building PCM capacity at HQ was therefore needed and is relevant. 

Effectiveness 

Logical Framework Matrices (LFM) are formulated in some programmes, 
but not in all. If and where LFMs are used, they serve mainly the 
identification and formulation phase; they are not used as a tool of 
management. Once formulated, they are not revisited during progress. 

There is little evidence that other elements of PCM are used extensively 
such as Problem Tree Analysis, Objective Tree Analysis and Stakeholder 
Matrix Analysis. 

PCM training has been conducted at HQ and has led to a limited use of 
particularly LFMs. 

Efficiency 

To the extent PCM capacity has been used, it mainly serves identification 
and administrative purposes. There is little evidence of efficiency gains 
attributable to PCM. 

Impact 

Impact so far is modest. When used, it helps clarify inter-relationships 
between goal, objectives, outputs, activities and inputs. This may have 
helped rationalising choices, and continues to do so. 

Sustainability  

The sustainability of acquired PCM skills depends on whether or not is 
used which in turn depends on whether HQ staff see PCM as performance 
enhancing.  

To expand the use of PCM to policy and strategy design, and monitoring 
and analysis, considerable efforts will be needed – TNA and 
encouragement, showing the merits of PCM, training and coaching, 
bringing PCM elements other than LFMs into play. 

C. Building PMC 
Capacity in the Fields 

x x  x x Relevance 

UNRWA manages a great number of projects from a great many of 
donors, NGOs and others. Systematic project cycle management was not 
practiced at field level prior to OD. 

Introducing PCM and PCM training was therefore relevant. 

Effectiveness 

In all the fields, PCM training has been conducted. Nowhere has it been 
followed up by management to ensure compliance with PCM 
methodology which is now best practice in e.g. WB, ADB, EU, DFID, 
particularly in connect with ‘projects’. 

Reportedly, PCM training in the fields was academic and not tailored to 
the type of projects staff is dealing with. Staff did not see how PCM could 
help them. 

LFMs are used in ‘projects’ only if the PSOs are involved and take charge 
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of project planning.  

There is little evidence that PCM elements other than LFMs are used in 
the fields - Problem Tree Analysis, Objective Tree Analysis and Stakeholder 
Matrix Analysis. 

Efficiency 

Given the effectiveness so far of building PCM at field level, there are no 
efficiency gains attributable to the PCM training and capacity building and 
effectively using the PCM instrument. 

Impact 

Apart from a modest use of LFMs, PCM training and capacity building have 
had little impact. This may change in future if and as PSOs play a greater 
role in project planning and convince staff of PCM merits. 

Sustainability  

If there is no deepening of PCM training and actual PCM application, and 
no compliance enforced by management, the PCM capacity that has been 
built will fade out. 

D. Training and 
coaching for the PMC  

x x x   Fields have raised the following issues in this connection: 1) PCM training 
cannot succeed if cut loose from the ‘working environment’ of staff, 2) 
Those trained need to be protected as the new practices may threaten 
vested interests, 3) Field Directors have to take managers to task and 
enquire to which extent they see to it that the newly acquired PCM skills 
and attitudes are effectively absorbed. 

Related information is included above. 

E. Evaluation x x  x x Relevance 

With OD, UNRWA started to rationalise resource allocation, planning and 
utilisation. The HIP / FIP instrument and the RBM system play a key role in 
this connection.  M&E and Internal Oversight are also indispensable for an 
Agency seeking to rationalise its resource use. 

Effectiveness 

UNRWA’s evaluation function was originally established in PCSU in 
combination with the centralized monitoring function.

52
 Evaluation-

relevant achievements of PCSU were the establishment of an M&E Policy 
in May 2008 and an Evaluation Plan for the biennium 2008-09. 
 
In November 2008, UNRWA’s Advisory Committee on Internal Oversight 
(ACIO) recommended that the evaluation function be transferred from 
PCSU to DIOS in order to separate it from management (and the planning 
function, which is in charge of the FIP/HIP development, etc.).

53
  

 
The transfer of the function was executed in January 2010 and the newly 
created Evaluation Officer position (P3) in DIOS was filled in June 2010.  
 
While having retained his job title, the Senior M&E Officer of PCSU is now 
only responsible for monitoring and reporting, not evaluation.   
 
The evaluation function in DIOS has become a member of the United 

                                                           
52

 The OD Plan intended to create three P4 positions in DOS (now PCSU) to cover the different elements of the programme/project cycle: (i) an 

Assessment and Planning Officer, (ii) a Monitoring and Reporting Officer, and (iii) an Evaluation Officer (UNRWA, Organizational Development Plan 
2006-09, 2006, p. 98). When OD was implemented, only two positions were created: (i) an Assessment and Planning Officer and (ii) a Monitoring 
and Evaluation (M&E) Officer. 

53
 This is in line with the evaluation norms and standards identified by UNEG, which call for the independence of the evaluation function from other 

management functions (United Nations Evaluation Group, Norms for Evaluation in the UN System, April 2005, p. 8). 
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Nations Evaluation Group (UNEG) in March 2011 and is in charge of 
commissioning independent evaluations carried out by external 
consultants in accordance with UNEG norms and standards (as evidenced 
by this OD Evaluation). 
 
DIOS intends to propose a new Evaluation Plan to the ACIO in its 
November 2011 session. Furthermore, a revision of the M&E Policy is 
required to create an Evaluation Policy that reflects the new evaluation 
arrangements in UNRWA and is in accordance with UNEG norms and 
standards. The overall effectiveness of the function is hampered by its 
limited resources.

54
 

 

Efficiency 

Evidence suggests that M&E has not yet led to greater efficiency of 
resource use. 

Impact 

The impact of M&E is limited although the changes noted above are 
expected to increase M&E impact.  

Sustainability  

The issues noted above will contribute to the sustainability of Evaluation 
in UNRWA.  

F. Emergency 
management 

x     A basic system has emerged from the GFO that utilises current systems as 
much as possible and streamlines financial processes to ensure that 
emergency funding is utilised quickly. This may provide a model for 
additional enhancements of emergency management in the other fields. 

G Cross-cutting themes x     Evidence suggest that the themes noted in the original Plan are still being 
implemented with considerable progress in gender mainstreaming, as 
noted above. Insufficient evidence exists for a fair appraisal of protection 
and social inclusion. 

H. Information/ 
Knowledge 
Management 

x     As per the OD Plan, this initiative is largely related to enhanced ICT 
capabilities and the ERP. These are addressed elsewhere. 

Once an ERP system is in place, the Agency may review this initiative again 
to develop a plan for appropriate knowledge management, amongst other 
issues.  

Level 3: Leadership & 
Management 

           

A. Leadership and 
Management 
Development 

x x x x x Relevance 

UNRWA Leadership and management were in the past highly centralised 
and field operations were largely executive. The empowerment of fields 
and other reforms set in motion through OD put an end to this type of 
management. The new paradigm is demanding in terms of results 
oriented managerial attitudes, skills and leadership across all sectors, 
programmes and levels of the organisation. 

LMDP was necessary and relevant. 

Effectiveness 

LMDP has a mixed appreciation at field and HQ levels. All participants 
report that LMDP was effective in and of itself. Many respondents were 
able to cite specific skills that they developed in the LMDP that they have 

                                                           
54

 The central evaluation offices of other UN agencies are usually better staffed. Examples are UNDP with 18, UNEP with 9, UNESCO with 9, WFP 

with 8, or UNWOMEN with 7 professional evaluation staff in addition to temporary consultants and support staff. 
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sued, to some extent, in their daily work. In addition, they mentioned the 
benefit of meeting colleagues, exchanging experiences, and developing 
their “network” overall. Comparatively, the LMDP thus exceeded the 
benefit noted in many similar programme., this is supported by a review 
of related curricula and other matters.  

Many participants included in this Evaluation, further stated some limits 
on overall effectiveness: 1) Back to their working environment, they had 
workloads not permitting them to ‘experiment’ with the new LMDP skills, 
2) Next-higher management did not discuss the LMDP with them, did not 
coach, 3) The selection of participants was unlucky and uninformed – 
many participants had neither the personality nor the affinity for 
management, others that should have participated were not selected, 4) 
LMDP was ‘academic’, not practical, not tailored to UNRWA, not tailored 
to participants’ practice.  

Efficiency 

The LMDP included 134 participants and cost a total of US$1,498,547, or 
about 7% of total OD costs. 

According to the LMDP’s “Final Report,” the average cost per trainee per 
year was US$3,755.

55
 As this report sites, a similar 10 day workshop 

conducted by the UN on Leadership and Skills costs US$4,880 per person, 
excluding travel and accommodation. In 2006, UNHCR spent 
approximately US$1,123 per staff member for their for their Management 
Learning Programme and their Organisational MLP, although these 
courses required fewer days than UNRWA’s LMDP. These comparatives 
indicate fair value for money. 

Using a commonly used comparative, the American Society for Training & 
Development includes analysis on average annual expenditures for 
learning and development. Their 2005 “State of the Industry” report 
determined a range of US$955 to US$11,554 average annual expenditure 
per employee. UNRWA’s investment is within this benchmark as well.  

Similarly, a Masters of Business Administration programme at INSEAD, a 
standard comparative for learning and development costs for mid- to 
senior level executives, costs US$748 per day, including tuition and 
accommodation. This comparative is broadly used for learning and 
development costs because delivery of academic programming, on the 
whole, is actually commensurate with private consultancy costs.  

These comparatives, as well as the growing base of information provided 
by the United Nations System Staff College, demonstrate that the LMDP’s 
costs are in-line with standard comparative costs.  

Impact 

Without precise impact surveys of learning and development, it is difficult 
to evaluate the overall impact of the LMDP. Overall indications, however, 
are positive.  

Sustainability  

As with other learning and development activities initiated under OD, as 
elsewhere, this is an important aspect of OD’s overall aim, “to strengthen 
internal capacity to serve Palestine refugees” and should be pursued as 
possible. 

Further effectiveness and impact evaluations of this another learning and 
development initiatives will strengthen the overall understanding of more 
precise rates of return and value.  

                                                           

55 “UNRWA’s Leadership Management and Development Programme (LMDP) Final Report,” November 2010. 
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B. Dialogue with our 
staff 

x x x x x Relevant 

The dialogue between staff and management and between staff unions 
and the administration was often difficult before OD. The centralised 
system, or CBB, was not conducive to effective communication and 
knowledge sharing.  

Effective 

Ample evidence suggests that OD inspired a much different level of 
dialogue, characterised by seeking openness, interaction and consultation.  

OD was effective in opening up, not only regarding the management – 
staff dialogue, but also improved communication with unions, the donors 
and the host countries. 

Better communication, more openness and better information are 
reported at HQ and field levels down to front line staff and refugees. 

Efficiency 

The better dialogue may not have resulted in clearly enhanced 
efficiencies. On the contrary perhaps. The improved dialogue is to a large 
extent due to more meetings, more communication, and more 
information. From that point of view, the organisation may have lost 
efficiency as the organisation offered the same services in the past but 
with fewer resources – staff and money – spent on ‘dialogue’. 

Impact 

The impact of the better dialogue is mixed. Much of it is rated positive, 
but there is a substantial downside. 

Positive consequences are mainly: 1) Staff feels more aligned with 
UNRWA than in the past, satisfied that they ‘know what is going on’, 2) 
Staff speak up frankly without being afraid for their jobs and career, 3) 
Implementation of certain decisions is faster, 4) Well-scheduled meeting 
rosters and a range of other well-scheduled contacts are in place. 

The downside is that: 1) More meetings and workshops are conducted 
often disrupting regular work, 2) The increased openness implies that 
‘everybody knows everything’ about UNRWA and staff personal aspects, 
3) Increased openness led to many more complaints accompanied with 
easier access to higher level management ; 4) Management and 
operations have become more complicated. 

These are not unexpected impacts of enhanced communication but the 
negative aspects could be mitigated against with an effective 
communications strategy  in place.  

Sustainability 

The sustainability of this issue largely rests with the implementation of an 
Internal Communications function, as recommended in this Evaluation.  

C. Management 
Committees 

x x  x x Relevance 

Management Committees were always part of the Agency’s management: 
1) The overall Management Committee (MC) supporting the 
Commissioner General in policy matters and overall coordination, and 2) 
specific subject related Management Committees (e.g. HR, Budget, etc.). 

Under OD the mandates and tasks of the various committees were 
reviewed and adjusted to the new conditions. This was needed and 
relevant. 

OD-inspired adjustments to tasks and mandates of most management 
committees have been made and are in place. 

Effectiveness 
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Not unlike other massive reorientations of Agencies in UN or other 
contexts, OD developed in ways not always foreseen. In addition, the OD 
Plan lacked a guiding strategic principle and ‘tough’ results oriented 
change management.  

The speed and direction of field empowerment, and the differences 
between the fields, seem to have “surprised” the Agency. HQ did not 
adapt fast enough to guide the actual developments.  

Evidence suggests that in fields, neither the management committees nor 
the Executive Office had anticipated these developments. In the absence 
of strong and authoritative change management which could have 
monitored the OD process with precision, most management committees 
could meet their coordination and policy role only modestly. 

Efficiency 

Whether the management committees are more efficient than before is 
hard to establish. 

Impact 

Two quotes may illustrate impact of the management committees as 
fields see it: 1) “Management committees are OK, but fail to help in seeing 
empowerment, accountability and ‘new’ decision making through to an 
inclusive organisation, down to the front line”, 2) “During the vulnerable 
stages of fields development once OD was initiated, and, particularly how 
to handle the systemic change of empowerment, HQ and the 
management committees hardly supported or not all, or were 
counterproductive”. 

Sustainability  

The new OD-inspired ‘patterns’ are increasingly clear. The management 
committees (HQ and field level) and the Executive Office have begun to 
reflect on the roles and functions of HQ and Field and on their inter-
relationships. Based on this, the management committees and the 
Executive Office may be trusted to adapt their tasks and mandates as 
deemed necessary and rectify developments that may not be conducive 
to maintaining UNRWA as a coherent corporate entity. 

D. Accountability & 
Oversight 

x x  x x Relevance 

The changes brought about in Accountability and oversight, including the 
formation of IOS are relevant and will serve UNRWA going forward.  

Effectiveness 

While significant progress has been made in this area, an accountability 
framework that would be approved by all managers and staff has not yet 
been developed. Evidence suggests that there is not a clear perception of 
exactly what such an accountability framework may achieve. Instead, this 
Evaluation concludes that the MTS HIP/FIPs, RBMS, and a performance 
management system for all staff that matches individual work plans with 
these other strategic results instruments will provide an overall 
accountability framework. However, this may be strengthened with 
additional governance structures as so described.  

As was described in the original OD Plan, a great deal of this initiative 
dealt with investigations.  

Investigation guidelines have been established that define misconduct and 
abuse and standard procedures for addressing allegations. There are and 
remain many allegations of misconduct, abuse and fraud with an 
exceptional number of abuse cases 
 
Before OD, there was no professional approach to investigations—these 
were left to people in field offices who had very little training or capacity. 
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This increases the risk of the investigation for both the parties involved 
but also for the investigating officer and the organisation. 
 
As part of OD, conducted a 5-day training for 66 staff to provide basic 
methodology for addressing allegations, procedures for investigation, and 
templates and step by step procedures to facilitate local investigations 
 
There are not sufficient resources in place to handle investigations 
appropriately, at HQ or in field offices, and so under-trained persons are 
carrying out investigations and may experience outside pressure and 
emotional fatigue from managing such investigations 
 
The Area Staff Unions are an important variable in how allegations are 
brought forward and investigated 
 
Impact 

The potential negative impact associated with insufficient resources for 
appropriate investigations is assumed to be exceptionally negative.  

Sustainability  

Continued sustainability of this initiative can be supported by the 
following:  
 
1. Case management system is in place—used for allegation tracking at 

a central level—this should be made compliant (300 – 100 
allegations a year); 

2. Additional training to more staff; 
3. Improve investigation’s strategic focus by providing regular counsel 

and guidance to staff who are handling allegations and to all staff 
about reporting allegations; 

4. Need P3 level investigation officer in each Field Office; 
 

E. OD Engine x x x x x This is addressed in the main report. 

F. Executive Office x x  x x This is addressed in the main report.  

G. Resource 
Mobilization 

x x x x x External relations has changed significantly as a result of OD with a 
tightened focus on resource mobilisation and external communications 
and with the advent of the Arab Partners Unit that has been successful in 
securing significant increases in project funding.  

No negative issues were discovered during this Evaluation and, in fact, this 
area has largely met original aims. 

H. Inter-Governmental 
Fora 

x x  x x The Advisory Commission is currently apprised of up to 24 members and 3 
observers, the Advisory Commission (AdCom) has changed significantly as 
a result of OD. This includes the development of  Sub-Committees and bi-
lateral meetings between UNRWA, host governments, and donors. The 
intent was to make this a more substantive and engaging body. By most 
accounts discovered in this Evaluation, this body has become more 
substantive and engaging. 

Level 4: Organisational 
Processes 

           

A. Quick Wins x x x x x As reported below, there has been significant progress in the initiatives 
related to “Quick Wins”. This section includes the due diligence conducted 
in this Evaluation to confirm that these have been implemented and, as 
noted, where different initiatives were used to satisfy  overall aims. 

Some additional notes are included below. 

4.A.1 Budget      This is addressed in the main report.  
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Adjustment Process  

4.A.2. Emergency 
Appeal Budget 
Allotment Cycle 

     Developed processes and procedures in Gaza that work and could be 
applied in other field offices 
 
Uses existing financial systems and there is limited interaction with senior 
management about how this is used—systems and financial checks for 
emergency funding 
 
Everything is done locally—how to allocate money, determine posts, field 
travel, etc. By-passes relief and social services department that may not 
be appropriate.  
 
Need to harmonise system overall and with HR; there is probably a model 
in Gaza that can work in the other field offices but at the moment there is 
no work toward that—model is completely stand alone and decentralised, 
except for a bit of engineering support as required 
 
Could improve by learning from WFP, UNICEF and some of the INGOs—
mainstream best practices globally 
 

4.A.3 P11 forms in the 
Recruitment Process 

     The recruitment process (ORIS) has been revised overall with a policy set 
forth at the HQ level and then guidelines developed and piloted at the 
Lebanon Field Office and then rolled out across the organisation. 
 
This has superseded the issue of ensuring that p11 forms are part of the 
recruitment process—they are and the process is more robust now with 
competency based itnerview3ss, a more transparent and pragmatic 
process in place and good evidence of compliance across the organisation. 

4.A.4 Modification to 
Area Staffing Tables 
(RPAs) 

     Not working and still needs to be de-centralised 

4.A.5 Service 
Contracting Pilot - 
Centralizing the 
Procurement of Services 

     Procurement overall has exceeded the aims as set forth in the OD plan 
and, as noted elsewhere, stands as a significant achievement under OD.  

New system in place allows for a much clearer, easier, and faster way of 
purchasing with preferred supplier lists and other mechanisms to ensure 
that the process is correct. 

4.A.6 Decentralizing 
International 
Purchasing 

     Procurement systems have been largely decentralised; local purchasing 
continues as required.  

4.A.7 Inventory 
Reduction 

     Not an issue as inventory is not an issue 
 
Inventory and stock taking is part of the IPSAS compliance and so UNRWA 
has started to do this; this was resisted because many warehouses were 
not set up to do this properly; needed to take everything out and count it 
and then re-order the warehouses. This in and of itself improved 
inventory control.  

4.A.8 Fixed Asset 
Recording Using Bar 
Codes 

     Fixed asset recording has been done manually; determined bar code 
scanner technology was not cost effective 
 
Changed the system so that it is much quicker and better; didn’t have any 
sense of what inventory existed before. 
 
This initiative has been re-drafted to capture all items over US$2,000 or 
attractive items, e.ge. mobile phones and Blackberries; this was supported 
by a training conducted in-house; developed a Fixed Asset Module that 
has been rolled out successfully. 
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Fixed asset module was tested in Lebanon; training being done in 
Syria/Jordan. 

4.A.9 Automated 
Monitoring of UNRWA’s 
Vehicles 

     No control over project funded vehicles that eventually become UNRWA 
property and thus UNRWA assumes insurance, maintenance, as well as 
the assumption of a depreciated asset. 
 
Fleet management moving toward swipe card technology that will provide 
full infrastructure support for fleet; training will be provided to mechanics 
by Fiat; A full fleet Management system is on the horizon after ERP that 
will cover maintenance, repair, etc. 
 
There has been a lot of difficulty in organising proper safety and accident 
insurance issues in Gaza where there are no such laws and regulations; 
local customs often dictate how to resolve an issue but these often do not 
include a paper trail or ways to report this to insurance carriers. 

4.A.10 Simplification of 
Separation Benefits 
Process 

     While new procedures have been put in place, insufficient evidence exists 
for the Evaluation of this initiative. This rests on conflicting qualitative 
evidence regarding this initiative.  

4.A.11 Improving Legal 
Service Delivery 

     As in finance, there have been significant changes made under the 
tutelage of the current Director of Legal Services. This includes the 
strengthening of legal counsel provided overall and the support provided 
to those charged with legal responsibilities in the field offices. This 
includes monthly videoconferences and quarterly meetings. 

4.A.12 Document 
Management 

     This was never adopted. It is currently under review by external 
consultants.  
 
Some have stated that they would like to see this initiative revived as part 
of a broader knowledge management strategy.  
 

B. Strengthening ICT 
Capacity 

x x x x x Relevance 

ITC capacity was originally viewed as integral to the organisation’s overall 
effectiveness and evidence suggests that investments in this area were 
relevant.  

Effectiveness 

There have been a range of improvements in ICT under OD. Highlights 
include:  
 
Network system was inefficient and quite small before OD; needed to 
create a fall-back security system. Strengthened and extended network 
while strengthening overall network integrity, as evidenced by the drop in 
user complaints and overall usage levels; may have provided some 
services to more staff members, e.g. e-mail. Global network with dual 
system in Brindisi; new data back-up, better hosting.  Overall reach being 
further evaluated.  
 
Enacted some quick wins under OD that provided tangible results to staff; 
for instance, gave area officers computers, internet, e-mail and scanners 
that enabled many staff to process forms much more quickly and keep in 
better communication; instituted ICT Champions, people who met basic 
criteria and could act as a front-line response to ICT issues; provided them 
training that included Dell and other big service providers; drafted step-
by-step guidelines and procedures; provided reporting mechanism for 
common problems. 
 
Intranet—this was implemented under OD and while it is functional and 
comparatively effective as based on other UN agencies intranets, usage is 
below what was expected. 
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On-Line Recruitment System—implemented under OD and has cut the 
hiring time and improved the overall recruitment system; uses an in-
house development. 
 
Video Conferencing System—is much more stable than first iteration 
although there is more cost; was able to make decision about cost benefit 
at Chief level because of OD. 
 
Started work in information security policies—still need compliance. 
 
Overall human resources may not be sufficient. A normal ratio would be 
one ICT staff to 125 computers/users; in many cases the ratio is 1:1,000.  
 
There remain some weaknesses: policies and workflows are not in place; 
infrastructure—hardware and software while greatly improved under OD 
remain weak in some areas. Need greater information on how staff use 
software tools and packages and training to ensure that they can 
maximise these resources. 
 
Current overall system integrity is at threat. 100 different systems running 
on an outdated mainframe system that will not be able to be maintained 
after 2014; lots of ad-hoc adjustments to system over the years. 
Efficiency 

The costs associated with ICT investments is described in the Main Report 
under “Efficiency.” All indications suggest that these investments were 
efficiently used given the overall improvement of ICFT services.  

Impact 

While difficult to fully substantiate the impact, evidence suggests by the 
breadth and extent of ICT investments that there is a positive impact.  

Sustainability 

Some evidence that relationship with some field ICT officers may be 
improved. Some expressed a desire to be more involved in overall ICT 
strategy. Others stated that, with the devolution of budgetary authority to 
field offices, Directors have been able to reduce ICT training in favour of 
other expenditures. These same respondents noted that this has a 
deleterious effect on their capacity as ICT requires constant learning and 
development to stay abreast of developments in the field.  
 
A risk management plan is not in place for ICT; nothing for when there is 
an emergency or when telecommunications lines may go down; Disaster 
Recovery  Plan only exists at HQ.  
 

C. Human Resources 
Management Processes 

x x  x x This is addressed in the Main  Report and above.  

D. Enterprise Resource 
Planning System (the 
ERP Initiative) 

x x x x x This is addressed in the Main  Report. 

E. Organizational 
Processes Task Force 
OPTF 

x x x x  Relevance 

As originally set forth, this task force was meant to ensure that Level Four: 
Organisational Processes depends on the existence of a clear strategy, 
good coordination and proper integration. As noted, this was 
exceptionally relevant for OD as a whole and so to here.  

Effectiveness 

While the particulars of the OPTF changed during OD’s implementation, 
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their overall effectiveness of organisational processes is well noted above. 
A significant proportion of this work was conducted after 2009, yet the 
effectiveness to date is viewed favourably.  

However, in some instances, like Financial Management and improvement 
in legal services, this was done under the management of newly 
appointed Directors. In addition  the range of successes in Administration 
can also be fairly attributed to the management and guidance provided by 
the Director of Administration.  

Thus, it is unclear how much can be attributed to the OPTF.  

Efficiency 

Many initiatives have only been implemented after 2009 and with 
minimal OD funding.  

Impact 

The impact of the OPTF is limited, as described above.  

Sustainability  

Given the work done under current Directors, amongst others, a task 
force no longer seems to be required for organisational processes.  

 



 

 

 

79 | P a g e  

 

Evaluation of UNRWA’s Organizational Development (OD) 

Final Report 

Data Analysis Report (Included as a separate report.) 
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Managing Risks 

The table below is extracted from the presentation provided to the Advisory Commission in February 2007 
regarding the risks associated with OD. This table demonstrates that many of the risks manifested into 
negative impacts for OD overall. 

  Manifested Notes 

Not at 
All 

Somewhat 
Completely  

1.Funding for the four levers of change is 
not forthcoming   

X 
  

Adequate funding has been received but future 
funding may be constrained due to the lack of a 
clear focus on results. 

2.Significant unforeseen and additional 
financial needs are subsequently 
identified by the Agency (but which 
cannot be financed by donors) 

  

X 

  

This has been “somewhat” manifest by the 
constraints associated with the current request 
for funding in the “Sustaining Change” agenda.  

3.Cost over-runs on specific OD 
initiatives 

  

X 

  

The most significant cost over-runs relate to the 
consultancy fees of Birches and Hay Group for 
the post classification and compensation 
management initiatives.  

4.Agency assumes long-term 
financial obligations without these 
being integrated into the GF 

  
  

  

No evidence. 

5.Requested posts in UN 2008-9 
Budget not included 

  
  

  
No evidence. 

6.Important initiatives are started 
and don’t get necessary funding 

X 
  

  
 

7.New strategy takes the Agency in 
the wrong direction 

X 
  

  
 

8.Strategic reflection on sensitive issues 
generates tensions among stakeholders 
that undermine Agency’s credibility 

  

 X 

 

Evidence suggests that there are increased 
tensions between some stakeholders and the 
Agency because of the lack of a substantive 
response to issues put forward regarding the 
expected results of OD and the inherent risks, 
like those so noted in this table. There is no 
evidence that this has impacted UNRWA’s 
“credibility” overall. 

9.Strategy is not relevant to the 
realities of field, too theoretical 

X 
 

 

 

10.No demonstrable improvement in the 
quality and quantity of services for 
refugees 

  

  

X 

While the original aim does refer to “internal 
capacity”. Evidence suggests that there have 
been no substantive material improvements in 
services and this is a source for conflict and poor 
morale amongst various staff who understood 
OD as directly related to improving work 
conditions an services 

10.No demonstrable improvement in 
the quality and quantity of services 
for refugees   

 

X 

While the original aim does refer to “internal 
capacity,” evidence suggests that there have 
been no substantive material improvements in 
services and this is a source for conflict and poor 
morale amongst various staff who understood 
OD as directly related to improving work 
conditions and services. 

11.OD takes time of managers from 
essential service delivery and 
management 

X 
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12.Different expectations  (and/or 
unrealistic expectations) among 
some H&D, leading to loss of 
confidence 

  

 

 

No evidence. 

13.Balance between the different 
roles of governance and 
management disturbed, over-
emphasis on reporting and control 

X 

 

 

 

14.Loss of confidence among 
Palestine refugees in OD process as 
little tangible benefits for refugees 

  

 

 

No evidence.  

15.External context: political dynamics 
and security situation delays 
implementation of key initiatives and 
dilutes senior management attention 

  

X 

  

There has been some evidence that the external 
context has impacted OD’s implementation. 
However, some examples of external forces may 
have increased OD’s effectiveness in some areas.  

16.Flawed conceptual basis of the OD 
design   

X 
  

The SPARE Paradigm as presented in the main 
report, remained theoretical. The RBM system 
largely supplements the SPARE.  

17.Over-ambitious OD design and work 
plan 

  

X 

  

It was only somewhat over ambitious in that it 
did not include a detailed implementation plan 
and demonstrable results as part of the strategic 
planning.  

18.Agency overwhelmed by too many 
initiatives, leading to change fatigue, 
delays and burn-out 

X 
  

  
 

19.Key initiatives (on which others 
depend) fail initially or are delayed 

  

X 

  

The delay in the Post Classification and 
Compensation Management system have caused 
organisational dynamics that threaten additional 
management reform initiatives and may lead to 
the delay of the ERP system until these can be 
suitably addressed. The delay of the ERP system, 
of course, presents additional risks that should 
be evaluated against this new context. 

20.Key OD staff leave or lose confidence 
  

X 
  

Some key staff members with proven 
management and leadership capabilities to lead 
in the “space” OD created have left. 

21.Underlying systems and process can’t 
keep up with the requirements of the 
change process 

X 
  

  
 

22.Agency lacks, or fails to recruit,  
sufficient competent staff in key areas of 
OD 

X 
  

  
 

23.Inadequate OD capacity to drive the 
OD process 

  

  

X 

Overall, the lack of a strategic plan focused on 
results and communications strategy, amongst 
other issues, indicate that many of the negative 
impacts are due to a lack of capacity to drive the 
OD process. 

24.Inadequate planning, coordination, 
monitoring   

  
X 

No strategic implementation plan exists and this, 
amongst other issues, contributed to inadequate 
planning, coordination and monitoring. 

25.Deadlines not met, knock-on effect, 
delays 

  
X 

  
See 19 above. 

26.Inadequate communication with the 
staff on the OD process or conflicting 
messages from key managers 

  
  

X 
This is well documented throughout this 
Evaluation.  

27.Failure to deal promptly with 
obstacles and resistance   

  
X 

Evidence suggests that there were inadequate 
mechanisms in place to address obstacles and 
resistance and that these were largely left to 
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natural attrition, in the case  of resisters, and to 
revised plans, e.g. obstacles were not adequately 
addressed. 

28.Slow progress in OD and lack of 
visible benefits to front-line workers 
demoralises staff 

  

  

X 

Evidence suggests that there were no 
mechanisms in place to demonstrate visible 
benefits to front line staff, whether these were 
or were not achieved. 

29.Unrealistic expectations concerning 
the compensation initiative, leading to 
significant resentment 

  
  

X 
See 19 above. 

30.Perceptions that any new 
classification/compensation system is 
being implemented unfairly 

  
  

X 
See 19 above. Many respondents in this 
Evaluation cited issues related to this issue as 
being “unfair” and “unjust”. 

31.Lack of improvement in management 
and career support, leading to 
disappointment 

  
  

X 
See 19 above. 

32.Empowerment of managers without 
adequate strategic and policy 
frameworks, guidance, monitoring and 
oversight 

  

  

X 

Evidence suggests that the “communicative, 
participatory, engaging and empowering” 
prevalent leadership style did resonate with 
many managers but others required a more 
pragmatic policy and oversight approach to do 
good work.   

33.HQ unwilling to delegate decision-
making authority 

X 
  

  
 

34.Managers unwilling to assume 
decision-making authority 

  

X 

  

See 32 above. Evidence suggests that it is not 
most often a matter of managers being 
“unwilling” to assume decision making authority 
but that, instead, they did not have enough 
guidance to understand the extent of their 
authority in some instances. 

35.Tensions between the programme 
function, the field director function and 
operational support function 

  
X 

  
 

36.Fields go their own way, developing 
separate entities …. 

  
  

X 
Evidence suggests that this occurred to a certain 
extent in the GFO. 

37.Top management loses energy and 
determination 

  

  

X 

Evidence regarding the Executive Office 
demonstrate that this may be the case although 
specific causal links are difficult to determine. 
This Evaluation does conclude that, 
comparatively, the Executive Office is 
understaffed and should be strengthened. 

38.Internal disagreement within 
Management Committee inhibits 
decision-making 

  
 

  
No evidence.  

39.Managers (HQ and Fields) unable to 
adjust, to learn new roles, build new 
skills 

  
X 

  
See 32 above. 
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List of Documents 

The following list of documents were provided as part of this Evaluation.  

Area Name of Document Date 

Background 
The Geneva Conference, 7-8 June 2004 - Building Partnerships in support of 
UNRWA - Conference Report 

2004 

Background UNRWA Medium Term Plan 2005-2009 2004 

Background 
United Nations Relief and Works Agency (UNRWA): A Review Sponsored by the 
Department for International Development (DFID) 

Aug-05 

Background 
Strengthening UNRWA — The Organisational Development Process - Report on 
the Rapid Organisational Assessment 

Mar-06 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - 1 January - 31 December 2005 

2006 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - 1 January - 31 December 2006 

2007 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - 1 January - 31 December 2007 

2008 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - 1 January - 31 December 2008 

2009 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - 1 January - 31 December 2009 

2010 

Background 

Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - 1 July 2004 - 30 June 2005 - 
Programme Budget 2006-2007 

2005 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - Programme Budget 2008-2009 

2007 

Background 
Report of the Commissioner-General of the United Nations Relief and Works 
Agency for Palestine Refugees in the Near East - Programme Budget 2010-2011 

2009 

Background UNRWA Organizational Chart Apr-11 

Background UNRWA's Mandate 2008 

Background UNRWA in Figures Jun-10 

Background 
Report of the Office of Internal Oversight Services on the United Nations Relief 
and Works Agency for Palestine Refugees in the Near East (UNRWA) 

Mar-10 

OD Process 
Serving Palestine Refugees More Effectively - Strengthening the Management 
Capacity of UNRWA - UNRWA‘s Organizational Development Plan 2006-09 

2006 

OD Process OD Master Work Plan and Budget Nov-09 

OD Process OD Budget Overview 2009-2010 2009 

OD Process OD Mid-Term Report Jun-08 

OD Process Report on OD Activities 2007-2009 Jun-10 

OD Process 
Management Development in UNRWA - A Letter to Staff from the Deputy 
Commissioner-General 

15 February 
2006 

OD Process 
A Letter to Staff from the Deputy Commissioner-General on the Work of the 
Human Resources Task Force 

28 February 
2006 

OD Process 
Management Development in UNRWA - A Letter to Staff from the Deputy 
Commissioner-General 

11 April 2006 

OD Process Letter from the Deputy Commissioner-General 17 July 2006 
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OD Process Letter from the Commissioner-General 
25 September 
2006 

OD Process Letter from the Commissioner-General 
17 October 
2006 

OD Process Letter from the Deputy Commissioner-General 29 August 2007 

OD Process 
Progress Report on the implementation of the UNRWA Organizational 
Development Package 

Jun-07 

OD Process OD Progress Report Annex 1: Initiative Update Jun-07 

OD Process OD Progress Report to AdCom Nov-07 

OD Process Progress in OD Nov-07 

OD Process OD Quarterly Progress Report to the Advisory Commission Q1 2008 

OD Process OD Quarterly Progress Report to the Advisory Commission Q2 2008 

OD Process OD Quarterly Progress Report to the Advisory Commission Q3 2008 

OD Process Update on Organizational Development - Towards the Third Year Nov-08 

OD Process 
Sustaining the Momentum of Change—Innovation and Integration - Briefing for 
the AdCom 

Jun-09 

OD Process 
Organisational Development in UNRWA - A Brief Overview of Progress and 
Outstanding Activities 

Jun-09 

M&E of OD OD Indicators Jun-09 

M&E of OD Organisational Effectiveness Survey - Survey Results - Overall Report Sep-08 

M&E of OD Synopsis of the Findings of UNRWA‘s Organisational Effectiveness Survey Sep-08 

M&E of OD Organisational Effectiveness Survey - Questionnaire 2008 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Overall 
Results 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Fields' Comparative 
Report 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Organizational Functions' 
Comparative Report 

Oct-10 

M&E of OD Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Education Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Education Organizational 
Function Report 

Oct-10 

M&E of OD Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Health Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Health Organizational 
Function Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Relief and 
Social Services 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Relief and Social Services 
Organizational Function Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - 
Infrastructure and Camp Development 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Infrastructure and Camp 
Development Organizational Function Report 

Oct-10 
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M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Microfinance 
and Microcredit 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Microfinance and 
Microcredit Organizational Function Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Field Office 
Management 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Field Office Management 
Organizational Function Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - 
Administrative Support 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Administrative Support 
Organizational Function Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Executive 
Support and Programme Support 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Executive Support and 
Programme Support Organizational Function Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Gaza Field 
Office 

Oct-10 

M&E of OD Organizational Effectiveness Survey - Survey Results - Gaza Field Office Report Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - West Bank 
Field Office 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - West Bank Field Office 
Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Jordan Field 
Office 

Oct-10 

M&E of OD Organizational Effectiveness Survey - Survey Results - Jordan Field Office Report Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Lebanon 
Field Office 

Oct-10 

M&E of OD 
Organizational Effectiveness Survey - Survey Results - Lebanon Field Office 
Report 

Oct-10 

M&E of OD 
Synopsis of the Findings of UNRWA‘s Organisational Effectiveness - Syria Field 
Office 

Oct-10 

M&E of OD Organizational Effectiveness Survey - Survey Results - Syria Field Office Report Oct-10 

M&E of OD UNRWA Review of Organisational Development Programme Jun-10 

M&E of OD Organisational Development Review and Stock Take Jun-10 

M&E of OD OD - Recommendations from the Review Jun-10 

M&E of OD 
Development of result-based indicators for UNRWA‘s programmes funded by the 
European Commission 

Dec-06 

M&E of OD 
2007 External Review of UNRWA‘s programmes funded by the European 
Commission 

Oct-07 

M&E of OD 
2008 External Review of UNRWA‘s programmes funded by the European 
Commission 

Dec-08 

M&E of OD 
2009 External Review of UNRWA‘s programmes funded by the European 
Commission 

Dec-09 

M&E of OD 
2010 External Review of UNRWA‘s programmes funded by the European 
Commission 

Feb-11 

Programme 
Management 

UNRWA Programme/Project Cycle Management Handbook - Part 1: Guidelines Jun-08 

Programme 
Management 

UNRWA Programme/Project Cycle Management Handbook - Part 2: Toolkit Jun-08 
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Programme 
Management 

UNRWA's Interim Programme Strategy 2008-2009 Sep-07 

Programme 
Management 

The road to the Medium Term Strategy 2010 - 2015 - Background Paper for the 
Management Committee Retreat 

Sep-07 

Programme 
Management 

Draft Action Plan for the development of the MTS 2010 – 2015 2007 

Programme 
Management 

UNRWA Medium Term Strategy Process - Guidance Manual Jun-08 

Programme 
Management 

Strategic Priorities for the 2010-2015 Medium Term Strategy and 2010-2011 Field 
Implementation Plans 

Jul-08 

Programme 
Management 

UNRWA Medium Term Strategy 2010-2015 2009 

Programme 
Management 

Field Needs Assessment Instructions Mar-08 

Programme 
Management 

UNRWA West Bank Field Office Needs Assessment Report Jun-08 

Programme 
Management 

Programmes Strategic Response Instructions to the Field Identified Needs 2008 

Programme 
Management 

Education Programme Strategic Response Aug-08 

Programme 
Management 

Field Implementation Plans (FIPs) Development Guidance - Part 1: Development 
of Outline FIPs 

Aug-08 

Programme 
Management 

Field Implementation Plans (FIPs) Development Guidance - Part 2: Finalization of 
FIPs 

Feb-09 

Programme 
Management 

Field Implementation Plan UNRWA West Bank Field Office 2010-2011 2010 

Programme 
Management 

Headquarters Implementation Plans (HIPs) Development Guidance Feb-09 

Programme 
Management 

Headquarters Implementation Plan UNRWA Department of Education 2010-11 2010 

Programme 
Management 

UNRWA's Operating Planning Process - Assessment and Recommendations Nov-10 

Programme 
Management 

UNRWA's Operating Planning Process 2012-2013 - Planning Guidance - Part 1: 
Planning Process and Outputs 

Feb-11 

Programme 
Management 

UNRWA's Operating Planning Process 2012-2013 - Planning Guidance - Part 2: 
Programmes 

Feb-11 

Programme 
Management 

UNRWA's Operating Planning Process 2012-2013 - Planning Guidance - Part 3: 
Cross Cutting Issues 

Feb-11 

Programme 
Management 

UNRWA's Operating Planning Process 2012-2013 - Planning Guidance - Part 4: 
Support Services 

Feb-11 

Programme 
Management 

UNRWA's Operating Planning Process 2012-2013 - Planning Guidance - Annex 6 
- Project Outline 

Feb-11 

Programme 
Management 

Field Implementation Plan UNRWA West Bank Field Office 2012-2013 Apr-11 

Programme 
Management 

UNRWA Monitoring and Evaluation Policy May-08 

Programme 
Management 

UNRWA Evaluation Plan 2008-2009 2008 

Programme 
Management 

Review of Statistical and Reporting Processes in UNRWA Mar-10 

Programme 
Management 

Monitoring Programmatic and Financial Performance - A Systematic Approach Jul-09 

Programme 
Management 

Monitoring Biennium Plans - A Handbook of Common Outcomes, Outputs and 
Indicators - "An Agency View" for 2010-11 Biennium Plans 

Dec-10 

Programme 
Management 

Monitoring Biennium Plans - A Handbook of Common Outcomes, Outputs and 
Indicators - "An Agency View" for 2012-13 Biennium Plans 

May-11 



 

 

 

87 | P a g e  

 

Evaluation of UNRWA’s Organizational Development (OD) 

Final Report 

Programme 
Management 

UNRWA-Donor Reporting Framework M&E Matrix Nov-10 

Programme 
Management 

2010 Results Review 2011 

Programme 
Management 

UNRWA Project Process Manual (draft) May-11 

Programme 
Management 

Towards Achieving Gender Equality - UNRWA's Policy on Gender Mainstreaming Jun-07 

Programme 
Management 

Gender Mainstreaming Strategy 2008-09 2008 

Programme 
Management 

What protection means for UNRWA in concept and practice Mar-08 

Programme 
Management 

Tool for Incorporating Minimum Standards on Protection into UNRWA 
Programming and Service Delivery 

Feb-10 

Programme 
Management 

Tool to Assess Alignment with Protection Standards in UNRWA Programming and 
Service Delivery 

Feb-10 

Programme 
Management 

UNRWA Disability Policy Sep-10 

Programme 
Management 

UNRWA Disability Implementation Strategy 2011-13 2011 

Human 
Resources 
Management 

Human Resources Management (HRM) Strategy Sep-06 

Human 
Resources 
Management 

Human Resources Management Strategy 2010-2011 2010 

Human 
Resources 
Management 

HR Reform Jun-10 

Human 
Resources 
Management 

"The Snapshot" - UNRWA's current Staffing Profile - June 2007 Jun-07 

Human 
Resources 
Management 

"The Snapshot" - UNRWA's current Staffing Profile - June 2008 Jun-08 

Human 
Resources 
Management 

"The Snapshot" - UNRWA's current Staffing Profile - June 2009 Jun-09 

Human 
Resources 
Management 

General Staff Circular No. 04/2011 - Agency Staffing Framework (Draft) forthcoming 

Human 
Resources 
Management 

Human Resources Gender Policy & Implementation Strategy Jan-08 

Human 
Resources 
Management 

UNRWA HR Gender Policy & Progress to Date (2008-2009) Oct-09 

Human 
Resources 
Management 

Staff circular introducing new Performance Management Policy Jun-10 

Human 
Resources 
Management 

Performance Management Policy – Area Staff – I. Background, Process and 
Procedures 

Mar-10 

Human 
Resources 
Management 

Performance Management Policy – Area Staff - II. Rewards and Recognition Mar-10 

Human 
Resources 
Management 

Performance Management Policy – Area Staff - III. Managing Underperformance - 
Toolkit for Supervisors in UNRWA 

Mar-10 

Human 
Resources 
Management 

Performance Management Policy - Area Staff - Implementation Plan Mar-10 

Human 
Resources 
Management 

Performance Management Policy – Area Staff – ePer User Guide Jun-10 
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Human 
Resources 
Management 

Performance Management Policy Mar-10 

Human 
Resources 
Management 

Performance Evaluation Report (International Staff and Senior Area Staff) Oct-08 

Human 
Resources 
Management 

Headquarters Implementation Plan - UNRWA Department of Human Resources 
2010-2011  

2009 

Human 
Resources 
Management 

Area Staffing Review - Draft Blueprint Sep-09 

Human 
Resources 
Management 

Area Staffing Review - Proposed Work Plan Sep-09 

Human 
Resources 
Management 

Human Resources Planning - International Staffing - Annual Report to Advisory 
Committee on Human Resources 2010 

Mar-10 

Human 
Resources 
Management 

Human Resources Planning - International Staffing - Annual Report to Advisory 
Committee on Human Resources 2011 

May-11 

Human 
Resources 
Management 

Talent Management Framework for International Staff Apr-11 

Human 
Resources 
Management 

Organisational Design of UNRWA - Discussion Paper for the QMC Sep-08 

Human 
Resources 
Management 

Scoping Exercise on Classification (Birches Group) 2007 

Human 
Resources 
Management 

Market Study Report (Birches Group) Jul-08 

Human 
Resources 
Management 

Development of a New Area Staff Category - Completion of the Model Job 
Classification System and Findings from the Market Study of Jordan with Possible 
Compensation Models (Birches Group) 

Sep-08 

Human 
Resources 
Management 

Inception report (Hay Group) Jan-10 

Human 
Resources 
Management 

Classification, Compensation, and Performance Management Reform Project - 
Briefings to Fields and HQ 

  

Human 
Resources 
Management 

Classification, Compensation, and Performance Management Reform - Update 
QMC June 2010 

Jun-10 

Human 
Resources 
Management 

Excerpt from UNRWA International Staffing Policy   

Human 
Resources 
Management 

Leadership and Management Development Programme Aug-07 

Human 
Resources 
Management 

LMDP Fact Sheet Nov-10 

Human 
Resources 
Management 

UNRWA‘s Leadership Management and Development Programme (LMDP) Final 
Report 

Nov-10 

Human 
Resources 
Management 

UNRWA‘s Leadership Management and Development Programme (LMDP) - End 
of Year 2 Evaluation - Evaluation by LMDP Participants 

Oct-09 

Human 
Resources 
Management 

UNRWA‘s Leadership Management and Development Programme (LMDP) - High 
Level Evaluation - Completed by direct supervisors of LMDP participants 

Oct-09 

Human 
Resources 
Management 

Staff Development Policy (draft) forthcoming 

Human 
Resources 
Management 

UNRWA Staff Development Strategy 2011-2013 (draft) Jun-11 

Human 
Resources 
Management 

Guidance for 2011 Learning Needs Assessment and Development of Field 
Training Plans for Field Offices and HQ 

2011 
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Human 
Resources 
Management 

Guidance for budgeting for UNWRA training activities  Feb-11 

Human 
Resources 
Management 

Training Inventory and Plan Template 2011 

Human 
Resources 
Management 

Induction Workshop for UNRWA Area Staff  May-11 

Leadership and 
Management 

Quality Assessment of United Nations Relief and Works Agency Internal Audit 
Activity 

Sep-07 

Leadership and 
Management 

Quality Assessment Results - Closing Meeting Sep-07 

Leadership and 
Management 

UNRWA Internal Communication Review 2009 - Executive Summary 2009 

Leadership and 
Management 

UNRWA Internal Communication Review 2009 - Findings and Recommendations 
- Section 1: Findings 

Jul-09 

Leadership and 
Management 

UNRWA Internal Communication Review 2009 - Findings and Recommendations 
- Section 2: Recommendations 

Jul-09 

Leadership and 
Management 

Resource Mobilization Strategy - Executive Summary (Draft) May-07 

Leadership and 
Management 

Resource Mobilization Strategy: UNRWA (Draft) May-07 

Leadership and 
Management 

Resource Mobilization Strategy - Logframe (Draft) May-07 

Leadership and 
Management 

Emergency planning and preparedness workshop, Amman 3 – 5 November 2009 Nov-09 

Leadership and 
Management 

Summary of recommendations from emergency planning and preparedness 
workshop, Amman 3-5 November 2009 

Nov-09 

Leadership and 
Management 

Emergency Planning and Preparedness - Staff Roster Aug-10 

Leadership and 
Management 

DCG's Note on Emergency Roster Sep-10 

Organizational 
Processes and 
Systems 

Towards a procurement policy framework 2008 

Organizational 
Processes and 
Systems 

Procurement Regulatory Framework Aug-08 

Organizational 
Processes and 
Systems 

Procurement Manual 2009 Feb-09 

Organizational 
Processes and 
Systems 

Final Report of the Gap Study of FMS/HRMP and ERP Systems (Draft Ver. 3) Mar-08 

Organizational 
Processes and 
Systems 

Enterprise Resource Planning - Project Proposal Mar-10 

Organizational 
Processes and 
Systems 

Enterprise Resource Planning (ERP) Project document Feb-10 

Organizational 
Processes and 
Systems 

Final Report - Enterprise Resource Planning System for the year 2008-2010 2011 

Organizational 
Processes and 
Systems 

Implementation Plan - Strengthening ICT Capacity - Organizational Development 
Initiative  

Mar-07 

Organizational 
Processes and 
Systems 

Strengthening ICT Capacity Initiative - Interim Project Implementation Plan - April-
September 2007 

Apr-07 

Organizational 
Processes and 
Systems 

HQA ISD Disaster Recovery Exercise Lessons-Learned Report Jul-10 
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Organizational 
Processes and 
Systems 

Disaster Recovery Plan Apr-10 

Organizational 
Processes and 
Systems 

Information Security Policy Feb-11 

Organizational 
Processes and 
Systems 

Property Management Manual Dec-09 

Organizational 
Processes and 
Systems 

Organisation Directive No. 12 - Management of the Agency's Property, Plant and 
Equipment 

Dec-09 

Organizational 
Processes and 
Systems 

Human Development Goals - 2010-11 Budget Reform 2009 

Organizational 
Processes and 
Systems 

Budget Reform Jul-09 

Organizational 
Processes and 
Systems 

Reforming UNRWA's Regulatory Framework Feb-09 

Organizational 
Processes and 
Systems 

Reforming UNRWA's Regulatory Framework - Appendix 1: UNRWA 
Organisational Chart 

Feb-09 

Organizational 
Processes and 
Systems 

Reforming UNRWA's Regulatory Framework - Appendix 2: Regulatory 
Instruments and OD1 

Feb-09 

Organizational 
Processes and 
Systems 

Reforming UNRWA's Regulatory Framework - Appendix 3: Organization 
Directives 

Feb-09 

Organizational 
Processes and 
Systems 

Reforming UNRWA's Regulatory Framework - Appendix 4: OD1 Amended Feb-09 

Organizational 
Processes and 
Systems 

Reforming UNRWA's Regulatory Framework - Appendix 5: Draft Commissioner-
General Bulletin 

Feb-09 

Risk 
Assessment 

OD Process—Risk Analysis and Management - Presentation to the Advisory 
Commission 

Feb-07 

Effective 
Programmes 

An external assessment of the UNRWA Health Programme Mar-09 

Effective 
Programmes 

Moving Forward After 60 Years - Synthesis of the Assessment of UNRWA's 
Education Programme 

Apr-10 

Effective 
Programmes 

Review of the Relief and Social Services Programme (RSSP) Mar-10 

Effective 
Programmes 

Review of the Relief and Social Services Programme (RSSP) - Annexes Mar-10 

Effective 
Programmes 

Schools of Excellence 2008 

Sustaining 
Change 

Sustaining Change - Plan Outline (Draft) May-11 

Sustaining 
Change 

UNRWA Education Reform Strategy 2011-2015 May-11 

Sustaining 
Change 

Modern and Efficient UNRWA Health Services - Family Health Team Approach 
(Draft) 

May-11 

MOPAN MOPAN Common Approach 2011 - Implementation Guide Dec-10 

MOPAN MOPAN Indicators for UNRWA Mar-11 

MOPAN 
MOPAN Common Approach - Document Review Guide 2011 (United Nations 
Relief and Works Agency for Palestine Refugees in the Near East) 

May-11 
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List of People Interviewed (Interviews & Focus Groups) 

The following table indicates all people who participated in the Evaluation with an indication of whether 
they participated in individual interviews or focus groups. An Excel table is available with additional data.  

Intervie
w (P) or 
Focus 
Group 
(F) 

Name Title 

G
ra

d
e

 

O
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er

 

In
te

rn
at
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n

al
/ 

A
re
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F Rana Zawawi   Chief, Social Services Division Con.  HQ W A 

F Maha Abu Khadra  Procurement and Logistics Assistant  G10 HQ W A 

F Maha Najem Secretary A G10 HQ W A 

F Abdelaziz Abu Mousa  Assistant Procurement Officer  G12 HQ M A 

F Ahmad Shaban  Office Engineer  G14 HQ M A 

F Mohammad Jaber  Education Information Systems and Training 
Coordinator  

G14 HQ M A 

F Wafa Zeidan  Health Statistics Officer  G14 HQ W A 

F Samar Maqusi   Architect/PHCL Planner  G15 HQ W A 

F Manal Al-Khatib Architect G15 HQ W A 

F Husni El Suwwi   School Development Specialist Lower Elementary 
Education  

G16 HQ M A 

F Ali Alsayed  Structural Engineer G16 HQ M A 

F Fatmeh Atiyeh  Vocation and Technical Education Specialist – 
Nursing  

G16 HQ W A 

P Ayman Murad  Head, Education Information Technology Unit, 
Education Department ; Chairman of ASU 

G17 HQ M A 

F Salah Ismail Senior Structural Engineer G17 HQ M A 

F Majed Hababeh  Maternal and Child Health Officer  G17 HQ M A 

F Ms Rawan Saadeh  Senior Pharmacist  G17 HQ W A 

F Bassam Shawa  Education Planning Officer  G18 HQ M A 

F Ahmad Al-Natour  Head, Laboratory and Medical Diagnostics 
Services  

G18 HQ M A 

F Yassir Turki  Health Communication and Community-Based 
Initiative  

G18 HQ M A 

F Hala AlAsir Head, Design Unit G18 HQ W A 

F Ibrahim Hejoj Poverty Advisor, Relief and Social Services 
Department 

G20 HQ M A 

F Mazen Omar   Chief, Relief Services Division G20 HQ M A 

F Saleh Abujado  Chief, Institute of Education  G20 HQ M A 

F Ali Khader  Chief, Health Protection and Promotion  G20 HQ M A 

F Volteire Kharoufeh  Chief, Field Microfinance Programme, West Bank  G20 HQ M A 

F Jane Giacaman  Chief Microfinance Operations, HQ  G20 HQ W A 

F Mahmoud Abu Khadra  Driver  G5 HQ M A 

F Khaled Al Zamil  Assistant Production Sub-Unit Supervisor  G8 HQ M A 

P Bernard Laufenberg   Director, Finance Department D1 HQ M I 

P Issam Miqdadi  Director, Infrastructure and Camp Improvement 
Department  

D1 HQ M I 

P Michael Kingsley Director of the Executive Office D1 HQ M I 

P Peter Ford  Senior Fundraising Executive, External Relations 
and Communications Department  

D1 HQ M I 

P Alex Pollock  Director, Microfinance Department  D1 HQ M I 
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P Christopher Gunnes Spokesperson D1 HQ M I 

P Laura Londen   Director of the Department of Administrative 
Support 

D1 HQ W I 

P Anna Segall The Legal Advisor D1 HQ W I 

P Cornelia Moussa  Director of the Department of Human Resources  D1 HQ W I 

P Magnus Lindell Director, External Relations and Communications 
Department 

D2 HQ M I 

P Akihiro Seita   Director, Health Department D2 HQ W I 

P Caroline Pontefract  Director, Education Department  D2 HQ W I 

P Maurice Savage  Assistant Field Administration Officer P3 HQ M I 

F Andrei Timoshenko  Compensation and Management Services Officer  P3 HQ M I 

P Rica Terbeck Evaluation Officer, Department of Internal 
Oversight Services 

P3 HQ W I 

F Rama Kondapalli   Education Quality Assurance Officer, Education 
Department 

P3 HQ W I 

P David de Bold   Senior Monitoring and Evaluation Officer, 
Programme Coordination and Support Unit 

P4 HQ M I 

P Mike Oswald   Field Finance Officer P4 HQ M I 

P Gavin Roy Special Assistant to the Deputy Commissioner 
General, Executive Office  

P4 HQ M I 

P Gabriel Tuan Training Coordinator  P4 HQ M I 

P Dustin Okazaki  Special Assistant to the Commissioner-General, 
Executive Office 

P4 HQ M I 

P Sam Rose Former Emergency Officer P4 HQ M I 

P Stephanie Fox   Reporting and Information Officer P4 HQ W I 

P Cathy Howard  Field Programme Support Officer  P4 HQ W I 

P Sana Jelassi  Senior Gender Advisor, Programme Coordination 
and Support Unit 

P4 HQ W I 

P Christine Gaignebet  Senior Assessment and Planning Officer, 
Programme Coordination and Support Unit  

P4 HQ W I 

F Amy Schmidt    Monitoring and Evaluation Officer, Relief and 
Social Services Department 

P4 HQ W I 

F Muna Budeiri  Deputy Director, Infrastructure and Camp 
Improvement Department  

P4 HQ W I 

P Lex Takkenberg   Ethics Officer, Department of Internal Oversight 
Services 

P5 HQ M I 

P Robert Stryk  Coordinator of Programme Support, Programme 
Coordination and Support Unit  

P5 HQ M I 

P Greet de Leeuw Chief Human Resources Planning and 
Development Division, Human Resources 
Department  

P5 HQ M I 

P Michael O’Neill  Chief, Investigations Division  P5 HQ M I 

P Aamir Awan Chief, Budget Division  P5 HQ M I 

P Suhail Katkhuda  Chief, Information Systems Division  P5 HQ M I 

P Ian Mitchell  Former Head, AdCom Secretariat, External 
Relations and Communications 

P5 HQ M I 

P Aidan O’Leary Former Deputy Director of UNRWA Operations, 
Gaza 

P5 HQ M I 

P Sebastien Trives  Deputy Director of Operations-Emergency 
Programme  

P5 HQ M I 

P Lance Bartholomeusz Chief, Internal Law Division P5 HQ M I 
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P Thomas White Former Deputy Director of UNRWA Operations, 
West Bank 

P5 HQ M I 

P Patrick Cronin  Chief, Personnel Services Division, Human 
Resources Department  

P5 HQ M I 

P Graham McNeill  Deputy Director, Department of External 
Relations and Communications  

P5 HQ M I 

P Tom Markushewski  Chief, General Legal Division  P5 HQ M I 

P Saahir Lone  Deputy Director of the Executive Office P5 HQ M I 

P Matthias Burchard Head, Representative Office in Brussels and 
Geneva  

P5 HQ M I 

P Saahir Lone  Deputy Director of the Executive Office P5 HQ M I 

P Martha Myers  Acting Director, Relief and Social Services 
Department 

P5 HQ W I 

F Awatef Handam  Chief of Compensation Management and Services 
Division, Human Resources Department  

P5 HQ W I 

P Karen Koning Abu-
Zayd 

Commissioner General (Former) USG HQ W I 

P Margot Ellis   Deputy Commissioner-General ASG HQ W I  

F Mohammad Ahmad 
Abu Shawish 

Sanitation labourer G1 GFO M A 

F Eid A Rabbu El Ajrami Sanitation labourer G1 GFO W A 

F Sirriya Salam Shahada Doorkeeper/ cleaner G1 GFO W A 

F Rida Hasan Uwaida School attendant G1 GFO W A 

F Fayez Nour Salha Sanitation labourer G1 GFO W A 

F Ahmad A Hadi Abu 
Zaid 

Teacher (human rights) G10 GFO M A 

F Ibrahim Ali Said Finance assistant G10 GFO M A 

F Muna Mohammad El 
Sirr 

Teacher (mathematics) G10 GFO W A 

F Ashraf A Qader El 
Nairab 

Social worker (special hardship cases) G10 GFO W A 

F Faraj A Ati Mubarak Social worker (special hardship cases) G10 GFO W A 

P Suhail Al Hindi Head of Gaza Area Staff Union G13 GFO M A 

F Suheil Muhanna Area Relief and Social Services Officer G13 GFO M A 

F Khalil Hassan Salem Area Relief and Social Services Officer G13 GFO M A 

F Amal Ahmed Ben Said Area Relief and Social Services Officer G13 GFO M A 

F Mohammed A/ Latif 
Qawwash  

Area Relief and Social Services Officer G13 GFO M A 

F Hussam Mohammed 
Abu Diyab 

Area Relief and Social Services Officer G13 GFO M A 

F Sana El Khatib Area Relief and Social Services Officer G13 GFO W A 

F Shahin Hamad Area Relief and Social Services Officer G13 GFO W A 

F Khaled Ismail Hamad Branch manager G14 GFO M A 

F Imad Nasri El 
Madhoun 

Branch manager G14 GFO M A 

F Suhail Dib Matar School principal G15 GFO M A 

F Moh’d Nabil Dib 
Husain 

School principal G15 GFO M A 

F Ata Ibrahim Salman School principal G15 GFO M A 

F Nafeth Ataya Elayan School principal G15 GFO W A 

F Badr Moh’d El Sankari School principal G15 GFO W A 

F Radia Musa Shurafa School principal G15 GFO W A 
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F Taysir Awadalla el 
Amasi 

Senior medical officer G16 GFO M A 

F Kefah Moh’d Najjar Senior medical officer G16 GFO M A 

P Yousef Ayyash  Deputy Field Finance Officer G17 GFO M A 

P Mohammed El Hindi Field Information and Communication Technology 
Officer  

G17 GFO M A 

F Tawfiq Ali Shehada Area Education Officer G17 GFO M A 

F Nabil Mah’d El Salhi Area Education Officer G17 GFO M A 

F Mohammed Abu 
Hashem 

Area Education Officer G17 GFO M A 

F Ibrahim Awwad Area Education Officer G17 GFO M A 

F Ali Mah’d El 
Majdalawi 

Area Education Officer G17 GFO M A 

F Moh’d Nimer Shaikh 
Ali 

Area Education Officer G17 GFO M A 

F Ibrahim Moh’d El 
Borsh 

Area Health Officer G17 GFO M A 

F Mahmoud 
Mohammad 

Area Health Officer G17 GFO M A 

F Sad Said Nabhan Area Education Officer G17 GFO W A 

F Ghada Yusuf El Jadba Area Health Officer G17 GFO W A 

P Majed El-Bayed Head, Staff Costs & Standards Budget Secretariat G18 GFO M A 

P Naser Jabr Chief Field Microfinance Department G20 GFO M A 

P Mahmoud Himdiat  Chief Field Education Programme G20 GFO M A 

P Mohammed 
Maqadma  

Chief Field Health Programme G20 GFO M A 

P Hussam Manna Chief Field Relief and Social Services Programme G20 GFO M A 

P Mohammed Aklouk  Chief Area Office G20 GFO M A 

P Yousef Moussa Chief Area Office G20 GFO M A 

P Mohammed El Aydi  Chief Area Office G20 GFO M A 

P Abdul Karim Jouda  Chief Area Office  G20 GFO M A 

F Ali Khaled El Daalas Builder and Shuttere G5 GFO M A 

F Kamal Mah’d El 
Nabahin 

Driver G5 GFO M A 

F Bilal Said El Najjar Health Centre clerk G5 GFO W A 

F Hazem Adnan Awad Teacher G8 GFO M A 

F Hashem Ahmad Abu 
Hashem 

Teacher (handicrafts) G8 GFO M A 

F Musaed Salama 
Duhaila 

Teacher G8 GFO M A 

F Naser Moh’d Abu 
Sawawin 

Camp Sanitation Officer G8 GFO M A 

F Awad Moh’d El Omari Camp sanitation labourer G8 GFO M A 

F Yaser Ramadan Danaf Teacher (handicrafts) G9 GFO M A 

F Muna Ali Mohammed 
Ali 

Senior staff nurse G9 GFO W A 

P Christer Nordahl  Deputy Director of UNRWA Operations, Support D1 GFO M I 

P Emma Goatman Projects Coordinator P3 GFO W I 

P Scott Anderson Field Administration Officer P4 GFO M I 

P Jodie Clarke Field Procurement and Logistics Officer  P4 GFO W I 

P Riyad Zieghan Teachers’ Staff Union Representative  G10 JFO M A 

F Shafiq Kasaji  Assistant Head Teacher  G10 JFO M A 

F Nidal Mubarak  School Counsellor  G10 JFO M A 
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F Wael Oudeh                                                                              Camp Services Officer A      G10 JFO M A 

F Ibrahim Mughrabi  Social Worker (Social Hardship Cases)   G10 JFO M A 

F Mazen Sadiyeh  Camp Services Officer A  G10 JFO M A 

F Muawiyah Abu 
Sahyoun  

Head Teacher  G10 JFO M A 

F Mohammad Sirdaneh  Assistant Head Teacher  G10 JFO M A 

F Sami Shihadeh  Teacher  G10 JFO M A 

F Fatmeh Safi  Head Teacher  G10 JFO W A 

F Abeer Saadeh  Teacher  G10 JFO W A 

F Sahar Shnaineh       Teacher        G10 JFO W A 

F Intisar Zuhdi Yousef 
Nadi  

Teacher  G10 JFO W A 

F Hanan Ghazzaw  School Counsellor  G10 JFO W A 

F Hana Rashed  Teacher Social Studies  G10 JFO W A 

F Bassam Saleh School Supervisor English  G12 JFO M A 

F  Mohammad Inouzi  School Supervisor Sciences  G12 JFO M A 

F Mohammad Abu Rub  Area Relief & Social Services Officer  G13 JFO M A 

F Sawsan Deibes  Area Relief & Social Services Officer  G13 JFO W A 

P Musallam 
Ghawanmeh 

Administration Officer  G14 JFO M A 

F Ibrahim Aqrabawi  Branch Manager, Microfinance  G14 JFO M A 

F Alaa Al-Mansi  Branch Manager, Microfinance  G14 JFO M A 

F Moayyad Mohammad  Medical Officer B  G14 JFO M A 

P Anwar Abu-Sakieneh  Acting, Public Information Officer G14 JFO W A 

P Mohammad Salah Budget Officer  G15 JFO M A 

P Khaled Ramadan Staff Services Officer  G15 JFO M A 

F Saber Karim Ali  Area Education Officer  G15 JFO M A 

F Abdellatif Dabbour  Area Education Officer  G15 JFO M A 

F Walid Hijjawi  Area Education Officer  G15 JFO M A 

F Saleh Abu Shmeis  Medical Officer A      G15 JFO W A 

F Ghazi Al-Kouz  Area Health Officer   G16 JFO M A 

F Nahla Abdelrahman  Area Health Officer  G16 JFO W A 

P Ahmad Dabash Deputy Field Engineering & Construction Services 
Officer 

G17 JFO M A 

P Amjad Al-Thaher  Field Information & Communication Technology 
Officer  

G17 JFO M A 

P Ibrahmin Al-Akhras Acting, Field Procurement & Logistics  G17 JFO M A 

P Jamal Kasem HR Career Management Officer  G17 JFO M A 

P Butros Janho Deputy, Field Finance Officer  G17 JFO M A 

P Lubna Abu Wardeh  Field Administrative Officer  G17 JFO W A 

P Bassam Khnouf Deputy Chief Field Health Programme  G18 JFO M A 

P Shorouq Fakhouri Deputy Chief, Field Education Programme  G18 JFO W A 

P Ishtawi AbuZayed Chief, Field Health Programme   G20 JFO M A 

P Orouba Al-Mousa Chief, Field Technical & Vocational Education & 
Training  

G20 JFO M A 

P Dahoud Dawas Chief Area Office, South Amman  G20 JFO M A 

P Nidal Ahmad Chief Area Office, Irbid  G20 JFO M A 

P Mohammad Tarakhan Chief, Field Education Programme G20 JFO M A 

P Victor Siriany  Chief, Field Microfinance Programme  G20 JFO M A 

P Moayad Ahmad  Chief, Area Office, North Amman  G20 JFO M A 

P Maha Rantisi Chief, Field Relief & Social Services Programme  G20 JFO W A 
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F Arwa Abu Shaqra  Practical Nurse  G5 JFO W A 

F Madija Quteish  Staff Nurse  G8 JFO W A 

F Mohammad Ismail  CRD EXT ASST  G9 JFO M A 

F Asma Rafee  Teacher Mathematics  G9 JFO W A 

P Sandra Mitchell Director of UNRWA Operations, Jordan D1 JFO W I 

P Dragan Tatic Field Engineering & Construction Services Officer P4 JFO M I 

P Maria Traficanti   Field Human Resources Officer P4 JFO W I 

P Daniela Leinen Head, Procurement Analysis and Development 
Section 

P4 JFO W I 

P Irene Kranzlin Senior Programme Officer P4 JFO W I 

P Sven Berthelsen  Deputy Director of UNRWA Operation 
(Operational Support) 

P5 JFO M I 

P Stefania Pace-Shanklin  Deputy Director of UNRWA Operation 
(Programmes) 

P5 JFO W I 

P Musa El Nimer Community Credit Assistant & Chair ASU  G10 LFO M A 

F Rock Al-Moghrabi  Clerk A, Office of the Director of UNRWA Affairs  G10 LFO W A 

F Samia Abu Chakra  Assistant HR Officer G12 LFO W A 

F Amer Husni Salim  Site Engineer G12 LFO M A 

P Christeen Moussa Personal Assistant of the Director of UNRWA 
Affairs, Lebanon 

G13 LFO W A 

F Wissam Doudar  Field Labour Services Officer, Health Department  G13 LFO W A 

P Diab Al Tabari Administration Officer, Education Programme  G14 LFO M A 

P Khalid Nasser Claims Officer  G14 LFO M A 

F Walid Hassan  Head Labourer, Supply and Transport Department  G14 LFO M A 

P Hanan Halwani Field Nurse Officer  G14 LFO W A 

P Huda Saa Public Information Officer  G16 LFO W A 

P Khaled Hanafi Field Information and Communication Technology 
Officer  

G17 LFO M A 

P Ali Assad Acting Field Procurement and Logistics Officer  G17 LFO M A 

P Jamal Al Shouli D/Field Finance Officer  G17 LFO M A 

P Ali Othman   Human Resources Career Management Officer  G17 LFO M A 

P Fadi Fares Deputy Chief, Field Relief and Social Services 
Programme  

G18 LFO M A 

P Mahmoud El Sayyed Chief Area Officer, Saida g18 LFO M A 

P Mohammad Khaled Chief Area Officer, Central Lebanon Area g18 LFO M A 

P Walid El Khatib  Chief, Field Education Programme  G20 LFO M A 

P Daoud Korman D/Chief, Field Infrastructure and Camp 
Improvement Programme 

G20 LFO M A 

P Mona Osman Chief, Field Health Programme  G20 LFO W A 

P Leila Kaissi Chief, Field Relief and Social Services Programme  G20 LFO W A 

F Sawsan Othman  Clerk C, Supply and Transport Department  G20 LFO W A 

F Rula Twieh  Social Worker, Community Development, Relief 
and Social Services Division   

G5 LFO W A 

F Ali Khalil                      Driver, Supply and Transport Department     G7 LFO M A 

F Fayzeh Jibril  Secretary B, Health Department  G7 LFO W A 

F Dalila Trawi  Clerk A, Supply and Transport Department  G9 LFO W A 

P Claire Petit Donor Relations Officer  C LFO W I 

P Salvatore Lombardo Director of UNRWA Affairs, Lebanon D1 LFO M I 

P Richard Cook Director, UNRWA Representative Office New York D1 LFO M I 

P Irina Prentice Communication Officer LDC LFO W I 
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P Irina Prentice Communication Officer LDC LFO W I 

P Shaheen Agha Khan D/Field Finance Officer  P4 LFO M I 

P Jeremie Delage Field Programme Support Officer  P4 LFO M I 

P Nathalie Burton Field Human Resources Officer  P4 LFO W I 

P Emily David Field Protection Officer P4 LFO W I 

P Emily David Field Protection Officer p4 LFO W I 

P Roger Davies  Deputy Director of UNRWA Affairs Programmes , 
Lebanon  

P5 LFO M I 

P Robert Hurt Deputy Director of UNRWA Affairs, Lebanon P5 LFO M I 

P Marie Chebli Legal Consultant SSA LFO W I 

P Fadi Abi Al Muna  Project Manager – representing HE. Mr. Abed El 
Majid Kassir - Head 

Host LFO M   

F Najeeb Hamdalla School Counsellor  G10 SFO M A 

F Reenah Ghanem Asst. Head Teacher G10 SFO M A 

F Samir Abu Ayesh Head teacher G10 SFO M A 

F Issa Saradeeh Teacher  G10 SFO M A 

F Ala Abu Hayyeh  Teacher  G10 SFO M A 

F Ghazi Bukhari Camp Services Officer G10 SFO M A 

F Karoleen Al Sadi Social Worker G10 SFO W A 

F Ali Ashi School Supervisor (Mathematics) G12 SFO M A 

F Maher Abdelrazeq Medical Officer G14 SFO M A 

F Rula Khalifeh Projects Officer G14 SFO W A 

F Rana Rahbi Admin Officer, Education G14 SFO W A 

F Mirvat Aburashed Admin Officer, Health  G14 SFO W A 

P Lina Meri Chief Area Officer, Damascus  G16 SFO W A 

P Fawzi Madfaa Staff Union Representative  G17 SFO M A 

P Othman Shbib  A/Field Engineering and Construction Services 
Officer  

G17 SFO M A 

P Mayassa Assad  Field Information and Communication Technology 
Officer  

G17 SFO W A 

P Husam Tibi Chief, Field Health Programme  G20 SFO M A 

P Mohammad Ammouri Chief, Field Education Programme  G20 SFO M A 

P Amani Ali Chief, Field Microfinance Programme G20 SFO W A 

P Amneh Saqer Chief, Field Relief and Social Services Programme  G20 SFO W A 

F Raeda Abdeldayem Practical Nurse  G5 SFO W A 

F Heijar Absi Teacher G8 SFO M A 

F Zakaria Al Bess CRD EXT ASST G9 SFO M A 

P Roger Hearn Director of UNRWA Operations, Syria D1 SFO M I 

P Panos Moumtzis Former Director, SFO D1 SFO M I 

P Shakil Al Mamun  Field Finance Officer  P4 SFO M I 

P Anne Colquhoun Field Programme Support Officer, Syria P4 SFO W I 

P Heli Uusykyla Deputy Director of Affairs – Programmes P5 SFO F I 

P Aziz Husein A/Field Administration Officer  P5 SFO M I 

P Heli Uusykyla  Deputy Director of Affairs – Programmes  P5 SFO M I 

F Bahaa El Ddin Nassar Psychsoc Counslor G10 WBFO M A 

F M. Mohamed 
Ramadan 

Askar basic boys school no. 1: Teacher English                                       G10 WBFO M A 

F M. Ammar Hassan Nablus area - Welfare & Placement: Social Worker 
cd  

G10 WBFO M A 

F Omar Abu Alhaija Nablus area – Administration: Admin Asst B  G10 WBFO M A 

F Ibrahim Saleh Administration: Camp srvcs ofr A  G10 WBFO M A 

F Hamid Maari Nablus area -Sanitation Area sanit ofr       G10 WBFO M A 
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F Nicola Qawwas Teacher “English”  G10 WBFO M A 

F Ibrahim Abu Srour  Camp Service Officer, Aida  G10 WBFO M A 

F Abed Latif Abu Safyeh  Camp Service Officer, Arroub  G10 WBFO M A 

F Hasan Hmouz  Social Worker  G10 WBFO M A 

F Yaqoub Abu Khiran  Senior Finance Officer G10 WBFO M A 

F Amal Yaseen Teacher Arabic G10 WBFO W A 

F Wafa Marahil Teacher, Balata Camp Basic Girls School  G10 WBFO W A 

F May Khraim Camp no. 1 basic girls school: Psychsoc Counslor  G10 WBFO W A 

F Lubna Fares Nablus area - Welfare & Placement: Social Worker 
cd  

G10 WBFO W A 

F Ola Kharaz Nablus area- Education School spvr lower Elem G10 WBFO W A 

F Falastine Deb’i Social Worker (CD) G10 WBFO W A 

F Kifah Tafesh Teacher “Science” G10 WBFO W A 

F Intisar Ibheis Registration Clerk  G10 WBFO W A 

F Nuha Awad Area Nursing Officer  G10 WBFO W A 

F Ruqaya  Ramadan  Social Worker G10 WBFO W A 

F M. Hilal Mashaaleh  Admin Asst B G10 WBFO W A 

F Jamal Marshood Education School spvr lower Elem  G12 WBFO M A 

F Ahmad Ayaydeh  Psycho Coordinater  G12 WBFO M A 

F Mohamed Ashqar Nablus area – Administration: Dep area ofr A  G13 WBFO M A 

F Mohammad Yacoub Deputy Area Officer  G13 WBFO M A 

F Raed Amireh  Area Relief and Social Services Officer, Beth  G13 WBFO M A 

F Mohammad Adawi   G13 WBFO M A 

F Diana Ickal Area Relief & Social Services Officer  G13 WBFO W A 

F Randa Bader  Area Relief and Social Services Officer, Heb  G13 WBFO W A 

F Wasila Aljamal   G13 WBFO W A 

P Mutaz Husseini Field Administration Officer G14 WBFO M A 

F Shaker Risheq OIC-Area Health Officer  G14 WBFO M A 

F Naim Abu Ghosh Medical Officer “B”  G14 WBFO M A 

F Abed Karim Awad  Senior Medical Officer G14 WBFO M A 

F Amal Ghanem Project Manager  G14 WBFO W A 

F Ali Asiedeh  School principal  G15 WBFO M A 

F Amneh Zahran School Principal/Kalandia Girls Sch.  G15 WBFO W A 

F Hala Allan  Head Teacher, Halhoul  G15 WBFO W A 

F Nadia Qaraqe  Head Teacher, Beit Jala  G15 WBFO W A 

F Issa Abu Khiran  Deputy Chief Area Officer  G16 WBFO M A 

F Yusuf Adawi  Area Health Officer  G16 WBFO M A 

F Nasser Jarallah Projects Officer G16 WBFO M A 

F Awni Mashaqi Area RSS G16 WBFO M A 

P George Kattan Field Engineering and Construction Services 
Officer 

G17 WBFO M A 

F Durgham A/Aziz Area Education Officer  G17 WBFO M A 

F Muneer Karmah  Area Education Officer  G17 WBFO M A 

P Muhannad Beidas  Chief, Field Education Programme  G20 WBFO M A 

P Muaweyah Amar Chief Area Officer, Nablus  G20 WBFO M A 

P Youseh Hushiyeh Chief Area Officer, Jerusalem G20 WBFO M A 

P Amjad Abu-Laban  Chief Area Officer, Hebron  G20 WBFO M A 

P Mohammad Khalili Deputy Chief, Field Health Programme G20 WBFO M A 

F Hatem Sharif  Teacher  G8 WBFO M A 

F Gillian Tibi Nablus area - Health Area nursing ofr                    G8 WBFO W A 

F Rula Khalayleh Area Sanitation Officer  G8 WBFO W A 
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F Ikram Balasi  Teacher  G8 WBFO W A 

F Izdihar Badawi Snr Staff Nurse G9 WBFO W A 

F Amal Turk  Staff Nurse  G9 WBFO W A 

F Mohd. Muzok Da’am Field Researcher  LDC WBFO M A 

F Zakariya Metan Da’am Field Researcher  LDC WBFO M A 

F Sara Ghatasheh Social Worker (SHC)  LDC WBFO W A 

P Tim Henry  Acting Deputy Director of Operations – Support 
Services  

D1 WBFO M I 

P Lubna Madyeh Chief, Field Relief and Social Services Programme G20 WBFO W I 

P Chamith Fernando  Monitoring & Evaluation Officer P3 WBFO W I 

P David Hutton Acting Deputy Director of Operations – 
Programmes  

P4 WBFO M I 

P Karine Traonvouez  Field Human Resources Officer  P4 WBFO W I 

P Per Wangel Field Finace Officer P5 WBFO M I 

P Filippo Grandi Commissioner General   USG WBFO M I 

P Sandi Hilal Manager, Camp Improvement Programme P4 WBFO  W I 

F Eman Khweirah  Area Relief & Social Services Officer   G13   M A 

F Mohammed Mustafa 
Jawahreh  

Credit Operations Manager   G16   M A 

P Piers Campbell Mannet Consulting    M   

P Michael Mansour EUREP Office  Donor M   

P Radoslav Zivcovic Consulate General of Sweden  Donor M   

P Laila Sheikh Deputy Head of Office, Swiss Agency for 
Development and Cooperation (SDC) 

 Donor W   

P Lorea Uribarri Head of the Spanish Cooperation, Spanish 
Cooperation 

 Donor W   

P Regina Escudero 
Durán 

Spanish Cooperation  Donor W   

P Samah Khoury Refugee Program Specialist, Consulate General of 
the United States 

 Donor W   

P Helen Winterton Head of DFID  Donor W   

P Mahmoud Aqrabawi Acting/ Director General - DPA   Host M   

P Zakaria Al Agha  PLO Refugee Affairs    Host M   

P Fadi Abi Al Muna Project Manager, Lebanese Palestinian Dialogue 
Committee 

  Host M   

P Ali Mustapha GAPAR   Host m   
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