Summary of JIU/REP/2007/4:

Age structure of human resources in the organizations of the United Nations system

This summary is an extended version of the Executive Summary provided at the beginning of the document. For the original, see, pp. iii-iv (pp 7-8 of the pdf file)

Objective: To make an assessment of the age structure of the staff across the United Nations system organizations, to assess the overall dimensions of the average ageing of staff and its impact on human resources management policies, including succession planning, and its financial implications, with a special emphasis on the Professional staff. Staff employed with contracts of less than one year were not included in the analysis, and nor were NPOs or JPOs. 
Main findings, conclusions and recommendations:
The human resources reports submitted over the last few years to the governing bodies of United Nations organizations have provided only general statistics on gender, geographical distribution and the basic demographic profile of staff. Most reports do not pay sufficient attention to age-related issues, lack analytical details about the consequences of the existing age structure, and do not call the attention of Member States to the likely impact of the age structure. Often these reports are submitted for “information” or “taking note of” and rarely contain proposals to address age-related issues.  
The aim is not some “ideal age range” but a optimal intellectual and professional capacity both now and in the future. The aging of the labour force is a global phenomenon, and staff age structure has a direct impact on efficiency, knowledge management, separation benefits and accrued liabilities. Progress achieved in gender and geographical balance owes much to governing body oversight – the same can be achieved with regards to age profile. (par 1, 11 and 16-18))
The average age of staff in the organizations of the United Nations system ranges from 42.6 years of age (UNHCR) to 48.9 years of age (WMO and ICAO). In the last 10 years, the overall average age of staff has moderately increased in several organizations. FAO’s average age is high at 47.9, though rejuvenation is included in HR strategies. (par 24)
The average age of entry on duty (EOD) in the organizations of the United Nations system is relatively high. It ranges from 33.3 years of age for UNHCR to 43.6 years of age for WMO (39.8 at FAO). It is even higher for the Professional staff. This is an established trend due to the low number of junior posts in the system. Employment in the United Nations system is often a second career after some experience in national governments or the private sector. 

The recruitment and retention of young professionals continues to be a challenge across the system. There is increasing competition from other international or regional organizations and non-governmental organizations (NGOs), which offer attractive and flexible packages for young professionals. Career development and long-term prospects for young professionals in the United Nations system need to be strengthened, following the example of Programmes in UNDP, UNICEF, UNESCO, ILO and WHO. There is also under-investment in staff development. (par 31-5)
Often there is too much emphasis on years of relevant experience over competencies, education level and potential. Recruitment drives should be undertaken in academic and research institutions around the globe. Administrative limitations on this front should be reviewed. (par 28-9)
There is an increasing number of retirements across the United Nations system Among the staff in the United Nations system with contracts of one year or more, 22.7 per cent are over the age of 55 and will reach the mandatory retirement age of 60 or 62 in the next five to seven years (and many UN staff take early retirement.) This damages institutional memory – one of the challenges relating to the increase in retirements is the task of identifying replacements, where proactive planning is needed.
Succession planning as a human resources management tool is implemented in very few United Nations organizations, and is at an inceptive or early stage of development. In many of the organizations, there are no formal, defined and approved succession-planning policies. Succession planning is done as part of vacancy management, and in most cases it does not go beyond filling vacancies. UNICEF’s “global succession pool” is one example of a good initiative in its early stages. (par 45-52)
Present regulations relating to retirement need to be reviewed to determine whether a change in the mandatory, as well as the normal, age of separation is advisable. The present regulation is based on the demographic and social conditions that prevailed decades ago. Significant social and demographic changes have taken place, directly affecting the labour market. The increase in life expectancy at the age of 60 has prolonged the productive phase of professional life. Most staff members aged 60 or 62 are unlikely to have reached the limits of their productive, useful and efficient professional life, and could still be of benefit to the UN.  

The current regulations concerning the financial limits for the employment of retirees are not very helpful, and various options such as increasing the annual financial ceiling or fixing the number of months per year that retirees can be employed irrespective of their salary level should be considered.  

Listed below are the recommendations for the consideration of the legislative bodies. Other recommendations (Recommendations 3, 4, 6 and 8), proposed for the consideration of executive heads, can be found in the main text of the report. These recommendations are made with the aim of creating a balanced age structure, and establishing a combination of both younger and older Professional staff, able to provide the needed capacity, knowledge and expertise to implement the variety of programmes and activities of the United Nations system effectively. 
Recommendations:
1. The legislative body of each organization of the United Nations system should (a) request its executive head to provide detailed and analytical information regarding age structure and other related information as part of a periodic human resources management report; and (b) set targets, establish benchmarks, and use them to monitor the measures taken by the organization concerned to address the potential impact of ageing of its staff members (paras. 16 – 19).  
2. The legislative body of each organization of the United Nations system should request its executive head to review the staffing structure of his or her organization in order to establish a balanced staff grade structure. To rejuvenate the staffing structure, more junior level posts (at P-2 and P-3 levels) should be established to attract young professionals. To achieve this, adequate cooperation and coordination between the human resources/finance divisions and the substantive divisions should be ensured (paras. 25 – 28).  
3. Executive heads should review, in consultation with ICSC and the CEB Human Resources Network, the standards of eligibility requirements for posts at and below P-3 level, placing more emphasis on educational qualifications, technical skills and potential performance.
4. Executive heads of each United Nations system organization should (a) undertake special measures to ensure the influx of young professionals through special recruitment drives; (b) strengthen the career development prospects for young professionals through enhanced training and staff development; (c) allocate adequate resources for training and staff development activities; and (d) adequately address the work/life issues of staff members with special attention to the family-related issues of young professionals.
5. The legislative body should request the executive management to (a) submit regular reports showing retirement forecasts; (b) establish performance indicators to forecast replacement needs, and monitor their implementation; and (c) take adequate measures to ensure proper knowledge transfer and safeguard institutional memory (paras. 37 - 44).  
6. Executive heads of the United Nations system organizations should request the CEB secretariat, through its Human Resources Network, to assess the current status of succession planning in these organizations, and include succession planning on the agenda for in-depth discussion at its regular meetings, with a view to developing policies and a framework for succession planning, using the broad benchmarks provided in this report, for adoption by the United Nations system.
7. The General Assembly should request the Secretary-General of the United Nations, in his capacity as the chairperson of CEB, to initiate a review, with the involvement of the United Nations Joint Staff Pension Fund (UNJSPF) Board and ICSC, on the possibility of changing the mandatory age of separation in view of the number of impending retirements in the United Nations system, with due consideration to the increase in life expectancy at the age of 60 (paras. 53 – 59).  
8. Executive heads of the United Nations system organizations, in coordination with CEB and ICSC, should review the existing regulations and financial limits relating to the employment of retirees, with a view to making them more flexible, and submit an appropriate proposal to their respective legislative bodies.
