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PREFACE

Since World War II the role of the United Nations and its
subgidiary organization has been actively increasing in world af-
fairs, not only in the negative aspects such as the prevention of
war in as much as possible, but in the positive efforts to improve
the genaral conditions of the human race as well, Though still far
from the ideal of a "world government" the United Nations has con-
tributed much in preventing the governments of the world from falling
on esach others throats. In a nuclear world this is more than preven-
tion of war; it is a preservation of the human race and the world
civitization at large.

Tt has become customary for the common man to think of the
United Nations as the organization which consists of the Security
Council and the General Assembly from which he hears endless speeches
against coclonialism, apartheid, and intervention in the Congo or
Cyprug. Unfortunately much less ig written and spoken to the people
of the activities of such organizations as the Economie and Social
Council, the World Health Organization and the Foof and Agricultural
Organization, ths efforts and contritutions of which are equally
gignificant for the human race in general and the newly independent
nations in particular.

For the students and practitioners of Public Administration,

the United Nations and its various organizations offer new fields of
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interest for research and case studies in organizations which are
diffarent, more or less, from the traditional field of Public Ad-
ministration, the major interest of which was the national governmental
adminigtration,

As ona of thoge UN organizations, UNRWA is a good example of
an evolving administration which has a record of sixteen years in
the Near ®ast during which it has been carrying cut a varisty of
programme ranging from ration digtribution, daily meals for the
refugess, health care, and vocational and general education up to
the University level in four different countries and under a set of
gocial, economic and political conditions rarely met by any other
gingle organization, Fartly because of such complexity and inter-
mingling of factors in an evaluation of UNEWA operations in general,
and its personnel administration in particular, becomes a difficult
task which can hardly gain a consensus of opinion. This set of
factors makes UNFWA unique in the nature of its operations and
policies and, hence, it is not claimed that it represents inter-
national organizations at large. Therafors, this thesis attempts
to provide a scholarly descriptive .account, based on gecondary sources
and personal expsrience, of personnel administration in this unique
but important agency, concentrating on the Marea™ or locally recruited
staff,

Tt will be noticed, throughout this thesds, that the approach

in this work is mainly descriptive and that the main gources of



information about the UNRWA personnel administration are taken
from the official regulations, rules, dirsctives, ete, officially
published by the Agency. In other words the formal administration's
point of view prevails ovér the informal or the behavioural aspect.
This approach was necessarily adopted, not totally to my satisfaction
because, as a Management Officer in the Agency, I had to comply with
the Agency's rules which prohibit staff members from publishing such
material as may relate to the Agency's operations without prior
approval of the Administration. The Director of Administration was
kind enough to grant me a permission to write about the Agency provided
that such material as may be unsed should bs limited to the officially
published documents. The Thesis was reviewed, before final publication,
by Mr, L,T. Hoebe, the Senior Personnel Officer and the Director of
Administration,.

In writing this work I have divided it into five chapters:

Chapter Is is an introductory chapter which details the general
background of UNFWA, the dircumstances which led to its creation by
the UN General Assembly and its legal framework.

Chapter II: Congists of a treatment of "Staff Managemant"
as a function and an organizatioﬂal unit in the Administration, the
different stages through which it has passed and the present functions
which shed@ some 1light on the evolution of personnel administration in
the Agercy. Also part of this chapter is a general and brief descrip-

tion of the Agency's organizational set up.
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Chapter III: consists of a general description of the personnel
precesses in UNFWA as outlined in the Agency's Regulations, Rules
Directifes and other working papers.

Chapter IV: is a treatment of the Agency remuneration policy
applied to locally recruited staff including the salary scales
applied and the other allowances and benefits,

Chapter V: is an evaluation of the Agency's personnel policy
within the complexity of prevalsnt factors and a projection of possible
future trends in that policye

In writing and completing this work I am greatly indebted to
geveral persons whose assistance in one way or the other was of great
help to me. My sincerest thanks are due to my advisor, Professor
Keith Handerson, for his invaluable guidance and advice on this thesis
and to professors of the Political studies and Public Adminigtration
Department. I am also grateful to Mr. Robert L, Fisher, Director of
Administration, UNFWA Headquarters, for his kind permission to use some
of the Agency's material., Similar thanks are due to many others
whose comments and advices were of great help. Responsibility,
however, for the opinions expressed and conclusions arrived at in

thds work remain to be solely mine.

Shawki F. Abu-Jurji

June, 1964
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CHAPTER 1

HISTORICAL AND LEGAL CONSIDERATIONS

Historical Background of UNEWA. The United Nations Relief

and Works Agency for Palestine Refugees in the Near East (UNEWA ),
hereafter known as the Agency, is an international organization
created by the United Nations General Assembly in the aftermath of
the Arab-Israeli conflict ir Palestine, which caused the drift of
about half a million or more Arab refugees to the neighbouring Arab
countries in 1948,

In May 20, 1948, five days after the declaration of the
Israeli State in Palestine, the United Nations General Assembly ap-
pointed Count Folke Bernadoite, President of the Swedish Red Cross,
a mediator for Palestine, Count Bernadotte requested the United
Nations to dispatch a senior official to survey the refugee problem
created by the partition and the Palestine War., Meanwhile, he stated
in his report that "for the international community to accept its share
of responsibility for the rtfug;es of Palestine is one of the minimum
conditions for the success of its efforts to bring peace to that land,"
and recommended that "the right of inmocent people, uprooted from
their homes by the present terror and ravages of war, to return to
their homes, should be affirmed and made effective, with assurance

of adequate compensation for the property of those who may choose not



1
to return.” Count Bernadotte was assassinated on September 17 of

the sams year, and Ralphe Bunche was appointed Acting Mediator.

In his progress report just quoted, Part Three, the U.Ne
Mediator gtated that "action must be taken to dstermine the neces-
sary measures (of relief) and to provide for their implementation, "
and that "he choice is beatween saving the lives of many thousandsz
of people now or permitting them to die."

In October 18, 1948, the Acting Mediator declared that "the
gituation is now eritical," and that "aid must not only be continued
but very greatly increased if disaster is to be avex'ted.“3

Consequently, in order to alleviate conditions of povarty and
misery as one of the "minimum conditions for the success of the ef=-
forts of the United Nations to bring peace to that land,"L the General
Assembly adopted the recommendations of the Acting Mediator and al-
lotted a sum of approximately $9.5 million to provide relief for
500,000 refugees for a period of nine months (December 1, 1948-August

31, 1949) and an additional sum of $2.5 million for "administrative

linited Mations, Pro Report of the United Nationg Mediator on
Palestine (4/648, Supplement No.1l, September 16, 1948) (Lake Success,
1948), para. 1.

20ount Folke Bernmadotte, the United Nations Mediator, estimated
the mumber in September 1948 to be some 360,000, and one month later,
Dr, Ralph Bunche, Acting U.N. Mediator, put it at some 472,000, soon to
grow to 500,000 (ses: U,N, Docs. 4/648, pp. 47, 52; 4/689/Corr, 1 and
Add. 1, pp. 1-2; A4/1060, Ch,III, paras. 46-53).

3United Nations, nt o % b diator
Palestine (4/689, October 18, 1948) (Leke Success, 1948), pPe Te

4urited Netions Relisf and Works Agency, ed., "Resolution 194 (111),
11 December 1948", United Netiong Genera m olutio a
nce to Palegtin fugees: 8- Beirut, 1 s para.3.



o The Assempbly further authorized

and local operational expenses."
the Secretary General "to appoint a Director of United Nations Relief
for Palestine Refugees to whom he may delegate such responsibility as
he may consiaer appropriate for the overall planning and implementation
of the relief prog:rmmne."‘6 This resolution created the UNRPR, the

immediate predecessor of UNRWA.

The Conciliation Commission. The next step toward the es-

taplishment of UNRWA was the creation, by the U,N. General Assembly,
of the Conciliation Commission for Palestine consisting of France,
Turkey and the United States. This relation between the Commission
and UNRWA is, however, inairect since the Conciliation Commission
"has no direct responsibility for assistance to the reﬁ:sees."? Never-
theless, "there is necessarily a close relationship between the task
of the Commission under paragreph 11 of Resolution 194 (III) and the
provision of a.a:miatﬁm.ca."8

The provisions of Resolution 194 (III) of December 1l, 1945,
established the Conciliation Commission and defined its functions.
Paragraph 2a of the Resolution gave the Commission "in so far as it
considers necessary in existing ;':1rcums1'.ancea" the functions which

were given to the U,N. Mediator, and the other functions assigned to

sIbid., para. 2.

ﬁIbiu-’ para. 9.

7Un1ted Nations, Conciliation Commission for Palestine, Report by
the Special Representative (A/4921/Add. 1) (New York, N.Y., Nov. 24, 196l),
p. 10. -

8 bid., p. 11.




it by this Resolution, Among other functions, the Commission was
instructed to take the necessary measures to assist the govermments
and authorities concerned "to achieve a final settlement of all ques-
tions outstanding between them," (para. 6), and seek arrangements with
these govermments which will ®"facilitate the economic development of
the area.,." (para. 10). The Resolution further instructed the
Conciliation Commission "to facilitate the repatriation, resettlement,
ana economic ana social rehabilitation of the refugees ana the payment
of compensation, and to maintain close reiations with the Director of
the United Nations Relief for Palestine Refugees (UNRPR) and, through

him, with the appropriate organs and agencies of the United Nations,"

The Economic Survey Mission. In accordance with the provi-

sions of paragraph 12 of Resclution 194 (II1), the Conciliation Com-
mission appointed a United Nations Economic Survey Mission for the
Middle East, In November 16, 194v, the Conciliation Commission sub-
mitted the first Interim Report of the Economic Survey Mission to the
Secretary General of the United Nations. In his letter of transmittal,
the chairman or the Commission, Mr. Hussein C. Yalcin, stated that the
Commission "consider that this r.eport constitutes a constructive ap-
proach to the Palestine refugee problem and believes that the General
Assembly will wish to give urgent consideration to 11;."9

SUnitea Nations, Conciliation Commission for Palestine, Final Report
of the United Nations Economic Survey Mission for the Middle e
Success, New York, December 25, 1949), Vol, 1, P. 14.




The final report of the Mission as submitted to the U.N.
General Assemply, through the Secretary General, contained many re-
conmendations ana pilot projects directed toward the economic develop-
ment of the area as a whole. It noted that the problem of the refugees
misery and plight is "inseparable from a solution of the problem of
poverty and hunger'f'lu which characterize the Middle Eastern population
in general., Therefore, the development projects proposed by the
Mission were not only aimed at a solution of the refugees problem
alone, but that of poverty ana underdeveloped conditions of the whole
area, Such projects are mainly irrigation ana lana projects because
"basically ‘the area is, and for a long time to come will remain, agri-
cultural," and to talk of inoustrialization after the model of the
world's great inaustrial centers "would be to fly in the face of nature
and common Ssense,"

These brief hints to the Economic Survey Mission's recommenda-
tions cast some light on how the refugee problem was viewed and, as
a general description, give an overall framework of UNRWA's background
and setting ana, if examinea in detail, would give a clue to the general
Agency operations since 1¢5u,

However, of a more immediate relevance to the subject of this

thesis are the recommendations which formed the immediate origin ana

frame of referemce of the Agency as it exists ana operates toaay.

10054, , p. VIIL
Hrid,, p. 1.
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The Economic Survey Mission, through the Conciliation Commission,
wishing to achieve peace and stapility in the area recommended:

], That emergency relief for refugees... be continued...
until 1 April 1950 uncer the UNRPR system,.." with a policy of re-
ducing, anda finally eliminating rations ",.,. as men become employed
in gainful labour ana thus become ineligible for direct relief, s

It will be seen, in supsequent chapters, that this recommenda-
tion has a direct impact, not only on UNRWA operations ana aims in
general, but on personnel administration specirically as well.

2. That "a programme of public works, calculated to improve
the proauvetivity of the area... should be organized as an integrated
operation, in cooperation with the governments of the countries where
the refugees are locatecl."]"

This secona recommendation of "a programme of public works"
is the main feature of UNRWA, which distinguishes it from UNRPR, its
immediate predecessor. It added the "W" (for Works) function to the
relief programme, and thus transformed the UNRPR, created as an
emergency organization, into a more inclusive and, relatively, more
enduring agency the task of which is to provide employment and work
in addition to the immediate relief task, The impact of this feature
of the Agency's programme will again be reflected in its personnel

policy, as the coming chapters will show.

181pid., pp. 16-17.
4., p. 17,



3. That "an agency should be established to organize and...
direct the programmes of relief and public works herein racownended."ls
The "minimum requirements for the successful implementationt
or these prograrmes, as recommended by the Mission, should be kept
in mind throughout the following chapters:
a. "Subject to rendering such reports of its activities
and accounting for its expenditure to (the U.N. General Assembly)

as may be required... the agency should have full autonomy and authority
16

to make decisions within the sphere of activities entrusted to it..."

b, That "the agency should be located in the Near East."

¢. That "the personnel and assets of the UNRPR should be
turned over to the new agency," thus making the latter the successor
and inheritor, by all means, of the former.

d. That the agency be authorized to "counsel® with such
Hear Eastern governments as it desires "in preparation for the time
when United Nations funds for relief and works projects shall no longer
be available."]'?

Consequently, UNRWA started its operations on April 1, 1e50,

A5 a U.N. organization entrusted with the task of providing relief,

51bad., p. 17.

lslbid. » Po 17 (underlining mine),

17 pid., p. 17.



and setting up works programmes aimed at the rehabilitation of the
refugees, the Agency was instructed that mdirect relief should be
terminated not later than December 51, 1850, unless otherwise deter-
mined by the General Assembly at its fifth regular session."la

In its fifth regular session, the General Assembly recognized
tthat direct relief cannot be terminated as provided in paragraph 8
of Resclution 302 (IV)",lg and authorized the Agency to continue direct
relief "{o refugees who are not yet reintegrated into the economy of
the lear East."zo Thus, the Genersl Assembly, after one yéar of UNEWA
operations, recognized the impracticability cf eliminating direct
relief, consisting mainly of food rations, shelter and health care,

On the other hand, and as complete termination of UNRWA ser-
vices, especially relief, was not feasible, the General Assembly
requested the Agency, in its Resolution 513 (VI) of January 26, 1952:

to explore with the governments concerned the desirability

and practicability of transferring the administration of
relief to those governments at the earliest possible date...

laUnited Nations Relief and Works Agency, ed., "United Nations
General Assembly Resolution 302 (IV) of December 8, 1948," op.cit.,
para. B,

lg‘United Nations Relief and Works Agency, ed,, "United Nations
General Assembly Resolution 393 (V) of December 2, 1950," op.cit.,
para. 2.

*01pid., para. 3.



As such date coula not be arrived at, the (General Assembly reaffirmed
its previous plans of economic dewvelopment of the Near Eastern countries
as a preliminary step toward the termination of UNRWA services and man-
date, and that by transferring responsibility for relief to the Arab
governments. It thus authorized the Director of UNRWA, "at his dis-
cretion," to disburse such monies as may be available to the individual
host governments for general economic development projects, subject to
agreement by any such govermment that, within a fixed period of time,
it will assume financial responsibility for an agreed mumber of refugees,
such number to be commensurate with the cost ot the project, without
prejudice to paragraph 11 of Resolution 194 (III).al This paragraph
was reaffirmed in December, 1957, when the (General Assembly requested
the governments ot the area "to plan ana carry out projects capable
of supporting substantial numbers of refugews."22
Thus, for wvarious reasons, the resolutions concerning transfer

to host governments of the refugee program and the unaertaking of work
projects coula not be effected. The essential issue in the refugees!
problem, which is mainly political, has not been abated ana UNRWA con-
tinues to operate. In Dr. Joseph Johnson's words:

Even under the most optimistic assumptions with regard

to moving the refugees out of the camps and rehabilitat-

ing them, it is clear that there will be a need for as-
slstance for a long time to come. It would be unwise

ZLUni*lmi Nations Relief and Works Agency, ed., "United Nations
General Lsmnly Resclution 1018 (II) of February 28, 1957", op.cit.,
para, 5,

22I]n:L‘l:,ed Nations Relief and Works Agency, ed., "United Nations
General Assembly Resolution 11¢1 (XII) of December 12, 1957w, op.cit.,
para, 5,
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to plan United Nations or national policies on any

other assumption than that there will be Palestine

Arab Refugees for at least a decade,25
Thus, UNRWA's status ana mandate, by the very nature of the problem
it is tackling, has acquired more permanency than was expected, though
legally it is still a temporary organization. Such position is best
reflected in its persommel policy, ana more particularly in the terms
of appointment of its area staff members--"temporary indefinite,"

This point will be discussed at length in the subsequent chapters.

The General Legal Framework of UNRWA. UNEWA is a subsidiary

organ of the United Nations created by the General Assembly and, as
such, its status ana jurisdiction as an international organization are
governed by many provisions some of which are general ana apply to all
United Nations organizations while others relate specitically to this
Agency,

The first document which supports the Agency's status ana
Jurisdiction is the Unitea Nations Charter, Article 104 of which
states that:

the organization shall enjoy in the territory of each
of its Members such legal capacity as may be necessary
for the exercise of its functions ana the fulfillment
ot its purposes.

Article 105 of the Charter gave the Organization "such pri-

vileges and immumnities as are necessary for the fulfillment of its

2"j'IIn.'I.i'.m:l Nations, Conciliation Commission for Palestine, op.cit.,
p. 51, .




purposes", and its official "such privileges and immunities as are
necessary for the inaepenaent exercise of their functions in conmnec-
tion with the Organization,"

Such privileges and immmities as are stated in Articles 104
and 105 of the U,N. Charter were accorded to UNRWA in the General
Assembly Resolution 302 (IV) of December 8, 1948, which, together
with the other resoclutions pertaining to assistance to Palestine
refugees, form the secona basis for the Agency's activities.

In paragraph 17 of the above Resolution, the General Assembly
called upon the governments concerned to accord to UNRWA "the pri-
vileges, immunities, exemptions and facilities" which were previously
granted to the UNRFR "together with all other privileges, immunities,
exemptions and facilities neoea;a.rjr for the fulfillment of its func-
tions."

The third legal basis claimed by UNRWA is the "Convention on
the Privileges and Immmities of the United Nations" adopted by the
General Assembly of the Uniteda Nations on 13 February, 1946, Section
17 of the said Convention exempts NRWA, as a United Nations organiza-
tion "from all direct taxes, ... from customs duties and prohibitions
and restrictions on imports ana exports in respect of articles imported
or exported by the United Nations for its official use, ana customs
duties and prohivitions and restrictions on imports anda exports in
respect of its publications,.®

However, or a more immediate interest for the purpose of this

thesis is Section 20 of the Convention wihich states that "privileges



ana immunities are granted to officials in the interest of the United
Nations ana not for the personal benefit of the indiviauals themselves,"

This Section provides further that the Secretary General of the United
Nations "shall have the right and the duty" to waive the immunities

of the Unitea Nations ofticials "in any case where, in his opinion,
the immunity would impede the cause of justice ana can be waived with-
out prejuaice to the interests of the United Nations." On the other
hand, the United Nations according to Section 2L of the Convention,
"shall cooperate at all times with the appropriate authorities of
Members to facilitate the proper administration of justice, secure
the observance of police regulations and prevent the occurrence of
any abuse in comnection with the privileges, immunities ana facilities
mentioned in this article."

In addition to the United Nations Charter, the Convention on
the Immunities and Privileges of the United Nations and the various
U.N. resolutions relating to assistance to the Palestine refugees,
UNEWA has concluded separate and more detailed agreements with the
host governments in respect of privileges and immnities pertaining
to its statf ana exemptions in respect of its imports ana exports, A
detailed treatment of such agreements falls outside the scope of
ths thesis, but, generally, they form the direct legal status of the

Agency and cover almost all of its operations,

Persomnel, The autonomous character of UNRWA gives it con-

siderable legal freedom in choosing its personnel ana pursuing policy
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related thereto, Such policies and procedures as are related to
personnel administration in UNRWA consist of the methods and pro-
cedures for the selection of the staff, the employment conaitions,
remuneration and such other aspects as will be considered in detail
in the pages which follow.

The authority and responsibility for the operation of the
Agency is fully vested in the Director® of UNRWA, hereafter called
the Commissioner Gensral. Designated in personnel records as Assistant
Secretary General (ASG), The Commissioner-General is the Chief Executive
Officer of the Agency in whose name, and on whose behalf, decisions
are taken and policies are formulated and implemented, The Department
Directors are "the chief executive officers of the Commissioner-General®
in their respective fields, They derive their authority from him and
are responsible to his office in the exercise of such authority in
accordance with the provisions of Organization Directive No. 2 which
outlines the organizational set up ot the Agency. (See chart 1),

The authority possessed by the Commissioner-General is derived
from paragraph Sb of the General Assembly Resolution 302 (IV) which
gave him the authority to "select and appoint his staff in accordance
with general arrangements made in agreement with the Secretary General,
including such of the staff rules ana regulations of the United Nations

“the Director of UNRA was retitled Commissioner-Generali in 1962,
Consequently the Assistant Directors » Who are the heads of Headquarters
Departments, and Country Representatives in the Flelds were retitled
Directors; these titles will be used throughout the thesis.

2SUn:Ltad Nations Relief and Works Agency, "Organization of Headquarters",

Org_ﬁanization Directive No, 3 (Beirut, May 1, 1960), paras, 1 5(4)--vVI27
B o).
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as the Commissioner-General and the Secretary-General shall agree
are applicable,"

One of the main features in UNRWA persommel policy is that
the Commissioner-General, in selecting his staff normally takes into
consideration the international status of the Agency. In particular,
it should be kept in mina that UNRWA relies completely for raising
funds for its operations on contributions from states which, though
voluntarily willing to contribute, require that they be represented
on the Agency's manning table by a certain number of their nationals,
Such practice is, however, not unique to UNRWA as it is United Nations
practice to select staff on a quota basis., These employees constitute
the category of International Staff occupying the Agency's top posi-
tions and constituting a special class which may be compared with the
Administrative Class in the British Civil Service.

The International Staff members have separate rules and re-
gulations governing their conditions of employment, compensation ana
benefits,

The Personnel Directive governing control of employment does
not specify what posts are international or local except that one post
belongs to one category or the other as may be specified by the Com-
missioner-General, In other words, an intermational staff post is one
designated as such by the Commissioner-General, The same definition
applies to local area posta,

As a theoretical basis for such designation it may be said

that international staff posts are designated as such for the non-
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existence of qualified local staft to occupy such posts. Such inter-
pretation, however, needs a more solid basis to support it. What is
of more direct concern for us is that such classification is not spe-
cified in, or required by, the U,N, Resolution; rather it is a crea-
tion of the Agency's Administration itselt, having in mind that it is
an international organization funded by states' contributions in cash
or kind., Essentially, the international statf consist of "Interna-
tional Civil Servants" and the area statf of the refugee clients of
the organization. The rumber of international staff members is re-
latively small it comparsd with the large number of local staff em-
ployed by the Agency, which number has been constantly increasing
ever since the Agency started its operations. Thus, at the end of
March, 1964 UNRWA had a total of 12325 local staff members, 4060 of
which are daily paid. These are broken down by field and headquarters

as follows:

TABLE 1.1.

UNEWA LOCAL STAFF DISTRIBUTION BY FIELD AS ON APRIL, 1964%

Headquarters Jordan (aza ILebanon Syria Total

Monthly paid 363 3113 2232 1542 1215 6265
Daily paid 46 1500 1485 502 437 4080
Total 408 4705 3707 1844 1652 123250

®UNRWA, Area Maning Table Posts Distributed by Grade and Field
(Beirut, Apr 5, 196 wpublis

Thia total of 12325 in 1964 has grown from a total of 8118 local
staftf members in 1851,
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The Organizational Set-up. A proper understanding of UNEWA

operations can best be attained by outlining, in this introductory
chapter, the general orgamizational setup of the Agency ana its ma-

chinery at Headguarters and in the respective fields.

The Geographical Organization. The Agency is diviaed, geo-

graphically, into the Headquarters ana four main fields: Lebanon,
Syria, Jordan and Gaza. Hach field is headed by a Field Director
called Director of UNRWA Affairs except in Gaza where the title is
Director of UNRWA Operations, These four fields constitute the main
host countries in which the Agency offers its services to the refugee
population. 1In adaition, there is a small office in Cairo headed by
the UNRWA Representative to the Umited Arab Republic, a Baison office
in New York headed by the Director of UNRWA ILiaison, New York, and a
liaison oftice in Genewva headed by the Director of UNRWA Liaison in
Europe. For all practical purposes these three offices are consiaered
as headquarters ofrices, attached directly to the otfrice of the Com-
missioner-General,

Each of the three fields of Lebanon, Syria and Jordan is
divided intc smaller geographical units cailea areas; each area is
headed by an area oftficer who represents the Director of UNRWA Affairs
in his area ana is responsiple for ail UNRWA operations therein. Each
area is, in turn, subdivided into camps each of which is headed by a
camp leader. The latter heads, administratively, all UNRWA installa-

tions in his camp and, in that capacity, represents the area officer.
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Under the camp leader's administration in a camp are such installa-
tions as feeding centers, milk centers, welfare centers (known as
youth activities centers), schools and clinics.

In some instances, some of these installations exist outside
the camp ana, in such cases, they come directly under the administra-
tion of the area officer. ILikewise, some of the installations, mainly
vocational training centers and teacher training centers, though geo-
graphically inside an area, come administratively under the direct au-
thority of the Field Director.

Gaza field differs from the other three fields in that +the
area, which is the intermediary geographical unit between the field
ana the camp in other fields, is missing. Being geographically small
and compact, Gaza is divided into seven large camps, each headed by a
camp administrator who reports directly in administrative matters, to
the Director of UNRWA Operations. In this capacity, the camp administrator
is, more or less, a combination of the area ofricer ana the camp leader
in Lebanon, Syria or Jofdan,

Whereas the number of fields has remained constant, the number
of areas and camps has changed and may increase or decrease in the future
and from time to time. Such changes are effected for administrative
reasons and normally follow the refugee population movements and con-
centrations, whether spontaneous or prearranged by the Agency. Spon-
taneous refugee movements are caused normally by the drive to find work
arouna large cities such as Amman or Beirut where they live temporarily

or permanently. Consequently, the setting up of an area or a camp is
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not dependent on a minimum or a maximum mumber of population. In

fact the number of population in some camps in Gaza or Jordan, for
example, is many times greater than the number of population in an

area in Lebaron or Syria. The rumber of peopulation in camps ranges
between several hundred and teng of thousands, So do the areas differ
in their number of population; thus, whereas the total refugee popula-
tion in one area in Lebanon is about 14,000 persons, the number of such
population in another area in Jordan ie about 170,000, The number of
installations in an area, howsvar, differs withk the numbsr of population

served.

The Fupctional Organization. Functiorelly, UNRWA is divided
into six headguarters departments each heacded by a director, or an
official in the same rank but with a different title; thece are:

The Department of Administration, headed by the Director of
4dministration,

The Department of Relief Programmes, readed by the Director
of Felief Prograrmes.

The Department of Legal &ffairs, headed by the General Counsel.

The Department of Financa,' headed by the Comptroller,

The Department of Education, headed by the Director of Education,

The Department of Health, headsd by the Director of Health.

The Commissioner-Gensral, appointed, as already noted, by the
Secretary~General of the United Mations, 1s the supreme authority and
the Chief Executive of the Ageney, The Office of the Commissioner-
General congists for administrative purpcses in addition to the Commissioner-
General himself, of the Deputy Commigsioner-General. For policy-making



and planning of the Agency programmes the office of the Commissioner-
General includes the Executive Cabinet and the General Cabinet. The
Executive Cabinet is composed of the Commissioner-General and the
Deputy Commissioner-General as, "as Chairman ana Alternate Chairman
rea;r::cantsi'd.valzt,f,“2*5 together with the heads of headquarters departments
listed above. The General Cabinet includes the Executive Cabinet
together with field office directors and the UNRWA Representative to
the United Arabic Republic, Nevertheless, though not members of the
Executive Cabinet, the field office directors and the UNRWA Representative
to the United Arab Republic "have the right to attend the sessions of
the Executive Cabinet and to participate in its work whenever circum-
stances permit."

Functionally, differentiation between the Executive Cabinet
and the General Cabinet is made on the basis that whereas the former
is "the Commissioner-General's regular instrument for policy formula-
tion," the latter is his "instrument for policy review, coordination
and formlation,"%’

In addition to their responsipilities as members of the Executive
and General Cabinets, the headquarters department heads are responsible ’

indiviaually, for the implementation and execution of programmes in

25IJn.'L‘t.et:l Nations Relief and Works Agency, "Organization of UNRWA,"
Organization Directive No, 2 (Beirut, August 8, 1961), para. 9c (mimeo).

2

TIbiu., para. SE.
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their respective departments as laid down and approved by the Com-
missioner-FeneraL in Cabinet. Specitically, they are responsible for:

Exercising executive authority over their respective depart-
ments ana the divisions which form part of those departments, and
coordinating the work of those divisions.

Coordinating, in consultation with one another, the work of
their departments and the divisioms forming part of those departments;

Ensuring that policy laia down by the Commissioner-General
is understood and implemented throughout the Agency.aa

Headquarters departments, with the exception of the Department
of Legal Affairs, are subdivided functionally, into divisions each of
which has a specialized and consistent function in the department con-
cerned. These are headed by division chiefs who are "the supervisors
of the Commissioner-General's techmical stafr ana as such will answer
to the Commissioner-General through the appropriate department head."
They are speciftically responsible for:

Advising on and recormending policies relating to their res-
pective functions.

Supervising those activities directly controlled and operated
either wholly or in part by Headquarters.

Planning the best techrmiques for implementing policy directives.

Developing standards of operations ana (wherever possible)

preparing manuals of operations for promulgation by the department heads.

Brpiq,, para. 10 (4).



Such manusls will be binaing throughout the agency.

Issuing technical instructicns to field departmental ana di-
visional officers for implementing established policy.

Visiting the fields to assess the progress of the work, to
study improvements in operations ana to advise field office directors
and field department ana division heads, They will report their find-
ings to fiela office directors and to the Commissioner-General (through
the appropriate headquarters department haada).zg

The next smaller organizational units are branches; the latter,
are divided into sections, Divisions are "subdivided into branches
ana sections as circumstances may require, and otfficers in charge may
be assigned such duties as are appropriate."su

At the field level, headquarters departments are represented
by similar field departments or divisions which carry out the functions
assigned to them by headquarters operational departments. Thus, field
departmental officers "normally exercise the same basic responsibilities
in field offices as are assigned to department heads at headquarters"
in the manner described above,"but may be assigned special duties by

field oftfice d:lroctors."?’l

In other words, the organizational set up
of field offices is better understooa it viewed as a geographical unit

of UNRWA in which all functional units at headquarters are represented.

®Ipid., para. 10 (B).
wlbid., para. 10 (C).

l"]'Ib:l.t:t., para. 11 (B),
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Field offices are functionally dividea into departments and
divisions the heads of which form the fiela directors' cabinets with
gimilar functions in their respective fields as are assigned to the
Commissioner-General's Cabinet at headguarters level, The functional
organizational set up in the different fielas is, however, dissimilar
and is incongruent with the headguarters departments. Thus, the
Education Division in Jordan, though functionally representing the
Headquarters Education Department, is a division in a field depart-
ment called the department of programmes which contains, in addition,
the health division in the field. In Lebanon, on the other hana,
finance is a division in the Department of Administration,

In the manner outlined above, field divisions are, administrative-
ly, under the authority of the fiela director but, technically, they
receive instructions from the respective headquarters departments and
divisions. Likewise, within one field, the heads or installations,
such as feeding centers, schools, etc, are under the adud.nj.atrat.ive
authority of the area ofticer (or camp administrator in Gaza), but
technically they are under the supervision of the functional field
officers, such as the field fooa supervisor ana the fiela education
ofticer,

Though the general organizational pattern of the Agency, geo-
graphically and functionally, remains basically the same, reorganiza-
tions are effected, from time to time, whether at headguarters or in
the fields, at the discretion of the Commissioner-General and as opera-

tions so require,



Definitions. Some of tﬁe terms used in this ana the following
chapters are more or less particular to UNRWA; for a better understand-
ing ot their meanings following are the definitions, some of which
are extracted from UNRWA manuals, ana directives:

1, Area: An area is a geographical subdivision of the fielid,.
the latter being subdivided into a number of areas each headed by an
area ofticer and comprising all UNEWA services proviaed for the re-
fugees therein.

2. Area staft: The term denotes the localily recruited staft
of the Agency to distinguish them from international staff, Technically
the term denotes the locally recruited, full-time, monthly paia staff
appointed for a "temporary indefinite period." In its wider sense it
embraces the other categories of locally recruited staff, such as the
daily-paid employees, anc the part time employees.

3. Area Staff Management Committee (ASMC): 1Is the committee

which was establishea in 1957 to review the Agency's neea for locally
recruitea staft and their grade levels; the committee was abolished in
1961,

4, Comptroller: The comptroller is the head of the Department
of Finance at headquarters and, technically, its ofrices in the fields.

5. Country representatives or field representatives: The term

denotes the chief executive ofticers in the respective fields or UNRWA
operations (Lebanon, Syria, Gaza and Jordan), The title was changed,
in 1962, to Director of UNRWA Affairs (Operations in Gaza). There is
at present an UNRHA Representative to the United Arab Republic whose

office is in Cairo.
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6. Duty station: Designates the place or instatlation in

which the post is established. 1t is designated, in the post number,
by the tirst digit., (See 1¢ below)..'

7o Fields: Is the term which denotes the countries of UNKHWA
operations, namely Lebanon, Syria, Gaza and Jordan each of which is
headed by a Director of UNRWA Aftairs/Operations.

Be Field administration ofricers: Are the heads of the

departments of administration in the fielas,

9. Fileld director: (See No., 5 above).

10, Field persormel officers: Are the cliefs of personnel

divisions in the fields which form part of the departments of administra-
tion.

11, Fixed term appoinment: I8 an appointment made for a

specific period of time, such as three or six months, and automatically
expires at the end of the period specified in the letter of appointment.

12, Going rate: Is the approved rate of expenditure per
activity per year. .

13, Graded post: Is a post established against one of the
Agency's seventeen grades (R-18) in the salary scale,

14, Heads of operating umits: The term designates the heads

of headquarters departments and the directors of UNRWA Affairs/Operations
in the fields and the UNHWA Representatives to the United Arab Republic.

15. International staff: Are the staff recruited and paia by

the Agency in accordance with the United Nations conditions of service
and, for that purpose, occupy posts designated by the Commissioner-
General as international posts.
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16, Manning table: ™"Is the approved schedule of posts

established so as to provide and control the regular employment

requirements of the A.ganoy."aa

17, Mamning table post: "Is an inaividual position, within

marning tabie, identified by a Title, Post Number, Salary Grade,
Expenditure Code. (In current usage the term "joo" is synonym with
"pc:u'.d;“)."g‘zs

18, Post action: Is any action by the Director of Administra-
tion or the field office directors to establish, eliminate or reclassify
manning table poste.,

19. Post number: "Is a coded number identifying a particular
post as to 1o.cation (installation), occupation group classification,
sequence in that classification at its installation, and employee
category. nS4 Post numbers in UNRJA are used for mechanical tabula-
tion purposes. To illustrate:

Post No, 93010/8405/A designates the following:

1st digit: is the headquarters indicator.

2nd digit: is the department indicator (in this case the
Department of Administration at Headquarters),

3rd digit: code identifying the type of installation.

4th and 5th digits: serial number identifying the individual

installations or offices in the desired sequence within the first two

5%nited Nations Relief and Works Agency, "Control of Bmployment®,
Personnel Directive No., AIX/L (Beirut, n.d,,)k para. 2H (mimeo),

881144, , para. I.
54Ibid. s Para. J.
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digits, >

1A' stands for the employee category which is local, temporary
indefinite, monthly paid post.

20, Ungraded post: Any of the posts other than those in
grades 2 to 18 and whose incumbents are paid on a daily-basis. The
incumbents of these posts are designated as 'Z!' category and normally
work "full-time every working day and who are to be paid a daily

wage."

5%See: United Nations Relief and Works Agency, Coding Manual

(Beirut, May 1862), p. 1 (mimeo).

1"b'tln:ltml Nations Relief and Works Agency: Personnel Directive
ATX/1, op.cit., para. 8B.




27

CHEART 1.1
a
UNRWA ORGANIZATION CHART

Commiggioner-General

FIELD OFFICES HEADQUAFT CAIRO & LIAISON CFFICES
JORDAN FIELD ADMINISTRATION UNITED ARAB
CFFICE REPUBLIC

RELIEF PROGRAMMES
GAZA FIELD NEW YORK
OFFICE
LEGAL AFFAIRS
e e ] GENEVA
LEBANON FIELD
OFFICE FINANCE
IRAQ
SINIA FIELD EDUCATION
OFFICE
HEALTH

I : Thick lire indicates alternative line of command
(i,e., either direct from Commissioner-General or
indirect through H,(. Departments) and alternative
of communication (depending on subject matter)

a
Organization Directive No.2 dated 8.8.6€1
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CHART 1.3
STATF MANAGEMENT BRANCH

Chief, Porsonnel Division
Fe rg%nnel Divigion

| area Starr

Staff Managemsnt
Eranch

Int'l Staff \

L _Branch



CHAPTER Il

STAFF MANAGEMENT: THE CONCEPT AND THE MACHINERY

The Staff Management Branch in UNRWA functions in an advisory
capacity to the Directcr of Administration as the Agency's "Central
Position Classitication" unit for area staff., (See Organization
Chart No, 1). Its evolution, both organizationally and functionally

was slow,

The Management Working Party in 1954, The first move toward

the establishment of a staff management unit was initiated by the
Director of UNRWA in 1954 when, atter almost four years of operation,
the Agency was felt in need of overhauling., Consequently a "Management
Working Party" was established to start an investigation of the Agency's
organization and personnel, The terms of reference for the party were
defined as follows:

To simplify as far as possible procedures, in order to speed-up
execution of agreed plans and policies.

To eliminate duplication of work, records, control and res-
ponsibility.

To eliminate unnecessary statistics and to reduce necessary
statistics to fundamentals.

To mke‘fmsh job evaluation of posts and to recommend such

upgrading or downgrading as seems desirable.

30
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To examine the area salary scales in all countries, having
particular reference to salaries paid by other organizations, govern-
ments or commercial firms for simdlar posts,

To examine all manning tables and make any necessary recommenda-
tions for revision.

Generally to make recommendations for increasing the efriciency
of our operations ana reducing the costs theroof.l

The Working Party was expected to "cooperate closely with
Division Chiefs at Headguarters and with Country Representatives in
the Fields who are requested to grant the fullest possible facilities

to the Working Party in itse enqtd.nes."z

The Management Team--1956. The wording of the circular gives

the impression that the Working Party was temporary with a limited
assignment for six months, The needs of such a large organization as
UNRWA, however, perpetuated the life of the Party although under a
different name., Thus, less than two years after the establishment of
the Management Working Party it became known as the Management Team
and was composed of two members, In 1956 part of the then "current
routine" ot the Team's work consisted of the review and consolidation
of the monthly going rate and strength reports; review of the quarterly
international mamning table; review, publication ana promulgation of

13. circular addressed by the Director of UNRWA to Assistant Directors,

General Counsel, Country Representatives and Division Chiefs at Head-
guarters, Beirut, November 4, 1954, p. 1.

“oia., . 2.
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aaministrative, financial and operational instructions s bulletins,
circulars and interpretations of regulations; post numbering for
inclusion of personnel data on punch-card system; compilation of
special reporits on commercial ana industrial salary surveys 3 review

of requests for temporary assistance in staff and such other items of
work not all of which were directly related to position classification
or personnel administration in general,

Besides the above "routine functions," as they were called,
the Team was engaged in "staff reviews", a function of more direct
interest for the purpose of this chapter in tracing the development
or the staff Management Branch functions and organization, Such statt
reviews included, as performed by the Management Team:

Review and recommendations on dratts of Projects and special
activities, especially on classitications » titles, gradings ana es-
tablishment of statt.

Review ana recommendations to the Comptroller on Requests for
Buaget Adjustments, especially as they affect st.a{f.

Review ana recommendation on individual Requests for Post
Actions (RPAs) suomitted by Assistant Directors ana Division Chiets
at Headquarters ana by Country an;pre;sent.a!n'.iveaer.5

The Management Team, in addition, carried out major reviews of
fiela offices and large instailations, Such reviews were lengthy

=s"l'[m:.ageman't Work in Progress and in Project," A Report by the
i{ag:gemt Team of UNRWA to the Director (Beirut, M/2090920, July la,
9 -J, p- 1.
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and quite detailed but they encompassed each and every bit of work
in the Agency installations such as the staffing pattern of the
offices, organization and methods, the examination and review or
operations on a functional basis throughout the Agency "to determine

ana remedy, ir possibie, the causes of disparity in cost between

4 ana several other related

Flela Oftices for the same functions®
tasks.,

At the time of the Management Team the lines of specializa-
tion in the Agency were perhaps hazy and the duties and responsibili-
ties of the dirterent organizational units cannot be saia to have
been distinctively clariiied. HNeither was the future or the Agency
itselrr, By 1956, and with no possiple altermative for the Agency in
sight, and with an experience or about six years, the organization ana
functions of UNRWA started to acquire a new form. As part of this re-
organization the "Persormel and Administrative Services Division" was
abolished ana replaced by two new units: +the Persomnel Division and
the General Services Division--later to become the Administrative

Services Division,

The Management Committee--1957. At the same time, and as part

of the reorganization, the Director of UNRWA, ettective 1 June, 1957
abolished the Management Team which he replaced by a "Management Com-

mittee" with the Assistant Director for Administration and General

4I‘bido’ pl Se
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Services as Chairman ana the Comptroller and Chiet, Persomnel Division
or their designated representatives as permanent members, "and such
additional mempers as may from time to time be appointed on an ad hoc
basis by the Director. wd

In the light of the above changes the functions of the Manage-
ment Team were re-allocated among three units:

The Persomnel Division assumed what was called "Procedures",
incluaing:

Review, coordination, authority for issue, publication ana
distribution of Administrative Instructions, General Bulletins, related
regulations and informational material,

Maintairmdng a library of spare copies and coordinating as
required with the originator of other instructions to be published,

In addition to procedures the Personnel Division assumed
"Staff counselling on questions affecting staff members in their in-
diviaual capacities and on matters of interpretation anda implementa-
tion of published instructions.?

The Finance Divisicn--Budget ana Management Branch--was al-
located such functions as: '

The review and approval of job descriptions, grading of posts,
stendarcization of functions and titles, the review of current establish-
ments and setting of new establishments as required and notification
of approved establishments to operating units.

“General Bulletin No, 17 issued by the Director of UNRWA, Beirut,

May 25, 1957,
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As part of the above functions and for control purposes the
game unit assumed the maintenance of an individual Kardex for inter-
national and another for area staff members and an organizational
Kardex by functions:

The functions which were allocated to the Management Committee
were brief and ambiguous:

An overall consiceration, on an Agency basis, of pro-
posals affecting UNEWA operations and of reviews ana
surveys which envisage significant changes in organiza-
tion, functions and methods.

Provision of permanent machinery for timely coordina-
tion or Management recommendations and initiation or
Management survays.s

Almost a year after the Management Committee was established
by the Director of UNRWA and the former Management Team abolished, the
terms of reference of that Committee were defined. The functions
originally allocated to the Finance Division as detailed above were
re-allocated to the Management Committee, thus showing a move toward
the centralization of management functions in one unit in the Depart-
ment of Administration, Thus in mid-1958 the terms of reference of the
Management Committee were defined as follows:

The Management Committee shall determine and authorize
on behalf of the Director the following actions relating

to all International, Area and other posts on the UNRWA
Marming Table:

b‘l‘he re-allocation of Management functions as detailed above was
effected in a meeting held on the 12th and 13th of June 1957. The
meeting was attended by the Assistant Direetor for Administration and
General Services, the Comptroller, Assistant Comptroller--Budget and
Wt--, the Chief Personnel Division and the D/Chief Persommel
vision, '



Establishment ana classitication ot new posts.

Elimination of existing posts.

The Management Committee shall determine and authorize
matters of organizational structure ana methods of work,
80 as to ensure a proper employment of UNRWA personnel,
materials and facilities, and an adoption of efticient
procedures.

The Management Committee shall advise on revisions
of the salary scales ana allowances ana upon such
general or specitic budgetary matters that may be
presented to it, It shall not determine personnel
policy, but shall furnish the Chief of Personnel Divi-
sion with recommendations upon such persommel actions
as may be indirectly related to the executive decisions
ot the Committee,

The Management Committee shall appoint such committees
and working groups for purposes connected with its work,
and may call for special audits if required.7

Two main amendments were made to the above draft functions
of the Management Committee, one of which was not implemented. A
proposal to set up an "0 & M" Division to take over some of the func-
tions of the Committee was never implemented and the present Staff
Management Branch is still in charge of this aspect. On the other
hand the above functions in respect of the establishment and the
elimination of posts was restricted to area posts and their derivatives
and an International Staff Management Committee was set up to deal with

international posts.

The Area Staff Management Branch--lt60, To assist the Management

7United Nations Relief and Works Agency, Personnel Division, "Draft
Personnel Directive No., 6/5¢," Beirut, July 28, 1958 (mimeo).
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Committee an Area Staff Management Branch was established in 1960

"to review ana advise on staff management ana utilization or staff,

under arrangements approved by the Management Comittee."s As de-

tailed in the circular which established it, the branch was, in

particular:
to develop and maintain a research ana aavisory function
in the Persommel Division in the field of Staff Manage-
ment, that is, to study the authorized work programmes
otr the Agency, and to advise on the adequacy of the
stafting in terms of work to be performed..., ana advise
on staff needs in terms of post titles, grades and post
descriptions,® :

During its lifetime of four years, five months and nine days
the Area Staff Management Committee held one hundred and thirty-nine
regular meetings ana a score of special sessions to discuss urgent
or special problems, The Committee was abolished at the end of
Novemper, 1961 and its functions assumed by the Director of Administra-
tion ana the Staft Management Branch,

Except for slight modirications, staff management in UNRWA
has been mainly, since November, 1961, the responsibility of the
Director of Administration assisted, on the technical siae, by the
Staff Management Branch--a small wnit in the Persomnel Division,
Here, as elsewhere, an exact definition of staff management is lack-
ing, and it is deemed more appropriate to state what it does rather

than what it is. For this purpose the term comprehenas eight func-

aUndted Nations Relief and Works Agency, Persomnel Division, "Func-
tions of Staff Management Branch, Personnel Division," March 7, 1960,
Pp. 1-2,

®Ibia., p. 2.



tions carried out by the branch:

Determination of the types of occupations required by
the Agency;

Determination of the salary or wa ge grade or level
applicable to each occupation;

Establishment of salary and wage scales, ana of general
ana special conditions of employment, applicable to each
of the various categories of employees;

Determination of the number of employees ot each occupa-
tion required by the Agency;

Classitication of employees in the appropriate occupation
and in the appropriate category of general and special
conditions of employment ;

Determination of any special allowance applicable to
indivicual employees or to occupational groups of employees;

Determination of the types and quantities of clothing to
be provided to employees at Agency expense;

Publication of staff regulations and rules, Occupation

Classitication Manuals, and such other directives and

such procedures as are necessary to eftricient staff

management,, 10

Administratively, the above functions are mainly the res-

ponsibility of the Director of Administration; technically, however,
they are the responsibility of the Staft Management Branch which
stands in an advisory capacity to the Director of Administration and
"reviews and advises on staff management and utilization of staff
under arrangements approved by the Director of Administration... , and

is responsible for all matters relating to manning table and personnel

1%mited Nations Relief and Works Agency, "Staft Management,"
%r_ga.niaation Directive No., 15 (Beirut, November 350, 1961) as amended
¥ Or zation Directive No., 15 (Beirut, September 1, 1962), paras.
4A-H (mimeo).
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mtistica."l"' The findings and/or recommendations of the Staff
Management unit on any of the above items are suomitted to the Director
of Administration who is authorized "after consultation where ap-
propriate... with the Departments concerned at Heddguarters to approve,
disapprove or alter those recommendations or requests of heaas of
operating units on staff 1:'equ1rt=.|me:nt.s.":I'2

Besides the above enumerated functions or staft management
which are finally the responsivility of the Director of Administration,
the latter is responsiple for "recommenaing to the Commissioner-General
the salary or wage scales and gemeral and special conditions of employ-
ment to be applied to each of the several categories of emp.l.oy‘eem.“]'5
Such recommendations as may result in an increase in the Agency's
budget "shall be reviewed by the Comptroller, whose recommendation
shall accompany that of the Director of Administration to the Com-

missioner-Gsneral, nld

Similarly, decisions taken by the Director of
Administration as falling within his authority, but would result in
an increase in expenaiture "shall be supject to the prior concurrence

of the Comptroller, w5

Decentralization. The responsibility for Mamming Table establish-

llUn;Lted Nations Relief and Works Agency, "Organization of Headquarters,"

or, zation Directive No. 3 (Beirut, May 1, 1960) as amended by "Letter
of Transmi No. Beirut, October 14, 1960) para. 8E.
organisation Directive No. 15, op.cit., para. 8B.

Brbia, , para, BA.
lq'Ibicl., para, 8(.

]'slbiu. s para. 8D.
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ments, as part of staft management functions, has been partiy delegated
to the "Heads of QOperating Units," a term which refers to field
directors and department directors at headguarters. The final control
ot such actions remains, however, in the hands of the Director of
Administration ana the Comptroller.

The decision to decentralize Manning Table control was arrivea
at after about a decade of highly centralized personnel administration
in the Agency; and although such a step was only partial decentraliza-
tion which needs yet further elaboration, it denoted that the Agency
has acquired a certain degree of stability and self-contidence., The
final decision to decentralize was the outcome of a long process of
interaction between the headquarters and the fields, until in early
1861, it was felt that headquarters held too tight a rein upon the
field offices and, hence, the former should give the latter greater
leeway in regard to establishing and classitying lower-level area posts,

The feeling that a more appropriate balance should be established
between the headquarters and the fields was general and met with the
approval of almost all officials concerned with personnel administration
in the Agency, but the question va& handled from different angles and,
though accepted in principle, the details remained of how much, how and
when decentralization should be implemented,

On February 15, 1961, the then Country Representatives held a
meeting in which they agreed in principle to the relaxation of Manning
Table control by headquarters and its delegation as far as possible
to the respective field ofricés. . In fact it had always been the desire



of the fiela officers to have such decentralization effected in order
to allow them more discretion in managing their own operations without
having to refer every now and then to headquarters for authority to
establish, eliminate or reclassify minor area posts.

Two months later the Management Committee considered the ques-
tion of decentralization of Manning Table control to field offices
ana referred in its deliberations to previous discussions on the same
subject. Naturally, the financial eftects of any such policy decision
formed the core of the deliberations, The proposals forwarded by
two field oftices fell under two headings:

Decentralization under headquarters approved standards, which
was already agreed to in principle and was partially implemented,

Decentralization under fixed financial limits,

The committee noted that "any real decentralization of Manning
Table control in the absence of decentralized budgetary 'going rate!
control was not possible," and considered that the "decentralization
of Manning Table control under financial limits is incompatible in
principle with decentralization under approved standards and that
conflicts of norms and standards ﬁculcl rapialy grow, w6 To evade
such conflict of standards, it separately developed in the fields

without central coordination, the committee strongly expressed its

“linutes of the 104th meeting, May 19 and 25, 1061, Area Staff

Management Committee, Beirut, item 3a (in the files of the Committee ).



conviction that "the development of Manming Table stanaards must be
centralized," ana that "the solution to the problem lies in expedit-
ing the completion of Sections III, IV, ana VII or the Occupation
Classification Manual'’ which the Committee was working on.

No matter what other arguments or consicerations may have been
relevant to the point, the availability of uniform staft management
standards at Headquarters to govern almost identical operations
(though not circumstances) in the four fields, remained at the heart
of the centralization--decentralization argument. Such stanaards
took quite a long time to establish--though on provisional and tentative
basis to the extent that even at present they are liable to several
changes,

As a manifestation of this "centralized decentralization,"
the authority for the establishment, amencment or deletion of classi-
fications, and the determination of the position classirication and
the salary ana wage levels for the various classitications and posts
remained strictly a Headguarters concern., Nevertheless, in mid-1961
part of the authority was delegated to the fieid offices to manipulate
their own staff without exceeding fhe pogsition classification standards
laid down by Headquarters ana within strictly defined financial pro-

cedures according to which the field office was not allowed to cause

17Ibit:l., para. 3c. Section III: "Qualitative Grading Standards--

Incumbers Qualitications;® Section IV: "Qualitative Grading Standards--
Operational Factors;"® Section VII: "Quantitative Budget Standards,"



any extra expenditures, The field directors were authorized to es-
tablish 'A', 'P', '2'Z or 'W' category manning table posts aif. their
discretion subject only to three limitations which are quite sufficient
to Justify the above description of "centralization decentralization":

For every post established an existing post must simul-
taneously be abolished;

The new post must not be of a grade higher than that or
the post established, i.,e,, the action should not involve
extra expenditure;

The new post must be of an occupation classification and 18
grade authorized by the Qccupation Classitication Manual,

The term "simultaneously" in the above quotation was the subject
of ditferent interpretations; as finally explained by Headquarters, how-
ever, the term is used to mean that the two actions should take place
at the same time, i,e., having the same effective date, An interpreta-
tion of the term to mean in the same budget year was not accepted and
the restrictive sense in which it was interpreted kept a somewhat light
control over the authority delegated to the fields in respect of Manning
TabLe changes,

The contents of circular MC/2¢ ot July 21, 1961 detailed above
were intendea "to be evaluated in 1;h1~ee to six months time to determine
what further action may be appropriate®. That action was taken in

November of the same year when, satisfied with the experiment, the

la‘l‘he Management Committee, "Delegation of Authority to Establish
New Posts" (Beirut, MC/2¢, July 21, 196l), para. L.



Management Committee circulated, again, the circular delegating au-
thority to establish new posts to the fiela ana division chiefs at
headquarters under a covering letter which stated that it has now ap-
proved that the authority contained in this memorandum be delegated

to department heads at headguarters for staff in divisions and officers

under their comtrol.lg

The authority delegated to the heads of operating unitaao in
the circular referrea to above was further extendea and spellea out in

&l In its

more detail in the amended form of yet another document.
expanaed form the authority delegated was expanded to cover the estab-
lishment, abolition and/or transter of Manning Table posts by heads
of operating units ™as operations require" ana "after consultation,
where appropriazte, with the departments concerned at headquarters ana
"engage casual employees and temporary assistants within the limita-
tions of policies or restrictions established by the Director of
Admiristration and ot buaget allotments issued by the Comptroller."22
In 1962 Organization Directive No. 15 was amended for the

secona time, giving the heads of operating units more leeway in handling

o

1'The Management Committee, "Delegation of Authority to Establish
New Posts" (Beirut, MC/29, Novemper 11, 1961), para, 1.
2C!].‘he term denotes fizld dirsctors and directors of headguarters
departments,

210rgan1zation Directive No, 15, op.cit., para. 7B.

*Ibid., para. 78 (iv).
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their respective Mannihg Tables, and that by resolving the argument
in respect of "the simultaneous" abolition of existing posts when
new posts are to be established by local action. In the new version
of the directive, authority was delegated to field directors and
headguarters department heads to establish new posts provided that
"existing manning table post(s) have been abolished within the six

=5 At the same time

monthe before the new post(s) are established,"
the heads of operating units were authorized to request review of
adverse staff management decisions by the director of administration
and/or the comptroller and "appeal an adverse staff management deci-
sion to the Commissioner-General for review and decision.“24

Thus, in the mamer briefed out in the preceding pages, staff
management--and persommel administration in general--have increasingly
become the joint responsibility of the heads of operating units, the
dirsctor of administration and the comptroller,

Attached as appendices to this theeis are Appendix 'A! and
Appendix 'Bf:

l. Appenaix 'A' is Staff Management Directive HNo. 1, titled:
"Post Classification Policy, Principles and Methods: Manning Table
Posts (Graded and Ungraded)." The purpose of this directive, prepared

by the Staft Management Branch and espproved by the Director of Ad-

25Ibid., para, 7B (iii)(a) as amended on September 1, 19t2,

4
2'Ibid., para, 7C.



ministration is, as laid down in the foreword to the directive, "to
inform supervisors (and through them, employees) as to why positions
are classified and how the classirication process works,"

2« Appendix 'B' is Staff Management Directive No. 3, titled:
"Responsibility and Procedure to Modify the Manning Table," Attached
to the directive is "Request for Post Action Form," known in the Agency
by its indtials, RPA, wiich is the basic Staff Management tool for the
noditication of the Manning Table, Though self-explanatory a word
is felt necessary about the ditferent parts of the form.

As shown in the heading of the RPA the form is addressed to
the Director of Administration or field administration oftficer by the
requesting officer, depending upon the nature of the proposed change
in the Manning Table,

Part 1 shows the details of the requested action, such as the
establishment, elimination or reclassification of the post and the
organizational unit in which the action is to be taken.

Part § shows the decision of the Director of Administration
or the field office director. If the requested action is disapproved
or changed the reason is stated as.part of the decision,

Part 5 "Concurrence by the Comptroller," is self-explanatory
but his concurrence is requirea only in cases where the Director of
Administration's decision causes an increase in the Agency's expenditure,

The above two annexes are considered to be appropriate enclosures

to this thesis in order to give an idea about the authority, procedure
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and principles pursued by UNFWA in pesition classifiecation and in the
modification of the Manninmg Table in geneml.25 The latter is a pre-
1iminary step toward the personnel processes dealt with in the follow-
in chapter and, therefore, the general functions of Staff Management
are essential for a proper understanding of personnel administration

in UNEWA.

25p.r a detailed analysis of position classification in UNFWA see:
Mihammad T. Sadik, "Classification Problems of an International Agency
with Particular Reference to Area Personnel" (unpublished Master's
dissertation, Department of Political Studies and Public Administration,
American University, Beirut, June, 1962).



CHAPTER III

THE PERSONNEL PROCESSES

Position Classitication. The authority for position classifica-

tion in UNRWA is contained in Staff Regulations 2.1 ana 2,2 wherein
it is stated, briefly, that "The Commissioner-General shall make ap-
propriate provision for the classification of posts anda staff into
salary levels according to the nature ot the duties and responsibilities
required," ana "The Commissioner-General may at his discretion fix
special conditions of remuneration ana employment for persons ap-
pointed for temporary assist.ance."l Beyond that no general principles
ot position classification have been detailed either in the Stafft
Regulations or in the Staft Rules. In the latter the page devoted
for "CLASSIFICATION OF POSTS AND STAFF"unaer Chapter 11 is still,
after thirteen years, blank except for the line stating "No Rules
issued under this Chapter, ne This, however, does not mean that the

Agency operates without any sort of position classitication.

Badre-Meyer Report. The first attempt to establish a compre-

hensive, Agency-wide classitication system started as early as 1950

in the aftermath of transferring the relief activities from the Red

lm:it-eu Nations Relief and Works Agency, Statt Rggnnationa: plic-
able to Area Staff Memoers (Beirut, July 1, 1957), Regulation 2.2.

2Un1ted Nations Relief ana Works Agency, Staff Rules: Applicable to
Area Statt Members (Beirut, June 1, 1u62), p. B.

48
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Cross Society to the newly established Agency. By the end of that
year, Professors A,Y. Badre and A.J. Meyer submitted their xjeport on
the survey of wages in which they established a hierarchy of UNRWA
jobs., Such hierarchy was established as a by-product of a wage survey
report in which the reporters presented an employment analysis ot the
then prevailing employment conditions in local firms, companies and
governments and a comparison with wages of UNRWA staff inherited main-
ly from the Red Cross Society. The frames of reference of the saia
survey were to make a survey of wages paid by certain institutions,
companies, local govermments ana agencies in lLebanon, Syria, Jordan and
Gaza in order to compare them to UNRWA jobs.

The Badre-Meyer report dia not establish new classifications
or posts but rather recommended a hierarchy of already existing posts,
thus attempting to create something of an administrative hierarchy
in which positions were more or less classified accordaing to their
levels of difficulty, supervision and qualifications required. Ac-
cordingly the authors set up a proposed job hierarchy of sixty classi-
fications in which the area officer ana the skilled laborer appeared,
respectively, at the top ana the bottom of the hierarchy in order of
importance,

Increase in the Number of Classifications. The sixty classi-

fications designed by the Badre-Meyer report in 1950 have gorwn, in
1963, to about Su0 classitfications grouped under B2 occupational groups

allocated to 1lU0 occupational coces numbered 00 to 89, Such a rapia
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growth in occupational groups over the past t.hirtegn Yyears can, in
part, be understood in the 1ight of the huge expansion in UNRWA
activities during the same period of time. Very many of the post
titles under the different claseifications are, however, subdivided
into more than one post level (and grade), For instance there are
seven levels fbr the classification of camp leader, ranging from camp
leader 'A', grade 10 to camp leader 'G', grade 4.

The growth in the number and diversity of post classifications
has continued to incrsase in spite of efforts to restrict such tendency
and reduce the number of classifications., In March, 1960, the 4,U.B,
Survey Team "recommended that the number of titles be reduced accord-
ing to the proposed plan.,., from about 450 to 360" in an attempt to
"dispense with the redundant and disguised titles and create more
uniformity for management and a more just treatment to the employeea-"J
So far this recommendation has not been given priority attention by
management and the anomalies in position classification continue, more
or less, to exist,

Begides the more or less rapid increase in UNRWA activities,
which necessitated a similar expansion in the classifications used,
the geographical distribution of the Agency's activities is another
pertinent factor which offers a partial explanation for the anomalies
in position classification, In so far as the latter aspect is concerned,

3l»xllerican University of Beirut fh d Pogitio icat

d ngatio for port by the Survey Team of the
Dapart?an‘b 05 Political Studies and Public Administration (March 1, 1960),
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the Agency, sometimes, uses different post titles to mean the same
group of duties and responsibilities in different fields. The
'Deputy Camp Administrator' in Gaza, for example, carries out mainly,
though not exclusively, the duties and responsibilities discharged
by a 'Team Leader' in the other fields, while the latter classifica-
tion is not authorized for Gaza. On the other hand, and due to the
variations in the geographical organization of the Agency, the classi-
fication of Camp Administrator, for example, is unique to Gaza where
the whole field is divided into large camps without the intermediary
geographical level of 'Area' as in other fields, Thus the classifica-
tion is a combination of Area Officer and Camp Leader in Jordan,
Lebanon and Syria,

0f less importance, in this respect, is perhaps the hetero-
genity of nationalities in UNRWA. Nationals of each country tend to
adopt the titles ana terminology used in their respective countries.
One British national, for instance, insisted on using the term !'Hospital
Maid' to dsnote 'Cleaners'--a more common term in the Agency and with

little signiticant ditrference of duties and responsibilities.

Position Classiftication at Present. As defined in the Introduc-

tion to the Occupation Classification Manual, Occupation Classifica-
tion as used in UNRWA is "the determination of the duties and res-
ponsibilities of a particular occupation in the Agency... , ana its
placement on the Agency's salary scale with respect to all other
occupations.n Oc;zupution classification is a necessary preliminary

to post classitication defined in the same reference as "the determina-
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tion of the duties and responsibilities of a specific Manning Table
post, its assignment to a particular occupation and employee category
and its placement on the Agency's salary scale:"

According to the current policy and practice in UNRWA there
are four dimensions to position classification referred to as 'principles!
in officiai papers.

Classification is based on the division of the total work of
Manning Table posts into seventeen levels of difficulty for graded
posts (grades 2 to 18) and four levels of difficulty for ungraded
posts (U-L to U-4). These grades exclude those of international
posts and posts paid at international level salary scales which, in
the Agency, range between grades GS1 and (G54 for the General Services
Category, Pl ana PS5 for the professional category and DL and D2 for
the directors category.

There are two aspects to the classification of any post:

1. The determination of the kind ot work in which the posi-
tion is engaged, which consists of selecting the appropriate title,
occupation and post category, and,

%+ The determination of the relative level of difriculty and
responsibility of the work and, consequently, assigning it to the ap-
propriate grade level.

Pests are evaluated by the post comparison method i.e,, by
relating them to estabiished standards ana comparing them with other
posts at the same, higher and/or lower levels in the functional area

concerned or elsewhere in the organizational unit concerned or anywhere

in the Agenacy.
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To arrive at the appropriate conclusion in this respect, facts
concerning a post have to be available; these are obtained from or-
ganization charts, post descriptions, desk audits and such other in-
formation media as may be pertinent and necessary for the case under
consiceration,

The problems of position classitication in such an international
organization as UNRWA may be reviewed in Mr. M, Sadik's thesies which
was devoted to a consiaerably lengthy treatment of the subject as its
title, "Classitication Problems of an International Agency with
Particular Reference to Area Personnel," indicates. However, with the
general outlines of the "Management" aspects of personnel administra-
tion, as the term is used in UNRWA, outlined in the previous pages,
the following parts will consist of a treatment of other personnel

processes and conditions of employment,

Recrwitment. Recruitment is usually the process by which
properly qualifiea candidates are attracted to the service of the or-
ganization through proper ana effective advertisement of the Job
vacancy. Catheryn Seckler-Hudson descrived it as "that aspect of
staffing which secures interest in, ana applications for, positions
in governmental BGI'ViGO.“‘ In UNRWA this is normally a process in
which the Personnel Office at Headquarters or in the field and the

division concernea participate. But besices publicizing the post

4Cathsrny Seckler-Hudson, anization and ement : Theory and
Practice (The American Univers ss, Was y Duley 155;;, p. 160.
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vacancies ana completing the persommel actions formalities, both done
at the request of the heads of divisions or umits concerned, personnel
oftfices have little, ir anything, to do in the recruitment of staft,

The process starts when, at the request of the supervisor
concerned in the operating unit for which recruitment is made, the
personnel office issues a "Vacancy Notice" advertising the vacant
post to be filled; the notice usually bears a serial number, the post
title, grade and salary, the location (duty station) of the post ana
a brief job description in which the duties and responsibilities of
the post are stated. In addition the minimum education, experience
and other qualitications required are stated., Such a Vacancy Notice
should, according to regulations, "be advertiseda within Headquarters
ana within each Field Office in so far as this is feasipnle, taking
into account the nature of the position to be filled, the time avail-
able for filling the position ana other relevant consideratims."s

In UNRWA there is not a great need for "selling" jobs within
a community where demand for employment is far higher than supply,
Therefore "selling" the job is, most often, limitea to posting the
vacancy notice and priority is given to UNRKWA employees before the
Job is advertised, normally through the Placement Oftices, for out-
sicers,

The top positions in UNRWA, whether administrative or technical,

5Un:tt;eci Nations Relief and Works Agency, "Appointment of Area Staft,n

Personnel Directive No. A/4 (Beirut, September 1, 1959), para. IV 2
(mimeo. ) '




are occupied mainly by international staff members, Whenever the
Agency finds difficulty in finding the qualitied local staff to f£ill
such posts, the latter are designated as international. The effect
of such policy has generally been to fill only middle and lower posts
by local statf, Though, in an international organization, considera-
tions other than the availability of gualified local staff are normally
kept in mind, this policy has been helping in fusing to the Agency
expert knowledge of normally highly qualified and time-tested personnel,

Attempts are made from time to time to 'localise! some of the
poests in which local employees have been trained. Employment with
UNRWA lookea highly remunerative in 1850 to all categories of refugees
who, either because as stateless they found little opportunities of
employment elsewhere or, uncertain of their future as they were, did
not venture to accept employment with foreign companies, mostly in
the desert, They always hcped to return to their motherland having
been dedeived, as they were, by promises of immediate victorious re-
turn. Although employment with UNRWA at present may not look as at-
tractive as it once appeared, it is still nevertheless the main resort
for Palestinians who either lack the proper qualifications for employ-
ment elsewhere or, being stateless in some of the host countries, have
little chance of getting attractive jobs in government or business,

It should be emphasized in this respect that most of the re-
fugees were unskilled in the early 1250's, a factor which had to be
taken into consideration in recruiting for high administrative and

technical posts and, consequently, such recruitment had to be made to
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the lower and middle posts before promoting promising candidates to

higher posts which they normally learned by on-the-job experience.

Selection. The selection ot staft for filling posts in UNRWA
from among the available candidates is usually more ditfticult and less
susceptible to formality than recruitment. In effect, in a great
majority of cases the actual selection of a prospective employee is
determined beforehand and precedes the process of recruitment to the
extent that the publication of =z vacancy notice is reduced to a mere
formality which, were it not formally prescribed in the directives,
would have been unnecessary.

The provision in the Area Staff Regulations is that "Due re-
gard shall be paid in the appointment, transfer and promotion of staff
to the necessity for securing the highest standards of efficiency,
competence and inbegri‘by."a Though this remains a prime factor in
selection, it is not necessarily the only one as, on the one hana,
efficiency ana integrity are not always susceptipble to exact measures
but are normally coloured by personal value judgements ana, on the other
hand, filling post by promotion of ‘the next lower employee in the
hierarchy appears sometimes as a necessary evil, In selection, neglect-
ing the next lower staff member, though he may not be ideal for the
Job, is not as feasible and practicel as it may look on paper; nor
does 1t contribute to high employee morale, In the majority of cases

selection of staff is the prerogative of the division chief or unit

®stagt Regulation 4.5,



head for whom the prospective employee will work, or such unit head
should accept such candidates as may be nominated for him by the
Personnel Office. In cases where such employees have been imposed
on the unit head, the results have not proved to be in the interest
of smooth relationships ana efticient operations in the unit., Such
cases are nevertheless, negligibly few and insignitricant.

Other things being equal, there are at least three common
denominators governing the selection of staff in UNKHWA:

Though it is nowhere specified in the Staft Rules or Regula-
tions, consideration is given to the nationality of the candiaate
whereby Palestinians, for obvious reasons, are given priority over
others, The term, however, does not exclude Palestinians by origin
who, either before or since 1848 have acquired the nationality of the
host cowntry in which they have resided since that date. In this
respect the more legally appropriate term is 'refugee!--there legally
being no such nationality as Palestinian., The definition of a Palestine
refugee ruis as one who had lived in Palestine for two years prior to
May 15, 1248 and who, as a result of the Palestine war, has suffered
the loss of his means of liwvelihood, Exceptions to this rule are,
however, more than common as several key posts in the Agency are oc-
cupied by nationals of the host countries without ever having been
Palestiniens either by nationality or residence.

Equally important in the selection ot staft is what may be
referred to as the welfare aspect. Accoraingly, other things being

equal, ration recepients are given priority over others who, by the



very fact that they receive no rations, are not entitled to the
Agency relief services of which employment is consicered, by some,
to be one form,

Closely related with the above paragraph is the provision
that "Except where another person equally well-qualified camnot be
recruited, an appointment shall not be granted to a person who is
closely related by blood or marriage to a staff member serving in the
same country."7 For the purpose of this provision, a closely related
person includes "a husband, wife, father, mother, son, daughter, step-
son, step-daughter, brother or sister of a statt member, or other re-
lative living with such statt member in a common household,"® Such
provision, however, does not apply to couples who get married while
both are staff members of the Agency.

The intention behind this rule is that, as a form of relief,
employment should be spread to as many families as possible. On the
other hand, this policy leads to the removal of more refugees from the
ration rolls and other UNRWA services as, in all areas, employment by
the Agency leaas to the removal of its employees from the relief rolls

except for some daily-paid staff members in the lower income brackets,

Appointment. Appointment is the process by which the candidate,

after selection for a certain joo, enters into contractual relationship

TStaft Rule Lu4.3, para. L.

aI‘m\.cx., para. 2.
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with the Agency in accordance with which he accepts the terms ot employ-
ment offered by the organization, Such offer ana acceptance, it is
important to note, are made exclusively in accordance with the Rules

and Regulations of UNRWA itselr irrespective of the provisions of any
other Labour law., Thus though locel labour codes and conditions can-
not be neglected, they do not normally form part of the contract
between UNRWA and its staff except where specifically stated in the
contract,

After selection has been made appointment becomes the concern
of the Persomnel Division at Headguarters anda/or its field offices.

UNRWA local statt are normally appointed on !'temporary in-
definite' basis, a term which applies to the great majority of local
staff appointments and designates employees who work full-time, i.e.,
every working day, and are paia or monthly basis.

Other appointments are mace for terms less than !temporary
indefinite.! Appointment may be made for a fixed period of time, e.g.,
three months, six months, etc. Except for difference in the time-
limit ot the appointment, these employees are similar to those appoint-
ed on temporary indefinite basis in that they work full-time every
working day and are paia on monthly basis, Similarly part-time appoint-
ments are utilized to meet the Agency needs during peak periods of
work or to fulfil such tasks as do not require full time, monthly paia
starf, Some semi-skillea or unskilled staft, such as labourers,
cleaners, etc,, are appointed and paid on daily basis, Though some of
them are paic monthly, such payment is made on the basis of the number

o1 working days per month to the exclusion of Sundays and holidays.
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Normally, appointment is init:l_ally made for a probationary
period of one to three months during which the stafi member is kept
under trial before the appointment is confirmed by the Persomnel
office upon notification by the immediate supervisor that his per-
formance during the probationary period has been satisfactory.

Under all circumstances no appointment can be made unless
a post, duly authorized by the Director of Administration ana funded
by the Comptroller, is made available., Thus the role of the Personnel
Oftice in this respect is limited to filling established posts by

candidates chosen by the division chief of the operating unit,

Outeide Activities and Interests. In an effort to maintain

its neutrality ana detachment from the dirferent interests and move-

ments in the area of its operations, whether political or otherwise,

UNRWA expects that its staft be as neutral anc detached from such
activities as possible, As part of such neutrality the Agency re-

stricts the outside activities of its employees in an effort to keep
their attention and allegiance to the organization they serve and its
interests, Accordingly, it is law that "Staff Members shall not en-

gage in any continuous or recurring outside occupation or employment,
including self-employment, without the prior approval of the Commissioner-
Gcmeral."g Among such activities, in particular, is association with

the menagement of, or holding a financial interest in any business

®Staff Rule 101,4, para. l.
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concemn, "if it were possiple for kim to benefit from such association

or firancial interest by reason of his official position with the

Agency. w0 The mere holding of shares or interests in a company,

however, does not constitute an infringement of this rule" unless

such holding constitutes a substantial control, wil

Equally prohioited, in law at least, are such activitles as
nissuing statements to the press, radic or other agencies of public
information, spesking in public, taking part in film, theatre, radio

or television production and submitting articles, books or other

material for publication. wi®

Oon the other hand, in order that the Agency maintain its
neutral and apolitical character as a relief organization and as a
subgidiary member of the United Natioms, it is provided that:

Staft members shall not engage in any political activity
which is inconsistent with their obligations under the
Staff Regulations or with their status as staff mempers
of the Agency, Accordingly, while retaining their rights
to vote and their own personal convictions, staff members
ghall not publicly support or publicly assoclate them-
selves with any political party, movement, group or can-
didate or with any political controversy, but shall so
regulate their conduct as to maintain and protect at all
times the impartiality and fundamentally apolitical
character of the Agency,"l3

An infringement of the foregoing rule and engagement in political

activities contrary to its provisions "may on this ground alone be

declared guilty of serious misconduct... and be sumarily dismissed..."

14

lDIbid., para. 2.

]"'Ibid., para, 3.
12 bid,, para. 4.
15512¢¢ Rule 10L.5, para. L.

14:144, , para. 2.
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Practically, however, the pictui'e is not as dim for politically-
minded local staff as it may appear in the first reading of the Staff
Rules; nor are the rules pertaining to outside activities and interests
so rigidly applied as to stand as an obstacle in the employees' way
to further after-office hours earnings in different walks of life.

As one of the solutions for the "outside Activities and Interests
Rule," the Administration has found the clue in permitting staff
members to engage in such activities "provided that the decision of

the Conmissioner-General may be made conditional upon the staft member's
transfer to some other Area Staff post in which the outside activities
or interests of the staft member will not constitute an infringement

15

of the Staff Rules." Accordingly quite a large number of staff have

afternoon jobs and/or private businesses.

Staff Movements. The term covers four sub-headings which will

be treated hereunder: promotion, demotion, transfer and termination

of service,

Promotion. Promotion, as fiistingmi.shed from annual salary
increments, is the movement of a staft member to a grade higher than
that ot the post he occupies. As in the case of appointment, promotion
depends on the availability of a vacant post to which the employee is
to be promoted. Proceaurally the process follows almost the same steps

and measures taken upon a new appointment. In other words, the new

155 ersonnel Directive No. A/4, op.cit., pare. IV 3.
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vacant post should, as a rule, bs adverfisod, applications submitted
and selection for the new post by the supervisor concerned. Selection
of a staft member for the new post, higher than the one he occupies,
is promotion.

The process takes a different form when the employee is re-
classified, within and together with the post he fills, to a higher
grade, This is perhaps one of the spots where staff management has
to keep ite head and be carefully objective as this is an instance
where confusion is made between the post ana the incumbent, A modi-
fication in the manning table to the effect of reclassitying a post
or regrading it is ideally a process totally unrelated to the incumbent
of such post. The reclassification and/or regrading of a post should
be evaluated, ana judgement should be rendered with the incumbent, his
qualifications, performance and/or family status out of question as
such factors form part of the merit rating of the employee and are
not properly factors affecting position classirication.

However, being under direct pressure from their supordinates
for promotions, and seeing that increase in the number of staff with
higher grades under their direct supervision would possibly bring about
their own promotion to keep the balance in the unit, direct supervisors
normally exert a great degree of pressure on Staff Management for re-
classifying upward those posts under their direct supervision. Thus
it is not uncommon to find that supervisors are constantly in favour
of upward reclassitications, ana in several cases on bases totally

alien to proper position classitication. Therefore justifications
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submitted by line supervisors in support of upward reclassifications
have included one or more ol such statements as:

The incumbent has been in his present post and grade
for so many years;

The family of Mr. X--the incunbent, of the post--has
considerably increased over the post several years and,
consequently, he cannot in his present grade make ends
meet;

The incumbent has proved to be nighly efticient, honest
and loyal to his job.

Though in other cases such justitications are not put as
bluntly as that, they are normally implied in the request to upgrade
the post. Thus, in some cases, promotion of the incumbent turns out
to be the prime consideration in requests for post actions submitted
to management by the line supervisors.

Apart, however, from such justifications the promotion of a
staff member as and when his post is upgradea comes usually as a mat-
ter of routine, though position classitication-wise the incumbent
might not be the most suitable candicate for the post at its new
higher level of responsibility and grade level, To illustrate, it
may be supposed that a certain staft member occupies a post of Clerk
tat, grade 7 and the post, upon increase in its responsibilities is
reclassified to Chief Clerk Grade ¢ for strictly position classifica-
tion considerations totally unrelated to the incumbent; practically,
ana in the great majority of cases, the same incumbent is promoted
from Clerk 'A' to Chief Clerk.

Unlike some organizations--government services in particular--

UNRWA follows an "open door" policy on promotion, whereby the latter
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is not restricted, practically at least, by such considerations as
formal education, number of years in a certain grade of the cadre

or such other considerations as may categorize the staff, within the
same category in the manner applied, for instance, in the Lebanese
civil service, Though qualifications count, the term is not very
dogmatic and may be interpreted, except in a few professional posts,
by the direct supervisor concerned.

This is not to suggest, however, that categorization ana stanaardi-
zation of occupations are totally neglected but the approach is more
pragmatic than dogmatic. Part three of the Occupation Classitication
Manual, the standard document on occupation and position classifica-
tion in UNFWA, is intended "to designate those occupations in which
the salary grading of any manning table post established thereunder
is determined by the qualifications of the incumbent, and to establish
the minimum qualirications required in such cases." Accordingly,
minimum qualifications have been specified for certain posts ana oc-
cupations into which no appointment or promotion may be made unless
the candicate or staft memper meets the reguired standard specified
for the post, This part of the Océupation Classification Manual is,
nevertheless, still far from complete except for provisions govern-
ing the appointment and promotion of general education teachers, ana
training instructors.

The effect of such promotion policy has been two-tfold: In the
first place on-the-job experience has been more rewarding, promotion-

wise, than formal education; on the other hana, ana as a result, the
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mobility of staff within the orgsnization has been considerable to
the extent that climoing from lower junior to high senior posts has

not been dirticult or rare for quite a number of UNRWA employees,

Demotion, "Demotion is the transfer of a staft member tfrom
his post to another post at a lower grade or to such lower grade with-
in the same post." It normally takes place from the grade in which
the statt mempber is presently established to the next lower grade, "the
step to be occupied in the lower grade to be determined by the principle
that demotion involves a loss of ktase salary but that the loss may be
minimizea at diseretion."lﬁ Where such demotion involves a move from
a graded Lo an upgraded post" the staft memper must be terminated
under statt Regulation 9.1."17

The tern as a disciplinary measure should be distinguished
from 'downgrading! which differs from demotion both in form and in
substance. In other words, every demotion involves downgrading, but
the latter term need not always mean a demotion, Though sometimes the
two measures lead to the same result, i.e., lower grade for the employee,
their comnotations remain different.

Downgrading, unlike demotion, occurs under the following cir-

cumstances detailed in the Personnel Directives as follows:

16United Nations Relief and Works Agency, "Disciplinary Measures,"
Personnel Directive No. A/10, (September 1, 1959), para. 164 (mimeo. ).

Y 1bid,, pare, 16C. Staft Regulation 9,1 provides that "The Com-
missioner-General may at any time terminate the appointment of any
staff member if, in his opinion, such action would be in the interest
of the Agency."
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As an alternative to termination, e,g., where the ser-
vices of a particular staff member are no longer re-
quired in his existing post and grade, and there is no
alternative suitable wvacancy at that grade to which he
can be transferred with the result that the only choice
is termination or re-assignment by mutual agreement at
a lower grade;

As an alternative to termination, e,g., where the staft
member has not received a satisfactory Periodic Report
for 12 months due to innate incapacity to perform the
assigned duties but it is believed he has the capacity
to perform satisfactory service in a post with less
responsibilities;

On the request of a staff member, e.,g., a Handi Crafts
Instructor requests to return to academic teaching ana
his academic qualifications merit only a lower grade;

As a result of a general reclassification of grades,
salaries ana posts,

It is stated in the Persormel Directives that when a demotion
as a disciplinary measure occurs "it will be to the base of the lower
grade and normally an annual increment shall be due twelve months
after the effective date of the downgrading.n" However, as an encourage-
ment to good services:

+s« Consiceration may be given to granting the annual
increment on the date at which it would have been pay-
able if the demotion had not occured or at such other
date as authorizing officers may approve proviaing that
a satisfactory Periodic Report is received immediately
prior to that date,l®

On the other hand, when a downgrading occurs as an alternative

to termination, as in the above-cited example, "it will be to the step

18Unit«ed Nations Relief and Works Agency, "Salaries and Related
Allowances, " Personnel Directive A/3, (September 1, 1959), para. IV
RA=D (mimeo),

lgIb:La., para, IV 4.




in the lower grade which gives a salary most proximate to the salary
received at the date of the downgrading providing however that it is
not a greater amount."ao

When dowmgrading occurs at the request of the staff member it
will normally be to the base of the lower grade, His next annual
increment, on the other hand, depends upon his previous performance
in the higher grade as shown by the periodic reports,

No rule as far details the policy upon downgrading as a result
of a general reclassification; the provision in the Personnel Directives
is that, in such cases, "Directives will be issued by the Director of

Administration to cover such situation, w2l

Practically, however, and
in the majority of cases, salaries of employees whose posts are re-
classified to a lower grade are kept !'protected! at the grade levels
of their posts before the downgrading of those posts., Except in such
cases, and since most cases of downgrading are alternative to termina-

tion, "all forms of protected salaries have been abol.’n.shec;l,“22

but
though this rule had been promulgated in 1959, there is a lot of
evidence to the contrary where several staff members have maintained
their grades even when their trana'fer to posts lower than their own
has been an alternative to termination,

'Protected Salary', as used in the foregoing pages and in

20Ibid., para. IV 5 and 6.
*lpid., para.Iv 6.
22Ib:i.d., para, IV 11,
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UNRWA personnel administration, is a policy in accordence with which

a staff memberts salary is kept "protected" at its existing rate though,
for one reason or another as indicated above, such salary should other-
wise be reduced to the amount due to him at his new lower grade level,
In this respect, a link may be made between such policy and the
Agency's nature as a relief organization which is concerned, as such,
with the welfare of its employees~clients, the great majority of whom

are refugees,

Transfer. Transfer may take the form of moving a staff member
from post to post in the same grade and pay level within the same
organizational unit or between different units in the same field or
from one field to another, The latter instance is termed "change
of official duty station" and takes place "when a staff member who
has been appointed to serve in a particular country for an indefinite
period or for a fixed period exceeding six months is transferred to
a post in another country for an indefinite period or for a fixed

period exceeding six months. n<d

All such changes of duty station

aere "coordinated and approved by Chief, Personnel Division at Head-
quarters. On receipt of a letter of authority from Chief, Persomnel
Division to change the duty station of a staff member "the releasing
and receiving offices shall issue Personnel Actions to that effect.n

Apart from the above, !'local transfers' are within the au-

thority of fiela directors who may transfer any staff member under

®33tafr Rule 107.9, para. 1.
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their jurisdiction from any post or installation to another within
the same field, Such transfer or re-assignment of a staff member
within the same field or duty station, whether on a temporary or in-
definite basis "shall not constitute a change of duty station or a
temporary assignmment for the purpose of these B.ulera..."‘?"‘r
It may be recalled, in connection with the authority to trans-
fer staft members within the same field, that field directors are
authorized, in addition, to transfer any posts established on their
Fiela Manning Table; but though local transfers of staft may be de-
legated to field administration ofticers, the authority to transfer
pests is vested solely in the field directors and may not be delegated.
Temporary assingment, on the other hand, takes place when a
staff member is assigned to duties "in a country other than the country
of his duty station for a temporary period not exceeding three months ,"25
during such period the staff member is said to be attached or loaned
to the Agency's office in the country of temporary assignment, Distinc-
tion in this respect should be made between duty travel ana temporary
transfer. The latter term applies as ana when a staff member assumes
duties normally performed by anoth;r staff member in the area to which
he is transferred or when the basic duties are associated with func-
tions to be performed in that area. Duty travel, on the other hana,

is the term used when a staft member travels to a country other than

45taft Rule 107.11, para. 1.

251bid., Staff Rule 107,10, para, 1.
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that of his duty station to perform functions forming part of his

own duties in that country.

Separation from Service. Separation from service has several

aspects ana different forms some of which have been abolished in the

last revision of the Staff Rules in 1962. Treatment of the different

forms of separation will be dealt with on the basis mainly of such

treatment in the Staff Regulations, Rules ana Personnel Directives.
The authority for separation from service in general‘ may be

tracea back to the Staft Regulations which, it may be remembereaq,

are promulgated under the authority of paragraph ¢ ot Resolution

302 (IV) adopted by the General Assembly of the United Nations on

the 8th of December 1949, These Staff Regulations form the authority

for all processes and aspects of personnel administration in UNRWA.

In respect of separation special reference may be made to Regulation

9.1 which stipulates that "The Commissioner-Ceneral may at any time

terminate the appointment of any staff member it, in his opinion,

such ation woulc be in the interest of the Agency." Accordingly,

the Comrissioner-General is the ultimate aunthority for this, as well

as all other actions, taken by the Agency officials on his behalf,

Termdination. Termination is one form of separation from the
service "initiated by the Agency... by giving to a staff member a
written notice of termination as required under staff Regulation ¢,5"
which stipulates. that "a staff member whose temporary appointment is

to be terminatea shall be given not less than 14 days written notice of
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such termination or such notice as may otherwise be stipulated in
his letter of appointment.'zﬁ

Termination in this mamner shoulc be distinguished from sum-
mary dismissal which will be treated in subsequent paragraphs. How-
ever, the decision to terminate a staff member should, as a rule, be
commnicated to him by means of a letter informing him of the decision
and specifying the period of notice given to him and the effective
date of such termination.

The authority to terminate a staff member is delegated to
Chief, Personnel Division at Headquarters for Headguarters local
staft and to the Directors of UNRWA Affairs/Operations in the fields
for the staff under their respective jurisdictions. Field directors
may, and unusually do, delegate such authority to Field Administration

fficers or Field Personnel Officers; but any further sub-delegation

of such authority to officials lower in level than the Field Administra-
tion Qfficers requires the prior written approval of the Director of
Administration at Headguarters.

Though according tc the provisions of Staft Rules and Regula-
tions nc justification need be giv;an to the staff member for his termina-
tion except that such action is "in the interest of the Agency," two
main causes underlie such form of separation from service:

- The incapability of a staff member to carry out properly
his duties and obligations pertaining to his post. Practically,

%83tags Rule 108.1, para. L. .
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however, a staff member is normally given several chances for proving
hieg ability in different, usually less responsible posts when he fails
to pertform properly such duties and responsibilities in his original
post,

- A general reorganization to the effect of rendering redundant
a large number of posts is the second basis for the termination of
such staff members who happen to occupy those posts. Where the
adninistration finds the possibility of re-appointing some of those
employees in some other posts, though the implementation of the plan
might take a longer time than it would have taken, it normally fol-
lows that course in an attempt to avoia any adverse effects on its

employees.

Retirement on Grounds of Age. It is policy that "a stafr

memper shall not be retained in active service after having reached

the age ot 60 years unless, in the interest of the Agency, the Com-

missioner-General authorises an extension of his age l:l.mi’c»“.27

Such
extension is only approved in the most exceptional cases "where the
extent to which the Agency's interests in an extension are fully de-

e but in no case a staff member's service

monstrated and approved,t
may be extended after having attained the age of 65 years, Notwith-

standing these provisions, and in the case of the teaching staff only,

®'3tafr Rule 109,2, para. 2.

2‘a[}n:i.*:,escl Nations Relief and Works Agency, "Separation from Service,"
Personnel Directive No. A/9 (Beirut, September 1, 1959), para. II A
(mimeo. )
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the Field Directors are authorised to extend the service of a teacher
by a few weeks "to the end of the term in which retirement would
normally have taken pl.slce."29
Regquests by supervisors to extend the service of their staff
members beyond their retirement age are authorized by the Chief,
Personnel Division at Headgquarters and Directors of UNRWA Affairs/
Operations in their respective fields; but such extension should not
exceed one year, In all cases, however, where the service of an
employee is to be extended, the staff member is required to undergo
medical examination by a doctor nominated by the field health officer
who shoula certify that the staff member "is not incapacitated from

the normal performance of his normal duties."so

Abandonment of Post. A staff member may be separated from

service if he "voluntarily absents himself from duty and such absence
neither has been authorized nor is subsequently authorizedsl in ac-
cordance with current rules and regulations, When such a staff member
does not report for duty or submit any written explanation of his un-
authorized absence, authority is delegated to Chief, Persomnel Division
at Heaaquarters and field administration officers in the field to send
a letter to the staff member by registered mail and with a request for

return receipt, "whenever possible! calling him to report for duty or

®91bid,, pars. III 1B.

=5OIbia:i., para, III 1B.

ust.afi’ Rule 109.4, para, 1.
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submit an acceptable justification for his sbsence within a specitic
period of time. A failutre on the part of the staff member to report
for duty within the date stipulated in the letter may lead to his
separation from service unless, for very exceptional reasons, a dif-
ferent measure is taken against the staft member. In the latter
instance the matter should be referred to the Director of Administra-

tion at Headquarters or field directors in the fields for decision.

Expiry of Fixed-Term Appointment. Fixed term appointment is

either appointment to a fixed term post, i,e. one established for a
definite perioa of time, e.g., for six months, or appointment to a
permanent post but for a definite period of time as in cases where
such appointment is for the sake of replacing a staft member on annual
or sick leave.

A fixed term appointment of a staft member comes to an end
on the date of its expiry ™without prior notice on the expiration
date specified in the letter of appointment. A staft member holding
a fixed term appointment shall automatically be separated from Agency
service on the expiration date of ‘that appointment, unless he has been
reappointed or otherwise separated prior to that date, 52

Thus, whereas separation frcm service in normal cases is due
to causes pertinent to the incumbent, separation in this case is due
to the post irrespective of the merits of the employee who occupies it.

Distinction may as well be made between separation from a fixed-term

szst-aff Rule 10¢.5.
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post and separation from other posts on other grounds, It may be
recalled that area staff members should, necessarily, be appointed
on "temporary indefinite basis"--a term which does not apply to staff
memoers appointed for a fixed-term and consequently, the latter are
not area staff, i,e,, "A"™ category employees., Unlike area staff
members, an employee separated due to the expiry of a fixed-term
appointment would not be eligiole for the separation benefits which
acerue to area staft members upon separation. In other words, fixed
term employees, normally appointed for not more than six monthe, are
not participants in the Provident Fund--a concept which will be dis-
cussed in the next chapter. Such action is justitied by the policy
that "it is not intended that fixed term appointment should be issued
to Area Staff Members except only a short term basis in cases where
a special justification e::lata.“sa

When area staff members are to be appointed for a fixed term
of duration (e.ge for a period of six months or, in any event, for
less than one year), it is considered by the Agency to be a ™normal
United Nations practice" that upon phe expiry of such an appointment
"no termination or separation benefits become payea.ble.“?‘wi

Distinction is made by the Agency between this case and cases
where fixed term appointments are terminated before or extended beyond
the date specified in the letter of appointment., Detailed rules and

55Peraonnsl, Directive A/9, opgcit., para, 3.

Mlbid., para, IV 4,
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regulations have not so far been issued to cover such cases though it
is noted that more detailed instructions on this subject will be
issued "in the near futwre following the completion of certain en-
quiries which are now in progresa."as That was in September, 1959;
but because such detailed instructions have not been finalized yet,
authority for the appointment or separation of fixed-term staff is
still centralized in the Headquarters., Nevertheless, the present
practice is that prior notice is given to a fixed term staft member
if he is to be terminated prior toc the normal expiry of his appoint-
ment; if such appointment is to be extended beyond the original date

another letter of appointment is issued extending the service of the

employee,

Resignation, Resignation is a form of separation from service
always initiated by a staff member by means of a written letter of
resignation specifying his intention to leave the service of the Agency.
In a letter of resignation, a staft member is required to give the
Agency "such period of notice as is provided for in his letter of ap-
pointment and, if such period is not specitied, "not less than 14
calendar days' notice," or such other period of notice as the Com-
missioner~General may at his discretion acce:x:ﬂ:..“‘ﬂ"'ts

Except where resignation takes effect upon completion of

maternity leave, or following sick or special leave, "staff members

a“"'SIbzl.r.l. 3 pa.ra.- IV 4,

s'65.’>t-s.l:t‘1‘ Rule 109,6, para. 1.
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shall continue to perform their duties during the perioa of notice
of resignation,” The Commissioner-General may, "at his discretion®
release a staff member from his duties betore the expiration of the

notice period. 57

Disciplinary Actions. Cases that are likely to lead to the

application of disciplinary measures normally vary in nature and
degree of seriousness to the extent that no complete list of such
actions as may necessitate disciplinary actions can be established.
Nevertheless four examples of instances where disciplinary actions
would be imposed are listed, so far, in the personnel records of UNRWA:
Failure to carry out and discharge the basic duties
and obligations specified in the Agency's Rules, Re-
gulations and Directives;
Failure to comply with contractual obligations;

Failure to comply with written or oral instructions of
supervisors; and,

Repeated r%ativaly minor departures from the above
stanaards.

There are five forms of disciplinary measures applied by the Agency:
Written Censure: defined as:

Letter addressed to a staft member by the Agency in which
he is advised of the reasons for censure, Depending upon
the circumstances, a written censure may contain a warn-
ing that, if no improvement is forthcoming (if necessary
within a stated period of time), either disciplinary
measures or administrative action (e,g. transfer to
another post) may be taken, o

534att Rule 109.6, para. 4.

mPeran:m::m.t Directive Yo, A/10, op.cit., para, I 1,

391bid. s Para, I 4,
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Suspension withoub Pay. As a disciplinary measure, suspension

without pay is "the retention of the staff member for a limited period
of time during which no salary or other emoluments will be p:a.:ld.."40
Such suspension should not exceed fourteen days during which the staff
member so pundshed is relieved of his duties for the whole period of
suspension,

This form of disciplinary action should be distinguished
from "suspension pending investigation" which may be with or without
pay. The latter measure is resorted to when investigation iﬁ to be
made to find out whether any or all of the following are established:

- Whether there is charge of serious misconduct or misconduct;

- whether the charge is prima facie well founded;

- whether staff member's continuance in office pending an in-
vestigation would prejudice the interest of the A.gancy.u

The decision to suspend a staft member with or without pay
depends on whether all of the above three elements are present; but
where suspension is tc¢ be made without pay for a period exceeding
fourteen calendar days the prior written approval of the Director of
Administration should be obtained,

Thus, whereas suspension without pay as an end is a disciplinary
measure, such suspensicn pending investigation is not "initially a

disciplinary measure though it might become one if the charges against

waicl. ; bara, I 5.

“lbid,, para. II (4).
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the staff member are established upon investigation.

Demotion. Is the transfer of a staff member from his post to
another at z lower grade level, BSuch demotion is normally from the
grade in which the statf member is established to the next lower
grade, the step to be occupied in the lower grade to be determined
by the provision that "demotion involves a loss of b.ase salary but
that the loss may be minimised at discretion,n®?

A staff member demoted for disciplinary reasons would not be
subsequently promoted without the authority of the Chief, Personnel
Division at Headguarters or field directors in their respective fields

"who will personally review each ca.se."43

Termination for Misconduct. Normally ordinary termination for

reasons other than misconduct does not constitute & disciplinary measure;
but where a staff memberts appointment is terminated on the specific
ground of misconduct, then this "and no other case of termination"

will constitute a disciplinary measure" although without affecting

entitlement to separation benafits‘. w4

Summary Dismissal for Serious Misconduct. Actions of this

nature are effected under Staff Regulation 10,35 which provides that
"The Commissioner-General may summarily dismiss a staff member for

serious misconduct." If, however, a case is of such a nature that,

42rbid,, para; 16 A.
u'lbid. s pbara, 16 B.

“I_p_g._g., para, 17,
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if proven, the disciplinary action is likely to be summary dismissal
for serious misconduct or termination for misconduct" great care must
be teken t¢ ensure that there is no miscarriage of just:l.ce."45 This
latter provision is further substantiated by the provision that "if
the evidence is incontravertible the necessary disciplinary measure
may be taken to establish the relevant facts beyond all reasonable
doubt, w46 Such fact finding tasks are normally entrusted to a board
of enquiry appointed from among the staff members by the field director
or Director of Administration "with very specific terms of réference. "
The board should be required to "give answers to specific questions
designed to assist the field director or Director of Administration
to establish the facts and to determine whether or not disciglinary

action should be taken,*®’

A board of enquiry so established should
be limited to fact finding and should not go beyond that to recommend
the course of action that should be taken,

It is of particular interest to note that separation from ser-
vice is resorted to, as a disciplinary measure, in few and extreme
cages only and when the case of the staft member concerned is hope-
less, Other disciplinary sctions are resorted to as substitutes for
summary dismissal or other forms of termination., Demotion, for one,
is normally considered as a discretionary alternative to termination

for misconduct. Even after disciplinary actions are imposed, staff

451bid., para, 18 B.
GBIbid., para, 18 C.
4?Ib:ld.. s para, 18 C.
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members have congiderable opportunities of recovering their positions
for "it is a matter of policy" that staff members who have been de-
moted or censured" shall be given reasonable opportunities to resume

their former position.,.. if their conduct improves. w48

Administrative Remedies of Staft. Just as disciplinary measures

in UNRWA are governed by the Agency's rules and regulations to the
exclusion of other, particularly local, laws, so does the Agency pro-
vide, under the same rules and regulations, for administrative remedies
of staff in case any of the disciplinary actions provisions are mis-
used. The machinery set up for staff appeals is the joint appeals
board set up under the provisions of the staff regulations which pro-
vide that:
The Commissioner-General of UNRWA shall establish a
Joint Appeals Board with staff participation to advise
him in case of any appeal made by a statt member against
an administrative deeision to terminate him, in respect
of which he alleges the non-observance of his terms of
appointment including all pertinent regulations ana
rulazé or against disciplinary action under Regulation
103, -

The board is a fact-tinding group which submits its findings
to the Commissioner-General who has the final word in accepting or
rejecting its recommendations, As such the board is "an advisory
body" whichs

in the case of an appeal against a decision based on
inefriciency, relative efficiency or reaundancy of a

48Il::ai.d., para, IV B.

493‘0&1’1’ Regulation 11.1. Staff Regulation 105, referred to above
provides that "The Commissioner-General may summarily dismiss a staff
member for serious misconduct,."
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statf member,.. shall mot consicer the substantive
cquestions of efriciency or reduncancy, but only
evidence that the decision has been motivated by
prejucice or by some other extraneous factor,50
The Board is composed. of three staff members:

A chairman, selected from a panel of responsible
officials of the Agency appointed annually by the
Commissioner-General atter consultation with the
Statf Association concerned, if and when formed;

Cne staff member appointed arnnually by the Com-
missioner-General

One staff member electea annually by ballot by the
staft, 51

Though no specification is made as to whether such staff
participating in the boara should te local or international, the
actual membership consists of a conmbination of the membership two
categories, For the purpose of electing members to the joint ap-
peals board, staft members are divided into five electoral units
comprising staff members at Headquarters and each of the four fields,
For the purpose of each appeal "the elected member of the Joint Ap-
peals Board shall be the member elected by the electoral unit to which

the statt memper whose appeal is to be considered belongs,"
ternate members are elected to replace an elected member of the board
in case the latter is disgualified or unabled to attend the sessions,
All mempers of the joint appeals board and the alternate members are

eligible for re-election or re-appointment,

Ogtafs Rule 111,1, para. 3.

5ls1r.arr Regulation 11.1, para. b.
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Procedure for Appeal. Area staff members appeal to the board

as the last resort for reverting or over-ruling a decision by the
administration to terminate him or take a disciplinary action against
him., Attempts to reverse such decisions should be made, before appeal,
with the administration itself and that by requesting the field director
concerned or the Director of Administration to reconsider such deci-
sions taken by the field administration ofticer or the Chief, Personnel
Division at Headquarters, In case of appeal to the administration it-
self, any decision affecting a staft member is open for reconsidera-
tion by higher authorities. Decisions appealed to the joint appeals
board are, on the other hand, more limited ana fall under fewer cate-
gories,

Failing to revert a decision to terminate or punish him, a
staff member may carry his case tc the joint appeals board by sub-
mitting a written appeal in which he should specify his allegations
to the secretary of the joint appeals board within specific time-
limits which in any case should not exceed two weeks after the staff
member has received a reply from the Director of Administration or
the field director or, if no raply‘ has been received, within two
weeks from the date of the staff member's letter to the above-men-
tioned ofticials, Except in a few exceptional cases where the joint
appeals board may waive such time limits, an appeal shall not be
receivable unless the time limits have been met.

Upon receiving an appeal from a staff member in the foregoing

manner the secretary of the board transmits one copy of the appeal to
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the Agency's administration which shoula prepare its reply thereto
within three weeks, As part of this reply the Chief, Personnel Divi-
sion or the field administration officer, as the case may be, are
required "to prepare an accurate and comprehensive summary of the
case in a form suitable for use as an annexure to the Agency's reply

to the Joint Appeals Bo:slrci."S:5

If the appeal case arises from the
field, the field administration officer should prepare the case ana
forwara it to Chief, Personnel Division at Heddquarters who prepares
a sumary of the case and forwards it, in turn, as soon as possible
to the General Counsel for review ana for the insertion of such legal
arguments as may be required, Thereupon, the General Counsel submits
the Agency's reply to the board which starts consideration of the case
only after receiving the Agency's reply to the allegations of the
appalent, The board is convened by the Director of Administration
upon request to do so by the secretary of the board who notifies the
appelant of its composition. The appelant may choose another staff
member to present his case to the board if he so wishes, but such
representation may not be entrusted to a person who is not a staff
member of UNHWA.

Proceedings before the board are normally "limited to the
original statement of appeal, the administrationts reply thereto,

and supporting evidence,” In addition to such statements and counter-

S%personnel Directive A/11, op.cit., para, 5.
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statements as may be submitted by the appelant ana the adminjietra-
tion, the board "may authorize the submission, either orally or in
writing, of brief statements and rebuttals, no4

In formulating its conclusions on the case, the board has
authority to call before it members of the Agency staff who may be
able to provide information concerning the issue under consideration
and, having in mind that it should submit its report to the Com-
missioner-General within four weeks after undertaking consideration
of an appeal, the board is authorized "to impose a time limit for
the proauction of any such additional statement or evidence which it
may request, 15

The filing of an appeal case does not automatically suspend
the action against which the appeal is made, Only the decision of
the Comuissioner-General can annul the decision if the case is brought
before the joint appeals board, The Commissioner-General is not bouna
to accept the findings and recommendations of the board whether ar-
rived at by majority or unanimous vote, Such recommendations are sub-
mitted to the Commissioner-General in a report which must include a
summary of the proceedings in the appeal as well as the board!s recome
mendations, Votes on the recommendations should be recorded, and
any member of the board may have dissenting opinion included in the
report, As an intermeciary step the report of the board is submitted

to the gemeral counsel who, upon instructions from the Commissioner-

434are Rule 111.5 para. 9. -

SSIbMo, puﬂ. IUQ
56
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General, prepares for the latter's signature "a letter notifying the

staft member of the decision reached by the Conuniasioner-(}enera_l.."ss

The Area Staft Association. The first Staff Association in

UNRWA was established in October, 1955. Since that date the Associa-
tion has undergone several changes two of which are signitficant:

When the establishment of the Association was first con-
templated by the administration, the intention was to establish one
agssociation for the whole staft, local and international, as it was
thought such a measure would, to some extent, break down the artiticial
barrier between international and area staftf, The experiment was ap-
plied for some time before the Association was broken into two, one
for the local staff and another for internationals,

The intention of the local staft of UNRWA was then to set
up one association tor the whole Agency area staff in the Headquarters
and the fields rather than separate associations in the respective
fields., This plan was never realized as the Agency has not allowed
an Agency-wide association, Suech standing is in conformity with the
staff rules which provide for the establishment of "separate staft
associations,"

As an illustration of the existing staft associations, the
basic characteristics of which are almost identical, the Headquarters
asgociation may be taken as an example,

Staff associations are established by means of adopting a

56Ib:’l.cl., Para, 8.
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statute by a two-thirds majority vote of the local staff members

serving at the field or Headquarters for which the association is

established, "providea always that such statute ana any and all

amenaments thereto are approved in writing by the Commissioner-

General."

The purpose of the Headguarters Staff Association, the

statute of which was approved by the Commissioner-General in December,

1e60, is:

.ss t0 contripute to the promotion of the objectives
of UNRWA by the efticient ana loyal discharge of the
functions assigned to the Agencyf

to promote and safeguard the rights, interests ana
welfare of the staft

to promote recreational anda social activities among
all members of the staff,58

These objectives are common to all other area staff associa-

tions in UNRWA as the first ana second items quoted above are stated,

in adaition, in paragraph 5 of Staff Rule 1U8.l. These objectives

are pursued, nevertheless, by the following means, among others:

The setting up of the organs specified (in the Statute)
for the purpose of enabling the Staff to form and voice
its opinionj

Cooperation with and recommendations to the Commissioner-
General of UNHWA.

The functions of the Association are exercised through:

57

Staff Rule 108,1, para, 4.

saUnitecl Nations Relief and Works Agency, Headquarters Area Staff
Association, The Statute (December, 1960), Article 2 (mimeo.)
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The ordinary or extraordinary staft assembly which consists
of "more than one third of the Staff Association members being pre-
aent.,"sg and,

The exscutive committee, consisting of seven members electea
from among the members of the Association by the general assembly.

Nevertheless, for varicus reasons the area staff associa-

tions in UNRWA have not been able toc act effectively as "pressure

groups" in the mamnner ot most such labour groupings.

591bia,, Article 7 (b).



CHAPTER IV

REMUNERATION AND EMPIOYEE BENEFITS POLICY

General Considerations. The remuneration and benefits policy

in UNRWA, &8s in other organizations, is a compliment to position clas-
sification and personnel administration in general, The general
principle in public personnel administration literature, in the
determination of salaries and related allowances is that of "equal
pay for equal work,"

As a legislative function the determination of the salary
scales and related allowances and benefits is a prerogative of the
Commissioner-General of UNEWA who, assisted by the Cabinet, fixes
such remuneration policy as he finds appropriate and necessary for
the recruitment of such proper statff as may be necessary for the
implementation of the Agency's policies ana programs, Whereas the
wages, allowances and fringe benefits applicable to the international
staff or the Agency are governed by similar criteria in the United
Nations and its subsidiary orgamization, UNRWA included, the remmera-
tion policy applicable to the locally recruited staft of the Agency
is governed more by local factors, including the local labor market
and, hence, bear little resemblance to the intermational staff salaries
ana fringe benefits, Though as a United Nations organization UNRWA
is not bouna to camp].y with the local labor laws in the respective host

countries, the impact of such laws and other local conditions cannot be

0
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completely ignored.

On the other hand, as a United Nations organization, UNRWA
aspires to be a 'good employer®, 1f not 'one of the best employers
in the Area', but sometimes the Agency is not certified to have
achieved that purpose,

Thus accorcing to the A,U,B. Survey Team which surveyed, in
1959, the Agency's position classification anda compensation plans:

The position which UNRWA now occupies as an employer

is not satisfactory in light of the Agency's desire to
be regarded as 'a good employer!' on the local scene.

The salaries paid, both adjusted and unadjusted, are
well below the maximum found in the area, generally
that paid by the foreign oil companies, More specially,
UNRWA!s salary levels are above the mid-point of the
range found for a position in only two of the twelve
bench mark positions checked, and for three of the
positions UNRWA represents the minimum,l

Reference by the reporters tc oil companies is of special
signiticance since such companies normally represent the highest
compensation level in the area., Reference has not been made to
comparison between Govermment and UNEWA rates of pay which would
show very favorable rates for the Agency. Nevertheless, the Agency
adjusted its salary scale, in lebu ana subsequent to the A,U.B.
Survey Team's recommendations, by increasing the old rates by an
average of 15%.

Treatment of the UNRWA compensation policy in this thesis
will be made on the basis of the 1960 rates and, for practical reasons
related to the concepts adopted by the Agency, will follow, more or

less, the pattern followed in the UNRWA rules, regulations ana directives.

]'American University of Beirut, The Proposed Position Classitfication

ana Compensation Plan for UNRWA, A Teport by the Survey Team of the
Depaﬁ(;mnt. ﬁ)."?ohticﬂﬁaiea ana Public Administration (March 1, 1960),
D. 8 (mimeo,
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Salaries and Wages. Salary ana wage administration in UNRWA

is based on the categorization of the Agency staft into several cate-
gories depenaing upon the nature of the contract between the Agency
and the staff member concerned anc the conditions of service involved.
The employee categories have already been dealt with in previous
chapters from the position classification angle; in treating these
categories from the salary administration point of view another break-
down of the Agency stafr into such categories is most pertinent at
this point. Such breakdown will, as elsewhere in the thesis, be
limited to the categories of locally recruited staff to the exclusion
ot the international staff members wio form &z special category which
does not fall within the scope of this treatment. Here also emphasis
will be greater on the !temporary indefinite! local staff members

for these constitute the great majority of the Agency staft and their

conditions of service represent best UNRWA!'s compensation policy.

! Temporary Indefinite' Staff--'A' Category. Employees ap-

pointed to posts in this category form the bulk of the Agency staff
appointed on !'temporary indefinite! basis. The !temporary' appoint-
ment of local staff is basic to all categories and the addition of
the word 'indefinite! does little to change the nature of such ap-
pointment., Employees in this category are on monthly pay rates paid
monthly in arrears and in the local currency of the country in which
they serve in accordance with separate salary scales set up for each
of the fields of UNRWA operations, i,e., Gaza, Jordan, Lebanon, Syria

ana the United Arab Republic,



The same salary scale applies to Lebanon [ield, Headquarters
and Syria in the respective local currencies of the two countries, while
separate salary scales are provided for Gaza and the United Arab Republic,
with slightly higher rates for the latter.

Staff in this category are divided into seventeen salary levels
or grades ranging from grade two at the bottom to grade gighteen at
the top of the scale, Each grade is subdivided into ten incremental
steps and, for some grades, provision is made for a maximum of four
additional transitional steps 'given to a staff member in special
cases and at the discretion of the Administration as and when special
justification exists for such exceptional increments,

In setting up those salary scales the administration recognized
the ditferences in the local conditions and, especially, the prevail-
ing pay rates and cost of living in the ditterent countries of UNHWA
operations, Such differences are reflected in the salary scales to
the extent that, for example, the monthly salary of a Grade 14 employee
in Gaza (L.E. €1) is equivalent, in its absolute value, to that of a
Grade 10 employee in Lebanon (L,L, 540). Though the absolute cost to
the Agency of equally graded st.aff members in the different fields
is different, these salaries are considered to match favorably if the
different local conditions in the respective fields are taken into
consideration. In other words, equally graded employees in the dif-
ferent fields are considered to be at the same level and, consequently,
L.E. Bl in Gaza are considered to be equivalent, in their purchasing

value to L,L, 890 in Lebanon, both being the monthly salaries of Grade 14
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employees, However, to give a clear idea about the different costs
to the Agency of its staff in the different fields, following is a

table showing comparative annual costs:

TABLE 4.1

CQMPAPATIVE ANNUAL COSTS OF UNRWA STAFF IN THE DIF-
FERENT FIELDS (U.S. DOLIARS)--AS ON APRIL, 1964,2

Gaza and Tebanon

Grade  the U,A.R. and H.Q. syria Jordan
2 242 680 536 605
3 524 800 630 706
1 607 920 725 806
5 600 1080 851 941
6 800 1240 976 1075
7 911 1440 1134 1245
8 1021 1640 1202 1445
9 1150 1880 1481 1680
10 1325 2160 1701 1949
11 1490 2480 1952 2218
12 1684 2800 - 2205 2520
13 1952 3160 2488 2822
14 2236 3560 2803 3158
15 2567 4000 3150 3528
18 2926 4480 3528 3898
17 3312 5040 3060 4334
18 3726 5680 4473 4805

aaudget Technical Instruction loe. 15, Annexes I-V.
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Two other points should be noted in the comparative salary
scales of UNRWA:

Overlapping of pay rates among the different grades is at
presert, restricted to two consecutive grades ana does not exceed
it to the third higher grade, In other words, the salary of a lower
grade overlaps with that of the next higher grade but the top of that
grade never reaches the bottom of the third higher grade, To il-
lustrate, in the Lebanon and Syria salary scales the salary for the
top of grade 5 (step 10) overlaps with ana exceeds the starting salary
for grade 6 (step 1) and is about equivalent to grade 6 step 4; such
salary for grade 5 does not however reach the starting salary for
grade 7, This was not the case before 1¢60 when, in some instances,
the top salary of some grades exceeded the starting salary for the
third higher grade. The disadvantages of the latter system, i.e,,
prior to 196U, were noted by the A,U.B. Survey Team:

The present UNRWA salary scale sutfers from overlap
among the various grades, Although some overlap is
unavoidable and desirable within limitations, yet
excessive overlap is apt to lead to a chaotic rate
structure and defeat the primary objective of posi-
tion classitication by violating the basic principle
of equal pay for equal work.®

On the other hand, there is a variation in the ratios of the
incremental steps from one grade to another, Thus, whereas the ab-
solute amount of money is higher for annual incremental steps in

higher grades, the ratio of such increment to the base salary of the

“Daa., ». 1.
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grade is greater, generally, in lower grades, Thus, in the salary
scale for Lebanon the percentage ratio of the increment to the base
salary is 3.5% for grade 2 but 1,¢ for grade 18, Though some varia-
tions exist in between these two extremes the general tendency remains
as stated above,

The annual increments to the employees' salaries, which ghould
be distinguished from upgradings or promotions which consist of transfer
to a higher grade, are granted annually "to staff members whose ser-
vices have been satisfactory."s Satisfactory service for the purpose
of granting annual increments is consicered to be "satisfactory per-
formance and conduct of staff mempers in their assignments as evaluated
by their supervisora"4 by means of 'Periodic Reports!' submitted to
the personnel office of the field, or Headquarters, in which the
employee is duty stationed.

Euployees' salaries are paid monthly in arrears, but in certain
circumstances specified in the Staft Rules or at the discretion of the
Commissioner-General "in exceptional and compelling circumstances,
and if the request of the staff member is supported by a detailed
justification in writing,"s such pﬁyment may be made in advance.

Such salary advances ars normally "recovered by payroll deduction not

later than the month following that in which the advance is made and,

SStart Rule 105.2, para. L.

4-.I:-Di-do, para. La

SSta.ff Rule 103,4, para, 2,



a7

if possible, in the same month, by equal instalments in not more
than three consecutive months following that in which the advance
is made.‘*s

As employees of an international organization, and in ac-
cordance with the clauses of the treaty on the immunities and privileges
of the United Nations, UNRWA local stafr are exempted from local income
tax deductions on their salaries ana allowances paia by the Agency.
Hence, no deductions, other than those for participation in the Pro-
vident Fund, are made from the employees salaries except "for contri-
butions authorized by staff mempers, for indebtedness to the Agency
and/or for indebtedness to third parties when any deduction for this

f In the latter

purpose is authorized by the Comrissioner=General,"
instance of indebtedness to third parties legal implications are in-
volved but, generally, such cases are few and, though it can claim
immunity to the indebted staft member's salary, the Agency, at the
discretion of the Commissioner-General, may choose to settle such

cases in the interest of the Agency's integrity and reputation.

Daily Paia, Unclassitied Dmployees ('Z!' Category). Apart from

the monthly-paid staft, whether on temporary-indefinite or fixed term
appointments, the Agency employs a large number of refugees on daily-

paid basis, The great majority of these employees are appointed to

albim , para, 3.

751’.&11‘ Rule 1lU3.,6, para. l.



lower-grades but unclassified posts of laborers, guards, cleaners,
etc.

This category of employees was established when, in 1960,
Grade One was abolished from the salary scale and the incumbents of
posts in that grade were converted to unclassitied, daily-paia staff.
For the latter the salary scale consists of four grades in which the
daily rate of pay, or wage, rather than the monthly rate is speci-
fied. As in the case of the monthly-paid staft, the daily-paids are
paia in arrears in the local currency of the country in which they
are employed and their rates of pay dirfer from one country to an-
other according to the prevailing wages and costs of living in the
respsctive fields of UNRWA operations, Though daily paid, some of
these employees are employed !permanently', i.e., full months of
twenty-six days each, as in the case of guards, gardeners and mes-
sengers, Others are employed for a limited number of days per month
and some of them, are employed on part-time basis, that is, for one
third or two-thirds of the daily working hours (designated as 'W!
category). The pay rates, in all of the zbove cases, remain the same,

As the conversion of the previous Grade One employees to daily
paids involved a change in category (from 'A' to '2Z¢), the said
employees were terminated in accordance wit.h'the provisions of the
contracts signed by them as 1A' Category staff members and, simul-
taneously, a new contract was offered them as daily paid employees.

The reason underlying the creation of the new 'Z' category

and the shifting of Grade One employees from one category to the
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other was an administrative one. (rade One employees consisted
almost entirely of semi-skilled and unskilled laborers. In 1860

the Agency was confronted with the problem of administering over ten
thousand employees scattered throughout its area of operations. The
task of applying the same rules and procedures to administrative and
clerical staff and to manual laborers, with respective salaries rang-
ing from $5,000 to {400 per amnum, was one of obvious and increasing
difficulty. Consequently, the Agency decided to place all regular
manual workers in a special category govermed by independent condi-
tions of service. The changeover was carried out without causing a
loss of total income to the employees aftected by the change. The
only change vhich was introauced in this connection was a provision
which limited the working week to six days for the former unclassified
employees some of whom were employed and paid for seven days per week.
Practically ro loss was caused by the change either to the former
Grade One or to the unclassifiea employees, On the contrary the oc-
cupante of the formerly unclassified area staff members have gained
appreciably in terms of total monetary income. In Gaza, for example,
whereas the present 'I' Category lz;.borers formerly worked at least
six days a week, or 23 or 26 days a month for salaries ranging from
1E. 11,0 to LE. 10,0 in the unclassitied posts, they now work the
gsanme number of days for a daily wage ranging from LE. 0.52 to LE, 0.68
on the basis of only twenty-five working days per month and, therefore,

wages range from-IE. 15,0 to IE. 17.0.



100

Social Security. The term, as used in UNHWA, designates four

aspects which fall under the Agency policy in this respect:
Provident Fund
Sick Leave
Maternity Leave
Compensation for Death, Injury or Illness attriputable to service,

Provident Fund, The Provident Fund may be viewed as a sub-

stitute for retirement benefits which an Agency of short du'ratfion
such as UNRWA cannot afford to pay.

As defined in the Staff Rules, it is "a scheme established by
the c'onmxissioner-eaneral within the framework of these Rules for the
purpose of providing to eligiple staft members upon their separation
those benefits,.. t¢ which they may become entitlec. we To achieve
this purpose the Agency has established for each eligible staft
member an accomnt, known as the 'participant's account!, in which
credits are entered in accordance with the provisions of the pertinent
staff Rules. The Provident Fund benefits payable to the staff member
upon separation "are ,.. governed by the credits in his account and
are not dependent on or in any way governed by the amount of Provident
Fund assets set aside by the Agency."g

Participation in the Provident Fund is open to staff members

Bstafr Rule 106.1, para. l.

glbid. s para. 2.
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holding temporary indefinite appointments in Grade Two or above, Such
participation is automatic and commences on the date on which the
participant receives his letter of appointment in, or pramotion to
Grade Two or above provided that:

- "This date shall not be earlier than 1 March, 1955 and,

- Participation in the Provident Funa shall not take effect
retroactively. w0

Upon separation from the service of the Agency for wheatever
reason a staff member ceases to be a participant in the scheme.

Participation in the Provident Fund takes the form of credit-
ing monthly to the employee!s account his share of the Fund in the
same currency as that in which the contributor!s base salary is pay-
able. The Provident Fund account consists ot a 5§ monthly deduction
from the employee's base salary ana a 1U% contribution by the Agency
to the employee's account. Upon separation a participant staff member
is paid the Provident Fund amount due to him which consists of the
employee'!s Provident Funa benefits "equal to the balance of staft
credits in his account current to the date of separation" ana, in
addition, "an Agency Provident Fund benefit equal to the balance of
Agency credits in his account current to the date of separation."ll

However, a participant receives only the Staff Provident Fund benefits,

101b1d., para. 4, When the Provident Funa scheme was started on
1 March, 1955, the staff members who were in the Agency on that date
were given the choice ot participating in the new scheme or not.

Vgtafs Rule 109,10, para. 2.
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accumilated from the 5§ deductions from his salary and would not be
eligible for the Agency Provident benefits if he has fewer than six

Area Sthff Regulation 1U0.3; or is separated through abandonment of

months Iaﬂ' credits in his account; or is summarily dismissed under
post under Rule 10¢,4; or holds a letter of appointment which entitles
him to receive a cash payment on separation in accordance with the
laws of the country in which he is enu::loyecl.l2
It is provided, on the other hand, that "™under no circumstances"
sha.ll a staft member lose his right to the participant's benefits
(5% deductions) except where the staff member is indebted to the
Agency; in this case only the Agency has the right to reduce a par-
ticipant!'s benefit "by the amount of any indebtedness of the particip-
ants to the Agency."lo
Lately the Commissioner-General, in a circular addressed to
the Agency's local staff declared his preparedness "to amend the
Provident Funa Regulations so as to enable any staff member to pay
additional contributions on his own behalf beyond the statutory con-
tribution,” Such additional contributions, he added, "would be op-
tional and would not be matched by the Agency, but would earn interest
at the same rate (currently about 5%) as ordinary contributions,"

The Commissioner-General forwarded this suggestion "as a convenient

lzlbid. , para. 3. The Staftf Rules and Staft Regulations quoted
abotte have already been treated in previous pages under their respective
subjects.

lslbid., paras, 4 and 5,
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and sate method for saving and investment by the Agency's sta!f."u

This is still a proposal the outcome of which has not so far heen
known., The same circular contained other proposals which will be

dealt with under the appropriate subheadings.

Sick Leave., In accordance with the Sick Leave Rule , staff
members "who are incapacitated from the performance of their duties
by illness or injury, or whose attendance is prevented by public health
requirements may be granted sick leave with full pa.y"l5 in accordance
with the provisions pertaining thereto, According to those provisions
each staff member is credited with eighteen working days for each
year of service against which authorized absences of sick leave are
debited, Such unused leave entitlements as may remain at the end of
each leave are carried forward at the end of each year of service,
provided that the total sick leave credit available to a staff member
nghall not at any time exceed 54 working days." Unused accrued sick
leave lapses upon the separation of a staff member, "and no payment
shall be made in lieu 'tf.he::'eof.“""t:s

Except with the special approval of the Commissioner-General,
whose authority in t.his. respect is delegatea to Administration Of-
ficers and Personnel Officers, no staff member may be grated sick

leave for a period of more than three consecutive working days with-

14Letter from Dr. John Davis, Commissioner-General of UNRWA, to the
Chairman of the Headquarters Area Staff Association, Beirut, September
10, 1963, p. 4 (mimeo, )

15stafs Rule 106.2, para. 1.

lslbid., para. 3,
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out producing a certitricate from a duly qualified medical practi-
tioner "to the etfect that he is unable to perform his duties and
stating the nature of the illness and the probable duration of the
incapacity." Such certiticate should, except in cases beyond the
control of the staff member, be produced not later than the end of
the fourth worlking day following the initial absence from his duty.
On receipt of such certiticate, the proper authorizing officer de-
cides whether sick leave should be granted, If the decision is in
the negative the number of days for which the staft member absented himself
from duty are deduced from his annual leave entitlements or con-
sidered to have been on leave without pay for the same number of days.

in accordance with the Staff Rules, it a staftt member on
annual leave falls sick for more than three days or more, sick leave
may be granted on production of a satisfactory medical certiricate
or other acceptable evidence--nromally from an UNRWA medical otfficer,.
In such circumstances a staft member should submit the necessary docu-
ments as soon as practicable and, in any case, immediately on his re-
turn to duty. A statf member on annual leave is not authorized to
extend the period of his leave by reason of sickness without prior
authorization to that effect.

On the other hand, where a staff member has exhausted all his
annual and sick leave entitlements, he may be granted an advance of
sick leave up to a maximum of ten working days which are debited

against his future sick leave accruals. Any advance sick leave out-
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standing on separation is treated as indebtedness to the Agency.H

Maternity lLeave. TFemale staff members in UNRWA are required

to absent themselves from their duties for two weeks immediately be-
fore the anticipated date of delivery ana for four weeks following
that date. During this period of compulsory maternity leave a staff
member continues to draw full salary and allowances, if any, ir she
has been in the Agency for two or more years and "provided that she
has first produced a medical certificate acceptable to the Agency
forecasting the probable date of delivery."le
Besides the compulsory maternity leave a statt member is
entitled to further absence from duty if her conditions so warrant;
such absence consists of maternity leave with half salary and half
allowances, it any, for up to four weeks immediately before the two
weeks of compulsory prenatal absence and for up to two weeks immediate-
ly after the four weeks of compulsory post-natal absence "provided that
she has produced a medical certiticate acceptable to the Agency recommend-
ing such additional absence. In case the actual date of delivery pre-
cedes the date forecast in the medical certificate, a staff member
who has taken pre-natal-cptional maternity leave with half pay shall
receive full pay for the two weeks immediately prior to the delivery

dr:rl;e."l9 Similar adjustment is provided for in case where the actual

1789!9 Staff Rule 106.2.

1B5tarr Rule 106.3, para. 2.

1gIb;’Ld., para. 3 c.
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date of delivery is delayed beyond the date forecast in the medical
certificate, In such a case the staff member "shall remain cn
maternity leave with pay and allowances, if any, up to the date of
delivery" subject to a further provision that "pre-natal absences
exceeding eight weeks and post-natal absences exceeding six weeks
will be treated as annual leave, special or sick leave as the cir-

cumstances warrant"ao

and provided that "the pre-natal absence on
full pay is limited to two weeks.

The same above provisions apply to a staff member who has been
in the Agency for less than two years but more than one year at the
anticipated date of confinement "except that she will receive half
salary, and half allowances, if any, during the whole of the pre-
natal and post-natal maternity leave periods. nel

Staff rules make some further limitations on maternity leave
for staff members who, at the delivery date, will have been for less
than one year in continuous service in the Agency, In this case such
staff members, like others, are required to absent themselves from
their duties for the two weeks pre-natal and four weeks post-natal
maternity leave; but such leave is at the expense of the staff member
and she would not receive any salary or allowances for the leave period.

Compulsory absence for mothers who have been for less than one year

in continuous service at the delivery date "will first be deducted

201‘_b1cl., paras., 3 D and E.

®1pid,, para. 4.
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from annual leave and, when this is exhausted, will be treated as
special leave without pay."22

Under all circumstances ™"sick leave shall not be granted in
lieu of the maternity leave" prescriped in the Staff Rules, and return
to duty after maternity leave myill be permitted only on production of

a medical certiricate of fitness which is acceptable to the Agency."zs

Compensation for Death, Injury or Illness. As part of the

social security benefits for its local staff member UNRWA has drawn
up a2 compensation for death, injury or illness scheme to ensure such
employees who may suffer physical injuries attributable to service a
certain measure of security and fair treatment.

Compensation is awarded in the event of death, injury or ill-
ness of a staff member "which the Agency determines to be attributable
to the performance of ofticial duties on behalf of the Agency..."
Such compensation may be denied to an injured staft member if the
injury has been occasioned by "the wilful misconduct" of the stafft
member or by his "wilful intent to bring about the death, injury or
illness on himself or anot.her."m

Consequently, the above incidents are consicered to be attribut-
able to service if they occur "as a direct result of travel by means
ot transportation furnished by, or at the expense of the Agency, in

comnection with the performance of otfticial duties," or when such

IbidQ’ Para. 5.
2sIbid-., paras. 6 and. 7.

R4q1a£¢ Rule 106.4, para. 1.
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death, injury or illness rdirectly resulted from strikes, riots or
civil disturbances, provided that at the time of such death or in-
jury the staft member was acting in his ofticial capacity at his
usual post of duty, or at another post consequent to an order given
by a superior Agency ofticial," or when the accicent ndirectly re-
sulted from war, declared or undeclared, provided that at the time
of such death or injury the staff member was serving at the Agency's
request in a country other than that in which he was resident at the
time of his initial appointment by the Agency, and would not have
suffered such death or injury had it not been for his employment with
the Agency. weS

In determining the amounts payable as compensation for such
cases as quoted in the foregoing paragraphs, the Agency has chosen,
for convenience, to resort to local laws for guidance, Thus, the
amount of compensation payable under this scheme nghall be the amount
which would normally be pyable in the circumstances of the case under
the workmen's compensation or labour law applicable in the country in

which the death, injury or illness occured. n®8

Nevertheless, where
such compensation includes the cost of medical or hospital treatment,
such hospitalization or treatment "shall be provided in Agency operated
or subsidized hospitals unless in exceptional circumstances the Agency

authorizes other a.rraa.ngeunent,s."27

25Ib:’u:i.. , bara, 2.

Bpid,, para. 3.

271‘13.1.01., para. 3 A..
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Further, and as an interim measure betore a case of injury,
illness or death is settled finally, the Agency continues an in-
capacitated staff memper in full pay status "for a period not exceed-
ing six months from the date of the injury or illness or until he is
declared able to return to work or is offered a settlement for per-
manent disability, whichever is earlier," A payment of this sort is
normally made "in lieu of the payments of salary or partial salary
which are provided by law for the period," Where incapacity exceeds
six months, compensation payments for such additional period "will
be determined in accordance with the workmen's compensation or labour

<5 For the sake ot the

law applicable in accordance with this Rule,®
above provisions, all payments of salary and/or other emolumente,
whether paid in accordance with the workmen'!'s compensation or labour

laws or pursuant to the relevant provisions of this Rule "are con-

o]
sidered compensation."a“

Other Benefits.

Amual Leave, UNRWA area staff membersare entitled to

an annual leave with full pay at the rate of 1%-working days for each
calendar month of service, Such leave entitlement does not apply
to casual daily paia staff nor to the unclassified staff who are

entitled to different leave benefits.

2BIbid., para, 5 B.

2QIbid., para. 4.



As a matter of policy, staff membersare "required to take a
cubstantial part of the annual leave to which they are entitled in
each calendar year."so Accordingly, "not more than five working days
of untaken amnual leave accrued in anyone calendar year shall be
carried forward on or atter the first day of January of the calendar
year next following 3"51 further, "not more than 20 working days of
untaken accrued annual leave, in total, shall be carried forward on
or after the first day of January of any calendar year.“32 Any ac-
cumilation of leave beyond the authorized number of days permitted in
this rule is forfeited and the leave entitlements are adjusted accord-
ingly, and no payment is made in lieu of accrued annual leave except
where the staft member leaves the Agency.

In taking their annual leaves, staff members must take full
or halt days, and not any other fractions of days. For leave purposes
only a week is considered to consist of five working days and, for an
absence of seven consecutive days "five working days of accrued leave
shall be deducted. "If the leave is for less than seven consecutive
days "each day of absence which is a normal working day shall count
as one day's leave," Further, a day which is not a working day is not
considered as annual leave and, hence, it is not deducted from a staft
member's annual leave entitlements, With the above arrangements, fitteen

working days leave entitlements, if taken in total or in five day in-

5ClUnit,ecl Nations Relief and Works Agency, "Annual ILeave, Advanced
Leave and Special Leave, Personnel Directive No. A/5, (Beirut, September
1, 1959), para. I 1.

Slgiaft Rule 105,1, para. 3 A.

5a.[bic1. , para. 5 B.



stalments add up to twenty-one calendar days per year.

For the convenience of staft members, and if the interest
of the Agency is not affected, an employee may, "in exceptional
cases," be granted an advance annual leave for a maximum of five
working days "provided that his service is expected to continue for

a period beyond that necessary to accrue the leave so advanced.“ss

Special Ieave. Special leave is deemed to be "a dis-

cretionary privilege of extremely limited application, and may be
approved on health grounds when sick leave, advanced sick leave and
annual leave accruals have been exhausted, and on certain other
grounds when annual leave accruals have been exhausted. a0 Thus,
special leave with full or partial pay or without pay may be granted
nin the interest of the Agency... for such periods as the Commissioner-
General may prescribe."ss Such cases when annual leave is authorized
consist of exceptionally long illness, sitting for an examination
which will improve a staff member!'s protfessional qualitications,
attending a court of law or other judicial body "in a capacity other
than that of plaintiff or defendant," or the attendance of a study
course at an advanced level. In the latter case special leave may be
approved for periods up to a year,":"'6 normally without pay unless the

Agency has special interest in the course of stuay.

8114d, , para. 10.

64Un:lted Nations Relief and Works Agency, Persomel Directive No. A/S,
op.cit., para. I1II 1.

Ssst’aﬁ' Rule 105,2, ‘para. l.

% nited Nations Relief and Works Agency, Personnel Directive No. 4/5,
Egccj-t-’ para., III 1.
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The authority to grant a special leave for up to one month
is delegated to the Chief, Personnel Division at Headquarters and the
Directors of UNRWA Affairs/Operations in the fields., Wheresuch leave
in excess of one month is to be authorized, advanced written approval
of the Director of Administration at Headquarters should be obtained.
Such authority cannot be sub-delegated except that Directors of UNRWA
Affairs/Operations may sub-delegate their respective authorities for
granting special leaves of up to onme month to the field administration

officers in their respective fields.

Post Allowances. Apart from, and in addition to the base

salary of some posts, the Agency provides for some categories of post
allowances, The latter are defined as "those allowances which are
established in addition to the salary graae under the relevant pro-
visions of the Staff Regulations and Stafr Rules as being applicable
to certain designated manning table posts, or groups of posts, in
order to compensate for special or additional duties attaching there-
to." Such allowances are "invariably associated with considerations
of the individual post descriptions, and never with special conditions
deriving from the appointment of an incumbent. They are attached to

posts regardless of the incumben'b.“m

In spite of the latter official
statement the incumbent, quite expectedly, plays an important role in

the implementation of such policy.

57United Nations Relief and Works Agency, Occupation Classification
Manual, (Beirut, January 1, 1961), Part VIII, p. 1 (a8 per amenament
Nol 16). (mmo. )
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TABLE 4.2
POST ALLOWANCES®

Bilingual Shorthana Bilingual Typing

Classitication and Typing only Country
Contidential Secretary L.L. 50,00 L.L. 25,00 Lebanon
Secretary L.L. 50,00 L.L. 25.00
Stenographer L.L. 50.00 L.L. 25.00
Typist Nil L.L: 25.00
Contidential Secretary J.D. 5.000 J.D. 2,5000 Jordan
Secretary J.D. 5.000 J.D. 24500
Stenographer Je.D. 5.000 J.D. Re 500
Typist Nil J.D. 2,500
Confidential Secretary L.E. 5.00 L.E. R.500 Egypt
Secretary L.E. 5.00 L.E, R.500
Stenographer L.E, 5.00 L.E. 500
Typist Nil L.E. 2.500
Confidential Secretary L.E. 4.500 L.E., R.250 Gaza
Secretary L.E., 4.500 L.E., R.250
Stenographer L.E., 4.500 L.E. R.250
Typist Nil L.E. Re250
Confidential Secretary L.S. 50,00 L.S. 25,00 Syria
Secretary L.S. 50.00 L,S5. R5,00
Stenographer L.S. 50,00 L.5. 265,00
Typist | Nil L.S. 5,00

80,0.M., Part VIII, p. 5.
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With time the list of post allowances is growing in number.
There are at present ten categories of post allowances the definitions

of which may be of some interest.

Bilingual Allowances. nppplicable to certain designated posts

of confidential secretary, secretary, stenographer and typist". The
rates specified in the Occupation Classitication Manual for secretaries,
stenographers and typists required to type and/or take shorthand in
a second language other than English (normally French or Arabic) are

specitied for the respective fields in Table 4,2 above.

Administrative Allowances for Head Teachers, "Applicable to

posts occupied by Head Teachers" and dependent upon the number of
teachers supervised ranging from L.E. 1,500, J.D. 1,500, L,L, 15 and
L.S. 15 for head teachers having no teachers under their supervision,
to L.E, 7.500, J.D. 7,500, L.L. 75 and L,S. 75 for head teachers
supervising thirty teachers, Such allowances become larger in amount

for schools with at least two secondary classes,

Special Drivers' Allowances. "Applicable to certain designatea

posts of driver, rates to be determined by the Director of Administra-
tion.," Drivers authorised such allowances are normally those of the
Commissioner-General, Deputy Commissioner-General and Directors and

range from I,L. 85 to L,L, 35 or its equivalent per month,

Area Officer Allowances. "Applicable to certain designated

posts of Area Qfticer, rates to be determined by the Directof of
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Administration," These allowances amount to L.L., 3V and L.S. 30 in
Iebanon and Syria respectively, L.E. 5.000 for camp administrators
in Gaza and range from J.D. R0 to J.D. 35 per month in Jordan, depend-

ing upon the size of and number of population in each area.

Representation Allowances. nppplicable to certain designated

executive posts" such as principals of vocational, technical ana
teacher training centers or other division chiefs who, by the nature
of their positions, receive several visitors in their respective

of' fices.

Special Duty Allowances. M"Applicable to certain designated

Protective Services posts" the incumbents of which are supposed to
work under exceptionally difticult and unfavourable conditions and

relationships.

Temporary Special Allowances. "Applicable to certain designated

posts which are temporarily difficuit to fill." Such allowances are
normally authorized for a definite time-limit during which the Agency
canmot f£ill certain posts at their grade levels and an upgrading of
which would disrupt the grading balance of some other post or classifica-

tions.,

Additional Assignment Allowances., "Applicable to certain

designated posts when special or additional assignments are required
to be performed outside the normal course of duty." It is a rule

that staft members "may be required to carry out assignments clearly.
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unrelated to their normal post duties and outside of normal hours
of clu.t;r."fzr’8 In such cases an allowance for these assignments may
be paid.

Additional assignment allowances cover also acting appoint-
ments for periods in excess of three months. Normally, staff members
nare expected to assume, as a normal part of their work assignments
and without extra compensation, the duties and responsibilities of
higher level posts for periods of up to three months. 1f, however,
they should be required to assume such higher duties and responsibili-
ties for periods in excess of three mont,hs,39 the Director of Adminietra-
tion may authorize payment of allowances the amount of which he deter-

mines for any such excess period.

Practice Teaching Supervisor Allowances. M“applicable to

certain designated Teacher posts for preparing and presenting model
lessons, assisting student teachers in preparing their lesson plans,
observing student teachers present their instruction, evaluating the

performance of student teachers and suggesting remedial work,"

Hardship Allowances. M"applicable to certain designated post

located in areas where living conditions are extremely harsh, involv-
ing physical and environmental difticulties.' This classitication of

allowances has recently been established for two posts in Agaba, Jordan.

% nited Nations Relief and Works Agency, nSalaries and Related
Allowances," Personnel Directive No. A/3, (Beirut, September 1, 1959)
Part VI, para, o A (mimeo.).

sglbid. , para, 5 A.
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Procedurally, all post allowances are requested from and
authorized by the Director of Administration., As ex_xmerat.ed in
the Occupation Classification Mamual the various categories of post
allowances show considerable overlapping to the extent that the
number of such categories has become unduly large. To illustrate
the area officers' allowances are, in fact, representation allowances
and they are authorized on that basis, Administrative allowances
for head teachers are similarly authorized for representational ex-
penditures, Likewise, special duty allowances authorized for protect-
ive services posts do not differ in classification from the newly
established hardship allowances.

Such a rapid growth in the number of post allowance categories
is mainly attributable to the lack of selectivity and screening of
post allowance submissions by the Staft Management Office. Normally
such submissions are examined from one angle--whether allowances are
necessary or not and whether the amount requested is justitiable,
Beyond that the terminology used by the requesting field or division
goes into the books unmodified and if such term is new to the Staff
Management records it takes little time to find a definition and

establish it in the Occupation Classification Manual,

Travel Subsistence Allowanges (TSA). Whenever an UNRWA staff

member is required to travel on official duty outside his duty station
whether within the same field or between the fields of UNRWA operations,

he receives a "travel subsistence allowance" subject to specific rates



and conditions specitied in the Staff Rules, Such allowances are
higher for higher grades of area staff members and, in 1962, TSA
were increased whereby "rates heretofore applicable only to staff
members in Grade 14 and above are henceforth to be applied to all

o In accordance therewith the

staft members in Grade 10 and above,"
new revised schedules became as follows:
Schedule 'A!'--T5A for statt members travelling within the

country of their duty station :41

TABLE 4.9

TRAVEL SUBSISTENCE ALIOWANCES (SCHEDULE "A")

Country of duty Grade of Stafi Member
Duration of station in which tra- Grade 10 Grades Grades 6
official travel vel takes place or above 7-9 or below

United Arab Republic L.E. 2.5 L.E. 1,§ L.,E. 1.0

One night of Gaza L.E, R.5 L.E. 1.6 L.E, L0
for each 24 Jordan J.D, RaS Jo.Ds le€& J.,D. 1.0
hours Lebanon L.L. 22.0 L,L.18,0 L,L,12,0

Syrian Arab Republic L.S, 22,0 L,S5.16.0 L.S.12.0

More than 12

hours but not All countries Half of the above rates
overnight

8-12 hours

(inclusive) but All countries One fourth of the above rates

not overnight

4(')Unj.'l;etil Nations Relief and Works Agency, "Travel Subsistence Rates,"
(Staft Circular No, A/1/62) (Beirut, December 11, 1962) para, 3.

4]‘S‘t.aff Rule 1U7,5, ‘Schedules 'A! and 'B' as revised in Staff Circular
No. A/1/62 of December 11, 1962, paras. 4 and 5,
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Schedule 'B!'--TSA for at.afi‘ members travelling outside the
country of their duty station:
TABLE 4.4

TRAVEL SUBSISTENCE ALLOWANCES (SCHEDULE 'B!')

Duration of of- Grade of Staff Member

ficial travel Grade 10 or above QGrades 7-0 inclusive arades 1-6 incl.
One night or

for each 24 $8.50 $6.00 $5.00
hours

More than 12

hours but not

overnight 4,00 R.50 R+ 50
8 to 12 hours

(inclusive) but 2,00 1.25 1.25
not overnight

Income Tax. Still another benefit due to UNRWA staff is that,
as part of the Agency's immunities and privileges, the salaries of
the local staft members are exempt from local income tax., Attempts
have been made by some of the host governments to collect income
taxes from UNRWA employees, but, presently, exemption has become a

recognized privilege by all governments concerned.

Children's Allowances. As a result of the Commissioner-

General's address to the employees in September, 1963 the Administra-
tion has, with effect from January 1, 1964 promulgated a new amencment
to the Personnel Directives granting the area staff members of the

Agency children's allowances according to the following monthly rates

in the respective fields:
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TABLE 4.5

CHILDREN'S ALLOWANCES®

Country of Duty Station Monthly Rate per Authorized Dependent
Lebanon L.L, 10,00
Jordan J.D. 1,000
S.A.R. L.S5. 10,00
Gaza & U.A.R. L.E, 0.850

8nited Nations Relief and Works Agency, Amendment to Personnel
Directive A/3, Children's Allowances, Letter ot Transmittal No. 36,
(Beirut, February 2¢, 1964), para, VIII, (mimeo.).

The above allowances "shall not be paid in respect to more
than five dependent children of one staff member," and:

shall only be paid in respect to depenaent children
who have reached their sixth year of age and who are
under the age of twenty-one, except that the allowance
in respect to dependent children between the ages of
eighteen and twentyone shall be paia annually in ar-
rears provided that such children are in full time
attendance at a recognized educational institution,
Where attendance has been for less than two thirds
ot the year in question, the allowance shall be paia
proportionally in the amount which the period of at-
tendance bears to the school year,4?

In special cases, however, the children's allowances "may

also be paid annually in arrears, at the sole discretion of the Agency,

42'United Nations Relief and Works Agency, "Children!'s Allowances,"
(Staft Circular No. A/1/64) (Beirut, January 11, 1964) para, 1 (ii).
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in respect to an unmarried dependent child of eighteen years or above
who is permanently and totatly disabled, w3

Where an area statt member's spouse is an area staff member,
"the male statf member only shall be entitled to payment of childrents
allowance."“

Childrents allowances are applicable to all monthly paid
local statt members whether appointed on temporary indefinite, fixed
term or part-time basis; excluded from the allowances are all daily-

paid staftf members.

Hours of Work, Official Holidays and Overtime. UNRWA operates

on a 40-hours-week basis, "provided however that the normal working

week applicable to particular posts, duties or assignment may be varied

at the Commissioner-General's discretion, taking into account the

nature of the duties performed and the surrounding circumtances."45
In addition to the normal duty hours, staff members are ex-

pected to work beyond the normal tour of duty whenver requested to

do so, Normally no cash payments are made by the Agency in respect

of any overtime worked by a staff member but, "subject to the exigencies

of the service, a staff member may at the Commissioner-Generalls discre-

tion be granted compensatory time oft" provided that such extra duty

has been "authorized in advance and duly rec':.u'deq:l."'g’6

451bid. s para, 1 (iv).
M.Amencmlna;tn; to Personnel Directive No, A/3, Opecite, para. 2 (v).
4Sgtaft Rule 101,1, para. 1.

4B5tase Rule 101.3.
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On the other hand, the Agency observes eight official holi-
days per year, Such holidays as are observed in the different fields
are prescribed by the Commissioner-General in administrative circulars

and official instructions.



CHAPTER V

CONCLUSION AND PROSPECTS

The establishment of UNRWA, in 1950, as an international
relief organization was the by-product of an essentially political
proolem in which, next to the Palestinians themselves, the host Arab
countries, which gave asylum to the refugees and hence became the
respective fields of UNRWA operations were active parts., Though not
directly involved in the Palestine war of 1948 or its consequences
from the political point, such consequences inevitably reflected them-
selves on the Agency operations. The basic role of UNRWA was, and
continues to be, humanitarian concerned with the alleviation of
plight and misery to which the Palestine refugees were subjected.
Nevertheless such humanitarian task has not, and could not, in its
broad lines be isolated from the various developments in the Near
East in general,

Established in April, 1950, as a temporary and urgent task
force for nine months to offer direct and badly needed relief ser-
vices to the refugees, the Agency has outlived the expectations of
its "founaing fathers" and grew to a huge multifunctional organiza-
tion the services of which have become indispensable so long as no
solution is reached for the political problem which was the direct

cause for the creation of UNRWA.
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Thus, a relatively long life-span and the expectation that
its mandate will be further renewed after its expiry in June 1965
has given the opportunity for the evolution and development of Agency
standards of operations and procedures incluaing those related to its

personnel policies and procedures for area statf,

Staff Management. In treating personnel administration it

has not been possibie to overstep the functions of Staff Management
which, as an organizational unit and a function, are preliminary to
and inseparable from the personnel administration in UNRWA. The link
here between the lManning Table, or the cadre, and position classifica-
tion on the one hana and personnel on the other is closer than its
counterparts in more formalized bureaucracies such as in government
administrations, In the latter the cadre, embracing the number and
grade levels of posts required in an organizational unit form part

of the government budget estimates which are subject to approval by
the legislative authority and, hence, are harder to modify at the
discretion of the executive authority, Though the number of posts

and their grade levels in UNRWA are again part of the budget estimates,
the fusion, however, between the "legislative" ana "executive" authori-
ties, which are almost the same, makes any necessary modification in
the manning table and position classitication pattern more handy and
less cumbersome, Such a situation is normally advantageous in that

it makes the position classitication process more flexible and adapt-

able to the fluctuating neeas of the organization.
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The disadvantage of such close relationship between position
classification and personnel and the flexibility in manning table
changes is the tendency, on the one hand, to create a confusion of
post titles and classitications and, consequently, the difficulty of
controlling disguised post titles and classifications which normally
creep into the position classification system of the organization.
Such tendency is partly due to the more or less close relationship
between position classification, which ideally is an objective ana
detached process, and the employees affected by it. In other words,
the process becomes less detached and, hence, more affectea by the
human factor,

in its course of development the position classitication system
in UNRWA has considerably increased the number of classitications to
the extent that some disguised titles have crept into the dirferent
occupations, As the Agency employs the post comparison method the
existence of more than 450-500 classifications gives a wide range of
discretion to the management man to choose one set of posts rather
than another in classifying a new post, Though such tendency might
have been inevitable when the various functions of the Agency were in
the process of building up, a thorough and comprehensive review at
present of the post classifications utilized appears to commend it~
self as a necessary measure, The purpose of such review is to shake
down and regroup the number of present classifications to a minimum
so that a clearer picture would be available for the post classifier
in determining the appropriate title and grade level of a new classifi-

cation.
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on the other hand the location of the Staff Management Branch,
which is the 0 & M unit of the Agency and its functions appear to be
incompatible, As a staft umit in the traditional sense of the term,
the Branch, as we have seen in previous chapters, advises the Director
of Administration and recommends to him the appropriate O & M actions
and position classitication, Procedurally the latter precedes any
personnel action by the Personnel Division in that before any appoint-
ment is made there should be a vacant post approved by the Director of
Administration normally on aavice from the Senior Management Qfficer
who is the Head of the Staff Management Branch., The location of this
Branch in the Personnel Division is incompatiple with its functions
and does not represent the actual relationship between it, the Director
of Administration and the Personnel Division. Therefore, organiza-
tionally, the Branch should be shown as a unit directly attached to
the Office of the Director of Administration as in the Organization

Chart below:

Director of Staff Management |
_umw[nmn._ _____Branch |
Pergonnel
| _Divigion |
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The general background and context of UNEWA in the previous
chapters and in the introauctory pages of this chapter offer a clue

to an understanding of the Agency's personnel administration.

The Political Atmosphere of UNHWA. A prime factor is that

UNRWA, a fundamentally apolitical organization, operates in a political-
1y charged atmosphere end tackles the immediate needs of refugees who
are the victims of one of the world's most complicated problems.

This position characterizes the Agency with a sensitivity rarely felt
in any other organization. Such sensitivity is particularly felt in

the personnel administration of the locally recruited staft who feel
that employment with UNRWA, Jjust like any other form ot relief pro-
vided by the Agency, is a right that the United Nations owes to them.
The refugees, though right in expressing their disappointment ana
bitterness toward the United Nations and its major powers, fail to

draw the line between the political resolutions of the United Nations
pertaining to their political issue, and the mission of UNRWA which

is basically humanitarian, As a matter of fact all complaints against
the Agency have been politically oriented on such grounds as "plots"

ana plans to "liquidate" the Palestine problem, resettle the refugees
outside their home-land and the employment of foreigners in the Agency.
In such an emotional and political atmosphere any administrative
measures by the Agency having the slightest adverse effect on the
refugees or employees have widely and liberally been interpreted and
tied with major issues of political life in the area, Thus the termina-

tion ot a certain number of local statt in one of the installations
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gives the clue to charges of anti-refugees ana anti-Arab attitudes

and talks of’liquidation of the Agency and, consequently, the Palestine
problem, With time the Agency Administration has learned the signitic-
ance of such sensitive issues which have led, in several cases and
under‘rerugees and local press pressure, to the intervention of local

authorities.

The Geographical Distribution of UNHWA Operations. The geo-

graphical distribution of UNRWA operations, and hence its employees,
in four major fields is another factor which bears on the Agency's
personnel policies, The living conditions differ from one field of
UNRWA operations to another and, consequently, the Agency employees
are ditferently affected in the ditferent countries; hence personnel
conditions of employment ana benefits cannot be rigidly and strictly
epplied throughout the area of UNRWA operations without taking into
consideration the different needs.

Thus, of the four fielas Lebanon represents the country with
the highest cost of living followed by Jofdan, Syria and Gaza respective-
ly. Such difterences are, as a matter ot fact, reflected in the Agency
salary scales for the respective countries. Such recognition has not,
however, been carried further to cover the other fringe benefits, In
this respect children allowances, established as of the first of
January, 1964, and intended to cover part of school tuition fees,
have not reflected the differences in the educational systems of the
four countries and the variations in the school costs, Thus, whereas

schools in Gaza are either possessed and run by the Government or by



124

UNRWA, and both are free and provide free education for all, includ-
ing the WIRJA employees! children, school costs in Iebanon are too
well mown to be exposed in detail, Nevertheless, the Agency em-
ployees in Gaza were given children allowances equal to employees
in Lebanon,

These facts are, of course, very well known to the Agency
sdministration but it is doubtful whether it could have adopted any
different course of action without facing endless complaints which
would have eventually led to the interference of the local authori-

ties on behalf of the employees as refugees.

LEmployee Categories. The variations in the employees interests

are not only horizontal but perpendicular as wells With the two main
categories of local staff, monthly and daily-paid, and with the former
occupying seventeen ditferent grade levels, there inevitably comes

up a conflict of interests among what we may arbitrarily call the
senior and junior monthly paia staff and between each of these and

the daily-paias,.

Thus according to the present staff rules all local monthly-
paid staff, grades two through eighteen, and ranging from guards and
messengers to medical officers, engineers and senior administrators,
are entitled to the same Agency medical treatment and the same annual
leave entitlements, It is a general phenomenon that employees in the
lower grades are less interested in their annual leaves than the senior
staff who can better afford, financially, to utilize their time-off,

This has, in fact, been proved by the leave entitlements which accumilated
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for junior staff until the Agency ruled that only a certain portion
of the leave entitlements could be carried forward from year to year,
In case, however, the Agency finds it more equitable to increase the
leave entitlements for senior staff it would be highly upsetting for
the junior staff not to enjoy the same right. The same applies to
other benefits where copflict of interests between the different
categories exists, Thus, any adjustment in the salary scales for
monthly paid staff would inevitably affect the daily-paid skilled

and unskilled staff and vice versa.

Work Vs. Relief, Such cases are further complicated by the

work-versus-relief issue which, implicitly, governs the Agency's
personnel policies, It is a predominant attitude, confirmed by the
Agency's frames of reference, to consider the local employees as
refugees who receive their share of the relief programme by obtain-
ing enpioyment with the Agency. As such, the local staff are employee
refugees or refugee employees and their names are deleted from the
ration rolls upon employment wholly or in part in accordance with an
income scale determined and applied by the Agency.

This attitude is further implicitly enhanced by the general
attitude of the employees themselves toward the Agency Administration
as exemplified in the kind of mentality prevailing in the Area Staft
Associations., In petitioning and negotiating with the Agency Administra-
tion the Staff Associations have been repetitively confusing two separate
issues: their status as refugees on the one hand and their status as

employees on the other., Thus in negotiating for better pay and benefits
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they do so as employees who should be treated as such, Nevertheless,
when the Administration plans to carry out a reorganization which
would lead to termination of extra staft the Association objects to
such measures, successtully or not, on the grounds that the employees
are refugees who are entitled to relief in terms of employment, The
attitude of the Associations and the employees in general is built

on rather emotional grounds and, as they want to eat their cake and
spare it, they have not been successful in forming a well-founded Stafft
Associations with common objectives.

The work-relief issue has given rise to another peculiar
sitvation which has been aftecting the Agency's personnel policy for
the last fifteen years and will continue to do so for some time to
come.,

As a relief Agency for Palestine refugees UNRWA gives priority,
in the selection of staff, to those refugees whom, in fact, it exists
to serve and employ. Thus, with very few exceptions the great majority
of UNRWA employees are Palestinians who are selected for jobs though
they might not be the best qualified candidates available. (onsequent-
ly it is not unusual to find that some divisions or installations are
noverstaffed," partly due to the incapacity of the employees to per-
form work at a better and more efficient level. In this respect it

has been noted that:

If the Agency would apply rigid qualification standards
probably magy of the present incumbents would wind up
with no jobs as in many cases the Agency gives employment
to particular persons to help them earn their living...
UNRWA cannot forget that it is a relief agency for a
particular population,l

1Huhamad T. Sadik, "Classitication Problems of an International
Agency with Particular Reference to Area Personnel®™ (unpublished
Master's dissertation, Department of Political Stucies and Public
Administration, American University, Beirut, June, 1962), p. 116,
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In a statement before the United Nations Special Political
Committee the ex-Commissioner~General of UNFWA, Dr. John Davis stated
that:

UNRWA employs about 4,300 individuals as teachers, and
of these, roughly only one quarter are officially ac-
credited under the laws which pertain in the host
countries, This, of course, does not necessarily mean
that they are poor teachers, but it does mean that as
teachers they have inferior status within the educational
environment in which they work.%

The statement applies even more to employees other than teachers
who, in the majority of cases, are recruited to low-level posts and

obtain their promotions through on-the-job experience,

The Temporary Mandate. A further factor affecting UNRWA

personnel policy is the temporary mandate of the Agency. This status
is reflected in two respects:

Any long-range planning of policies and procedures cannot
but take into consideration the value of such schemes in view of the
possible liquidation of the Agency.

In establishing the salary wage scales, more important in
this respect, the other benefits, the temporary mandate of the Agency
cannot but be taken into consideration., Partly because it cannot
afford to establish a retirement system the Agency has found the

solution in the Provident Funa system based on Agency and staff con-
triputions,

2Bt‘,at,amal:lt, by the Commissioner-General of the United Nations Relief

and Works Agency before the Special Political Committee of the United
Nations, November 4, 1963, p, 4 (mimeo. ).
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Limited Financial Resources. The most important single factor

influencing UNRWA policy is perhaps its chronic shortage of funds
which recurred over a number of years but most seriously in 1957 and
1962, Faced with limited financial resources and its obligations
toward the basic relief and education programmes for the refugees,
the Agency has been obliged, from time to time, to tighten its belts
to make ends meet. Whatever the direct or indirect causes of such
financial crises may have been they have directly affected the
Agency's personnel policy in general and employees! benefits in
particular, Even when the Agency recognized, implicitl,j or explicit-
ly, the need and justice to review for better some of the benefits
it was faced with an unbalanced budget which brought such plans to
a standstill, This is best illustrated by the ex-Commissioner-
General!s addaress to the employees in which he stated:

I know that you ana your colleagues already well

understanda the proolems which confront the Agency

with respect to a chronic shortage of funds and to

the temporary, short-term nature of our mandate,

These difticulties inherently limit the Agency's

ability to do what it may otherwise consider desirable

and justitied for its staff, More precisely, UNRWA

must always seriously weigh its responsibility to the

refugees whom it exists to serve and its need to stay

within its budget against its desire to improve staff

conditions.... it is the means, not the will, that are
1acking.3

Characteristics of Personnel Administration in UNRWA. The

various factors detailed in the foregoing pages have affected the

slattar from Dr. John Davis, Commissioner-General of UNRWA, to the
Chairman of the Headquarters Area Staff Association, Beirut, September
10, 1965, p. 1, (mimeo,).
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UNRWA personnel administration in one way or the other and imprinted
it with certain characteristics which emanate from ites nature of

operations,

Centralization at Headquarters. Thus in the first place per-

sonnel administration is centralized at Headquarters. A1l personnel
policies and procedures applied by the personnel oftices in the wvar-
jous fields are laid down at Headquarters and exceptions thereto have
to be referred to Chief, Personnel Division or the Director of Ad-
ministration for a ruling., The field oftices are limited in certain
respects even where otherwise authority could have been delegated to
the fields, The granting of a special leave, for example, requires
the prior approval of the Director of Administration it it exceeds

one mon’oh.4 Such centralization is better illustrated in the pro-
visions governing the staff management aspect of personnel administra-
tion, i.e. the authority to establish, reclassity or eliminate posts
in the respective fields, Such authority is vested mainly in the
Director of Administration at Headgquarters. Even the decentraliza-
tion of this authority to field directors is still limited and govern-
ed by Headquarters standards, Thus, the authority to establish or
reclagsify posts by the field directors or, for that matter, the heads

of operating units at Headquarters, is limited by three main and sig-

4See United Nations Relief and Works Agency, "Annual Ieave,
Advanced Leave, and Special Leave," Personnel Directive No. A/5
(Beirut, September 1, 1©59), para, II1 B R. (mimeo).
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nificant provisions:

«+« any new post (should be) of an occupation classifica-
tion and salary or wage grade authorized by the Ocecupa-
tion Classification Manual;

- the stanaards set out in the Occupation Classification
Manual (should be) adhered to;

existing manning table post(s) (should) have been

abolished within the six months betfore the new post(s)

are established, and in any case provided that the

savings are equal to or greater than the cost of post(s)

established;S

These provisions may be related to the financial position of

the Agency on the one hand and to the desire, in a relatively new
Agency operating in four main fields to maintain the integrity of its

operations by the application of one set of standards on the other hana.

Incomparability of Employment Conditions. Another characteristic

ot UNRWA personnel administration is that though the Agency aspires
to be a good employer it camnot, and there is no reason why it should,
compete with prorit making, especially large oil companies in the
area. Operating in a highly competitive, largely refugee, labour
market, faced with various obligations to its refugee clients and
limited sources of funds the Agency does not appear to be obliged to
compete with financially better-otff firms, Though a high turnover
rate may be upsetting to profit-making companies who like to see the

experience acquired by their employees utilized within the companies

5Unzlt.ecl Nations Relief and Works Agency, "Staft Management,"
%réanization Directive No, 15 (Beirut, September 1, 1962), para, B
o (mimeo, ).
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themselves, the problem is not necessarily so upsetting in UNRWA,
On the contrary the latter likes to see its largely refugee staff
utilizdng experience acquired in the Agenecy service in fruitful
employment elsewhere, This achieves two purposes for a relief and
works agency: it leads to the elimination of more refugee names from
the relief rolls on the one hand and gives the opportunity to other
refugees to find work, and gain such experience, with the Agency ite
self. If such is the case what happens to efficiency?

In his thesis Mr, M, Sadik concluded that: "UNRWA is a re-
lief Agency, and it may be contented that gfficiengy does not count

ch in the adminigtration o f it tivitie mogt
agencieg."”

I ghould state here that I disagree with Mr, Sadik's inter-
pretation of "efficiency" which he makes on the bagis that the Agency
employs more gstaff than it normally requires because of their
qualifications, but does not recall that by so doing the Agsncy is
achieving part of its ultimate purpose by training the refugees on
the job and, hence, placing them in outside jobs. As such the
concept of "efficiency™ in the case of UNRWA should be interpreted
in a rather more liberal and comprehensive sense and not in such a
regtrictive manner as to limit it to one aspect of the organization
which could be a means rather than an end. To this end more
expenditure, in itself, is not necegsarily imeffieient, In an
organization such as UNRWA, where employment is a form of relief,
and where the Agency is there to provide both, the employment of
more people contributes more to the achisvement of its objective

in so far as it can afford financially to employ that number,

6sﬁum:, Do ¢ite, p. 115 (underlining original),
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It is true that whatever money it can spare may be needed for the
provision of direct relief services which are needed by the refugees;
but even such direct relief services, in themselves, are considered
to be necessary temporary measures and the ultimate objective remains
that of reducing, if possible, the number of such refugees who need
the direct relief services and eliminating their names from the re-
lief rolls once they become self-supporting through fruitful employ-
ment or professions, This is confirmed by the frames of reference
established for UNRWA by the General Assembly of the United Nations,
by the Commissioner-General of UNRWA who stated that '"it is imperative
that the rectification of ration rolls be carried out in an orderly
manner and as rapidly as possible" and that "maturing refugees must
be given every opportunity to learn Skills,“7 and by the actual shift
of emphasis of the Agency in recent years from direct relief services
to general education and vocational and teacher training,

In so far as the internal running of the administration is
concerned, high turnover in itself does not appear to affect seriously
the operations of the orgamization as and when such turnover proves to
be high. This may be explained largely on two bases:

As already noted almost all top executive and policy-making
posts, down to the level of division chief, and, in some cases, branch
heads are occupied by international professional staff members who

make, or participate in making the Agency's policy and establish the

"Statement by Dr. John H. Davis, op.cit., p. .
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procedures and guidelines for its implementation., ILocal statt, who
occupy the middle and lower posts are generally more concerned with
the application of such policies and procedures,

As the Agency follows an open policy on promotion and gives
priority in filling posts to staff members, the trenda is generally
to fill posts which become vacant for whatever reason by promoting the
next lower employee who normally has become acquainted, to an ac-

ceptable degree, with the tasks assigned to the next higher post.

High Mobility of Staff Movements, This leads to a third

characteristic of personnel administration in UNRWA, i.e., 2 re-
latively high mobility of staff movements within the ranks of the
locally recruited statt, As the Agency follav s an open policy on
promotion governed more by pragmatism than dogmatism and more by
experience than formal education, staff members have an almost free
access to the higher grades the promotion to which is not governed
by a certain number of years in service in the lower grade. Such
mobility may be considered, more or less, as an advantage for the
employees who need not always await their amnual step-to-step incre-
ments, This mobility is further encouraged by giving priority, in
filling new vacancies, to the Agency staft before advertising them for

outside candiaates,

Stress on In-service Tra;mng_ One of the outstanding character-

istics and trends of personnel administration in UNRWA is the ever-

increasing stress on the importance of in-service training for its
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local staft members, The need for in-service training was recognized
from the beginning of the Agency!s mandate to improve the qualitica-
tions or its employees for better job performance on the one hand and
to qualify them for employment outside the Agency on the other hand.
Thus, as far bac as 1954, the Agency sent some of its statf for train-
ing courses at the American University of Beirut ana other institutions,
but the scope of such training is becoming increasingly wide especially
for the education and health staft, Thus in the school year 1963/64
about 1400 vocational training and teacher training instructors, school
teachers and supervisors have received in-service training courses

and the number is expected to increase every year,

Training of teachers has consisted, so far, of summer training
courses. As of the beginning of 1964, UNRWA has initiated an in-
service training institute the objective of which is, according to a
statement by the Commissioner-General;

to enable UNRWA teachers to obtain accreditation (or

its equivalent) within the countries where they reside,
This, we hope to do by the use of our existing teacher
training centers, particularly during the summer monthe,
and by offering extension ana correspondence courses in
which teachers can enroll while teaching. The cost of
this during the present mandate period will be between
$350,000 and 400,0003... Our objective is to enable at
least a high percentage of our teachers to quality for
teaching certificates within a three-year period... To
the extent that this programme succeeds, the education
provided refugee students by UNRWA will improve, the
teachers in UNRWA schools will gain a status of equality
with other teachers in the region and UNRWA's educational

program will be brought into closer harmony with those
of the host countries,B

BIbid.’ p. 4!
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Similar in-service training courses are conducted for the vocational
and teacher training instructors ana the Department of Health staff,
such: as nurses, sanitation officers, etc. for the same purposes outi=-
lined above for teacher training.

Training for other staff, such as administrative and clerical
employees, is more limited and conaucted on inaividual bases when, in
the interest of the Agency, the staft members are granted scholar-

ships for study abroad to improve their abilities,

Prospects. The future developments of personnel administration
in UNRWA depena upon a multiplicity of factors several of which can
hardly be determined as of now since they are, in many respects, tlke
outcome of larger, more subjective ana complicated issues.

Thus, would UNRWA decentralize further its operations, includ-
ing personnel? The answer lies in two factors which would press the
issue in two opposite directions., The formulation ana completion of
standards at Headquarters to govern personnel administration is apt
to lead to more decentralization of ghat aspeet of the Agency's opera-
tions, Though such trend may be administratively feasible and ef-
ficient, in the broad sense of the term, the extent to which it will
be carried out depends on the future of the Agency as a whole, Thus
eqnuiries have been made as to the possibility of transferring the
Agency's functions to other United Nations organizations and/or to
the host governments, In case the U,N, General Assembly resolves to
transfer UNRWA functions to the local govermments the interim period

during which such process is carried out would be a period of de-
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centralization of functions, including personnel, to the respective
host governments, Such transfer is, however, unlikely in the near
future as, according to the Commissioner-General:
Any premature effort to liquidate UNRWA will serve no
useful purpose but, on the contrary, will add to the
instability of the Middle East, reduce the rate of
economic progress and even run the risk of generating
open strife and loss of life within the Miadle East.®

Thus, with a longer mandate for the Agency and with the comple-
tion of standards the likely course of action is to decentralize
personnel administration to the fields but to continue the centraliza-
tion of major policy decisions at Headquarters to the extent necessary
for adopting less costly and cumbersome administration but, at the
same time, preserving the integrity of policies and uniformity of
decisions,

Another likely course of action for the Agency is not only a
recognition of the need for the improwvement of local staff conditions
of service, but taking actual steps toward the improvement of such
conditions, This trend has already been started by granting the
children allowances which might become more inclusive and tle pre-
paration for a general health plan based on Agency and staff contri-
butions. Such improvements might be slowed down by financial limita-
tions, but the trend is there, no matter what the time it will take,

The trend to improve conditions of service might have, in-

evitably, to cause a reconsideration of the employees' status vs, their

gIbid-o s Pe T
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status as refugees and a split of the two concepts which, though
related, mean different things to the employees themselves., The
latter, especially the monthly paid staff, have more interest in

their status as employees than as refugees for they cease to be in

the latter category once they acquire employment with the Agency or
elsewhere., As such the extent to which the employees status will be
improved depends to a large extent on the employees willingness to
recognize that any organization employs the number of people it needs
for its operations rather than the number it has to employ because they
need employment,

Finally, and partly as a part of the drive toward economy,
the trend might be toward localizing a considerable number of ihe
senior posts which have so far been occupied by international staff
members who may be considered on a form of technical assistance
mission during which they train the local staff members and prepare
them for senior posts.

Whether and when the above evaluations would follow the fore-
going courses depends, again, on a multiplicity ‘of factors some of
which have been treated in the previous pages. A margin for the
unknowns in such a complicated situation should always be accounted

for.



APPENDIX I

UNITED NATIONS RELIKF AND WORKS AGENCY
H 3T G

Headquarters,
Beirut

&3 January 1963

STAFF MANAGEMENT DIRECTIVES

FOREWORD

1. Organization Directive No. 15, para. 8(8)(xdii) authorized

the Director of Administration to "prescribe such procedures related

to staff management as he deems necessary", Pursuant to this authority
a technical manual entitled Staft Management Directives herewith is
activated,

2 The Staft Management Directives will include newly-prepared
materials as well as old materials relating to staff management taken
from existing Area Personnel Directives.

Sa Staff Management Directives are for the use of UNRWA super-
visors of Area staff members, to give them information, guidance
ana assistance in preparing and processing Requests for Post Action
(RPAs) and related papers.

4, Staff Management Directive No. 1, "Post Classification Policy,
Principles and Methods: Manning Table Posts (Graded and Ungraded)",

is issued as the first directive in this series. Its purpose is to
inform supervisors (and through them, employees) as to why positions
are classified and how the classification process works. This directive
is intended to help supervisors to improve their post action presenta-
tions by concentrating upon the relevant post classitication factors

or standards and eliminating the non-classification elements (problems
of personnel management, promotion, pay, cost of living, etc.) which

so often creep into RPAs.

R.L. Fisher
Director of Administration
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UNITED NATIONS RELIEF AND WORKS AGENCY
TOR PALESTINE REFUGEES

Headquarters,
Beirut

23 January 1963

STAFF MANAGEMENT DIRECTLVE NO. 1

Subject: Post Classitication Policy, Prineciples and Methods:
Manning Table Posts (Graded and Ungraded)

i i Polioz

Basic Agency policy concerning Post Classitication is set
forth in Area Statf Regulation 2,1, reading as follows:

WThe Director /Commissioner-Gemeral 7 shall make appro-
priate provision for the classification of posts and staff
into salary levels according to the nature of the duties
and responsibilities requiread".

Re Definition

Post Classification has been defined in Personnel Directive
No. AIX/l, paragraph 9(B), as follows:

nPost Classification is the determination of the duties and
responsibilities of a specific Manning Table post, its
assignment to a particular occupation classification and
employee category, and its placement on the Agency's salary
scale",

3 Object and Purpose

Post Classitication is the Agency's means of attaining
desirable consistency in stafi members' pay so that the principle
ot equal pay for substantially equal work may be followed, Post
classification aims to do this by establishing the relative level
of ditticulty of the duties and responsibilities of each post as
compared with all other posts in the Agemncy.

4, Principles
(A) levels of Difficulty
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Classification is based on the arbitrary division
of the total work of Manning Table posts into 17
levels of difticulty for graded posts (Grades 2 to
18) ana 4 levels of difficulty for ungraced posts
(U-1 to U-4).

(B) Classification Decisions

The classitication of a post involves the making of
two decisions:

(i) Determination of the kind of work in which the
position is engaged (selection of the appropriate
post title, occupation classitication and employee

group);

(ii) Determination of the relative level of difticulty
and responsibility of that work (selection of

grade).
(C) Post Comparisons

Posts are evaluated by relating them to established
standards and by comparing them with other posts (at
the same or higher or lower grade levels), in the
functional area concerned, or elsewhere in the or-
ganization unit or anywhere in the Agency. (Reference:
Director of Administration's letter to Director of
UNRWA Affairs, Jordan, OR 120U/4(A), "Job Evaluation by
the Post Classification Method", dated 16 March 196R2).

(D) Sources of Information

Facts concerning a post have to be availablie before the
post can be properly classified, The principal source

of information is the Post (Job). Description, supported
by a Justification in all cases and an Organization

Chart when applicable, (Reference para, € of Annex 'B!
to Personnel Directive AIX/1). Additional information
about posts and their relationship to each other is
obtained by stuay of organization structures, work
procedures and methods, the Management files, etc.,
through desk analysis as well as by on-the-spot review.

5. Factors in Evaluating Posts

Evaluation of posts is made on the basis of the following
eight factors or standards:
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(B)

(¢)
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Supervisory Control Exercised over the Post:

The nature and degree of deliberate, planned super=-
vision exercised over the work of the post by hdigher
authority, Such control is positive and reflects the
definite decision of superior authority to limit the
scove of work ana the kina and finality of decisions
permitted,

Guide Lines:

The extent to which the decisions made and actions taken
are controlled by precedents, prescriped work practices,
operational limitations, or other guide lines,

Originality of Thinlking Required:

The degree of inventiveness, imagination and ability-
to-innovate actually required by the work; the necessity
for the solution of problems which have not been so
dealt with before in order to make their original
solntion unnecessary.

(D) Variety:

(&)

(F)

(G)

The degree of diversification of work in the post =0

far as that diversirication represents inherentliy dif-
ferent kinas ot work, which require the use of unrelated
techniques ana call for essentially dissimilar ¥nowledges
ana skills.

Personal Relationships:

The measure of the ™what", ™yhy" ana "how" of that phase
ot work which is carriea on by giving ana securing inh-
formation, explaining policy and methods, and persuading-
to-action through person-to=person contact.

Commitments s

The kind and amount of authority vested in the post to
bina the organization unit to a policy, course of action
or particular action, with consideration of the limita-
tions on such authority.

Control of Work of Others;

(i) The Kind ana extent of the post's supervisory
authority with respect to the manner in which such
control is exercised over suvordinate staf'f members
ana the degree of its completeness ana finality.
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(1i) Measurement of the volume and level of supervisory
ana management responsibility as indicated by
the total number, grade and diversity of subordi-
nates under the control of the position,

(H) Responsibility:

The amount and kinds of responsibility inherent in
the post, incluaing:

(i) respénsibility for decision-making ana the
consequences of such decisions,

(ii) responsibility for raising, sateguarding and/or
expenaing funas,

(iii) responsibility for supplies, equipment ang/or
property,

(iv) responsibility for assisting, guiding or direct-
ing people who are the Agency's clients (i.e.
refugees).

A.R. DeAngelis
Senior Management Officer

Approved:

R.L. Fisher
Director of Administration

Distribution "HQ 3"




AFPENDIX IT

UNITED NATIONS RELIEF AND WORKS AGENCY

J

Headquarters,
Beirut

17 December 1963

To: : All Individuals concerned with Personnel
Administration
From : A/Director of Administration
Subject : Staff Management Directive No. 3.
1. With effect from 1 January 1964, Staff Management Directive

No. 3 cancels and supersedes the following sections of Personnel
Directive No., AIX/1:

Para. 17(B) Procedur8s to Modify the
Manning Table

Para. 18 Attachment Organization Chart and Post
Description Nos, 1 and 2,

Amex '8! Procedures to Modify the

: Manning Table,
Attachment No, 2 Organization Chart.
Attachment No, 3 Post Description.
2 1 specifically invite your attention to para. 9(B)(iii) of

the new Directive which sets forth in some detail the requirements
and form for a justification. You will also note that the Post
Description form (Attachment No, 3) has been considerably altered
to reflect a more comprehensive picture of the post. Careful at-
tention to the preparation of these two documents in accord with
the provisions of this Directive will greatly benefit all concerned.
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3. Considerable thought and effort have gone into the prepara-
tion of this Directive. Its primary objective lies in providing
both Headquarters and the Field with as much specific guidance as
possible in the preparation of RPAs. Much of the delay encountered
in the past in processing RPAs from the various fields and from
Headquarters has stemmed from the inadequate presentations made,

To a considerable degree, these inadequacies have been the logical
result of insufficient guidance offered by Headquarters. It is my
hope that this Staff Management Directive will provide that specific
and detailed guidance which is necessary to allow effective prepara-
tion and prompt consideration of RPAs.

L.P. Gendron
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UNITED NATIONS RELIEF AND WORKS AGENCY
FOR TINE UGEES

Headquarters
Beirut

10 December 1963

STAFF MANAGEMENT DIRECTIVE NO. 3

Subject: Responsibility and Procedures to Modify the Manning Table

1. PE EOSB

To clearly define responsibility for the initiation of RPAs
and to set forth required procedures for their preparation and sub-
sequent subsequent submission,

2+ Effective Date

1 January 1964
De General

(A) This Directive is to be read in conjunction with Organiza-
tion Directive No. 15, and Staff Management Directives
Nos. 1 and Z.

(B) All proposed modifications to the mamning table will be
initiated by means of a Request for Post Action (hereafter
referred to as an RPA--see Attachment No, 1 to this Direct-
ive)., M"Hodification" in this context includes not only
establishment or elimination of posts and post salary level
reclassification but also any installation or category mo-
difications and any changes in occupation, title or expen-
diture code.

(C) All RPAs submitted to the International Staff Management
Committee or to the Director of Administration must be sup-
ported by the information required in paragraph 9 below.

4. Authority to Modify the Manning Table

(See Organization Directive No, 15, the Foreword and Introduction
to Parts 111, IV and VII of the Occupation Classification Manual).
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5, Initiating RPAs--Responsibllity

The responsibility for initiating RPAs to modify the manning
table is assigned as follows:

(A) RPAs submitted to the ISMC or to the DA at HQ

(1) Field

To Field Administration Officers in respect to Area
posts (category A) and to category 'X', 'P', 'Z' and
W' posts under their jurisdiction., These RPAs

should be counter-signed by the Field O0ffice Directors.

(ii) Headquarters

To Headguarters Department Heads and Headquarters
Division Chiefs in respect to:

(a) Category *It, 'L!', 'S', 'R', 'P' and 'V' postis
and 'X' posts paid with reference to Interna-
tional salary scales after consultation with
Chief, Personnel Division. In respect to
field office international posts prior con-
sultation with the Field Oftice Director will
normally precede submission of an RPA.

(b) Area posts (categories ftat, 'X', 'Pt, 'X{! and
1" ) and other posts under the jurisdiction of
Headquarters and paid with reference to area
salary scales,

(B) Local RPAs--Submitted to the Field Office Director in the
Field and to the Headquarters Department Head Concerned at
Headgquarters

(1) Field

To the Field Officer concerned (Field Health Officer,
Field Welfare Officer, etc.) in respect to area posts
(category 'A') and other posts (categories 'X', 'P',
'Z' and 'Y') under their jurisdiction paid with re-
ference to area salary scales.

(ii) Headguarters

To the Division Chiefs at Headquarters in respect
to area posts (category 'A') and other posts (cate-
gories 'X', 'P', 1Z' and 'W') under their jurisdic-
tion at Headquarters.
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6., Numbering Control of RPAs

(A) All RPAs will be serially numbered to ensure control.

(1)

(31)

Fiela
In Field Qffices there will be two control series:

(a) To record all RPAs sent to the ISMC and/or
Director of Administration.

(b) To record all local RPAs acted upon within the
authority of the Field Office.

(c) The number will consist of a Field Offtice pre-
fix (L,G,S,J), a serial number and the final
two digits of the calendar year. (e.g. J/10/
65). The same system will apply to local
RPAs but the suftix L (for local) will be
added. (e.ge J/10/63/L).

Headquarters

(2) RPAs Requiring Headquarters Management Authority

(1) At Headquarters there will be a separate
control series of numbers for each Head-
quarters Division for all RPAs requiring
approval by the International Staff
Management Committee or the Director of
Administration. These control series
will be maintained by the Stat’t Management
Branch. The RPA control number will con-
sist of a Division prefix (BUD, RSD, etc.),
a serial number and the final two digits
of the clanedar year. (e.ge BUD/10/63).

(b) Local RPAs

Headquarters Departments or Divisions will
maintain a control series of numbers for local
RPAs acted upon by Headquarters Department
Heads. The RPA control number will consist

of a letter designation it controlled by a
Department (F for Finance) or a prefix if
controlled on a divisional level (PER, ASD,
1AN, etc.), a serial number, the final two
digits of the calenadar year and the suffix

‘It (for "Local®) (e.g. F/l0/63/IL-Departmental
Control) or (P, S & T/10/65/L-=Divisional Control).
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7. Processing of RPAs

(A) Field Office Authority

(1) RPAs which are to be locally approved must be limited
to the authority laid down in paragraph 7 of Organiza-
tion Directive No, 15, Particular care should be
taken in assigning the post number and the finance
code, If there is doubt whether an RPA can be ap-
proved at Field Office level, reference should be
made to the Director of Administration.

(ii) Great care should be taken at all times to see
that category classitication of post (A', 'X',
'Pr, 'Z' or 'W') and incumbent agree,

(iii) One copy of every locally approved RPA should be
sent to the Budget Division at Heaagquarters.
These copies should be despatched currently and
should be sent not less frequently than once per
week, As these copies require processing by
Budget no later than the cut-oft date they must
be received by Budget at least two days prior to
the cut-off date for the Period.

(iv) RPAs approved locally require the prior signature
of the Field Finance Ofticer that funds are avail-
able. (See Budget Technical Instruection No., 27).

(B) Headquarters Authority

(1) HPAs which are to be locally approved at Headguarters
must be limited to the authority laia down in para-
grapn 7 of Organization Directive No., 15, A check
must be made with Pexsonnel to insure that the new
post number is correct.

(ii) RPAs pertaining to International Posts should be
addressed to Chairman, International Statt Manage-
ment Committee at Heaaguarters together with all
supporting documents as required in paragraph ¢
below., International RPAs will be submitted in the
original anda four copies, All correspondence with
the Director of Administration in relation to RPAs
concerned with posts paid with reference to the
International salary scale should be submitted in
the original and four copies.

(idi) All other RPAs will be addressed to the Director of
Administration, Headquarters by the Field Ofticer or



(4v)

(vii)

184

Headguarters initiating officer together with all
supporting documents as required in paragraph 9
below. These KPAs will be submitted in the original
and three copies.

All copies of RPAs approved by the Director of
Administration for Area Posts at Headquarters and
RPAs approved by the International Staft Management
Comndttee for all posts paid with rference to the
International salary scale throughout the Agency
will be passed directly by Staff Management BEranch
to Personnel for completion in respect to post
number.,

The decision of the Director of Administration or
the International Staff lManagement Committee will
be recorded in full ir Part 5 of the RPA.

In respect of RPAs requiring approval by the Inter-
national Staff lManagement Committee or the Director
of Adminmistration, the kardex record of the manning
table will not be amended at the time of submission
of the RPA, tut only upon return of the RPA with the
approval endorsed in Part 5.

In respect of locally approved RPAs, the kardex
record must be amended before despatch of the copy
of the RPA to Budget Division.

(viii) All RPAs approved by the Director of Administration

(4x)

(x)

and involving extra expenditure by the Agency will
be referred to the Comptroller for his concurrence.

Thereafter, all copies of completed RPAs will be
passed to Budget Division for necessary budget
action, including designation of financial code.

All copies of the RPA will then be returned duly
completed in Part 7 to the Staff Management Brauch
with the related Budget Adjustment Advice (if
required) attached to the originator's copy. The
Staff Management Branch will then distribute all
copies to the appropriate addresses as follows:
Original LB I B I ] Bmget Divj.ﬂion

1st COPY eeseveosescessess Parsonnel Division, HQ
znd COPY LR I I I I I ) Origm&tor

3rd COPY eeveesevesssssess Staff Management Files.
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4th Copy (Intermational RPAs) International Staff
Management Files

(xi) Disapproved RPAs will be distributed in the same
fashion as approved RPAs.

Subseguent Action

() For all approved RPAs concerned with 'I', 'L', 'R!, '3,
1Pt and 'V! posts and 'X' posts paid with reference to
International salary scales and all other Headguarters
posts, Chief, Personnel Division, Headquarters will
initiate personnel action as appropriate,

(B) For all ®At, 'Xt, 'P1, 'Z! and 'W' posts pald with re-
ference to area salary scales at Headquarters, Personnel
Cfficer (Area) will receive the RPA with the related
Budget Adjustment Advice (BAA), and initiate personnel
action as appropriate.

(C) For a 11 'A', 'X', 'P', "W' and 'Z' posts paid with re-
ference to area salary scales in Field Offices, Field
Finance 0fficer will receive the RPA with the related
Budget Adjustment Advice (BAA), detach the latter and
forward the former to the Field Administration Officer
who will initiate action as appropriate,

Information Required in Support of RPAs Submitted to the Director
of Administration or to the international Staif Management Com-

mittee.
(A) General
(1) Requests for Post Action are usually submitted to:

(a) Effect reorganization of staffing following
the assumption of new functions and respons-
ibilities; the consolidation of functions and
responsibilities; and the elimination of func-
tions and responsibilities.

(b) Obtain additional posts to handle an increased
volume of work,

(¢) Reclassity posts following changes in duties
and responsibilities,

(ii) The justitication submitted in support of requests
coming under one of the above categories should
follow a definite pattern as set out hereunder.




(B)

(i41)

156

In preparing RPAs particular care should be taken
in the completion of the section on financial ef-
fects and initiating officers should consult freely
with the Field Finance Officer, or in Headguarters,
with the Budget Division., It is essential that,
apart from the direct cost of salary, the indirect
costs of associated requirements should be fully
and accurately assessed.

Reorganization of Staffing

Requests for Post Action in this category should be ac-
companied by:

(1)

(1)

(i1i)

An Organization Chart setting out the total number

of manming table posts required with the adaitional
posts clearly indicated (perhaps by underlinming them
in red), the existing and recommended grades for all
posts, and existing and recommended lines of authority.
(See Attachment No. R to this Directive),

A Post Description (see Attachment No. 5 to this
Directive). ror all new posts unless the nature of
the proposed action clearly does not require this
and both an old and a2 new post description where
changes have been made in either the work performed
or in supervisory or other responsibilities.

A Justitication. Basically, every justitication

In support of an RPA should be designed to present

a case so clearly, so completely, so logically, so
fully supported by fact and detail that the approv-
ing authority will be convinced, without reservation,
that the request is both proper and deserving.

While this may be an ideal presentation this basic
objective should be kept clearly in mind, The res-
ponsibility rests with the originator of the RPA to
anticipate queries and questions likely to arise

and to answer them fully in the initial presenta-
tion. The inadequate presentation of an RPA invariably
results in delay and frequently results in disap-
proval of the RPA or rejection of the RPA without
consideration. In specific terms, a justification
should be in the form of a clear, comprehensive and
reasoned statement setting forth:-
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A detailed explanation of the circumstances
necessitating the variation to the manning
table such as a transfer of duties, increased
responeibility, etc. The question of primary
importance is "why"?: why is the moditication
necessary or highly desiraple?

The advantages to be gained from the modifica-
tion such as more efticient operations, increased
output, better supervision or control, budget
savings, etc., with the details of the advantages
clearly set forth,

The effect of the proposed action on other posts
within or outside of the Division, especially

in circumstances where increased staffing follows
a transfer of functions, Where there is no eftfect
on other posts this should clearly be stated.

Workload statistics (if these are the basis or
partial basis for the request) set out in
specific terms and showing actual increases
rather than percentages, Where workload
statistics are not pertinent this should be
so stated and the reason given.

Non-Acceptable Justification

(a)

A11 too frequently extraneous information and
irrelevant facts are included in a justifica-
tion to buoy up an otherwise untenable position.
A number of statements frequently presented
which are not acceptable in a justification are:

(1) The incumbent has been in Grade X a number
of years; is at the top of the gradej or
is ready for promotion.

(2) The incumbent of a post has the educational
or experience qualitications for a post
of a higher level,

(3) The incumbent of a post has not been promoted
recently ana a promotion would boost his
morale,

(4) The incumbent is in debt.

(5) The incumbent has increased the sizé of his
family,
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The cost of living has increased.

The salaries paid in the local labour market
for similar work are different from those
paid by the Agency.

N.B. While not pertinent for post classitication
purposes, items "6" and "7" above are important
factors in the consideration of the overall
Agency grading pattern and salary scales
and should be brought to the attention of the
Director of Administration.

(b) It is equally unacceptable to include in a
Justification:

(1)

(®)

An iteration of the duties and responsibil-
ities required of the post. These items
shiould properly already have been set
forth in the Post Description,

A statement covering the transfer of duties
and responsibilities to one post which
would tena to upgrade that post without an
accompanying statement concerned with the
effect on the post from which the duties
and responsibilities were transferred.

(3) A simple statement noting that workload

has increased without a detailed breakdown
of the type and quantity of additional work.

(C) Additional Posts to Handle Increased Workload

RPAs in this category need not be accompanied by an Organiza-
tion Chart but otherwise, the provisions of paragraph (B)
above are applicable,

(D) Reclassitication of Posts following changes in duties and

responsibilities:

(1)

(i1)

RPAs in this category need not be accompanied by

an Organization Chart but otherwise, the provisions
of paragraph (B) above are applicable,

RPAs in this category reguire submission of two

sets of post descriptions:
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(a) The original post description upon which the
post was formerly graded.

(b) The new post description upon which the RPA
rests.

(E) Rejection of RPAS

RPAs which fail to comply with the provisions of this
Directive, with particular emphasis on the presentation
of an adequate justification, will be rejected without
consideration and returned to the initiating unit.

(*) Review of Management Decisions (See Organization Directive
To. 15)

(1) Requests for review by the Director of Administration
and/or the Comptroller of adverse staff management
decisions may be made by resubmitting RFPAs to the
Director of Administration provided that:

(a) Further new justification is submitted where
feasible in support of the request for review.

(b) Where no further justification is submi tted
it is incumbent upon the initiator of the
request for review to demonstrate why it is
not feasible to provide further justification.

(ii) Requests for review of adverse staff management
decisions that fail to comply with the provisions
for review set forth above will be rejected with-

out consideration and returned to the initiating
unit.

A.R, De Angelis
Senior Management Officer

Approved:

L.P. Gendron
Acting Director of Administration



160

OFFCR:. " 13300 Sy n
06.1.355.1 ATTACHMENT NO, 1 TO STAFF CONTROL No.
MANAGEMENT DIRECTIVE NO.3 (See para. 3 of Annex B to
Personnel Directive AIX/1 )
REQUEST FOR POST ACTION
To ( Director of Administration )
(Field OHice Director)
From e HQ.
" e Field Office

1.

APPROVAL IS REQUESTED FOR THE FOLLOWING POST ACTION:

(Check one)

] Establishment of a New Post (Use only the left— hand column)
] Elimination of an Existing Post (Use only the left—hand column )
] Reclassificatfoanegrading of an Existing Post (Use both columns to show FROM and TO
TR PR e e
FROM 10
Cﬂsﬁiéa;t_ion F
— e
Grade
Post No. 7
Finance Code
Dept.
Div. D S e
Branch
Opening ClosiTg Opening Closing -
Date : Date: Date: Date ;
= —_— ]
2 _AN(;ILL_A_@Y EFFECTS:  (Brief narrative of all ancillary effects, including other staffing, services,
or equipment involving direct or indirect expenditure 2
3. FINANQI{;\I: . EFFECTS OF _REOUESTEQ ACTION INCLUDING ANCILLARY EFFECTS

ANNUAL RECURRENT NON - RECURRENT
COsT (%) COST (%)

FINANCE CODE

4. JUSTIFICATION FOR REQUESTED ACTION: (
(Check one)

) Is set forth below ( ) Is attached
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OFFICE :

CONTROL No.

( See para. 3 of Annex B to
Personnel Directive AIX/1)

06.1.355.1 AT’IACHMLHT NO. 1 TO STAFF
MANAGEMENT DIRECTIVE NO.3
REQUEST FOR POST ACTION
To (Director of Administration)
( Field Office Director)
From (e HQ.
Field Ofice

1. APPROVAL IS REQUESTED FOR THE FOLLOWING POST ACTION:

(Check one)

] Establishment of a New Post (Use only the left—hand column)

] Elimination of an Existing Post (Use only the left—hand column)

M Reclassification/Regrading of an Existing Post (Use both columns to show FROM and TO

[]  OTHER (SPECIFY) -
FROM TO

a;ssiiica?on 1

Grade .

Post No.

Finance Code

Dept.

Div. _

Branch

Opening _ C!ésing Opening Closing
Date : Date : Date :

Date :

2. ANCILLARY EFFECTS:

(Brief narrative of all ancillary effects, including other staffing, services,
or equipment involving direct or indirect expenditure).

3. FINANCIAL EFFECTS OF REQUESTED ACTION INCLUDING ANCILLARY EFFECTS

FINANCE CODE

4. JUSTIFICATION FOR REQUESTED ACTION: ( )
(Check one)

7] | I S L e N

ANNUAL RECURRENT
COST (%)

NON - RECURRENT
COST (9)

Requesting Officer’s Signature

Requesting Officer’s Title

Is set forth below ( )

Is attached




(Check one )

O Request approvad
O Request NOT approved ‘
O Other action i R "é
Because - [ I e ‘; : :
e S !
o e — —— #
L e
...................................................................................................................................................................... e -
)
g -
...................................................................................... Fl
Director of Admin\straﬂon) Y
(Field Office Director) =
Date e (cross out one) :;‘
A x B
6. CONCURRENCE BY COMPTROLLER - a
o ?: € "
(Chack one) J 3 g
1 d concur in the decision of Director of Administration, =] ®
O do not S "
+|
B . e e 3 ‘1 ]
e - o = S _.,,_ﬂ__,,,_.__._.-,_w______.—-—-—— A %% 1
ppppp ,__——-..o-‘-—,._-—v——-.—.—.—.-.-.-—---.A—.'..»...-v—_—-—.-_-.—-u-‘.._-.------_.A—.-—--.——-—..-.-c-..--—.....-...—..—..—-nu-.--—----..._.-..¢.-...—..-..—_.-..v--..-...-—u-..r.—u--.--..‘-a.—---A. —_-—-__._'-—-_-'_-‘ i i
e 4
Comptroller '&i
= 4 E
(&) iF
, ACTION BY (CHIEF BUDGET DIVISION) 3 F
(Check one) (FIELD FINANCE OFFICER) 1
A. Funds are available in the approved budget. E‘i
Lz
B. Funds have been issuodfwithdrawn as appropriate. See B.A A, NO e — 3
iy @
[] C. Other e J— - = I 1 &
P e e E% o
' v _
b o
}"'_ (=]
¢ p—
Date—..—— w e ._ﬂ...,.".,._._é_ ........... B,a_,_é._ I i
(Chief, Bu ge jvision ) = 3 e
- o - 4
one) (Field Finance Officer) Q - ' L hRRa A A —
B
Instructions _for preparation and Completion of RPAs ‘;‘a‘ a i
- i
3 2 Eghammo.:gzzggm:amr-aawp\o\pg\a
¥ Prepare and submit the Request for Post Action in conformity with the requirements of personnel Directive No. AiX'ﬂ © ; -
Annex B paying particular attention to pAre: 4 (PROCESSlNG RPAs) and pore. 6 (\NFORMAT\ON REQUIRED IN . "o‘
5UPPORT OF RPAs...-)- Such information need not include the Job Evaluation proforma but must Include G Post (Job) 5 " “ 3
Description ond a Justification in all coses and an Orgaonization Chart when applicable- i d o 3 e — 1 z
s e uu.nunn-g wmeer will complere secnons 1, 2, 3 and 4 of the RPA In full and forward the request directly 10 Director of 5; é 3 & g g - = 5‘ i %é é D g \
Admlmlstrcmon ( or Field Administration Officer ), together with related supporting documents. Chief, Budget Division (or ' g :‘ > - - . e N s :
Field Finance Officer ) should be consulted for assistance in completion of Section 3 ® © . o - g - g 5 e, - (w? el
e € .32 e g be,
' .d - - o
3.  Disposal of completed RPAS will be in accordance with Personnel Directive AlX/1, Annex ‘B’ excep! if otherwise instructed. ;3« =1 ] ¥ g . 58 a ‘ @ g & g ": B 2% b4 i
- @ ol B , Q
4. Where an RPA requires approval by eirut HQ. action to implement the proposal moY be taken only ofter receipt of the L E‘: :.': - i | E é E ! % i T n- ! ., % 1.5 %é é E ":
f:pprov.ed copy, duly completed. |mplementation of all RPAs will conform with Staff Regulations and Rules and reloted ,g - ég 2 E b p‘g badl- g 2 3
instructions, excep? when a different offective date hos been expressly authorised herein. P - b % ° 4 8 g % .- g . ) g8 %
R ii HAI R
[ ]
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=
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Abtachment No, % to
gtaff Management Directive lic. 3

(1.1.64)
POST DESCRIPTION
Post Title: Lepartment or O0ffice:
HQ or Field: Division:
Grade of Post: Branchs

Date:

1. HATURE AND EXTENT OF WORK:

A.

Be

C.

Basic Function:

State briefly the basic function and purpose of the post.

work Performed:

Divide the job into its major parts and describe the primary
duties (avoid minute detail) of each part in a separate
numbered sub-paragraph. Speclfy the approximate percentage
of time alloted to each major part, Avoid the use of wvague
terms such as maintains, checks, nandles, prepares, takes
care of, assists, etc, [Lxample: The Director of a Department
or Field Office handles correspondence--so does a messenger.
Tell exactly what 18 done. Example: He reviews for accuracy
and content correspondence preparea by his assistant or
secretary and signs the correspondence, 1f this is difficult
to explain, give a brief example,

Mental Demands:

Specify in some detail (if not clearly indicated in 1 B. above )
the initiative, originality of thought, creativity or in-
ventiveness required to effectively carry out the specific
duties and responsibilities of this post.

2. SUPERVISION AND FUNCTIONAL ASSISTANCE RECEIVED:

A.

Supervisor:

Give the post title of the position's immediate, direct
supervisor,
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Be Syervision 4

Specify the nature and degree of deliberate, planned
supervision exercised over the work of the post by
higher authority.

State the extent to which higher authority specifies
when and how work is to be donej extent to which work
is observed in order to direct it: purpose of review

of completed work; types of assignments received;
number worked on at one time. IS supervision exercised
when assignments are made or while the work is being
performed?

Work Flow:

(1)

(i1)

Where does the work come from for this post; what is
jts state of completion when it arrives; what is done
with it by the incumbent of this post and where does
it go when the incumbent has completed his work on 1it?

Describe any weekly, monthly, seasonal or cyclical
fluctuation in type and/or quantity of work and spe-
cify the reason(s) for the fluctuation.

Functional Assistance:

State the nature and extent of and necessity for functional
and/or technical assistance that is available from:

(1)

(1)

established operating procedures, practices, methods,
written instructions, etec.

regulations, rules, policies, principles, controlling
precedents, {

(iii) advice and assistance from persons other than supervisors.

3. RESPONSIBILITY AND AUTHORITY:

A

@hxaea 3

State briefly the nature and extent of responsibility for the
work of others with regard to:

(1)

(i1)

simple, direct, routine supervision, handing out work,
seeing that established practices are followed.

employee discipline, welfare, morale, etc.

(iii) planning work operations, selecting, assigning and

reassigning personnel.
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(iv) numbers and grades of all personnel broken down as
indicated under (i), (ii) ana (iii) above with spe-
cific note whether responsibility is direct or in-
direct.

Qperations or Functions:

Specify the nature and degree of responsibility for opera-
tions, processes or other functions.

Policy, Plans, Procedures:

Specity the nature and degree of responsibility for poliey,
planning, procedures, methods, etc,

Materials and/or Products:

Specify the nature and degree of responsibility and authority
for materials (excljding equipment) and/or products.

Eguip_lgent :

State briefly the nature and extent of responsibility and
authority for physical property, such as buildings, machinery,
tools and other facilities.

Money :

Specify the nature ana extent of responsibility for money
ana authority to monetarily commit the Agency.

Importance of Accuracy:

Specify the results of mistakes or inaccuracies with regard
to:

(1) results not readily correctible and subsequent cost
to the Agency in terms of time, labor, money, prestige,
etc,

(ii) cost to the Agency of correction in terms of time,
labor, money, prestige, etc.

Personal Work Contacts: (Note: This does not inelude
ordinary relations between
superior ana subordinate
employees nor relations
with fellow employees
within one organizational
unit).
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(1) Internal:

Specify purpose and difticulty of contact with re-
gard to the following:

(a) with whom are the contacts?
(b) what is the frequency of contact?

(c) state the purpose of the contact (to give, re-
ceive, exchange information; to plan or make
arrangements; to explain, clarity, interpret;
to gain acceptance of ideas, defend, persuade;
to develop policies, principles; to participate
in group action).

(d) what conditions, if any, exist to make it easy
or difficult to accomplish the purposes of
contacts (precedents of smooth or difficult
working relationships, organizational structure,
etc. )

(ii) [External:
Specify the responsibility and authority for relations
between the Agency and outside firms, organizations,
individuals or governmental agencies with regard to
(1) (2), (b), (c) and (d) above.

4, MINTMUM QUALIFICATIONS:

A, Education:

Specity the minimum level of formal education required to
pertorm the job.

B. @erience:

Specity the nature and extent of required experience to
perform the job.

C. Enowledge, Skills and Abilities:

Specify the nature and extent of other knowledge, skills and
abilities required (not just desirable or possessed by the
present incumbent) to effectively carry out the work of this
post.

N.B, Please keep your remarks concise and relevant to the post
described.
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