QUESTIONNAIRE
Name: 



Cristina Gomez

Position in the Organization: 
Administrative Officer

Organization: 
Office for the Coordination of Humanitarian Affairs            (OCHA)

Position of your boss: 

Executive Officer

Number of person that you supervise: 3

Size of your Organization: 

1,500 (approximately 260 in NY)

Area of supervision:  Within the Executive Office, Human Resources Section, the administration of 260 staff is distributed among three professional HR officers. I supervise 120 of these staff within the following Sections: Office of the USG (OUSG, OASG, Director NY, Donor and External Relations, Inter-Agency Standing Committee, Strategic Planning Unit), Advocacy and Information Management Branch (AIMB),  Executive Office and the Integrated Regional Networks (IRIN) which are located in the field offices and spread worldwide.
See below the organization chart of my areas of responsibilities/under my supervision (120 staff).
OFFICE FOR THE COORDINATION OF HUMANITARIAN AFFAIRS
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Educational Background
I consider myself a trainer by nature and by heart.  I hold two degrees in education.  While pursuing my graduate studies during the late seventies I decided to pursue a degree in Politics and Economics, fields that I was very interested in since I was committed to change the world for the better.  However, my career path led me to the Human Resources field.

1. Elementary School Teacher diploma (obtained when attending high school in a pilot project)

2. BA in Education (High School teacher, Spanish and Literature)

3. MA (degree not received due to non-registration during period of thesis preparation).  Major: Latin American and Caribbean Politics; Minor: Economics

Work Experience
As can be observed from my PHP, my career in Personnel and Human Resources started in 1977 with UNDP as a regular staff member and later as a consultant with different UN departments and agencies.  I have also worked in education (teacher at the elementary, high school and college levels) and in marketing and sales in the private sector.
For many years I decided to work as a consultant since this arrangement provided me the opportunity to raise my children and work on part-time basis and telecommuting.
See below a list of main assignments/employment history:

1. Administrative Officer/OCHA – June 2006 to present
2. Team Leader/DPKO – June 2004 to May 2006

3. Recruitment and Placement Officer/DPKO – March 2003 to May 2004

4. Human Resources Specialist/UNDP – July 2000 to December 2002

5. Regional Sales Representative and Senior Trainer/WorldConnect Communications – November 1999 to June 2000

6. Strategic Marketing/Administrative Officer/FESPA – September 1998 to July 1999

7. Personnel Specialist (Policy)/UNHCR – June 1996 to December 1997
8. Consultant (Personnel)/UNOG – February to December 1995 

9. Consultant (Personnel)/UNOPS – March to July 1994

10. Consultant (Personnel)/UNDP – July 1992 to December 1993

11. Marketing Consultant/Motivation Dynamics – January 1990 to November 1991

12. Sr. Personnel Assistant/UNDP – July 1977 to June 1988

13. High School Teacher – March 1971 to March 1974

Three main competencies required to be successful in my job
1. Professionalism:  Technical knowledge is essential while working in the field of human resources.  Sound judgment and common sense are required in the interpretation of Staff Rules.
2. Client Orientation:  Is another essential competency when working in providing services, i.e., within the Human Resources environment.  It is very important to establish and maintain productive relationships with the clients as well as to identify their needs and deliver the best possible services.

3. Teamwork: This competency is pivotal in order to accomplish the Section’s as well as the Organization’s goals.  As team leader, communication, trust and empowering the members of the team are necessary to increase the team members’ productivity, self-confidence and professional development. 
Three main responsibilities related to human resources and people under my supervision
1. Administration of entitlements, recruitment, training of supervisees:  The present position within the Human Resources Section/OCHA entails the recruitment of staff in New York (professionals under 100, 200 and 300 Series of Staff Rules; general service staff, consultants) as well as those with IRIN in the field (professionals under 200 Series of Staff Rules).  Administration of their entitlements during their assignment until the separate from OCHA.  I am also in charge of handling Junior Professional Officers (JPO) and, as a focal point within OCHA advise the sections on the best practices related to JPOs.  Daily training of staff under my supervision (to better serve the clients) in entitlements and interpretation of Staff Rules.  
2. Human Resources adviser to clients: On human resources issues such as entitlements and benefits, career advancement, classification of posts, presentations to the SPA Panel, Galaxy issues related to regular vacancies.
3. Adviser to Sr. Management:  Provide options and viable solutions to different cases brought to my attention.
Three main challenges or difficulties related to my main duties
1. Emergency nature of OCHA operations:  Rapid recruitment is needed in emergencies.  The creation of Rosters of candidates and consultants that can be deployed immediately have been created.  This rapid deployment alleviates the burden on the field offices.

2. Nature of OCHA’s funding:  Only 8% of OCHA’s budget is regular; the rest is extra-budgetary or GTA.  These non-regular funds have challenges and impact on Staffing, specially when a crisis arises and rapid deployment is needed.  As a HR professional I need to find the best solution or alternative to deploy the needed personnel and coordinate with the Finance Section so funds are immediately available.
3. Lack of delegation of authority:  100 and 300 Series of OCHA’s staff are handled by OHRM.  200 Series are handled by DESA.  The Executive Office acts as the “intermediary” between the Sections and these two departments, causing delays in the processes.  Delegation of authority has been obtained to handle field staff which has helped in reducing time in human resources processes.

Relation with the Executive Line: 
Support, collaboration:  1) provide advice to resolve human resources issues; 2) ensure that deployment of staff are on target; 3) propose viable solutions.
Best practices of OCHA
1. Mobility and Rotation policies:  Because of the increase in emerging crisis, OCHA requires trained humanitarian professionals ready for field or Headquarters deployment.  OCHA’s mobility and rotation policy permits achieving its goals as well as serves as an efficient tool for cross fertilization between Headquarters and Field staff.  Staff from Hqts to the field deploy to higher level posts and, under the 200 Series, they are assigned and obtain this higher level while maintaining a lien on their Hqts’ posts for 2 years. 
2. Roster:  Roster of candidates already cleared and ready for deployment.

3. Local Staff:  experienced local staff from regional/downsizing offices deploy to start up offices during emergencies.

4. National Officers:  deploy to Headquarters or other field offices as international staff.
ASSESSMENT – HUMAN RESOURCES MANAGER

1.  The United Nations Values are: Integrity, Professionalism and Respect for diversity.
Integrity: All UN staff members are to behave with fairness, impartiality and uphold the principles of the UN without seeking personal gain.

Professionalism: Knowledge of the subject matter and pride in the work performed.  Again, a UN employee shows professionalism when committed to the UN principles and shows competence in observing deadlines and achieving the goals of the Organization.

Respect for diversity:  A UN staff member should be able to work with staff from other backgrounds and different countries/cultures and respect others’ point of view.  Discrimination of any kind against others should be nil among UN employees.

a) Example of Integrity:  The present Executive Officer of OCHA is a perfect example of integrity.  Despite the fact that she has the authority to decide on any issues related to the Executive Office, when it comes to funding and selecting staff for the EO, she involves staff from other sections and departments to conduct impartial interviews and selection of candidates.  For any candidate to be selected for the EO, approval is obtained from the ASG.  When is comes to travel or hiring temporary staff again, approval is sought from the ASG or USG despite the fact that, as mentioned before, she is the authority to act without other’s approval.
b) Lack of integrity:  A Chief of Section once approved the Secondment of a staff member from another agency without going through the Director of OHRM as I had advised due to lack of competition (no vacancy announcement was posted for this position).  This supervisor mentioned that OHRM has delegated this function to her despite the fact that I had written confirmation from that department that the only authority for this type of movement between organizations is OHRM.  Later on, this supervisor recognized that she has taken that step because she needed to bring a staff member from another agency at the P-3 level when such an individual at the general service level did not have a university degree and, in the opinion of this supervisor, the only way to do it was through secondment which she would take care of.  This action was a complete lack of integrity from an UN staff member, based on lies and lack of judgement.
c) Example of Professionalism: After attending a meeting and workshop in Nairobi where international and local staff (LS) working in OCHA’s different field offices were present, I was made aware of the poor conditions of service of our local staff in the field who are administered by UNDP.  One of the “hot” issues was the reclassification of posts which UNDP was refusing to take care of arguing that the levels of LS within UNDP were lower than those of OCHA, despite the fact that the functions differ.  Upon return to New York I met with the Chief of Recruitment and other HR professionals in UNDP and a communication was sent to all UNDP offices to the effect that requests for classification from OCHA should be treated as any other request and be taken care of.  Ever since, this issue has been solved and indeed, the posts are classified/reclassified according to the functions and not to the “believe” of UNDP staff.  

d) Lack of Professionalism:  While attending a weekly meeting with the Chief of Human Resources and one of the branches under my portfolio, one P-4 staff member requested advice on her “mobility count”.  I advised her that in view of the fact that she was recruited at the P-4 level she would need a “lateral move” prior to being eligible for application to a P-5 position.  My supervisor corrected me stating that in fact, after applying and been selected for another P-4 position, she would only need one day in that new P-4 post and she could even apply the same day for a P-5 position.  When we left the meeting, I informed her that she was incorrect and that the P-4 needed one year prior to applying to a P-5 and she responded that she was the Chief and knows the policies so, she has the right to correct me in front of other staff members however, I could not even have a dissenting opinion since she is the Chief and accountable for any action.  I was dismayed by not only her lack of professionalism but her disrespectful  behavior and lack of maturity and integrity.
e) Example of respect for diversity: While on Mission to Sudan I noticed that the bathrooms for women have extra fixtures.  I was told then that the culture does not permit women to use paper but rather they have to wash with water every time they visit the bathroom.  The Director of Administration at the time had decided that all bathrooms within the compound should be renovated to take care of this cultural issue.  I believe that he showed understanding and a respect for diversity to the local culture.
f) Lack of respect for diversity: I was attending an interview last week and in the opinion of most panel members, the candidate was the best of all interviewed.  However, one panel member mentioned that this candidate was too “pompous” in his answers.  Another panel member who knew the candidate and his background explained that, having worked in the country of nationality of that individual, he knows that the behaviors shown by the interviewee are typical of a person from than country.  Perhaps the dissenting panel member showed lack of respect for diversity without knowing difference between cultures, beliefs and ways of behaving. 

2. Chile staff don’t know too much about the UN values
Upon arrival in Chile and after finding out that staff do not know too much about the values mentioned above, I would:

1. Distribute the relevant circulars and documentation regarding the values that all UN employees should uphold.

2. Organize an Orientation Course.

3. Create a mentoring programme by which a Senior staff would mentor junior and/or new staff on those values.

4. Provide continuous guidance to staff until I have settled in and see that the values of the UN are respected.

3. Submission of report to UN Headquarters on a fixed date
If I had only one hour to submit the report to UN Headquarters and a big mistake is discovered, I would communicate with Hqts to advise them of the issue and which are the adjustments needed in the report but assuring Hqts that the report will be indeed submitted but with a few hours of delay.  I will not be prepared to comply with the deadline of one hour by submitting an erroneous report but rather, extend the deadline by a few hours, explain the issue to Hqts and my supervisors and obtain their understanding/agreement for the late submission.

In the future, I would give an earlier deadline to my staff so as to have ample time for discussions, corrections, agreements among all concerned and be able to submit the report on time.
4. 50% reduction in the salary budget  

In view of this request of huge reductions in the ECLAC salaries budget and considering that the salaries are set and legally cannot be changed, my plan would be:

1. Meet with all chiefs of sections seeking advice on the positions that could be abolished.

2. Request from them the minimum requirements of the Section to operate efficiently.

3. Since salaries of local staff are lower than those of international staff, I would also request advice as to which functions/posts could be converted to local to reduce the salary costs of these positions.

4. Put in place a freeze in recruitment and not extend those newer staff on fixed-term or temporary appointments.
5. Propose outsourcing of some functions, if it is cost-effective and this action would imply reducing the salaries budget.

6. Propose part-time alternatives for some posts/functions when it is determined that the tasks can be accomplished during reduced hours of work.

7. Come up with other innovations for productivity gain.

I need to mention that, if a budget is allocated for staff termination of contracts, I would find the most beneficial separation package for staff members to “buy them out” in order to achieve the 50% reduction.

To advise the staff on this big cut in the budget, I would also request the Chiefs of Section to have meetings with their staff to prepare and advise them on this issue.
Once the staff are aware of the budget cut, I would call a town hall meeting attended by all ECLAC staff and chaired by the USG.  The USG should communicate the issue to the staff and the big challenges ahead, asking them for their understanding and cooperation and assuring them that all possible scenarios will be explored. 

Lastly, the Staff Union should be present in the negotiations and it should be consulted during each step of the way and agreement sought from the Union.

5. 20 women as a staff within the Human Resources Section 

Being Spanish speaking myself, I would not have problem with the staff who prefer Spanish as their means of communication.  In fact, I have one colleague within the Executive Office who is Spanish speaking and we never use English in our daily contacts when discussing human resources issues (except when we cannot remember the correct expression in Spanish for that specific entitlement).
Upon arrival I will request information on how things are done and processed and will accept their way of doing things.  When I have settled in and have obtained their trust, get to know them and get them to know me, I would propose other ways of doing things and, at the same time, praising them for their achievements.  I would suggest other ways or practices in order for them to “buy” into them, without imposing my views but rather, suggesting perhaps to try these “techniques” for a week or two.  In my opinion, this is a very reasonable way of changing staff behaviors and, of course, continuous motivation and praise are a must. 

6.  The Human Resources Department has many requests from other departments and cannot fulfill these requests on time
If, when arriving in Chile I encounter that there are numerous requests that cannot be fulfilled on time, I would evaluate the situation as follows:

1. Prepare a survey to be sent to all staff in ECLAC to find out the perception about the Human Resources Department and its shortcomings and ways to improve it.  This survey should be anonymous. 

2. Meet with the Heads of other Departments and Sections and request honest feedback on what goes well and what does not.  I will also request from them to point out the shortcomings and what are they expecting from the Human Resources Department.  Lastly, I will also request from them to be honest when replying to the survey.

If the evaluation is negative I would proceed as follows:

1. Set up the priorities according to the results of the survey and discussions with the other Heads of Departments and Chief of Sections.
2. Plan and implement a more effective redistribution of work.
3. Request my staff to attend Client Orientation Courses (or refresher courses).

4. Hold regular meetings with staff for feedback on issues when a staff member is not happy.

5. Hold regular weekly meetings with the Heads and Chiefs so they are kept up to date with the changes within my department and request feedback on improvement on part of my department, or otherwise.
6. Instruct my staff to acknowledge any request within a matter of 48 hours even if they need to advise the staff member that, because of the complexity of the case, it will take a few days longer for the issue to be resolved.

7. Monitor the compliance of above by holding regular meetings with my staff.

7. a) Best leadership experience
While with DPKO, I was sent to the Mission of Sudan immediately after the mandate was approved, as a Team leader of a “Recruitment Tiger Team”.  The instructions from Sr. Management was to recruit, during the two-month period, at least 100 staff.  In view of this request, I asked Sr. Management that I be allowed to not only bring one professional staff, but also two of my assistants familiar with the recruitment and technical processes/procedures, as well as a Travel Assistant that will be dealing with Travel, Laissez-passers and visa issues.  Moreover, prior to our arrival to Sudan, I made sure that IMIS, e-mail access and other databases (Nucleus and Galaxy) be available upon arrival, to facilitate our mission.  The Tiger Team was able to recruit about 200 staff during the period of stay in Sudan.  This has been one of my biggest accomplishments as a team leader.
b) Unhappy experience as Team Leader
While working for UNHCR  in the Policy Section, I was requested to prepare with a few other staff, a training programme for field staff in view of the decentralization of human resources processes/actions to the regional offices.  This training programme, once approved, would be followed by regional workshops where all members of my team would attend as trainers.

The training workshops were set up and, at the last minute, Sr. Management advised that the funds allocated for travel have been used for other purposes so the workshops were cancelled.

The team was really disappointed because many months of hard work has been placed into this undertaking.  Still, we needed to train the staff in the field because the decentralization was imminent.  We decided to expand the training programme with guidelines and SOPs (a hands-on manual was published) and everything was incorporated into a CD.  The regional offices and their staff were provided with the Manual and the CD.  

Despite the fact that our training programme and workshops were an unhappy experience, we were able to turn around the situation and obtain similar results.  Our efforts were not in vane.
8. Hardest decision during my work experience
While working with DPKO I was given an assignment with a week’s notice to deploy to Timor Leste to evaluate the staff and place them in other missions, as much as possible.  The Security Council had not approved the extension of the Mission’s mandate at the last minute and we had only four weeks to take care of closing the mission and separating staff members.

The evaluation of staff and possible placement of 120 international and local staff seemed an impossible task.  The exercise was very successful in placing numerous staff in other missions.

While at the Mission, the Security Council approved the extension of the different mandate, therefore, many of the staff who have not yet been placed in other missions could stay in Timor Leste but many others could not, in view of the fact that their profiles did not match the requirements of the approved mandate.  Moreover, the size of the mission was reduced and some of the sections would also be reduced.
It was my role to advise these staff members that, unfortunately, no placement in another mission nor extension in Timor Leste could be accomplished.

This decision of selecting who will stay (with consultations with the Chief of Sections) and advising the staff members concerned has been, in my experience, the hardest I have been exposed to.
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