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Summary

As mandated by the United Nations Entity for Gender Equality and the
Empowerment of Women (UN-Women) Corporate Evaluation Plan 2014-2017, the
UN-Women Independent Evaluation Office undertook a corporate evaluation of the
UN-Women’s regional architecture.

The purpose of this evaluation was to assess relevance, organizational
effectiveness and administrative efficiency of the regional architecture to deliver on
the UN-Women mandate across all roles—normative, operational and
coordination—at country, regional and global levels.

The findings will be used for strategic decisions, organizational learning and
accountability, and will inform the development of the UN-Women Strategic Plan
2018-2021.

The primary intended users of the evaluation are the UN-Women Executive
Board and UN-Women senior management and staff at the global, regional and
country levels.
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Background to UN-Women’s regional architecture

1. The United Nations Entity for Gender Equality and the Empowerment of Women
(UN-Women) was established by General Assembly Resolution 64/289 on system-
wide coherence to assist Member States and the United Nations (UN) system in
progressing more effectively and efficiently towards the goal of achieving gender
equality and women’s empowerment. The mandate of UN-Women brought together
four pre-existing entities,® calling on the new Entity to have universal coverage,
strategic presence and ensure closer linkages between the norm setting
intergovernmental work and operations at the field level. It entrusted UN-Women
with a leading role in normative, operational and coordination work on gender
equality and women’s empowerment in the UN system.

2. The founding General Assembly Resolution 64/289 stipulated that: “in its
strategic plan, UN- Women would describe as its highest priority the restructuring
and upgrading of its effectiveness and presence on the ground, at both regional and
national levels.”?

3. In 2012, and pursuant the Executive Board Decision 2011/5 on the UN-Women
biennial institutional budget 2012-2013,° UN-Women presented its plans for the new
regional architecture. The overall goal of the regional architecture was to delegate
authority to maximize the organization’s ability to deliver on its mandate in a more
effective and efficient way and bring capacity closer to the field in order to increase
contribution to the achievement of results.

UN-Women’s regional architecture

4. The regional architecture identified key elements that were necessary in order to
better support Member States and to leverage the UN system. Those elements were
informed by consultation with Member States, civil society partners, UN agencies and
UN-Women staff, in addition to an external study including lessons from other
organizations both within and outside the United Nations. The new institutional
arrangement shifted decision-making and policy, programmatic and operational
support to six regional offices and six multi-country offices, as well as country offices
that would continue to be strengthened and report directly to regional offices. Five
guiding principles were identified to strengthen effectiveness and efficiency: (a)
decentralize authority to the field with the required operational support functions; (b)
get the maximum impact from existing resources and synergies with other
organizations; (c) best serve the coordination function of UN-Women in the UN
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system; (d) ensure quality and accountability across all levels of the organization; and
(e) ensure coherence for the role, messaging and mandate for UN-Women.*

5. The new regional architecture consisted of: (a) the establishment of six regional
offices and six multi-country offices, including the transformation of the existing
sub-regional offices into either regional, multi-country or country offices; (b) the
decentralization of day-to-day managerial oversight functions for UN-Women
country presences from Headquarters to regional offices; (c) the transfer of some
technical and operational functions from Headquarters to the regional level; (d)
accompanying changes at Headquarters to support higher-level oversight and global
technical and policy knowledge and support to the field.

Objectives of the evaluation

6. The corporate evaluation of UN-Women’s regional architecture was undertaken
as part of the Corporate Evaluation Plan 2014-2017. The purpose of this evaluation
was to assess the relevance, organizational effectiveness and administrative efficiency
of UN-Women’s regional architecture.

7. The evaluation analysed the design, planning and implementation of the regional
architecture from its launch in 2012 to the first quarter of 2016. The scope of the
evaluation included field presence and divisions in Headquarters. The evaluation was
based on gender and human rights principles, and adhered to the UN Evaluation
Group’s norms and standards for evaluation. A specific evaluation objective on
human rights and gender equality was included, and specific questions on gender
responsiveness were mainstreamed across the evaluation criteria.

8. The evaluation was commissioned and managed by the Independent Evaluation
Office of UN-Women and was conducted by an external independent evaluation team
between September 2015 and August 2016, with the active involvement of the UN-
Women Reference Group.

Evaluation methodology

9. The evaluation deployed a mixed-methods approach, consisting of three levels
of analysis from four streams of data collection including: (a) a document review; (b)
an in-depth country portfolio review; (c) a global survey of UN-Women staff; (d) and
six case studies—one at Headquarters and five country visits. Each of the four streams
of data collection served a different, but complementary, purpose: engage different
stakeholder groups that could provide the most relevant and useful data to address the
evaluation questions. This approach also allowed for triangulation of data across
different sources and methods.

10. The desk review involved a systematic review and analysis of more than 300
documents pertinent to the UN-Women regional architecture. The portfolio review
included the in-depth analysis of secondary data and semi-structured interviews in 6
regional offices, 6 multi-country offices, a representative sample of 14 UN-Women
country offices and 8 programme presence countries. These data collection methods

4 UN Women. 2012. "Report of the Under-Secretary-General/Executive Director on the Regional
Architecture Review". UNW/2012/5.
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were supplemented with the perspectives of 331 UN-Women staff who responded to
a web-based survey.

11. The country case studies consisted of desk review and semi-structured
interviews. The countries were selected based on the criteria of type of office,
geographic distribution and country context. The final sample of country case studies
was constituted of Colombia (Country Office), Liberia (Country Office), Morocco
(Multi-country Office), Tajikistan (programme presence country) and Thailand (Asia
Pacific Regional Office).

12. The key primary data collection tool was semi-structured interviews that
investigated the perspectives of key stakeholder groups on the relevance,
effectiveness and administrative efficiency of the regional architecture. Overall, the
evaluation team conducted 265 interviews: 38 at Headquarters and 227 in the field.

Key findings and conclusions

Based on the 32 findings of the evaluation (see Annex 1), the following 10
conclusions have been developed.

. Relevance

Conclusion 1: UN-Women’s overall ability to respond to stakeholder needs has
significantly increased at all levels (global, regional and country), with some limitations
by different office types.

13. With its significant increased presence from 59 offices in 2011 to 96 offices in
2015,% including regional and sub-regional presence, UN-Women has positioned itself
in many of the right platforms and fora to enable it to listen and respond to its external
stakeholders. There is clear documentation from previous external assessments that
the regional architecture has increased UN-Women’s relevance with key external
stakeholders.5,7,8,°10 1112 Various assessments found that UN-Women has been
successful at adapting to country-level needs, relevant to external stakeholders, and
strong in all areas of relationship management, including supporting national
priorities, adjusting procedures and using country systems. These findings from past
evaluations and reviews were confirmed in this evaluation’s case studies, portfolio
review and survey.
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1 UN Women. February 2016. “Evaluation of UN Women’s Contribution to United Nations System
Coordination on Gender Equality and Empowerment of Women (GEEW)”.
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Empowerment of Women: Report of the Office of Internal Oversight Services”. 55" Session,
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14. UN-Women works within the regional architecture to ensure the universality of
its mandate through the promotion of gender equality and women’s empowerment in
global and regional agreements, and by Headquarters and regional offices providing
support, including to non-presence countries. On a global level, UN-Women’s
universality is seen in its normative work through the Commission on the Status of
Women, which has been key in providing governments and other partners with the
necessary frameworks to promote gender equality and women’s empowerment in their
own countries and organizations. On a regional level, UN-Women’s normative work
in regional platforms, such as the Association of Southeast Asian Nations, has enabled
member states to enact policies and programmes that support gender equality and
women’s empowerment in their countries. The role of regional offices to respond to
non-presence countries has increased UN-Women’s universality and ability to support
gender equality and women’s empowerment in as many countrieS as possible
throughout the world.

15. While UN-Women has made significant progress in promoting universality, it
experiences limitations by office type. At the country level, country offices responded
best to all stakeholders, while multi-country offices and programme presence offices
were more limited in their capacity. Multi-country offices were challenged by the
additional responsibility to support satellite programme presence offices because they
are assigned similar staffing as country offices but have to support multiple countries
instead of one. Also, because this was not an explicit criterion in the designation of
countries across the typology, in some instances UN-Women may not have been
considering systematically the presence and capacity of UN partners in countries in
order to complement its own capacity in an effort to maximize delivering on the
universality of its mandate.

16. Programme presence offices, originally designed in the regional architecture to
implement programmes only, have two constraints: (a) limited access to key
stakeholder platforms because they are not recognized as actors of equal standing as
other UN agencies; and (b) limited capacity to respond—on average, their workforce
is one fourth that of the workforce of country offices and the budgets they manage are
six times smaller than country office budgets. UN-Women capacity to respond to
stakeholders in non-programme presence countries is limited and is best served by
global and regional agreements incorporating gender equality and women’s
empowerment.

. Effectiveness

Conclusion 2: The regional architecture has been rolled out rapidly and in accordance
with the Executive Board Papers’'® guidance and expectations with two exceptions:
Headquarters structure has not been adequately adjusted to support regions and
countries, and the prescribed robust knowledge management and internal
communication functions have not been adequately developed.

17. UN-Women has succeeded in rolling out the regional architecture overall in
accordance to the Executive Board Papers, especially around the establishment of the
different types of offices, approving the delegation of authority, transferring some

18 Under-Secretary-General and Executive Director of UN Women. 2012. “Regional Architecture:
Administrative, Budgetary and Financial Implications and Implementation Plan”. UNW/2012/10.
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operations functions to regional offices, and increasing capacity at regional and
country levels.

18. Given the speed of regional architecture rollout, it is not surprising that there are
aspects that still require completion, including making adjustments in Headquarters
to support the regional architecture and establishing robust knowledge management
and internal communication functions. At this time, the field reports to the Programme
Division, while there are weak structural and reporting linkages (not even a technical
reporting line) between the field and other parts of Headquarters—specifically the
Policy Division in Pillar A, Pillar B and the Division of Management and
Administration (except for Regional Security Specialists based in regional offices
who have a direct reporting line, both technical and supervisory, to the Headquarters
Security Team).'* In fact, only ad hoc linkages were reported between Headquarters
and the Policy Division and Division of Management and Administration. The
existing weak linkages and the gap in knowledge management and communication
may create inefficiencies and duplication of effort, which constrain the organization’s
ability to provide clear direction and priorities, as well as support effective delivery
on the mandate.

Conclusion 3: The regional architecture has increased UN-Women’s overall ability to
implement the integrated mandate in the field (normative, coordination and
operational) with some limitations by programme presence countries.

19. This evaluation found ample evidence in the field of UN-Women delivering on
all aspects of the mandate and that UN-Women delivery created synergy between the
three aspects of the mandate. This finding is aligned to similar ones from previous
external assessments and evaluations,15,16,17,18 19 20 21 22 23

20. The evidence showed that the global and regional levels appropriately fulfil the
normative and coordination mandates. The regional level is also delivering on the
operational aspect for regional funds and supporting countries to deliver on their own
programmes. There is evidence that multi-country and country offices deliver on all
aspects of the mandate, with country offices being the most effective overall because
they have the highest capacity. Programme presence offices experienced challenges
to deliver on the normative and coordination aspects of the mandate because they have
limited access to relevant governmental and UN platforms and more limited staffing.
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4 Following data collection, a direct reporting line, from the Chief of Accounts and Finance staff at
Headquarters and the field was added and implemented in new job descriptions.

15 UN Women. January 2015. “Report on Implementation of UN Women’s Regional Architecture, Nov 2012-
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16 United Nations. February 2015. “Evaluation of the United Nations Entity for Gender Equality and the
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Nations Entity for Gender Equality and the Empowerment of Women”. UN Women.

2L UN Women. February 2016. “Evaluation of UN Women’s Contribution to United Nations System
Coordination on Gender Equality and Empowerment of Women (GEEW)”.
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Programme presence countries seemed best organized to manage programmes and
were less able to fulfil the normative and coordination roles because they are not
recognized as actors of equal standing as other UN agencies.

21. Furthermore, this evaluation found that the challenges related to integration of
the mandate were mostly because of capacity limitations to implement all the existing
workplans completely and at a high level of quality. Document review, portfolio
review and the case studies showed that UN-Women staff at regional and country
levels were well aware of and inspired by the synergies between the three aspects of
the mandate, and strategically integrated all three aspects of the mandate in their
workplans, leveraging access to and influence on key stakeholders, as well as access
to funds to promote gender equality and women’s empowerment. In other words, this
evaluation found little resistance anywhere in the organization against any aspect of
the integrated mandate, and there was widespread pride and recognition of the power
of leveraging all three aspects of the mandate.

22. The issues with integration were, in fact, uncertainties on whether UN-Women
is allocating its resources at each level in an optimal way to promote gender equality
and women’s empowerment, and whether it has enough capacity to achieve all of its
goals and enough access and gravitas to be successful. This is an issue that relates
more to capacity, corporate strategy, direction and priorities, and not to mandate
integration. There was evidence in the Normative and Coordination Evaluations,?* as
well as the portfolio review and case studies, that Headquarters is not providing
enough guidance on how to prioritize each mandate and how to develop a coherent
strategy with realistic boundaries at the country level to fit the budget and local
capacity. This difficulty in setting priorities for the organization is linked to
challenges in Headquarters, discussed more in conclusions 2 and 6, and to weaknesses
in knowledge management, discussed more in conclusion 4.

Conclusion 4: UN-Women has some systems and information for monitoring the
performance of the regional architecture and is in the process of developing additional
systems and refining the existing ones. At the time of the evaluation, gaps remained in
information availability due to flaws in systems and processes for monitoring and
reporting.

23. UN-Women has recently established several systems to monitor the performance
of the regional architecture and is rapidly refining those systems and developing
additional ones to enable more effective monitoring and reporting. This emphasis on
monitoring and reporting was also recognized by the Multilateral Organization
Performance Assessment Network.?® UN-Women continues to focus on results-based
management and roll out new systems to improve the monitoring of effectiveness,
four of which? were rolled out during the course of this evaluation.

24, At the time of this evaluation, UN-Women gathered information through
planning and reporting processes in strategic plans, annual workplans and annual

24 UN Women. February 2016. “Evaluation of UN Women’s Contribution to United Nations System
Coordination on Gender Equality and Empowerment of Women (GEEW)”; United Nations. February 2015.
“Evaluation of the United Nations Entity for Gender Equality and the Empowerment of Women: Report of
the Office of Internal Oversight Services”. 55™ Session, E/AC.51/2015/9.

% Multilateral Organization Performance Assessment Network. December 2014. “Synthesis Report: United
Nations Entity for Gender Equality and the Empowerment of Women”. UN Women. p. 12.

% New reporting and monitoring processes rolled out: Donor Agreement Management System, Results
Management System, Corporate Dashboard, Humanitarian Response Workflow.
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reports. This information is incorporated into the Country Office Assessment Tool, a
tool that offers a snapshot in time of performance against indicators, such as delivery
rates, resource mobilization targets and donor reporting statistics, among others.
Another example of a useful monitoring process is the consistent annual issuance of
certified financial statements, which provides useful financial information and is used
as an accountability tool with donors.

25. Capacity to understand the regional architecture’s functioning through the data
collected is currently limited and inefficient, and capacity building for monitoring
was offered sporadically and just-in-time at the time of rollout. Previous
evaluations?’,%,2% have noted limitations in the UN-Women monitoring and reporting
system, citing a lack of baseline data and identification of results and performance
indicators, which results in presenting an incomplete picture of UN-Women’s
expected contributions to the outcomes identified in the results framework. According
to the portfolio review interviews and the case studies, the focus on delivery over
impact-level data in the Results Management System was another limitation to
effective monitoring and reporting.

26. Finally, as knowledge management has not been prioritized by the organization,
there are challenges in the “ownership” of data quality and knowledge-sharing
responsibilities in the organization, which makes it more difficult to lead and expedite
knowledge sharing and use from the existing and new data, even with improved
systems. Challenges in knowledge management were identified in previous
reviews®,3! 32 and also confirmed through the case studies, portfolio review and the
survey.

27. Current re-engineering process initiatives at UN-Women have a strong
monitoring and reporting component, including improvements through Programme
Division initiatives in the Results Management System, donor reporting, and fast
tracking processes to enable quick response in humanitarian crisis situations. The new
peer review process for strategic planning is generally received well by countries but
still needs refinement to reduce inefficiencies and streamline the process (not
surprising, given the fact that it is new).

28. Senior management has a compelling vision for how the integrated monitoring
systems will work, but this vision is not yet fully shared and understood throughout
the organization. Nonetheless, and in spite of feeling challenged by the speed of
change, all levels of the regional architecture are working hard to support the rollout
of new systems and comply with evolving requirements.

. Gender equality and human rights approaches
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2" Multilateral Aid Review. December 2013. “Update UN Women Summary Assessment”.

2 Multilateral Organization Performance Assessment Network. December 2014. “Synthesis Report: United
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2 UN Women. December 2014. “An Empowered Future: Corporate Evaluation of UN Women’s
Contribution to Women’s Economic Empowerment”. p. 41, p. 51.

30 United Nations. February 2015. “Evaluation of the United Nations Entity for Gender Equality and the
Empowerment of Women: Report of the Office of Internal Oversight Services”. 55" Session,
E/AC.51/2015/9. p. 18.

31 Multilateral Organization Performance Assessment Network. December 2014. “Synthesis Report: United
Nations Entity for Gender Equality and the Empowerment of Women”. UN Women. p. 25.

% UN Women. February 2016. “Evaluation of UN Women’s Contribution to United Nations System
Coordination on Gender Equality and Empowerment of Women (GEEW)”. p. 54.
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Conclusion 5: The regional architecture has increased UN-Women’s overall ability to
focus and capacity to apply rigorous gender analysis and human rights approaches in
programme design, monitoring and implementation at regional and country levels. At
the same time, it has created a need to redefine UN-Women pathways to reach and
support the most vulnerable women.

29. UN-Women’s regional architecture has increased the inclusion of rigorous
gender and human rights approaches in programme design—for example, through the
Flagship Programming Initiatives and through UN-Women’s growing role in
mainstreaming gender equality into the peace process in some countries. Stakeholders
recognize UN-Women’s ability to reach and bring civil society to the table as an
important comparative advantage that makes UN-Women a valued partner in
important deliberations on policies and programmes. This is supported by evidence
in previous reviews,* 3 as well as the case studies and portfolio review.

30. While the regional architecture has resulted in UN-Women needing to balance
its attention between civil society organizations and governments, it has also created
opportunities to increase participation of vulnerable women’s voices at higher levels
of the system. The UN-Women approach to engaging civil society has not fully
defined UN-Women’s new roles enabled by the regional architecture, including how
to prioritize reaching the most vulnerable women as a larger and more formal
organization. At present, the existing UN-Women procedures for engaging partners
and vendors (the Project Cooperation Agreement and procurement procedures in the
Programme Operations Manual) are not appropriate and create challenges for
reaching the most vulnerable women’s groups. Yet, even as UN-Women is becoming
more formalized, trust funds situated at Headquarters enable UN-Women to identify
and collaborate with emerging civil society organizations, helping UN-Women’s
partnerships not to become hierarchical and closed, and instead creating pathways for
inclusion of new partners and voices—especially those of the most marginalized
women.

31. Previous reviews® % 3 present evidence on capacity limits to influence others in
gender analysis. Part of the limitations relate to the shortage of UN-Women staff to
provide this support, e.g., shortage of adequate numbers of policy advisors at regional
levels to cover every impact area. Additionally, while the Headquarters Policy
Division supports a range of countries, the staff with policy expertise at Headquarters
are not always easily accessible to all countries who need their support and do not
have the capacity to support all substantive programmatic needs of the field,
especially given the high demands they receive from others in Headquarters.

. Efficiency

3 bid., p. 61, p. 69.

34 UN Women. September 2015. “Multi-Country Portfolio Evaluation of Kazakhstan Multi-Country Office
for Strategic Note 2014-2015”. p. 42.

% United Nations. February 2015. “Evaluation of the United Nations Entity for Gender Equality and the
Empowerment of Women: Report of the Office of Internal Oversight Services”. 55" Session,
E/AC.51/2015/9. p. 14.

% UN Women. February 2016. “Evaluation of UN Women’s Contribution to United Nations System
Coordination on Gender Equality and Empowerment of Women (GEEW)”. p. 73.

37 UN Women. April 2016. “Mid-term Review of the Strategic Plan 2014-2016".
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Conclusion 6: Overall, the different levels in the regional architecture support each
other well, with some limitations.

32. The field appreciates support from UN-Women Headquarters in administration
and backstopping; regional office support in operations is valued by countries; multi-
country office support is valued by satellite programme presence offices; and regional
offices and Headquarters appreciate the field’s responsiveness. Specific positive
feedback was received about the Programme Division, which is the field’s main
backstopping team; the useful and timely advice of the Finance Section; the easy
access and communication of the Human Resources Division; and the support by the
Policy Division in certain thematic areas. As evidenced in this evaluation’s efforts to
obtain valid and up-to-date data, there are responsiveness, flexibility and strong
informal working relationships between different levels of the regional architecture
in UN-Women.

33. There are a few limitations that create inefficiencies in the organization.
Headquarters’ structure is not aligned to provide adequate and much needed thematic
support to regional offices. This finding was also supported with evidence in previous
reviews.,% Furthermore, there is no technical reporting line between policy advisors,
coordination staff, and Division of Management and Administration staff in
Headquarters (except for Regional Security Specialists based in regional offices who
have a direct reporting line, both technical and supervisory, to the Headquarters
Security Team)* and counterpart staff in regional offices. This results in weak
communities of practice, knowledge management and knowledge sharing, and also
makes Headquarters responsiveness uneven—especially given the many intra-
Headquarters demands from offices with greater proximity and seniority than field
colleagues.

34. Furthermore, the more even distribution of capacity to the field mandated by the
Executive Board Papers has not been completely implemented: 42 per cent of UN-
Women senior leaders are in Headquarters; regional offices do not have adequate
numbers of policy advisors to fulfil the requirements at the regional level and respond
to country needs; and there are also challenges in regional office capacity in financial
management, human resources and procurement (also shown in recent UN Board of
Auditors findings).* Additionally, regional offices have some challenges to link their
regional programmes to country priorities. Regional offices are encouraged to
mobilize funds at the regional level for both regional and country-level activities,
taking into account that regional projects should be implemented by country offices.
However, this has presented a limitation from the regional office perspective because
funders of regional initiatives require accountability and reporting at the regional
level and are not comfortable working with country offices as their counter part.

35. Regional and country offices were best positioned to use the delegation of
authority to increase their efficiency, making faster decisions tailored to their
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contexts. Their ability for faster approvals has increased donor confidence and
supported UN-Women fundraising goals at regional and country levels. This greater
independence and capacity of regional and country offices has also enabled them to
express more clearly what they need from other levels. There are, however, significant
differences between country offices in terms of delivery, resource mobilization,
staffing, budgets and budget-to-staff ratios. There are few patterns in these variations,
with changing contexts and special circumstances providing important insights. This
means that the ability of country offices to fundraise and to expend the resources they
have budgeted delivering services is influenced by many contextual factors, and such
variation means that the office typology in the regional architecture should not be too
rigid.

36. While several recent initiatives aim to strengthen linkages and the
responsiveness of Headquarters to the field, corporate strategies are not fully
communicated throughout the regional architecture, challenging UN-Women in
setting priorities. Given the rapid pace of quality improvement of UN-Women’s
processes driven by Headquarters, there is also unclear understanding of the
sequencing and benefits of changes being rolled out. Visibility and understanding of
the regional architecture—the role of different levels, updates on changes, and
understanding of linkages and expectations—uvary by level.

Conclusion 7: In the absence of clear criteria for different types of offices, a process for
transitioning from one type of office to another and flexibility to make such transition
possible, UN-Women is constrained in its ability to maximize its effectiveness for a
given level of funding.

37. Based on feedback on the portfolio review, case studies and survey, staff are
unsure about the plans and process for any given country designation according to the
regional architecture typology. In fact, some staff thought that the purpose of
programme presence countries was to graduate to country offices, while unsure on
who and where would make that decision; while others thought the regional
architecture was complete and would not change. Document review, including recent
internal documents, revealed that there are no written or shared criteria considered in
designating the type of presence UN-Women ought to have in different countries, nor
was there an agreed process of transitioning countries to a different type of presence.
Thus, this is not an internal communication issue but an area where the organization
does not have a policy at present.

38. There is a trade-off between the number of countries where UN-Women can be
present and the quality and capacity of presence in any given country in terms of the
organization’s ability to deliver on the mandate. Senior management is currently in
the process of trying to clarify a corporate policy on this issue.

Conclusion 8: UN-Women has made progress in some administrative and management
systems in terms of efficiency, yet there still remain significant inefficiencies in several
systems, which UN-Women is in the process of studying and improving at a rapid pace.

39. UN-Women has been successful in addressing several independent audit
findings as reported by the UN Board of Auditors in 2016 and an external auditor in
2011.%2 One of the greatest strengths for UN-Women’s efficiency is in its financial
management capacity, as previously reported by an assessment by the Multilateral

42 UN Women. “UN Women 2016-2017 — Integrated Budget”. p. 11.
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Organization Performance Assessment Network in 2014 and confirmed during this
evaluation by all office types.

40. Inareas with challenges, this evaluation found evidence that UN-Women is now
engaged in numerous initiatives to re-engineer and improve systems efficiency,
particularly human resources and donor reporting. Evidence of improvements in
human resources efficiency were found in several initiatives outlined in the 2015
Human Resources Annual Report and in the rollout of a new fast-track process to
increase efficiency and flexibility in humanitarian situations. The Donor Agreement
Management System, which was rolled out in February of 2016, is the corporate
database for all signed donor agreements, including terms and conditions. The design
remedies inefficiencies by tracking overdue donor reports and sending reminders to
offices of report deadlines. Therefore, many inefficiencies identified by this
evaluation are the subject of internal improvement efforts and likely to be rectified in
the coming months.

41. The issues that continue to be a challenge without a clear solution are
procurement and human resources staffing capacity. Procurement challenges were
reported in the most recent audit of the UN Board of Auditors* and the 2015 Human
Resources Annual Report,* and confirmed by all country level types. The most recent
recommendation by the UN Board of Auditors added that UN-Women must ensure
that the appropriate staff resources are available and an automation tool is developed
so as to expedite the financial closures of projects. However, implementation of this
recommendation is still unclear.® In addition, limited human resources capacity
(human resources’ staffing ratio to employees is 0.6 human resources staff to 100
employees), and the high proportion of non-staff (58 per cent of the total workforce)
continues to challenge the organization’s efficiency.

42. In spite of these limitations, UN-Women staff are engaged, entrepreneurial and
work hard to create alternative options to deliver—even when that means duplication
of effort and significant workloads and stress. The pace of recent, current and planned
changes is extremely fast, allowing minimal time for capacity building and
adjustments, which has resulted in additional stress in the organization, even as staff
work hard to keep up and comply with new requirements.

Conclusion 9: UN-Women has been challenged from a regional architecture design
based on budget availability assumptions, which had not materialized at the time of the
evaluation.

43. Although the regional architecture was rolled out with almost half of the funding
originally promised, UN-Women continues to work tirelessly to improve and grow
the organization’s funding stream. An analysis of financial statements*® and UN-
Women reports*” shows that core funding decreased from $163.7 million in 2014 to
$136.1 million in 2015. At the same time, non-core resources continued to grow,
reaching $170.9 million, a 7 per cent increase from 2014. Private sector contributions
reached $11.8 million in 2015, a 31 per cent increase from the previous year, bolstered
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4 UN Board of Auditors. 2015."United Nations Entity for Gender Equality and the Empowerment of
Women: Financial Report and Audited Financial Statements". 2015 A/71/5/Add.12.

4 February 2016. “Annual Report 2015: Human Resources”.

4 UN Board of Auditors. June 2016 Report.

46 UN Women. “UN Women Financial Statements 2013-2015".

47 Under-Secretary-General and Executive Director of UN Women. 2015. “Progress Made on the United
Nations Entity for Gender Equality and the Empowerment of Women Strategic Plan, 2014-2017".
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by the first-ever Business and Philanthropy Leaders’ Forum in 2015.The organization
continues to diversify funding resources, as the most recent midterm review of the
strategic plan reported—26 donors contributed to UN-Women for the first time in
2015, 44 contributed multi-year pledges. Evidence of increased funding was reported
in audited financial statements for 2014 for both regular and other resources with a
decrease in regular resources reported for 2015.

44. UN-Women still falls short of the originally envisioned $500 million budget to
which its design is based. The organization is making efforts to adapt to this reality
but has not yet adjusted its expectations of what each level of the regional architecture
and the organization as a whole can deliver at the current level of funding. As reported
in previous evaluations, including the Normative and Coordination Evaluations*3,4°
and assessment by the Multilateral Organization Performance Assessment Network, >
the lack of funding has constrained UN-Women ability to completely fulfil its
integrated mandate in the way it was originally envisioned. The funding shortfall,
coupled with the Headquarters structural challenges, has weakened Headquarters to
serve the field efficiently and has resulted in overly ambitious expectations and weak
coordinated action.

45. Even though there is a formal mobilization strategy, it is still unclear and lacks
cohesion from the field’s perspective. Evidence from a staff survey, portfolio review
and case studies reported a need for greater support in strategic resource mobilization
from regional offices and Headquarters. Although the Flagship Programming
Initiatives are starting to address this problem, their purpose and relevance was still
reportedly unclear to many in the field.

Conclusion 10: UN-Women has important strengths in the mix of its staff competencies
and culture in the field that, if managed and maintained, help position UN-Women well
to implement its integrated mandate and deliver on the 2030 Agenda for Sustainable
Development.

46. A key asset for UN-Women is staff’s strong commitment to the mandate and a
culture of collaboration in the field for all office types. Challenges in the field include
the staff/non-staff inequities and the high level of stress under which staff operate due
to unclear organizational priorities. The overall UN system’s bureaucratic hierarchy
is still felt within UN-Women, especially at Headquarters. Ultimately, the
combination of staff with substantive programmatic (feminist) backgrounds and
operations staff with strengths in programme management place the organization in a
unique position to implement a transformative mandate in line with the 2030
Sustainable Development Agenda.

Recommendations

4 UN Women. February 2016. “Evaluation of UN Women’s Contribution to United Nations System
Coordination on Gender Equality and Empowerment of Women (GEEW)”. p. 27.

49 United Nations. February 2015. “Evaluation of the United Nations Entity for Gender Equality and the
Empowerment of Women: Report of the Office of Internal Oversight Services”. 55" Session,
E/AC.51/2015/9. p. 8.

% Multilateral Organization Performance Assessment Network. December 2014. “Synthesis Report: United
Nations Entity for Gender Equality and the Empowerment of Women”. UN Women. p. 3.
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The following recommendations to UN-Women are based on the evaluation
framework, the analysis that informed findings and conclusions, and discussions held
with stakeholders.

Recommendation 1: UN-Women should build greater flexibility into the regional
architecture and deploy its types of presence strategically, while defining a clear
process and criteria to be considered in making decisions about typology of presence.

47. While the delegation of authority has provided the flexibility to UN-Women to
adapt its approach and programming at the country level, the regional architecture
should include more flexibility in shaping the presence of UN-Women in the field.
There is significant variation between countries and one size does not fit all. Also,
UN-Women has a finite number of resources that it needs to deploy for maximum
coverage and impact toward gender equality and women’s empowerment.

48. A strategic and cost effective regional architecture. UN-Women should adjust
its expectations of what each type of presence can achieve in a country and organize
its regional architecture to best leverage its assets. UN-Women should think about
how its regional architecture enables it to deliver on its integrated mandate as a whole,
rather than in each country. Different types of presence have differing abilities to
deliver depending on capacity (workforce and budget), the delegation of authority,
and official recognition by the host government. In this more diverse and flexible
typology, countries may benefit from UN-Women in a number of ways including:

e  Asstrong presence in a country implementing reforms and leading the UN family
and other partners in promoting gender equality and women’s empowerment

e A more limited presence in a country leveraging programmes (including joint
programmes) to influence and encourage UN partners and other strategic
partners to promote gender equality and women’s empowerment

° No physical presence and supporting a country through policy assistance that
shapes country legislation

49. Potential criteria for type of presence. The type of presence in a country may
depend on availability of co-financing by the government, openness of the country to
partner on the gender agenda, existing opportunities for influencing the legislative
framework (such as if the country is in the process of reform or peacebuilding),
existing opportunities and need to reach and prioritize women’s needs (especially the
most vulnerable women), and existing capacity of other UN agencies to implement
parts of the gender agenda.

50. A clear process for deciding on type of presence. To make flexibility work, it
will be important to have a clear process and transparent criteria for making decisions
on the most appropriate typology of country presence or no-presence, including
making changes over time. The evaluation recommends embedding this process in
UN-Women’s existing strategic planning process that currently involves the
development of the Strategic Note. Regional offices and Headquarters should share
the responsibility for reviewing, confirming or changing decisions for type of
presence or non-presence in each country through well-defined steps.

51. UN-Women should have the flexibility to make decisions to invest its limited
resources in a regional architecture that maximizes its impact. In this way, UN-
Women would fulfil the universality of its mandate—maximizing for the whole
world—rather than stretching to achieve the exact same things in every country.
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Recommendation 2: UN-Women should strengthen Headquarters integration within
the regional architecture framework, as mandated in the Executive Board Papers.

52. UN-Women Headquarters serves a dual role of promoting gender equality and
women’s empowerment in global platforms and supporting the field. The evaluation
recommends developing a better orientation of Headquarters toward serving the field
as its “back office.” Headquarters should conduct a full functional review of its
divisions and prioritize its functions strategically to serve the field, matching its
allocations of resources accordingly.

53. Orientation to the field. Headquarters divisions other than the Programme
Division need to be better structurally linked with the field and work more
coherently—building on the Flagship Programming Initiatives and Integrated Annual
Work Planning. Allocations of funds across Headquarters functions should be made
with a clear consideration of field needs, possibly even with input from the field about
what they appreciate the most from Headquarters services and what they need
additionally. This field orientation cannot occur on top of the existing push and
incentives to serve internal requests at Headquarters level, because it will only add to
the overwork and stress. It needs to be accompanied by defining more limited
boundaries of what UN-Women will and will not do in Headquarters platforms.
Otherwise, staff will continue to be pulled in two different directions.

54. Harmonize priorities and allocation of resources through functional
analysis of Headquarters. UN-Women senior management is clearly passionate
about the world of UN-Women and its mandate, and this commitment to gender
equality and women’s empowerment needs to drive the functional analysis. As a small
organization, UN-Women needs to choose strategically where and how it will be
present at Headquarters, where it will not be present (and possibly rely on strategic
partners), and maximize how it will be organized best to serve the field. In the chain
of impact for gender equality and women’s empowerment, UN-Women Headquarters
has a critical role to play in supporting its regional architecture, and it needs better
and stronger boundaries to create the space and incentives for Headquarters staff to
orient themselves to serving the field. UN-Women currently does many things that
are important and add value, and it will be difficult to choose. However, by not making
the difficult choice to be strategically selective, staff become stretched and less time
remains for responding to field requests. Therefore, the evaluation recommends senior
management work together to make adjustments to Headquarters to support the
regional architecture in the best possible way.

55. Implement an internal communication strategy. UN-Women has already
recognized the need for better internal communication. We recommend Headquarters
develop an internal communication strategy for the whole organization that will
communicate plans for changes, the rationale and message of why these changes are
important and how they benefit the organization, and provide a progress report on
how the organization is doing, what it is learning, and what is coming next. Especially
at this time of rapid ongoing changes in the regional architecture, UN-Women needs
to communicate new developments and updates, as well as continue to share the
motivation and goals of those changes. This communication will create greater
visibility within UN-Women and encourage every division and office to feel part of a
great whole, understand what is happening or about to happen, and become inspired
in the way these changes are positioning UN-Women to promote gender equality and
women’s empowerment in the best way.
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Recommendation 3: UN-Women should make specific adjustments to each level in the
regional architecture, adapting to more realistic expectations corresponding to each
level’s capacity.

56. Stakeholders should try to ensure that promises of budget are maintained to
match coherence between mandate and institutional set up. However, if this is not
taking place at the magnitude requested, UN-Women should consider making some
specific adjustments to different levels of the regional architecture with an aim to
create more realistic expectations of what different office types can achieve.

57. Regional offices. To respond to country needs, regional offices require increased
capacity in thematic areas. The evaluation recommends adding policy advisors
specialists to regional offices and allowing for more P2, P3 and national staff with
language capacity relevant to the region in the required competencies. The evaluation
further recommends a rotation policy between Headquarters and regional offices,
especially to include policy advisors. This will greatly contribute to making UN-
Women a learning organization and also strengthen linkages between levels in the
regional architecture. In addition, we echo the recommendation of the recent UN
Board of Auditors to ensure that the appropriate staff resources are available and an
automation tool is developed to expedite the financial closures of projects. Finally,
UN-Women should revisit the guidance on the role of regional offices in fundraising,
especially in regions where funds are available for regional and sub-regional
programmes, with a review of the role of regional offices tailored to each region,
coordination between Headquarters and countries on managing donor outreach, and
clarification of the path through which countries will be substantively involved and
benefit from regional programmes.

58. Multi-country offices. We recommend that UN-Women adjust its expectation
of multi-country offices, taking into account the significant differences in the contexts
of the six existing multi-country offices and the generally lower capacity of multi-
country offices to deliver fully on the UN-Women mandate.

e  Fiji and the Caribbean multi-country offices should be retained as are, because
the multi-country office structure allows the most efficient coverage of small
island countries.

e India and South Africa multi-country offices (countries with big operations),
should either receive a great deal more capacity or be transitioned to country
offices, given the size of their host country, but still remain engaged both with
programme presence and country offices of neighbouring countries with sub-
regional affinity. The advantage of a transition to country offices is that they will
no longer have to support programme presence countries operationally but will
still remain in relationships based on cultural and geographical affinity, thus
enabling sub-regional coordination.

e Morocco and Kazakhstan multi-country offices (countries with smaller
operations), should be transitioned to country offices. Satellite programme
presence countries should be considered to transition to country offices or remain
as programme presence countries. All satellite programme presence countries
should be moved to the corresponding regional office and the transitioned offices
should still remain in relationships based on cultural and geographical affinity,
thus enabling sub-regional coordination.
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59. Country offices. Country offices should continue to operate and, where
possible, should receive a higher delegation of authority depending on capacity.
Country offices with high budgets should receive additional support in operational
management in order to increase efficiency and compliance with administrative and
financial standards.

60. Programme presence offices. Programme presence countries should focus on
managing programmes and fundraising (especially in upper middle income countries),
with delivery on the normative and coordination mandates as secondary, as they do
not have the formal standing, access to platforms, or capacity to deliver on the
normative and coordination mandates, except through the programmes they manage.

Recommendation 4: UN-Women should develop and strengthen knowledge sharing
and learning communities.

61. Active and robust learning communities will contribute to stronger programme
design, increased creativity and greater success with fundraising. The regional
architecture and the delegation of authority have enabled UN-Women to get involved
in substantive programmatic areas and reform activities in many countries, leading
partnerships and creating greater involvement of women’s groups in policy platforms.
To support this work on the front lines and to learn from the work in countries, UN-
Women needs to develop knowledge management systems and processes.

62. Placement of knowledge management. The evaluation recommends that the
functional analysis in Recommendation 2 include this important priority and the tasks
that enable it. The natural place for knowledge management in substantive
programmatic areas seems to be the Policy Division because of its thematic expertise
and the Division of Management and Administration for administrative support to the
knowledge management function. However, determining the placement of knowledge
management should happen only after a functional analysis to inventory and map
capacity and priorities for different parts of Headquarters is undertaken.

63. Prioritizing and shaping knowledge management. Headquarters and regional
office staff have already been undertaking knowledge management and knowledge
sharing activities, many of which are much appreciated by their colleagues in
countries and are reported to be very useful. We recommend increasing the profile of
knowledge management and providing guidance on good practices in knowledge
management so that learning communities in thematic areas and operations include
some useful features, as resources permit. For example, data repositories (probably
on SharePoint) should be organized in similar or parallel ways so that staff are easily
oriented to new areas; each community would benefit from consistent
communications, possibly through an informal newsletter; staff mapped to a learning
community should easily know who is in the group and where to address questions;
and every learning community should encourage presentation and discussion
featuring country knowledge and expertise.

64. By sharing in appropriate settings, UN-Women staff initiatives can benefit
others, and that emulation is its own reward for those who figured out a solution to a
shared challenge. Such a practice of peer learning is an energizing, non-hierarchical
way to enable UN-Women to be a learning organization. Continued investment in
knowledge management systems, relationships and collaboration, as well as
incentives and recognition, will enable UN-Women to build strong learning
communities. Finally, the overall knowledge management strategy of UN-Women
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should also include appropriate connections to the existing knowledge platforms and
networks of partners.
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Annex A: List of evaluation findings

Finding 1. Overall, the regional architecture has significantly increased UN-
Women’s status, visibility and relevance, making it a stronger partner in working
with governments, UN agencies, donors and civil society organizations. While the
regional architecture increased UN-Women ability to meet the needs of governments,
the UN system, donors and civil society organizations, there is significant variation
by office type.

Finding 2: UN-Women has had successes in working with civil society organizations,
but with the rollout of the regional architecture, offices are still working on how to
balance simultaneously meeting the needs of governments and civil society
organizations, which often represent marginalized women.

Finding 3: UN-Women works within the regional architecture to ensure the
universality of its mandate through the promotion of gender equality and women’s
empowerment in global and regional agreements in diverse issue areas, and by
Headquarters and the regional offices providing support to non-presence countries.
While UN-Women has made significant progress in promoting universality, there are
limitations by office type.

Finding 4: Many elements of the regional architecture’s strategy have been achieved
in a timely and comprehensive manner, especially given the speed of the regional
architecture’s rollout. A few critical elements of the regional architecture strategy
have not been adequately addressed to date.

Finding 5: UN-Women has made significant progress in implementing its triple
mandate as a whole, with significant contributions at global, regional and country
levels for country and multi-country offices. In spite of the overall success, some
offices face constraints in their ability to deliver on all aspects of the mandate.

Finding 6: Although starting from a weak results culture, there is evidence that UN -
Women has developed and continues to rapidly deploy monitoring and reporting
systems for the organization.

Finding 7: Current systems fall short in providing information needed for results-
based management and measuring impact, as well as for feeding the organization
useful lessons.

Finding 8: A weak knowledge management function hampers the organization from
extracting useful lessons, establishing active communities of practice and being a
learning organization.

Finding 9: Decentralization of planning and reporting processes has improved, but it
is too early to determine its effectiveness; to date, the evidence is mixed.

Finding 10: The triple mandate is integrated in the field, although there are still
concerns that the structure favours operational over normative and coordination
aspects of the mandate. The structure of the regional architecture with delegation of
authority has empowered country offices to be the drivers of integration. There is also
evidence of mandate integration at the regional level.
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Finding 11: There is weak guidance from Headquarters on how to balance among the
operational, coordination and normative priorities.

Finding 12: The regional architecture has given UN-Women access to key platforms
at global, regional and country levels to advocate effectively for a more
transformative agenda.

Finding 13: In programme design, UN-Women has increased the participation of
excluded women’s groups at higher levels of decision-making in their country
systems.

Finding 14: Capacity constraints limit UN-Women ability to assist others in ensuring
that gender analysis is part of programme design, monitoring and implementation at
the country level.

Finding 15: Formalization of UN-Women’s role and processes has created some
challenges in its ability to respond to the needs of the most vulnerable women and
girls.

Finding 16: Headquarters support is mostly responsive to administrative and finance
needs of the field, with some limitations because of constraints in capacity.
Meanwhile, substantive programmatic support from Headquarters to the field was
reported as varied and mostly ad hoc.

Finding 17: Country, multi-country and programme presence offices all saw support
from regional offices as valued and important.

Finding 18: There are incomplete structural, reporting and communication linkages
within Headquarters, and between Headquarters and the field, which creates
challenges and inefficiencies for the field to receive the support it needs from
Headquarters.

Finding 19: The substantive programmatic capacity of regional offices is inadequate
to meet the demand from countries and at the regional level, and Headquarters is not
able to support regional offices and countries sufficiently either.

Finding 20: There is divergence in regional funding capacity between regional offices
due to different contexts and prioritization.

Finding 21: The expectations on what multi-country offices can deliver are unrealistic
due to an ambitious scope of work and limited capacity.

Finding 22: The expectations for how programme presence offices can deliver need
to be adjusted in accordance to their objective and capacity.

Finding 23: Delegation of authority has made processes and decision-making more
efficient.

Finding 24: A large majority of offices requested increased delegation of authority to
continue to improve their efficiency, particularly in donor reporting and approvals.

Finding 25: There were significant variations in country office performance in
delivery. Size of total workforce in country offices did not consistently influence the
delivery rates, and there was no correlation between budget size and delivery rates.

Finding 26: There were unclear criteria for initial selection and designation of
countries as regional offices, multi-country offices, country offices and programme
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presence offices, as well as how offices’ roles change and adapt to the regional
architecture.

Finding 27: There are differing degrees of visibility of the regional architecture and
access to information from different levels of the organization.

Finding 28: The regional architecture has contributed to increasing the efficiency of
systems and UN-Women continues to improve the quality of these systems, such as
financial management, human resources and donor reporting, to achieve greater
efficiencies.

Finding 29: There are still limitations to efficiency in procurement and human
resources, which remain too burdensome and challenging for the organization.

Finding 30: UN-Women has improved its resource mobilization targets since its
rollout in 2012, but a strategy and more staff are needed for this activity.

Finding 31: The current funding structure and the lack of a comprehensive resource
mobilization strategy that also include different regional perspectives limit UN-
Women offices in fulfilling the UN-Women mandate.

Finding 32: Although UN-Women is ahead of other UN agencies in promoting
gender-sensitive approaches to management and administrative systems, the current
bureaucratic structure contains gaps in ability to support gender-sensitive
management.
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