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The Audit Team 

The special report set out the results of the performance and compliance audits of 

specific budgetary areas or management topics. 

The audit team of this performance audit was led by Mr. Ermanno Granelli, President 

of the Corte dei conti’s Audit Chamber for European and International Affairs, and was 

composed of Carlo Mancinelli, Councillor, and Stefano Penati, Senior auditor. 

This report has been approved by the Audit Chamber for European and International 

Affairs. 
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Executive Summary 

I. Performance measurement gives assurance of the value-for-money, 

increases accountability and enhances the legitimacy of decisions. It is now internationally 

recognized that a good set of performance indicators also gives a better understanding of 

why targets are, or are not, being achieved, thus supporting the decision-making process. 

II. Our audit focused on the recruitment procedures and on the activities set up 

by ADB/HR Management for developing robust KPIs linked to the HR objectives and 

appropriate indicators for measuring the performance of the recruitment process. This audit 

was based on a continuous and constructive exchange of information with Management, as 

well as on the analysis of the relevant documents.  

III. We concluded that Management is committed to ensure the efficiency and 

effectiveness of the recruitment process at ICAO, taking as reference the best practices in 

the United Nations’ system, and, in this sense, has started a review of the current 

procedures, which are now under discussion at the UN level.  

IV. At the end of this report, we make two recommendations and four 

suggestions, designed to add value to the framework, which is currently under 

implementation also through the development of a new IT tool.  
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Introduction 

Analysing the status quo 

1. To conduct our audit on measuring the efficiency and the effectiveness of the 

recruitment process, the first step was to examine the recent situation. Particularly, we 

analysed the appointments made at ICAO in the last two years, for all the Professional 

and General Service categories. 

2. Considering the rules given at ICAO (see further, par. 37), for a D1 or D2 post the 

maximum recruitment frame should be limited to a maximum of seven months, while for 

other categories (both P and GS) this limit decreases to five months. 

3. Collecting the data provided by Management, we extrapolated those related to the 

timing and we obtained some graphical representations, which are shown below. 

4. For D and P categories, we have the following results, for the years 2015 and 2016: 

Chart 1 

 
Source (for all the charts): data provided by HR through pdf files 
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Chart 2 

 

5. For GS staff, our charts show the following results: 

Chart 3 
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Chart 4 

 

 

6. In order to help a better comprehension of the charts above, we clarify that each column 

is related to a single position (i.e. a recruitment procedure), where the figure on the top 

indicates the months that have been required to complete the procedure itself. 

7. With regard to the year 2016 timelines, Management explained that, due to the support 

provided by all ICAO staff to the Assembly, there have been significant delays to 

recruitment for all posts. 

The Staff “retention” 

8. In order to assess the degree of retention of newly recruited staff with a fixed term 

contract, we agreed with Management that in this sense would have been possible to 

consider as significant the number of separated staff that have been recruited in the last 

5 years.  

9. Below you can find the table provided by Management: 
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Table 1 

 

10. From this Table 1 we have elaborated the following charts that could illustrate visually 

the percentage of staff departed, showing in Chart 5 the staff with contract between 1 

and 3 years and in Chart 6 staff with a contract more than 3 years: 

Chart 5 

 

 

Chart 6 

 

New 

recruited
Separated

New 

recruited
Separated

New 

recruited
Separated

New 

recruited
Separated

New 

recruited
Separated

New 

Recruited
Separated

Fixed Term Staff member between 1 and 3 years 52 7 38 8 56 4 44 6 49 239 25 10%

more than 3 years) 2 1 2 3 1 3 10 2 20%

Trust funded staff less than 1 year 1 1 0 0%

between 1 and 3 years 3 1 1 4 1 1 5 14 2 14%

Total fixed-term 57 9 39 8 62 4 49 8 57 0 264 29 11%

Temporary Staff member less than 1 year 16 7 7 2 11 1 11 3 16 3 61 16 26%

Trust funded staff less than 1 year 1 1 1 1 100%

Total Temporary 16 7 8 3 11 1 11 3 16 3 62 17 27%

Associate Expert Associate Expert between 1 and 3 years 1 1 0 0%

Junior Professional Officer Junior Professional Officer between 1 and 3 years 3 1 1 4 1 25%

Total JPO & AE 1 0 3 1 1 0 0 0 0 0 5 1 20%

Grand Total 74 16 50 12 74 5 60 11 73 3 331 47 14%

2016 Total

% Separation

Number of new recruited per year

and number of new recruited separated at the end or prior to the end of initial contracts

Contract type Resource type Duration 

2012 2013 2014 2015
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11. We have considered, in our charts, only the data related to the staff members. In both 

charts, the figures in the blue part of each column correspond with the staff recruited in 

a given year, whereas the figures in the red part indicate the staff departed, at the end 

or prior to the end of the contract (not necessarily in the same year). For example, the 

absence of recruitments with a contract for more than three years in 2013 implies also 

the lack of separated in the same year, which does not mean that in 2013 there were 

no separations. 
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Audit scope and approach 

12. The main audit questions, on which our work was based, were: 

(a) Is the recruitment process effective? 

I. Has ICAO established procedures that assure that only the best candidates are 

recruited? 

(b) Is the recruitment process efficient?  

I. Has ICAO established Objectives and KPIs in order to monitor the efficiency of the 

recruitment process?  

13. The audit field work was carried out from November 2016 until end of February 2017. 

14. This audit just focused on recruitment process at ADB/HR, excluding the recruitment of 

TCB field personnel. 

15. The audit work covered the examination of the following documents: 

(a) ICAO Staff Regulations, Article IV, “Recruitment, Appointment, promotion and 

development of staff;” 

(b) ICAO Staff Regulations, Annex IV, “Human Resources Committee” of the Council; 

(c) Council Decision (C-DEC 202/1) of 12 June 2014; 

(d) ICAO Staff Rule 102.2, “Classification of Posts;” 

(e) ICAO Staff Rule 104.8, “Appointments and Promotions;” 

(f) ICAO Staff Rules, Appendix to Staff Rule 104.8, “Procedures for the advertisement and 

interview of D-2 and D-1 posts; “ 

(g) Process and Procedure Document on the Recruitment of D-2 and D-1 posts; 

(h) “UN Competency Development Framework – A practical Guide” (2010) ; 

(i) “UN Competency-based Interviewing Guide” (2001/2002)  

(j) “Administrative Instruction On Educational Requirements for Posts in the Professional 

and Higher Categories” of September 2016; 

(k) Annex I to the Convention on International Civil Aviation, “Personnel Licensing;” 

(l) “New candidate assessment and selection report” (IOM dated 20 June 2012), effective 

from 1 July 2012; 

(m) “Guidelines on evaluation of applications” (IOM dated 28 June 2012) effective from 1 

July 2012; 

(n) The ICAO Service Code (Doc 7350/9, last updated on 1 August 2016) 
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(o) PERSONNEL INSTRUCTION PI/1.6 (Staff Regulation 1.6 and Annex I to The ICAO 

Service Code) “PROCEDURES IN RELATION TO THE ICAO FRAMEWORK ON 

ETHICS” (amended 14/4/15)  

16. Audit evidence was obtained from (i) interviews with Management, (ii) desk reviews of the 

Documents presented to Council and (iii) direct assessment and analysis of statistical data 

presented by Management. The audit did not make a recalculation of statistical data 

provided and did not therefore conclude on the correctness of the figures reported, which 

remain with the responsibility of the HR ADB Office. 

17. The period considered for analysing the timeline of the recruitment process was focused to 

the years 2015 and 2016, due to the new time frame given by the Council through the 

abovementioned Decision 202/1 of June 2014 (Charts 1-4). However, to observe the “staff 

retention” we focused on the period from 2012 to 2016 (see above, Table 1). 
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Observations 

Our analysis of the current situation of the recruitment process at ICAO 

18. We acknowledge that Management has devoted, and is currently devoting, extensive 

efforts in order to have an efficient and effective recruitment process and it is committed to 

improve further its performance. Our analysis points out the situation observed at the time 

of our audit.  

The UN practical Guide: metrics might be further developed 

19. We analysed both documents a) the “UN Competency-based Interviewing Guide” 

(2001/2002) and b) the latest update of the “UN Competency Development Framework – A 

practical Guide” that dates back to 2010; Management informed us that an updated version 

is currently under review at the UN Headquarters.  

20. The use of these documents at ICAO is “as is”. The idea (proposed by HR to the Secretary 

General) was to fully implement the UN competency framework without changes, and 

consequently avoiding the extra-cost of having to implement an ICAO specific framework 

for the same purpose. The proposal was accepted by the SG; therefore, any “Guide” is 

formally updated by the UN, Management will adopt it at ICAO. 

21. The competency framework is used in a number of key HR management functions: 

recruitment and staffing (competencies are used in the selection of staff); performance 

management; staff training and development. 

22. In the UN Competency Guides, three core values1, eight core competencies2 and six 

managerial competencies3 have been identified at UN Level. Each competency is defined, 

and “positive” and “negative” indicators have been associated to. Competency’s definitions 

in the two abovementioned Guides might differ; however, in case of discrepancy, the latest 

document prevails. 

23. The core competencies are used in all vacancy notices (e.g. Professionalism competency 

is mandatory for all posts, as it includes functional and technical proficiency requirements 

for each individual position; other competencies, core and managerial, are added as 

required). The core values of Integrity, Professionalism, and Respect for Diversity have 

                                                
1 1) Integrity, 2) Professionalism, 3) Respect for diversity 
2 4) Communication 5) Teamwork 6) Planning & Organizing 7) Accountability 8) Client Orientation 

9) Creativity 10) Technological Awareness 11) Commitment to continuous learning 
3 12) Vision 13) Leadership 14)empowering others 15) Managing performance 16) building trust 

17) judgement and decision making 
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been included in the new performance appraisal system (introduced in February 2017). 

Management expect that all staff are able to demonstrate these core values in the 

performance of their functions.  

24. Following the indications stated in the Guides, we observed that the UN competency 

framework does not provide specific metrics on how to assess “positive” and “negative” 

indicators for each competency. Consequently, missing a reference guide in the UN 

Competency Framework, at ICAO HR Management has put in place a definition 

mechanism for competencies and technical knowledge in order to facilitate the assessment 

process. Furthermore, definitions of competencies have been standardized for specific 

positions like Regional Directors, Deputy Regional Directors or different groups of similar 

positions (e.g. aviation safety, aviation security, technical assistance, translators, etc.). 

However, in order to increase efficiency of the recruitment process, this practice might be 

expanded to include all technical positions and better standardized and codified.  

The “Administrative Instruction On Educational Requirements for Posts in the 

Professional and Higher Categories” of September 2016 

a) Who decides on Internal or external vacancy? 

25. The “Administrative Instruction On Educational Requirements for Posts in the Professional 

and Higher Categories “ of September 2016 (please refer to Note 1 pt. 2) refers to the 

decision process whether issuing or not an Internal or External vacancy note. 

26.  Management informed that as a general rule, posts are normally advertised through 

internal and external vacancy notices. Management reports that internal advertisements 

are more an exception. For example, Staff Rule 102.2 on classification of posts (point 7) 

provides that “when an occupied post has been reclassified upward as a result of an 

enhancement of current functions and the nature of work remains the same, a 

reclassification notice shall be advertised internally.”  

27. For G7 positions, a rule was introduced in 2015, requiring that all G7 vacancy notices be 

advertised internally first; and only if no qualified staff member is identified internally, it will 

be advertised externally.  

28. Our opinion is that, in order to have a more effective recruitment process, a vacancy 

advertised externally might provide more opportunity to hire the best candidate for a given 

post. For instance, enhancing a procedure where cases under Staff Rule 102.2 will be 

better specified, it might help to improve transparency in the decision of having or not an 

internal vacancy announcement. 
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b) Bureaux/Offices play an important role in the recruitment process. Should 

this role be balanced? 

29. On point 3 of the Administrative Instruction (AI) on educational qualifications, in order to 

establish the education level, usually at ICAO reference is made to the UNESCO guide: 

however, for specific and highly specialized technical post (e.g. which require a technical 

qualification in aviation such as a pilot license, or an air traffic management license) there 

is not a specific guidance, therefore, in this case HR relies on technical Bureaux’s 

assessment to determine the level and relevance of the technical license/certificate. 

30. For D1 and D2 posts, a comprehensive assessment process has been established, which 

involves written tests, competency based interviews, and an assessment centre conducted 

by an external/global consulting HR company.  

31. Further, for all Professional and GS posts (G5 and above), there are mandatory written 

tests and competency based interviews. (Written tests are not mandatory for positions at 

G4 level and below; but competency based interviews are required for all posts). 

Specifically for language posts, written tests are evaluated by a different organization of the 

UN system, external to ICAO. 

32. However, for the P and GS positions, in order A) to establish eligible criteria B) to prepare 

predefined evaluation grid and C) to select panels who will assess the candidates, HR relies 

on what is referred by the different Bureaux. HR has not used experts external to ICAO, 

able to assist HR for the above mentioned task and for assessing independently and in an 

experienced manner the applications of candidates for technical posts, through a panel 

balanced with external and independent experts.  

33. Moreover for technical aviation diplomas/licenses, as stated above in paragraph 24, the 

specific assessment might reveal difficulties because there are no external guidance like 

the UNESCO guide for other P level (although we understood from Management that some 

reference might be found in the Chicago Convention Annex 1).  

34. We therefore observed, as mentioned above, that for technical positions the vacancy notice 

and the “specific assessment” of a candidate is done “internally”, although with the 

contribution of other bureaux, without (as stated above) an external expert.  

35. Generally, the larger would be the use of standardized job descriptions, the better would be 

the objectivity and effectiveness of the recruitment process. Nevertheless, it is worthwhile 

mentioning and we acknowledge that ICAO Management has developed generic job 

descriptions for certain positions, such as D-1 Regional Directors, P-5 Deputy Regional 

Director, P-4 Safety Implementation officer, P-4 Aviation security officer, P-4 Regional 

Officer/Technical Assistance, P-3/P-4 Language officers, as well as P-3 Administrative 

Officer positions, and has reported to us that generic job descriptions will be extended to 
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include most technical positions and that this will enable the Organization to establish 

evaluation criteria for these positions in advance, and reduce subjectivity by the hiring 

Bureau/Office. 

The Council decision (C-DEC) 202/1 of 12 June 2014 

a) Monitoring the efficiency of the recruitment process: should it be extended 

and enhanced? 

36. Council Decision at Point (10) endorse a Revision of the ICAO Service Code: in particular 

establish – a maximum time frame of 12 months from the issuance of the Vacancy Note till 

the appointment decision. 

37. Management referred to us that Council decided that “a maximum time frame of 12 months 

for completion of the recruitment process for all posts, from the date of the issuance of the 

vacancy notice to the appointment decision -Article IV, Staff Regulation 4.8-”and this has 

to be considered as an objective for HR. The Council further decided that key performance 

targets should be set as follows: (i) a maximum recruitment frame of seven months for D-2 

and D-1 posts; and (ii) five months for P-5 level posts and below. This decision is 

“transformed” by HR as a KPI (please refer to Chart 1-4). 

38. Management believes that these indicators are realistic, although there is a need to 

coordinate more closely with Bureaux and Regional Offices during the recruitment process. 

Management noted that during 2016, the support provided by all ICAO staff to the Assembly 

caused significant delays to recruitment for all posts. The average timelines for 2016 can 

be easily read in the charts 2 and 4 above. 

39. However, we understood from Management that monitoring of recruitment timelines is 

currently done from the date of issuance of the vacancy notice to the date of 

selection/appointment decision, and not on all the recruitment process in full. We believe 

that monitoring all the process since the very beginning (i.e. from the initial requisition to 

advertisement of the post) might help to increase efficiency; in particular, for instance, 

Management would then be able to understand which might be the circumstances, such as 

budget approval, that contribute to create delays (or even the “cancellation” of the post). 

b) How objectives and KPIs have been selected?  

40. We asked to the Management the reason why the targets of 5 and 7 months were 

established by the Council and if the Council’s Decision was taken on the basis of an 

internal document, providing a summary of different UN experiences: as an example, a 
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benchmarking exercise able to provide relevant information that can help to assess whether 

an internal process has been efficient or not. 

41. Management explained that a recommendation was made by the Human Resources 

Committee of the Council (HRC), and it was partly informed by a benchmarking exercise 

that was conducted by the UN Joint Inspection Unit in 2012. Please refer to JIU report 

“JIU/REP/2012/4 – Staff recruitment in United Nations system organizations: a comparative 

analysis and benchmarking framework”. The JIU established a benchmark of 120 days, 

from vacancy posting to selection decision. For P-5 and below posts, ICAO established a 

benchmark of 150 days (i.e. one extra month), which takes into account the fact that most 

senior staff responsible for recruitment actions are also involved in at least three (3) 

Sessions of the ICAO Governing Council during the year and several technical meetings of 

the Air Navigation Commission, Air Transport Committee, and other technical 

committees/working groups. For D-2 and D-1 posts, the target was set at 7 months in order 

to take into account the review of the candidates by the HRC. It also takes into account the 

time required for Council approval of decisions for D-2 posts. 

The “New candidate assessment and selection report” (IOM dated 20 June 2012), 

effective from 1 July 2012 

a) Many documents regulate the HR recruitment process: a comprehensive 

framework is needed 

42. Several Documents are mentioned in this IOM. It might be difficult for an external reader to 

understand which is their hierarchy, or the number of documents that are “active” or not. It 

would be appropriate to prepare one document inclusive of all decisions, IOM, Notes, etc. 

43. For instance, in order to summarize the hierarchy of documents we could rank, in order of 

relevance: 1) Staff Regulations, 2) Staff rules, 3) Administrative & Personnel Instruction. 

We however observed that, although there is sufficient documentation regarding the 

recruitment process, it does not exist, at the moment of our audit, a single “Administrative 

Information recruitment “Manual” or “Guide” which summarise all the Rules, Regulations, 

IOM, Circulars, etc. present in ICAO.  

44. Management explained that an administrative instruction summarizing all existing 

documentation will be prepared in 2017, and will provide a comprehensive guide to hiring 

managers and staff on the recruitment process. 
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b) IT tools might help in increasing efficiency in monitoring information. 

45. We understood from the management that the new IT system will improve collection of data 

and monitoring of recruitment KPIs, and, at the same time, the tool will monitor the efficiency 

of the recruitment process, through a reporting tool currently under development that 

ultimately will help management to monitor KPIs.  

46. Most data on recruitment timelines is entered manually in the ERP system “on the spot”, 

for the purpose of reporting. Overall, the new system will perform automatically tasks 

currently done manually. The IT system is being implemented through an external IT 

provider but ICAO IT will manage the Software entirely.  

47. However, some of the Objectives need to be further clarified and ready to be monitored 

through accurate KPIs, and, as well, if possible, with an external benchmark reference.  

c) Assessing a candidate: how to increase effectiveness?  

48. In the document “Guidelines on evaluation of applications” (IOM dated 28 June 2012), 

effective from 1 July 2012, the differences between “well qualified” and “qualified” are in our 

judgment not sufficiently explained nor well-detailed. 

49. There is a process in place for assessment and shortlisting of candidates, based on the 

requirement of the advertised vacancy notice. We also understand from Management that 

the administrative instruction on recruitment, which will be finalized in 2017, will further 

clarify the screening/shortlisting of candidates and assessment process, including 

determination of qualified and recommended candidates. 

d) The creation of the Appointment and Promotion Board: increasing the 

effectiveness in selecting candidates  

50. APB – Appointment and Promotion Board are composed in accordance with Staff Rule 

104.8, paragraphs 7 and 8. 

51. HR reported to us that Rosters are mostly used for temporary recruitments, especially 

during the ICAO Assembly. For regular recruitment, Staff Regulation 4.8 establishes that 

“Starting from the date of the appointment decision, the recruitment process shall remain 

active for an additional period of 12 months so as to allow, when required, for the selection 

of another candidate to the post. In other words, candidates who are recommended, but 

not selected, are kept on a roster for a period of 12 months and may be selected as 

required. The above does not apply to TCB Field recruitment, which follows different rules”. 
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52. The assessment report form is used for all recruitments of staff at Headquarters and 

Regional Offices. However, they do not apply to TCB Field Recruitment. 

53. Furthermore, Bureaus/Offices with the required technical expertise are responsible for 

preparing technical questions as well as competency-based interview questions. As already 

reported in previous paragraph 24, also in this case it would be useful that questions are 

pre-defined before the recruitment process start.  

54. Management explained that technical questions are normally prepared by the hiring 

management, but are reviewed by the interview panel which is composed of at least three 

(3) members, including one member who is external to the Bureau or Office. This 

composition of the panel was established in order to ensure that there is enough balance 

on the panel to reduce discretionary power in the assessment process.  

e) Is the weight of each criterion adopted done prior to advertising the vacancy 

Notice? 

55. Management explained that the recruitment process starts with preparation of a job 

description, which lists the main functions of the post as well as the evaluation criteria (i.e. 

educational qualifications, experience, and language requirements) and competencies. It 

is important to note that the requirements of the post are presented in the job description 

as essential or desirable. 

56. The list of major duties and responsibilities of the post as well as the evaluation criteria (i.e. 

educational qualifications, experience, and language requirements) and competencies are 

used to create a vacancy notice. Both the job description and the vacancy notice for posts 

in the Professional and higher categories must be approved by the Secretary General prior 

to advertisement. This authority is delegated to the Director of Administration for GS posts. 

And vacancy notices for D-1 and D-2 posts are reviewed and approved by the Human 

Resources Committee (HRC) of the Council prior to advertisement. 

57. It is worthwhile mentioning, as already stated in paragraph 35, that for posts where generic 

job profiles have already been establish (such as D-1 Regional Directors, P-5 Deputy 

Regional Directors, P-4 Regional Officer/Safety Implementation, P-4 Regional 

Officer/Aviation Security, P-4 Regional Officer/Technical Assistance, P-3/P-4 Language 

Officers (Translators/Revises), etc.), the vacancy notices, including the evaluation criteria, 

are prepared well in advance using standard pre-approved text which reduces the 

discretion by the hiring Bureau/Office. As stated above, all vacancy notices for posts in the 

Professional and higher categories are approved by the Secretary General prior to 

advertisement.  



 

21 

58. Management clarified that upon approval and advertisement of a vacancy notice, 

applications are assessed based on the essential requirements of the advertised position. 

Based on this review, candidates who do not meet any of the essential requirements are 

not considered further. Candidates who meet the requirements are placed on an initial 

shortlist for participation in a substantive written test, which is designed based on the main 

requirements of the position as per the advertised vacancy notice. This eliminating process 

has proven to be more efficient as managers do not have to spend time grading applications 

of candidates who do not meet any of the essential requirements of the advertised vacancy 

notice. 

59. Special numerical codes are assigned to the candidates, who meet the requirements and 

who are shortlisted for written tests; the tests are marked anonymously by the assessment 

panel. Taking into account the results of the substantive written tests, candidates are then 

shortlisted for interviews, carried out by a panel composed of at least three members who 

are at the level of the post or higher, including at least one member who is external to the 

Bureau/Office where the post is located. The interview panel will then make the final 

recommendation of candidates who have demonstrated the required knowledge and 

competencies to perform the functions of the advertised post. 

f) Avoiding the conflict of interest  

60. We observed that staff members who participate in the assessment/interview panels as 

well as the APB are not reminded, at the time of our audit, about rules for avoiding the 

conflict of interest and, overall, declarations of absence of conflict of interest are not 

systematically requested to all the participants of the recruitment process.  

61. Management explained that issues of conflict of interest are addressed in the Ethics 

Framework and the Standards of Conduct, which apply to all ICAO staff members as part 

of their contractual obligations with the Organization, in accordance with paragraph 26 of 

the ICAO Standards of Conduct4. 

62. Further, Staff Rule 104.5 on Family Relationships strictly prohibits “appointment or any 

other form of engagement with the Organization [of any] person who is the father, mother, 

                                                
4 “International civil servants should avoid assisting private bodies or persons in their dealings with 

the Organization where this might lead to actual or perceived preferential treatment. This is particularly 
important in procurement matters or when negotiating prospective employment. At times, international 
civil servants may be required to disclose certain personal assets so that the Organization can ensure 
that there is no conflict. They should also voluntarily disclose, in advance, possible conflicts of interest 
that may arise in the course of carrying out their duties. They should perform their official duties and 
conduct their private affairs in a manner that preserves and enhances public confidence in their own 
integrity and that of the Organization”. 
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son, daughter, brother or sister of a staff member.” Although the Staff Rule permits the 

recruitment of a candidate who is a spouse of a staff member, it also states that a staff 

member who is the spouse of another staff member “shall disqualify himself from 

participating in the process of reaching or reviewing an administrative decision affecting the 

status or entitlements of the staff member to whom he is related.”  

63. Management also reported to us that, consistent with the provisions of the ICAO Framework 

on Ethics as well as the ICAO Standards of Conduct, a mechanism will be introduced to 

remind staff members to disclose, in advance, possible conflicts of interest that may arise 

in the course of their involvement in the recruitment process, including the participation in 

the assessment and interview panels as well as the Appointment and Promotion Board. 

Human Resources Committee. 

64. The Human Resources Committee (HRC) has two main functions: 1) to review the selection 

reports of D-1 and D-2 level posts; and 2) to make recommendations relating to human 

resources policy for ICAO. It is also important to note that, specifically for D1 and D2 posts, 

the HRC reviews draft vacancy notices, including the requirements (evaluation criteria), 

prior to advertisement. This minimizes the risk that a hiring manager could influence the 

evaluation criteria. Mandatory written tests and blind assessments are part of the current 

recruitment practice. The interviews are conducted by a Panel of four (4) Bureau Directors. 

There is also an independent assessment centre conducted by an external/global HR 

consulting company. 

65. In general, for D1 and D2 recruitment process, the recurrent risks are mitigated by several 

actions, specified in the previous paragraph. 

66. With regard to posts at the P-5 level and below, risks (even reputational) could be mitigated 

by undertaking the following actions: A) a Panel with sufficient experts not from the same 

unit of the hiring manager; B) having an external independent expert participating in the 

process; C) pre-established eligibility criteria for similar position, set prior to the start the 

recruitment process; D) a pre-constituted assessment grid prior to the start of the process, 

with precise weight according to the need of the post; E) a strict and efficient control of the 

absence of conflict of interests, better with a Mandatory form to be filled in; F) having Blind 

assessment; G) minimizing the role of the Hiring Manager; H) having people in the Panel 

at the level of the post or of a superior hierarchical grade; I) a mandatory written test; J) 

creating a system where people are accountable for the decision taken. 

67. We acknowledge that Management is aware and is taking actions to minimize these risks.  
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a) How does the geographical factor impact the effectiveness of the recruitment 

process?  

68. As stated in Staff Regulation 4.1, “The paramount consideration in the appointment and 

promotion of staff shall be the necessity for securing the highest standards of efficiency, 

competence and integrity. Due regard shall be paid to the importance of recruiting staff on 

as wide a geographical basis as possible and ensuring equal gender representation.” 

69. According to the abovementioned paragraph, we also analysed how, for the HR 

Management, has been possible to maintain efficient the criterion of the “wide geographical 

basis”, having at the same time the best candidate for a given post. 

70. For instance, it would have been interesting to understand if it is possible that a candidate, 

assessed as “well qualified” but coming from a country overrepresented, compared to a 

candidate, coming from a country not represented at all but classified just “qualified”, has 

not been selected; however, we also understand that the Secretary General has 

discretionary authority, which will be applied in the Decision-making process of the last 

step. 

71. The above authority is exercised once it has been established that the candidates on the 

final shortlist meet the essential requirements and competencies of the advertised post, in 

accordance with Staff Regulation 4.1 above mentioned. 
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Conclusions and recommendations 

72. On the basis of our audit work, we conclude that Management is proactively committed to 

ensure an efficient and effective recruitment process.  

73. Notwithstanding this conclusion, some other elements merit further analysis in order to 

understand if their introduction would increase efficiency and effectiveness of the 

recruitment process. In this sense: 

 

  

74. We observed that the UN competency framework does not provide specific metrics on 

how to assess “positive” and “negative” indicators for each competency. At ICAO, HR 

Management has put in place a definition mechanism for competencies and technical 

knowledge in order to facilitate the assessment process. Furthermore, definitions of 

competencies have been standardized for specific positions like Regional Directors, 

Deputy Regional Directors or different groups of similar positions (e.g. aviation safety, 

aviation security, technical assistance, translators, etc.). However, in order to increase 

efficiency of the recruitment process, we suggest this practice might be expanded to 

include all technical positions and better standardized and codified. 

 

Comments by the Secretary General: 

The UN competency framework is currently under review. Any modifications that will be 

introduced by UNHQ, including any applicable metrics, will be considered by ICAO.  

 

  

75. We suggest that HR Management explore the possibility (cost-benefit) of being 

assisted by external independent experts either for defining specific eligibility criteria 

for technical positions, prior to the issuing of the vacancy note either for determining in 

advance specific evaluation grid for assessing candidates, and also, if necessary, to 

select the most appropriate candidate for a technical post. 
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Comments by the Secretary General: 

ICAO takes note of the suggestion and will explore the cost-benefit of using independent 

external experts whenever necessary and feasible. The practical approach would be to 

increase the use of standard/generic job descriptions which will be developed using internal 

expertise and/or external independent experts if so required. This is consistent with the 

practices of other UN system organizations, and will enable the Organization to establish 

evaluation criteria for positions in advance, and reduce subjectivity by the hiring 

Bureau/Office.  

 

  

76. Further to the Decision of the Council where “a maximum time frame of 12 months for 

the completion of the recruitment process for all posts, from the date of the issuance 

of the vacancy notice to the appointment decision” should be respected, we suggest 

to HR Management, in order to understand the efficiency and effectiveness of the 

process, to monitor all the time, since the request of a post issued by a Unit, and, in 

this way, every office will be accountable for the timing needed for the recruitment 

process. 

 

Comments by the Secretary General: 

The standard practice in the UN is to monitor recruitment timeliness from the date of 

vacancy advertisement until the date of selection decision. Nevertheless, ICAO HR already 

captures and monitors most of the steps of the recruitment process, starting from the date 

of receipt of the request from the hiring unit to the date of advertisement of the post. ICAO 

is currently implementing an accountability framework for recruitment timelines, detailing 

role/responsibilities of all parties, as well as a new IT tool to further enhance the 

management and monitoring of recruitment timelines. When fully implemented, these 

initiatives will provide the Organization with an opportunity to strengthen the monitoring and 

management of recruitment timelines from the initial request of the hiring unit to the 

appointment decision. 
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77. We suggest to Management, once a monitoring system (according to the above 

mentioned “suggestion”) would have been prepared, to eventually assess the cost 

benefit of initiating a benchmarking exercise with other UN or similar Organizations 

that might give indication on effectiveness and efficiency of the recruitment process. In 

this way, through a detailed monitoring, and the related benchmarking, it would be also 

easy to determine robust KPIs to be adhered with. 

 

Comments by the Secretary General: 

ICAO currently uses as a reference the benchmarking study conducted by the UN Joint 

Inspection Unit in 2012 (JIU/REP/2012/4 refers). Since it is too costly for a single 

organization to conduct such an exercise on its own, ICAO will continue to work with other 

UN system organizations through the Chief Executives Board for Coordination (CEB) and 

its subsidiary bodies to further consider this issue. 

 

Recommendation n. 1.  

78. We acknowledge that the recruitment process is well documented in several HR policy 

instruments (such as Staff Regulation, Staff rules, Memoranda etc.). Guidelines are in 

place, however, we recommend that Management prepare a comprehensive guide, 

which summarises all the Rules, Regulations, IOM, Circulars, etc. present in ICAO. 

 

Comments by the Secretary General: 

An administrative instruction consolidating all existing documentation/procedures on 

recruitment and staffing will be developed. 

 

Recommendation n. 2.  

79. Following the rules and indications on “conflict of interest” provided in The ICAO 

Service Code and in the “Procedures in relation to the ICAO Framework on Ethics”, 

we recommend Management to implement a process where a specific assessment of 

standardized declarations of absence of conflict of interest, signed by all the people 

involved in the recruitment process, will be carried out. 
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Comments by the Secretary General: 

It is worth noting that standard forms for declaration of conflict of interest are already 

provided for as part of the “Procedures in relation to the ICAO Framework on Ethics.” 

Consistent with the existing provisions of the ICAO Framework on Ethics as well as the 

existing ICAO Standards of Conduct, staff members will be reminded to disclose, in 

advance, possible conflicts of interest that may arise in the course of their involvement in 

the recruitment process, including participation in the assessment and interview panels as 

well as the Appointment and Promotion Board.  

 


