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of UNHCR's Decentralization

and Regionalization (D&R) Reform
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Key

message 1

EMPOWERMENT AT POINT OF DELIVERY

Increased country-level capacity and technical support from

People, Organization & Governance

>

and responsibilities

From January to August 2024, an independent evaluation assessed the implementation
of UNHCR’s Decentralization and Regionalization (D&R) reform from 2019 to 2023, focusing
on its design, implementation and outcomes across the organization. Our analysis centered

on four key areas: Strateqgy; People, Organization and Governance; Processes; and
Technology—essential components of an effective organizational model, ultimately leading
to actionable insights for enhancing the D&R framework. Within each key area, several facets
of the reform were assessed based on the initiatives implemented.
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ROLES,

ACCOUNTABILITIES TECHNICAL
ORGANIZATIONAL FUNCTIONS AND AUTHORITIES SUPPORT AND CULTURE AND
ARCHITECTURE AND STAFFING (RAA) OVERSIGHT WAYS OF WORKING
D&R allowed Slight increase In The roles, D&R aimed to Culture identified as
useful flexibility Regional Bureaux accountabilities strengthen key enabler of D&R
in regional and Multi-Country and authorities oversight in a reform but largely

structures, but
lack of
uniformity
hinders
Inter-regional
collaboration

The rationale
behind the
location and
number of
Regional

Bureaux is still
debated

At (sub-)national
and Regional
Bureaux level,
contextualized
structures serve
local purposes
but create
challenges in
organizational
coherence,
delegation of
authority, and
matrix Country

Offices
{}

structures
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Regional Bureaux. While delegation of authority is met, scope
for further delegation remains. Clarity on roles in balancing

support and oversight is needed, along with strong leadership
and accountability.
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Any future change
initiative should:

Define clear target
state with aligned
process changes,
culture, and
technology

Develop change
management
strategy covering
budget, scope, and
risk mitigation

Ensure strong
communication to
staff

Implement ‘
continuous feedback
mechanisms

Review planning
processes and
related consultative
mechanisms to help
Country Offices
prioritize global and
regional objectives
more effectively

Empower
sub-national entities
by building technical
capacity for

planning and
resource allocation

Optimize the
balance between
flexibility and global
coherence In the
results-based
management system
by refining core
Indicators

What are the recommendations looking ahead?

Foster
transparency in
resource allocation
by sharing budget
criteria

Further
decentralize
processes in line
with RAF
authorities

Improve
coherence in RB
organizational
design and
sub-national
office
classification

Streamline
coordination

In matrix
organizations to
better support
smaller
operations
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Office workforce

aligns with D&R
goals but driven by
overall needs
rather than
restructuring. Initial
HQ workforce
reduction offset by
subsequent growth

A lack of defined
workforce strategy
and skills mapping
hinders
understanding of
current staffing
structures and
their alignment

with D&R
objectives

Training has
become more
contextually
adapted, but the
absence of central
oversight and
quality assurance
threatens the
global coherence
of capacity
development
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(RAA) framework
aimed to support
decentralized
decision-making
under D&R.
However, in 2024
framework is still
not widely used or
understood

No RAA at
national office or
sub-office levels
despite delegated
authorities via RAF

Better integration
of RAA into
individual
performance
objectives/
workplans
needed, along
with stronger
socialization

Key message 2
AGILITY AND RESPONSIVENESS

Regionalization of Regional Bureaux has improved operational

decentralized
structure through
the three lines
model, but the
revised model
creates overlaps
and unclear roles

Regional Bureaux
prioritize
technical support
over 2nd line
oversight,
although added
capacity from
regional risk
advisors and
evaluation
officers help
strengthen
oversight

Dual roles across
Multi-Country
Offices/Country
Offices, Regional
Bureaux, and HQ
create confusion
in oversight
responsibilities

overlooked Iin
Implementation

Lack of a cultural
strategy and
disruption by
Covid-19 led to

regional variations,

driven by
leadership

personalities rather

than institutional
mechanisms

flexibility and responsiveness to local needs. However, balancing
local adaptation with global coherence remains a challenge.
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Strengthen
workforce planning

with a comprehensive |

skills mapping and
Improved data to
iInform optimal
staffing

Establish an
organization-wide
learning strategy,
including clear
responsibilities on
training, and
minimum learning
curricula in relevant
areas to ensure
consistent learning
outcomes across all
regions
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Ensure accountability
of senior management
for establishing clear
responsibilities in their
respective entities
using the RAA as a
starting point and for
driving their
socialization within
their respective
entities

Fully align the RAA
framework with the
decentralized
operating model, in
particular the RAA
on the Sub-Office/
National Office level

Translate existing
frameworks (RAA,
three lines model)
into regional '
oversight plans
based on risk

assessments
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Prioritize cultural
changes to enable

D&R, leveraging the

2024 cultural
assessment to
Integrate relevant
elements.

Integrate
performance
management with
RAA to enhance
accountability

Evaluation Office

collaboration with
partners through
regional presence
and increased
external
engagement

capacity

Degree of
regionalization
and
decentralization
of partners limits
these benefits
and especially
management of
donor relations
remains
centralized In
many cases

Aims to increase
local fundraising
remain limited in
success due to
unclear rules and
authorities

Key message 3

GCR AND “ONE UN”

OPERATIONAL
PARTNERSHIP DELIVERY
D&R improved D&R reform

Increased agility
and efficiency
during
emergencies,

Including enhanced

coordination with
stakeholders

Contextualized
knowledge on
protection seems
to have increased,
however,
appropriateness
of workforce
arrangements is

hard to assess due

to weaknesses In

data and workforce

planning

Evidence suggests
more efficient
supply in both
emergency and
non-emergency
settings due to
regional
procurement,
although some
disparities
between regions
persist
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TECHNOLOGY
ENABLERS

New technology
systems support
D&R reform
goals,

but rollout faced
challenges

Centralized
functionalities
and distributed
ownership
hindered

adoption

Compressed
training timelines
limited the
effectiveness

of new systems
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Enhanced external engagement is shown by increased
exchanges with partners and improved participation in regional
platforms. Positive funding trends are noted, but scope for
Improvement remains. Optimal organizational design requires
ongoing review and adaptation to evolving conditions.

Strengthen

measures to
capitalize on
Resource
Mobilization and
Partnerships
including
sharing of
know-how on
donors across
organization and
clarification on
rules on local
fund-raising
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Enhance data used
for workforce
planning, ensuring
roles align with actual
responsibilities and
time allocations

Strengthen
workforce planning
to optimize staffing
structures, supported
by comprehensive
skills mapping.

Prioritize emergency
financial resource
requests by HQ and
Regional Bureaux
Directors using
established
parameters to
Improve transparency
and understanding of
financial decisions
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Delegate authority
for user rights within
the Business
Transformation
Programme

in line with D&R
principles
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