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.REPORTS OF THE  JOIWT INSPECTION UNIT

SOME ASPECTS OF THE TECHNICAL ASSISTANCE ACTIVITIES
OF THE UNITED NATIONS (JTU/REP/69/5) 1/

Note dated 30 September 1969 from the Secretary-General to the
Advisory Committee on Adminigtrative and Budgetary Questions

5

1. The following comments con the above-mentioned. report have been’ prepared

by the Administrator of the United Nations Development Programme (UNIP) and by
the Secretary-General. The Administrator was asked to respond to those points
made by the Inspectors bearing on UNDP's over-all activitles, while the Secretary-
General's response has been prepared on those aspects which he Teels fall within

the proper competence of each partlclipating agency.

Comments of the Administrator, UNDP ' A ‘ |

2. "The Administrator has noted with appreciation the‘recognition given in
the report to the efforts made by UNIP and the agenciess towards overcoming the |
difficulties and delays reported. As the JIU knows, such difficulties and delays 5
have been the consgtant concern of the Goverﬁing Council, of UNIF and the agencles,
and the subject of periodic discussions at, and reports to, the (Governing Council.

In this respect, he wishes to refer to the report of the eighth sesglon of the

Governing Councll to the forty-seventh session of the Econcmic and Socilal Council
(E/4706) and especially to the statements made, under chapter IV, General debate.”

3 "The Adminisbrator feels that rather than that he should comment point by

 point on the report, which might lead to some duplication with the above-mentloned

statements, the JIU will prefer to be informed of his views on certain selected
problems which are currently the subject of his special attention. (Should this,
however, not be the case, he would be glad in the future to defer to its wishes.)”

L, "In regard to the slowness of processing Special Fund project reguests to

the point of commencement of execution, and the handling of urgent project
requests, experience has shown (recognizing, of course, the need to Improve and

accelerate procedures at all stages) that in many cases the ‘original sin' had

s

1/  Wow issued as E/MT6A.
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been en inadequate preparation of a request, in so far ag the document itself

may have sounded reasonably convincing and the regquesting CGovernment had given
it a high priority, but an insufficilent effort had been made by CGovernment,
agency and UNDP alike to ascertaln whether the concept itself was sound, whether the

means and the timing proposed for exscution were realistic, and what expectancy

there was that after UNIP support‘had ceased the Government would be able to
continue, expand and explcit the activities initiated with UNIP support. This

- Jordlginal sin' has-been,-in-many-cases, the underlying eause-of difflculties
throughout planning as well as execution. Therefore, while agreelng with the
nead for every pessible simpiification; and possibly for telescoping of
procedures, the Administrator must Reep considering ag an overriding parameter
the carsful preparation of reslistic project requests. Instructions have been
issued to the agencies Lo the effect that specific planning elements be built-in
in reguests, but again this cannct be a substitute for initial conceptual
correctness,”
5. "Indeed this iz one of the pﬁrposes of the facilities granted by the Council
to the Administrator under the Revolving Fund arrangement. It is further the
purpose of an increasing number of 'mini-projects', not merely to refine the
conditions of preparation of a given reguest, but to lock at the very root of
the problem and to ascertaln whether the difficulties threatening the proposed
project are not, for some time to come, insuperable.”

6. "In respect of a standard menual Tor project reguests, the Administrator,

while recognizing the usefulness of such a document, must wonder whether one of
its purposes should be to assist a Goverﬂmehtfinf&éﬁg;@iging'to'WhiEHmagéncy'
their reguest for assistance should be directed, when the proposed project would
seem to fall under the SF component of UNIP. In many cases; the cholce will be
obvious, but when it is not, in other words when the field of activity concerned

is one in which more than one agency wmay be competent, the Adminlstrator would

muich prefer the request to be addressed to himself, leaving it to the conclusion
E— of his consultationg 4o decide to which agency the matter should be referred,”

B Te "As to the problem of counterpart, the UNDP has taken an incressingly

Tlexible attitude in the interpretation of article IV of the Basic Agreement
between Covermments and UNDP, especislly ag concerns egulpment and supplies,

and the provigion of services by subcontrators established in the country (not
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to mention assistance in the construction of houslng and puildings). As to
article V, flexibility has been introduced in the schedule of local costs
peyments. As concerns counterpart staff, however, the Administrator must insist
on active participatlon of the Covernment as essential under the parfnership
agpect of UNDP assistbance (pleaéé see in this respect Project g.ideline No. 1,
ddeument SF/PGL/I; under IT, Guiding prin;?ples). An impertant step towards
ensuring that a project will have adeguate suébort-iﬁ ébﬁnterpért gtaff ﬁas the
instructions given by URIP +o the agenciles as early as June 1965 for the
vuilding-in of tralning components -in projects where the request contained no

such provision. Bowever, +the Administrator would 1ike to stress again that the

 chances of any project to outlast successfully the period of UNIP assistance

being an overriding consideration under the criteria set by the General Assembly,
his appraisal of =a project request must give due welght to the prospects of
sdequate, successful and timely training.”

8. "The Administrator fully agrees with the need for a closer agsociation of

Governments in project implementation and especlally in the preparation'of plans

of operations. IHe mist reserve his position, however, oOu the suggestion made
in the report concerning plans of operations, or smendments thereto, that might
be agreed upon between Government and agency without formal clearance by UNIF.
Tndeed, such plans and smendments commlt the responsibility of the Administrator
in regard to the disposition of funds earmarked by the ooverning Council. As
o such changes in plans of operations without financilal aspects, the procedure
of the adjustment cdvice bas been foﬁn&'fb'beia'reasonable'simplification.”

9. "Iy eonclusion, as an i1llustration of the problem subject of paragraph 4
above, and at the same time compenbing on the case history, cited in section I,
paragraph T, subraragraph (a) of the report, of the gihanoukville Municlpal
Drinking Water Project in Cambodia, the Administrator wishes to submit the
following facts: _

MPhe Cambodian Government's request of December 1968, not officlally
endorsed until February 1969, was based on the assumpbion that a dam acrogs the
Tuk Sap River was the only feasiblé golution to the Sihanoukville water sUPPLY
problem. The UNDPlappraisal aid not suppert this view. In the perlod between

February and May, our usual round of consultations led to the conclusicn that

ground-water studies would have to be combined with other modified aspects of the

. Juo
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project, leading to an over-zll feasibility report. This in#olved a considerable
change in the nature and budget of the proposed UNDP (Special Fundj project.-
On 6 May, the Resident Representative was asked to communicate the recommended
reformilation to the Goverament. On 26 May 1969, he reported that 'the (Foreign)
Minister fully accepted ocur {the UNIP) approach and was much relieved to have
this guestion clarified for the benefit of the Chief of State...'.

The UNDP has authorized preliminary work on the first phase from
September 1969 (only seven months after receipt of the official request), and

expects to recommend the full Project to the Governing Council in Januery 1970."

Comments of the Secretary-General

10. On the question of reguests for Speclal Fund asslstance and the time
requlred to process them, there is an ambiguity in the Inspectors‘ report which
does not make it clear whether or not it dates the request from the time of

its official presentation to UNDP. In cataloguing three stages in the history
of a request, the first stage relates to 'the formulation of the initial
request by a Government and. itg acceptance by UNDP'. It is not clear what
'acceptance“means in this context Since, according to the report, the second
stage culminates in 'approval by the Governing Council'. Now, the formulation
of & request prior to its official submission by a Govermment to UNIP may guite
Juetifiably take a 1ong or a short time according to the circumstances of the
case. lLxperience shows that requests which have had a long gestatlon period
may be more easily executed ag projects by reasomn of more -careful preparation.
Cn the other hand, interesting requests are often made to URDP in a very
rudimentary state, and require further study and reformulation, usually with
UNDP and sgency asslstance, before they are suitable for appfoval. Thus, when
the Inspectors refer to a total interval of eighteen months between 'the date
of a project reguest and the commencement of its execution'’, it is not at aill
clear what ‘'the date of a project regquest’ is, and in some cases eighfeen months
may be toc short a time, However, the time required to put a request through

all the processes leading through . .appraisal to approval has sometimes been

excessive, and it may have tended to incresse as.the programme has grown.
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11. The preparation of a single manual relating to procedures for preparing
Special Fund requests would be advantageous. This might be supplemented as
necessary by additlonal agency manuals relating to thelr own fields of competence,
12. The queetion of additional powers for the Administrator to act on urgent
reguests in advance of Governing Council meetings 1s a matter for the Governing
Council. The Secretary-Genesral pelieves that there are ocecaslonal sltuations
which would merit the grant of such authority.

1%3. The United Natlens has eonsistently-been dn favour of a move towards a more
simple type of plan of operaticns, with the gubstantive work programme being
prepared as a separate docuwent. It, thersfore, agress with the suggestion

of the Inspectors on this point. l

1k, Although it ig true that UNIP procedures requlre that negotiaticns with

g Government for signature of the plan of operétions ghould begin only after
UNDP approval, as far as United Nations practice is concerned, 1t ig common

for informal negotiztions to take place as soon as an adeguate draft is prepared.
SQince the plan of operations is a three-way agreement, emendments by any of the
parties must be acceptable to the other two before signature.

15, There is full agreement on the deslirability of making use of the resources
of the régicnal economlc commissions in project preparations and programming.

In the future it is intended to involve the commisslons to an even greater

extent in that direction. '

16. It is recognized that adeguate counterpart suppert is essential to the
success of projects and that the training of counterparts during the life of a
project is'frequently one of its most importént'ébhﬁyibﬁtidns; Conditions vary
greatly from country to country in regard to avallability of counterparts, and
also projects vary in their need for them.. In many cases it would be advantagecus,
and in some cases necessary, to pre-train counterparts before launching a project
completely. United Nations experience certainly supports this viéw.

17. Wherever practicable, the United Rations prefers to appoint experts (and,

in particular, Projec% Managers) for the duration of a project. There are many
reasons why This is not practlcable in a considerable proportion of appointments

to Special Fund projects. However, considerable efforts are made to retain the

services of tried and successful experts {and, again, especially of Project ﬁ
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Managers) by using them in other suitable assignments when one is complefed.

From time to time there haé been discussion with UNDP about the possibility of
arrangements that would permlt bridging the gap between one assignment and ancther
in order to ensure retaining the services of Project Managers who had shown
themselves to be ocutstandng. The United Nations is well aware of the ﬁractical
difficulties in the way of such messures.

18. In its execution of Special Fund projects, the United Nations recognizes

the kéy-rdle @laYéd by-tﬁé_bejecﬁ Managers, and 6elegéteé'fo them = considerable

degree of authorlty. Ideelly, the Project Manager should be recrulted early
enough to take a leading part in drafiing the plan of cperation. Recrultment
problems and procedures are such that this is frequently not possible even
though we make full use of the UNDP arrangement which permits advance recruitment.
A larger lead time than the two months now available would be‘helpful in many
cagses. It 1ls agreed that informal soundings with Govermments before submitting
possible candidatures for Project Manager are degireble, and, in fact, such
Informal soundings are freguent, No doubt there s room for an even wider use of
this approach. It is alsc agreed that in some cases 1t would be desirable to
extend the authority of Project Managers in finapclel and administrative matters,
and the United Nations ie ready %o do this in specific cases. It is believed
that there may be sulficient flexibility within existing regulations to go a
long way to meet this need; however, it may also be worth while to consider

whether or not further changes in the regulations would be desirable.
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___ REPORTS OF THE JOINT INSPECTION UNLIT

SOME ASPECTS OF THE TECHNICAL ASSISTANCE ACTIVITTES
OF THE UNITED NATIONS

Comments of the Advisory Committee on Administrative
and Budgetary Questions

— L. The report "Some aspects of the technical assistance activities of the Tnited
Fetions" (E/4T76L), prepared by three members of the Joint Inspection Unit,é/ wag
recelved by the Advisory Committee on Administrative and Budgetary Questions in
accoreance with the procedures recommended by the Ad Hoe Committee of Experts to
Examine the Finances of the Unifted Naticns snd the Specialized Agencies. The
Committee has also received the comments on the report by the Secretary-General
and by the Administrator of the United Natione Development Programme, dated

30 September 1969 (E/L764/4a4.1). |

2. The Advisory Comﬁittee would like to add the following observations to the
comments referred to above.

5.  The fact - acknowledged by the Inspectors iﬁugéfégraph.28.bf“££é;£”;eport -
that the problems in the field of United Nations technical assistance and Special
Fund projects are nct new certainly does not diminish the value of the Inspactors!

cbservations. It is of importance that these problems be cleérly ildentified and
snalysed with a view to finding practical solutions. The Advisory Comnittee
appreciates the efforts made by the Inspectors to that end.

- Iy, Both the Secretary-General and the Administrator respond in their comnenta
in broad ferms to the major problem areas identified by the Inspectors. Tike the

obtservations of the Inspectors, the commentsz of the Becretary-Ceneral and the

Administrator are valusblie. Some of the major problem areas, particularly

s e

1/ Mr. 8. I1ié, Mr. C.S. Jha, Mr. A.F. Sokirkin.
' : /
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the slowness in the processing of Specilal Fund project reguests, the problem of
counterpart, the selection of Project Managers, and the manner in which they
approach their task, however, are of such vital importance for achieving maximum
success of the assistence rendered, that, instead of relying on an exchange of
observations, suggestions and comments, it might be more fruitful to arrange for

a searching discussion of the probiems between those responsible for the execution

of the programmes, the Inspectors, and, zs may be required in special cases, the

representatives of recipient Govermments. The Administrator of UNDP and the
executive heads Of the executing agencies are, because of their vast experience,
in an exceptionally geod position to trace the basic difficulties underlying the
problems; the Inspectors, with their professional cbjectivity and independence,
nave the advantage of being able to take a fresh look at the problems in questilon;
while the Goverrments at the receiving end of large programmes can explain the
limitations of counterpart provisions, the changes In priorities which might lead
to delays, and psychological factors which might affect the performance of Project
Managers. In~the view of the Advisory Commiftée, a full and detesiled discussion
in which the three parties mentioned above would participate mey well lead to
better solutions than a mere exchange of observations and comments. _

5. While sieeing merit in the suggestion of the Imspectors that, if possible, a
time-1imit be set for the total interval between the date of'a project request and
the commencement of the execution of an agreed project, the Advisory Committee
agrees with the comment of the Administrator that adeqguate and realistic
preparation of project requests is of overriding-importance.

6. The Inspectors' suggesticon that the preparaticn énd.distribution of manuals
or handbooks relating to procedures aprlicable to project fequests should be
expedited seems to be supported by beth the Administretor and the Secretary-General.

The Administrators, however, speaks of & '

'standard marual for project requests”,
whereas the Inspectors and the Secretéry—@eneral appear Lo envisage agency manuals
in addition to a UNDFP manualn' Ag it i1s unlikely that the procedures would become
identical in the near future in all the organizatlons ilnvolved, and as each
organization will understandably continue to apply its own specific procedures,

adapted to its own reguirements, the Advisory Committee sees advantage in the

preparation of both types of menuals; the agerncy manuvals, however, should be closely
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linked to the provisions and basic procedures reguired by UNDP. The Committee

agrees with the Administrator that, in cases of doubt &s tc the choice of agency

to which a request should be directed in the first place, the reguest should
preferably be addressed to himself, so that the decision can be taken following

his consultations with the agencies concerned. The delimitation of agency

1
; fields of activities, though considerably improved in recent years, has not yet

reached the stage when there will be nc need for a central pPlace for censultation
in cases of uncertainty. As the resources of UNDP could be iﬁvoi&éé;“the
Programme would appear to be the only place where such consultations could be
held.

- I In their report the Inspsctors suggest that a more flexible approach is
called for in regard to counterpart contributions by the countries receiving
assistance. Reference is made to counterpart personnel, often difficult tolacquire,
to retain and to train on the project, as well as to financial contributions by
the recipient Governments. Without wishing to comment on minimum requirements of
counterpart personnel, the Advisory Commitiee nevertheless is of the view that such
perscnnel are of paramcunt importance for carrying the projects beyond the stage of
international involvement. A more liberal and flexible approach should not lead,
therefore, to the ultimate removal of conditions regarding early participaticn of
national personnel. In respect of financial counterpart contributions the
flexibility margin could, if necessary, be éomewhat larger than in respect of
personnel. In this connexion the Committee‘Supports the suggestion of the
Inspectors, concurred in by the Secretary-General, that consideration should be

~ given to the provision of funds to pre-train counterpart personnel before a

s RE

proJect is completely launched.

8. As to the problem of the avallability of highly qualified experts in a
specific field of specialization and, in particular, of Project Managers, the

Committee noted with interest the observaticng of the Inspectors. The Secretary-
General, in his relevant comment, menticned the possibility and the desirability
of arrangements that would permit the bridging cf the gap between assignments of
highly qualified experts, thereby ensuring that they would remain available. The
Secretary-General is well aware of the practical difficulties in the way of such

mezsures. The Adviscry Committee, while equally recognizing those difficulties,

; | | R
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would recall that this problem has.existed since the early years of technical
assistance. If the best experts in specific fields, where serious problems of
recruitment exist, are to be retained for service with the United Nations system
on field assignments, this problem has to be solved.

9. The Inspectors made suggestions on a variety of cther subjects, such as the
Tlexibility in the use of the Revolving Fund of UNDP, the division of plans of
operétions into two parts to expedite the commencement of projects, and the ;
possibility-of-makiﬂg“greater"use“of“regiOnai'ec0nomic commissions for securing the
short-term services of experts to help Governments in the formulation of project
requests. While ackpowledging that, at first sight, those suggestions appear to
be sound, the Advisory Committee does not feel qualified to express considered
opinions on them, as they relate to the procedures and arrangements that have heen
subject to thoroughyreviegmgn the past by organs that are better able to judge
their many aspects. This nothwithstanding, the Committee commends these
suggestions of the Inspectors to a more detailed study‘by UNDP and the executing
agencies. BSuch a study should take into account the observations and
recommendations on these matters contained in the study of the capacity ¢f the
United Nations development system.g

10.. The Advisory Committee forwards the report of the Joint Inspection Unit

"Some aspects of the technical assistance sctivities of the United Nationg"
(B/476L) to the Economic and Social Council through the Council's Committee for
Programme and Co-ordination, together with the comments of the Secretary-Ganeral
and the Administrator of UNDP (E/W764/Add.1), and its own cbservations, for
distribution as a Council document, in which form.iﬁ.will be évailablé to all

Member countries.

g/ DP/5.
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Observations of the Director-General of UNESCO
submited to Gthe Executive Board at iLs 83rd
: se5510n

The. Director-General has consulted his colleagues in the Administrative
Committee on Co-ordination (ACC) concerning possible joint observations ou the
report in question. It does not appear that a formal comment by ACC will be ...
agreed before the Executive Board has taken up the matter at its 83rd session.

Certain members of the ACC consider that, in such circumstances, the
Director-General should provide the Executive Board with his preliminary
observations, it being understcod that-they are subject to subseguent
observations jointly agreed in ACC.

The Director-General considers that such a procedure will facilitate
discussions in the responsible councils of the participeting agencies while
ensuring prompt consideration of the reports of the Joint Inspection Unilt.

Accordingly, the Director-Gensral submits the following preliminary '
obgervations:
1., In the first instance, he ig gratified tec note that .the Inspectors have
found "everywhere deep appreclation of the efforts of the United Nations family
of organlzatlons in 8551st1ng governments 1n the field cf Technlcal A551stance
and pre -investment studiecg” ’ T
2. The Dlrector-General realizes that the report, which is the outgrowth of
the general impressions of the Inspectors' visits tc a number of countries in
Africa and Asia during the last.eighteen months, was aimed et summarizing the
difficulties facing the countries visited and to suggest certaln remedial
measures primerily in the following five areas:

I. The processing of Special Fund project requests;

iT. The planning of Technical Assistance requirements;
_ITT. The problem of countervarts;

IV. The terms of contracts of experts;

V. Project managers and their problems.

3. Agencies have been aware of concern over the time taken to prepare and
process Special Fund project requests and have taken various measures to reduce
delays to a minimum. On the other hang, there zre criticlsme (including from
_“___InspeciorsJMihatﬁsomemprojectsmhave been rushed into operation without adeguate
preparation, resulting in the need to make subseguent eorrective adjustments
and sometimes in wasted éfforts. More and more, the United Nations Development
- Prosramme—aad-the—egeneies-hope—onece—there - s sufficlient mutual comprehension
of agreement on the over-all concept of a project and the respective
respensibilities of the country and the international azgencles concerned,
to identify and begin work or essentlal preparatory phases thereof. The
Tirector-General thus agrees with the Inspectors' suggestion of the desirabiilty

of financing urgent reguests from the UNDP Revolving Fund. S
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L, It has always been the practice of UNESCO to provide short-term services

of experts to help Governments to formulate project requests; such services are
available through the UNIP Revolving Fund, Technical Assistance or the regular
budget.  Better planning by each Government for the utilization of all external
Technical Assistance involves the harmonization of United Nations prograummes
with national priorities, bearing in mind regional and global guides and targets.

5+  The Director-Generasl shares the view of the Inspectors that "the process-
of integrating multilateral Technical Assistance projécts within the real
priorities of the various nationsl development plans is not yet satisfactory™
(E/L76k, para., 12). Tt is with this in view that UNESCO has made, and will .

‘ continue to make, efforts tg asslst Member States in establishing their

. development priorities, through the convening of regional conferences of

' ministers of education, of science, and of planning; throush visits of

- Secretariat officlals to Member States and through "country planning” within

UNESCO's competence.

6. The Director-General shares the view of the Inspectors that toco freguent
changes in project personnsl are unsettling to the project and to expert stafr,
Some experts, moreover,would like assurance of longer-term contracts than has
generally been the practice, In fact, the impact of technical assistance in
the past twenty years has been reduced by the fact that funding and projects
have been planned for very short periocds with continuity often in doubt.
There seems to be a gradual improvement, in particular with the recent
“Tintroduction of continuous programming. In respect of long-term contracts,
the progress has been less rapid; all parties, the international agencies, the
benefiting countries, and even many experts, tend to keep open options for __
change. Who should assume the risk if, after = long~term commi.tment , there
proves need for change? No reserves to facilitate change within a system of
long-term expert contracts are maintained in projects accounts, in the central
UNDP acceunts, or in regular budgets. Until such reserves are provided,
although the Secretariat will continue to try to assure more stability, progress
will continue to be slow.

Ta The Director-General is fully aware of the difficulties of the reciplent

countries in providing contributions of funds, services and personnel to the

projects for which it has sought external aid. Efforts are being made to deal

with this problem in as flexible a-manner as possible, whithin the framework of -
mﬁwna¢$he,exiSiingWlegisiaﬁignyiineluiingmthe~applieatiohm0f=the—waiver*provision

and special advance tralning to meet staffing requirements for the project.

T TAggin it appears necessary to emphasize basie principles: institutions
furnishing external assistance must not press any actions or projects for which
provlisions are not included in the national ecomemic development plans; those
institutions must take account of those development plans and the general

——————capabiiities—orf—the country in agreeing on the terms of the co-operstive
' arrangenent for each project. o

87 The Diréctor-Gerneral EErecs That the ifportance of project managers cannot
be over-emphasized as the success or failure of a project depends, bto a large _
. extent, not only on the professional gqualifications of the projeet manager but
i also on his organizing and administrative skill as well as on his ability to. __ . _
o _establish good working relations with the Govermment and the countérpart _
personnel. He 1s glad to note that the door is open for recruiting project o

3 , fo-t




managers at an early stage for the preparation of plans of operations as well
as for launching projects.

9. . The Director-General is in conplete agreement that before formally

nominating the project manager and the experts, the Government's endorsement

should be secured, as suggested by the Inspectors (E/LT78L, para. 23). It has

always been the policy of the Secretariat that the appointment of the project
manager is subject to the prior concurrence of the Government concerned.

Effoxts have bheen made to delegateée more aythority tothe projéct matiager for

dealing with financial and administrative matters with certsin specific—- ‘
limitetions. Further improvements in this regard are belng sought.

- . REARS




Decision of the Executive Board of UNESCO

The Executive Board,

L. Having examined the reports oF -the -United Nationms—Joint Tnspection Unit,

(a) on the organization and proceedings of the Ceneral Conference

(83 BEX/3);

N

() on some aspects of Technical Assistance sctivities of the United
Nations (83 mX/26); R

(c) on the activities of the Join: Inspection Unit {January 1968-June 1959)
(83 EX/27);
I

2. Notesg the weport on the activities of the Joint Inspection Unit (83 EX/27):

1T

3, Notes also the report on some aspects of the Techniecal Assistance éétivities

_ of the United Netions (83 £X/26) and the preliminary observations on this subject

submitted by the Director-General (835 EX/26 Add. );

b, Recalls thet most of the recommendations set out in document 83 EX/26 are
already being applied by UNESCO, in accordance with previous directives of the
Executive Board to the Director-Generalj; I

IIT

5. After making & preliminary examination of the report on the_oreanization

~and’ proceedings of the General Conference (83 EX/3),

6. Takes note of the Director-General's intention to implement the
recommendations contained in that report where he is competent to do so and

in sc far as they are consistent with the decisions and directives of the General
Conference and of the Executive Board and within the approved budget provisions,

and without prejudice to any decisions the Board might subsequently take on the

‘recomrmendation of the Special Committee;

Ta Requests its Special Committee to continue its exsmination of the report
when considering the organization of the worlk of the sixteenth session of the
General Conference on which it is to report to the 8Lth session of the Executive
Board, bearing in mind the cobservations made during the discussion in the Board:




v

8. Notes the statement of the Director-Gereral regarding the report of the
Joint Inspectlon Unlt on the overhead costs of extra-budgetary programmes and
on methods of measuring performance and ecsts,-and invites him to submit the
report to a future session of the Executive Board indicating the follow~up
action he envisages after consultation with the ACC.
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Note by the Secretary-General submitted to the Counc1l of TMCO
at 1ts 23rd gession

The Chairman of the Joint InngQﬂ;_ign,.Unit.,___..in.@._.letter to. the Secretary-
General dated 18 July 1969, transmitted a report-(E/hT64)‘under the sbove title.

It. will be observed.that the report is mainly concerned with Special Fund . .
projects within the Uhited_Nations system. AT the present time, the Organization
has no such projects nor does it _have a technical assistance programme in its
regular budget. _

Furthermore, much of the report deals with projects of interest to other
executing agencies and to a lesser extent with prdblems of operatior and day-to-
day work in the technical a551stance field.

For these reasons, the Secretary—General feels that the Counc1l may think it

o ~—————umnEUessary*te*make*anybthservatlons cf-fundsmental sdbstance on the report.
TTUTTTT T TUThe Secretary~General proposes Lo reply forthwith referring particularly to
paragraph 11 (a) of the report and.underlining that the Crganizaticon has already
distributed, to Member States and to all other countries to whom IMCO might be
of aésisﬁéﬁéé.in this respect, a brochure detailing not only its technical
co-operation activities and responsibiliﬁies but also the procedures for

introducing requests for such assistbance.

Comments of the Secretary-General of IMCC

I. SLOWNESS IN'THE'PROCESSING OF SPFECIAL FUND FROJECT REQUESTS

Up to the present Ctime IMCC has not had any Special Fund progects, it is

therefore difficult to comment on “the proce351ng of such project requests.

11.. (a) Compilation of a standard manual for project requests

TMCO has already compiled and distributed to Member States, and to all
other cocuntries to whom IMCC might be of assistance in this respect, a
vrocimre—detaitingnot—onty—its—technical co-operation activities and
regponsibilities but alsc the procedures for intrcducing requests for such
assistance. Nevertheless, IMCO would be fully prepared to cc-operate in the
compilation cof & handbook on criteria and procedures, under the auspices -
of BCEC, if such a handbook appears to be necessary. T
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11. (b) Handling of urgent project reguests

| : The proposals of the Inspectors' on the handling of urgent project
requests are supported.

11. (&) Closer association of Governments in project implementation

The proposals of the, Inspectors on this item are supported.

e 11. (e) Expert assistance-in-project Fformulatior -

The use of experts of the Economic Commissions for project formulation
might be useful and would be welcome.

IT. THE PLANNING OF TECHNICAL ASSISTANCE REQUIREMENTS

Too often there is not enough co-ordination between the various requests
"7 Tfor technical assistance introduced by a particular Government. In the Field
""bfﬂnaritime'transpert the co-ordination of project reguests concerning shipping
and other means of transport, industrial and agricultural development, etc., 1s

of great 1mportance and a well co-ordinated development planning is indispenssble.

IIT. PBOBLEMS CF COUNTERPART

The suggestions of the Inspectors on this item appear tc be very sensible

and are welcome.

IV. LONG-TERM VERSUS SHORT-TERM CONTRACTS

unt of caution “ghotld be practlsed with regard

IMCO feels that a CEItal féﬁ“

to the length of contract of an expert at the outset of a project of long

”duratlon, unless the capability of the exPert has Tirst been proved in a similar

project.

o V. PROJECT MANAGERS AND THEIR PROBLEMS s s o

The remarke_nnd_snggeetlnnennmla;hy_the_lnspectors in this respect are

interesting and will be borne in mind. o ~

VI. CTHER PROBLEMS ' E—

Ne comments. IMCO has no field offices.




UNITED NATIONS

Digtr.
- ECONOMIC GENERAL
; . ] E/W76h/Ad4.5
AN D é(,.x\%sf 2{ Janéary 1970
1 S @ é uik‘é‘é 'm ORIGINAL: ENGLISH
——\Ermme —
*fQENEﬁ%

REPORTS OF THE JOINT INSPECTION UNIT

Some aspects of the technical assistance asebivities
of the United Nations

— Addendum

OBSERVATICNS OF THE DIRCTOR-GENERAL CF THE IIC

i
‘r
i
i
i
i

. T0-01809 S S
|
|




Introduction

1. The report (E/4764) by the three Inspectors Messrs. T1ié, Jha and Sckirkin,
was received by the ILO on 22 July 196%. In accordance with agreed procedures
for inter-agency consultation on reports of the Joint Inspection Unit eztablished
at the forty-seventh session of the Administrative Commitiee on Co-ordination, .
the obgervations of the Director-General were circulated for comment o the
other organizations of the United Nations system to whom the report was
addressed. The ¢bservations below take into-account the views and opinions
already expressed by some of the.other orgenizations. The comments of those
organizations which were not available at the time this document was prepared
‘will be placed before the Committee as appropriate, if received in time for
consideration by the Committee.

2. The present document has been drawn to the attenticn of the Committee on
Operatiocnal Frogrammes 20 that the views expressed on the report by that
Committee might be considered by the Financidl and Administrative Committee
together with those of the Director-Ceneral. This procedure accords with the
wish expressed by members of the Financial and Administrative Committee at the
one hundred and seventy-fifth session of the Governing Body that reports cf the
Joint Inspection Unit which concern technical assistance activities De considered
in the first instance by the Committee on Operational Programmes.

3, In accordance with the procedures established at the Forty-seventh segsion
of the Economic and Social Council for the handling of reportg of the Joint
Inspection Unit concerning more than one agency the Director-General intends

tc place his cbservations and those of the Governing Body on this report before
the Committee on Programme and Co-ordination as soon &as possible after the
current session of the Governing Body.

Observations of the Director-General

4. The report of the Joint Inspection Unit discusses Tive broad aspects of the
technical assistance activities of the United Naticns:

(i) The processing'of Special Fund project reqygsts;
(ii) The planning of technical assistance requirements;
(113) The problem of counterparts;
(iv) The terms of contracts of experts;
(v) Project managers and their problems .

The Director-General has noted with intérest +he issues raised in each of these
areas and below makes his observations on them.

.
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5. As ﬁegards the general critleism found in paragraphs 5 and 6 of the First
chapter Slowness in the processing of Special Fund project requests", Governments,
UNDP and the agencies are concerned that the utmeost effort be made to facilitate
early processing of government requests and commencement of execution of projects.
However, it is the responsibility of the UNDF and of the agencies to assess
carefully government requests in order to make the best possible use of UNDP
funds. The time spent in appraisal of an initial request, including those cases
where 1t undergoes a complete revision, normally results in a project which is
betler concelived and presents fewer problems of implementztion in terms of
national and lnternational possibilities. Indeed the Administrator of the UNDP
has expressed the view that in many cases a major cause of delay has been an
inadequate preparation of requests with a resultant need to determine by means

of further study and investigations if the objectives, means of acticn and
follow-up envisaged in project reguests were sound.

6. Ag a specific examplie of a Specisl Fund project subject to undue processing
delays the report cites (paragraph 7 (c)) the National Tndustrial Vocational
Training Centre (Kenya), a project for which the IL0O is the executing agency.
The specific criticisms made are twofold: firet, that there was an undue delay
between the time the project request was submitted to UNDP and the UNDP's
approval of 1t (July 1965 to June 1967) and second, that the signature of the
plan of operation was only obtained after yet another vear (June 1967 o

June 1968).

Te It should be noted that basic agreement on the project existed among all
concerned by March 1966. Tt was not feasible to have the project considered
at the June 1966 session of the Goeverning Councll of UNDP and the project was
accordingly held over until the subsequent session of the Council in January 1967.
Az a result of a change in pricritiss of projsct requests by the Kenyan
authorlities, the UNDP decided to defer consideration of the project until the
June 1967 session of the Governing Council. The project was approved at this
session and a project menager was appointed in August 1967. One expert, an
automotive trades specialist, had already been appointed in March 1967, the
finances for this post being met from a contingency fund of UNDP. Thus some
essentlal work on the project was carried cut despite the delay in cbtaining
approval for the project.

8.. As regards the signature of the plan of operation, a Tirst draft. was
communicated to the Kenyan Government by the ILO on 12 July 1967 (i.e. one month
after project approval). Afiter a series of negotiations and amendments among the
Government, UNDP and the ILO, a final signature copy of the plan was forwarded
to the Resident Representative on 29 May 1963. The plan was Tormally signed

on 26 June 1568, The interval of forty-six weeks between 13 July 1967 and

29 May 1968 saw a total of ten transmissiocns of the draft plan smong the three
parties to the agreement. A rough analysis of the time spent on this draft

plan shows that it was with the ILO for eight weeks; UNDF, eleven weeks: the
Government, twenty weeks; and in transit, seven weeks.

9. This delay in cbtaining signature of the plan of operation did not affect
the recruitment of experts, a1l of these being appointed during 1968.

10. In paragraph 11 of the report a number of specific remedies are suggested
to speed up the processing of project reguests. In paragraph 11 (a) it is. e

/...
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suggested that a standard manual (or a collection of individupal agency manuals )
should be compiled for project requests. The Inspectors have expressed Lwo
concerns in this regard. In the first vplace it is stated that Governments
require assistance in determining from which agency assistance should be sought.
On this questicn the Director-General believes that the Resident Representative
is in a position to advise Governments. The ILO has supplied to each Resident
Representativeé a listing entitled "Functional Classification of ILD

Activities Tor Technical Co-operation”, to assist In this task. The distributicn
of the ECPC manual on criteria end procedures noted 1n the report will no doubt
he g welcome information supplement to Governments in directing their reauests
and in preparing them.

11, Secondly, the report suggests that a single manual or individual agency
maruals be compiled to indicate "what particulars are required to substantiate
the requests”. The ILO has no single manual for this purpose. The Resident
Representative in each country as well as the TLO's own representatives in the
field are available to assist Governments in FTormulating project regquests. Indeed
+his Ffunction is cne of the moet important for this latter group of officials.

Tt 38 difficult to concelve a manual that would be truly useful to Governments

in view of the considerable complexity and often unigue circumstances giving

~ige to a request for technleal assistance. The Director-General has, however,
noted this proposal with interest and agrees that, in the 1light of the need

to achieve an expeditious handling of project requests, the feasibility of
producing such a manual, should be examined further. He would propose to do this
after the report on the Study of the Capacity of the United Nations Development
System 1s published. As this report is reviewing the full gamut of technical
agsistance sctivities, including related sdminigstrative metheds, it would be
wiser to await the findings of this study before proceeding to attempt o
document all the elements required in & project request for which the ILC would
be executing &gency. '

12, The recommendation in paragraph 11 (b) concerning the UNDP revolving fund
is = matter for the Administrator and Government Council of UNDP to consider.

13. The suggestion in paragraph 1l (¢) that plans of operation be divided into
two parts, the first part being a contractual agreement between the Government,
the UNDP and the executing agency, and the second a detailed plan of execution
is welcomed by the Director-General. To some extent thig has been met by the
new format of plans of operation introduced by the UNDP-which, in fact, consists
of two parts; however, the UNDP has not authorized signature of the first part
before the second is completed, as has been suggested 1n the report.

14. TParagraph 11 (d) comments on the need Tor closer association of Governments
in project implementation. The report states: " . once the reduest has been
made, recipient Covernpents have little further say in its implementation.

For example, the impertent Iinal phase before work actually starts - the
elaboration of the plan of operaticns - is carried out independently by the
exécuting agency...'  In point of fact there is seldom any need for such
consultations on the plan of operations. This 18 pecause this document 1s simply
a synthesis of three documents - the request submitted by the Government

(already thoroughly discussed with the,agency), the recommendation prepared DY
the Administrator of the UNDE for the Governing Council, which gives & brief

/...
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synopsis of the request, and the detailed "informal offer” of assistance to be
provided which 1s prepared and sent to the Government after dlscuss1on in the
Inter-Agency Consultative Bomrd and before submission to the ‘Governing Council.
The substantive informaticn contained in the plan of operation is all taken Trom
these documents, a copy of each of which is distributed to the Government
concerned. At the stage of the drafting of a plan of operaticn more
negotiations do not appear necessary between the Government and the executing
agency except in rare instances when the project concept has changed. The

need for close consultation between the Government, the agency and the UNDP is
at the stage of project formulation. The Director-General strongly supports
this latter principle and belisves that there is an increasing tendency for such
cloger consultation to occur. .

15. The report raises a second point with regard to the plan of operation,
namely, the system of approvals required for the signature and, at the same time,
possible amendments to the plan. UNDP procedures do permit such mecdifications to
be made on non-financial aspects of the plan of operation without the
Administrator's prior approval but there is, in the opinion of the Director-
General, scope for a more liberal interpretation of the mcdifications that might
be arranged at the local level by representatives of The three parties.

16. The reccommendation in paragraph 11 (e) is that use be made of experts, on

a short-term basis, from the (United Nations) regional economic commissions to
asgsist Govermments in formulating their project reguests. The Director-General
understands that such assistance would be devoted to the identification of country
requirements in terws of eccnomic and social development to be used in support of
project requests. He does not envisage that officlals of the regional eccnomic
commigsions would actually help in the specific formulation of projesct requests

25 the commissions do not have the experience of handling country prcjects and
their staffs are less specialized than those of the agencles on operational
activities.

17. The comments offered in the second chapter of the report "The planning of
Technical Assistance requirements” (paragraphs 12~ lh) are among the major
points to be covered by the "Capacity Study" and do not appear to call Tor
comment by the Director-feneral at this stage.

18. Paragraphs 15 and 16 of the report "Froblems of counterpart” cover, in
essence, several polnts: government financial contribution, physical contributions
by the Government in terms of buildings, equipment, etc., supporting stafll and
counterpart personnel who are t¢ take the place of the experts after the end of
international assistance. All these have, of course, budgetary implications.

19. The need for a more Tlexible apprcach in respect of the first two of these
contributions of Covernments is being increasingly recognized. For example,

the ILO applies the existing arrapgements providing for waivers of local cost
contributions in certain cases as regards projects financed by UNDP/TA- rarallel
waivers are given for ILC regular budget technical co-cperation projects.

It iz alsc IL® practice not to require anmy local cost contributicn as

regards projects financed under the ILO regular budget in the fields of workers?t
education, mansgement development and rural development.

/...




20, As regards supporting staff, some transitional arrangements might perhaps
e made to help Governments; however, international aid could not be a
substitute for the Government!s contribution, since this would tend to create
artificial situaticns and institutions which could not be maintained once this
ald ceases.

21. The question of counterparts is of fundamental importance since it 1s the
major aspect of the training elewent in technilcal co-operation, particularly as
regards institution buitding. The matter has already been discussed among the
organizations of the United Mations system, particularly'during the March
meeting of the Programune Working CGroup of the Inter-Agency Consultative Board,
and will be taken up again in the next meeting of the Working Group, prior to
the forthcoming sesslon of the TACE. A working paper on +thig subject is being
prepared by UNDP headquarters. As regards the suggestion for an in-project
training element for counterparts, the ILO has proposed Jjust such an approach
in a recent submission tc UNDFP for financial support of a "Global approach cf
computer training for management' . :

55, Tn Fact, this submission envisages intensive centralized training of
counterparts in advance of implementation of country projects. By this means

it is hoped to reducg the number of international experts reguired, to provide -
a stable and effective counterpart team ready %O take over from international ‘
experts at an early date and to facilitate subsegquent tralning of national

staff and provision of TDP consultancy services, etc. by these counterparts

who will be azble to deal with future trainees in thelr own languages. I this
‘proposal proves acceptable to UNDF and if it meets with success in implementation,
the opportunities for extending this method of priocr training of counterparts

+o other types of ILO projects will be cleosely examined.

23. The Director-General 1s in agreement with the conclusion stated in
maragraph 17 of the report, viz. the need for greater emphasls On longer-term
versus short-term contracts for experts.

oh. With regard to chapter V "Project managers and their problems’ the
Director-General fully supports the statements in paragraphs 18 £c 21. Ag regards
. paragreph 22, it should be stressed that in order to speed wp preparation of
plans of coperation, the present trend is to ask Governments to submit their
project requests in such a way that they contain practically 311l the elements
of the plan of operation. In the circumstances, the role of the Project
Manager in The preparation and finglization of the plan of operation doeg nob
pose very serilous problems. Further, in those cases where the Project Manager
could not be appointed before the plan of operation was finalized it would
always be possible to adjust the plan subsequently to take into account new
ideas of the Project Manager, and of course, of the counterpart government
agency. In any case the recommendation at the end of paragraph 22, regarding
the early appointment of project managers ig fully suppcrted.

25, The approval of candidates Tor appointment as project managers

(varsgraph £3) is the responsibility of Governments who are free to accept OT
re ject the candidatures submitted to them. Discussicns are always held with
Governments to draft the job descriptions which indicate what type of candidate
is considered to be suitable. Resident Representatives and agency staff are
alsc aware of those cases where candidates might not be considered as suitable




TTTTTTT Foy other reagons fé“éf"ﬁétibnality) Uhoff1c1al contacts which would in any
case have to be followed by official subm1551on of candidatures would cnly be
a cause for longer delays in appointment.

26. As regards problems of communication between field projects and agencies!
headguarters and the suggestion that the scope for greater devolution of
authority be considered, the report notes (paragraph 27) that the ILOC has
recognized the need for and acted to provide a substantial measure of delegation
and devolution of authority. One of the measures already taken in the general
context of this policy of decentralization has been to entrust responsibllity

e for a greater number of financial and administrative matters to its. offices in

4 the field which are in closer contact with project staff. Senior financizi

i and administrative officers are stationed at regional headguarters, where they
can be mere rapidly contacted for advice and decisions.

- 2T - The ILO also-follews -a-pelicy of using local UMDP offices, to the maximum
extent possible, to provide on-the-spot financial and administrative support for
project managers. This includes the hiring and payment of local project staff
and the settlement of local expenditures. In each case the project manager
receives precise instructions as to the extent of his authorlty to incur such
expenditures within the framework of the plan of operations for the project.
Regional advisers who are stationed in the field are zlso in a position to act
guickly when advice is needed on technical matters.

T 28. Submitted for information and observations.

Geneva, 8 Qctober 1969.
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The report prepared by Mr. Ilic, Mr. Jha and Mr. Sokirkin of the Joint
Inspection Unit does not call for any special comment. The examples and
observations, some of which are accompanied by proposals, appear pertinent and
will doubtless enable the UNDP administration to consider the possibility of
making more flexible or modernizing certalin administrative and finencial
procedures which, through too rigid interpretation or application, may be the
cause of the excessively long time taken to prepare and execute Special Fund

projects.

I. Tt is particularly desirable that clear and precise instructions be drawn up
to guide Governments in the formulation of their requests for assistance, with
the @id where necessary of the specialized agsencye. These instructions should be
so framed as to ensure that, if they are followed, the preliminary study
sccompanying the request will contain all the basic information required for the
subsequent preparation of the first pert of the plan of operation as defined in
the Inspectors' report.

A comprehensive, concise, prelimiﬁary study enables the agency end the UNDP
specialized services to examine the request within a reasonable period of time,
to correct errors, if any, and to speed up the preparation of the first part of the
plan of operation. The agency must have the necessary funds to carry out the
preliminary~investigation ag efficiently as possible.

There is no doubt that the economic znd financial aspect of a Special Fund
project must be studied in detail before the project is gubmitted for approval
to the UNDP Governing Council. The preliminary study accompanying the request
rmust therefore also be as precise as possible and in conformity with the rules—-—

specified by the UNDP services that have te consider it.

But there is a dilemma inherent in the whole process of which the TTU-is
scutely aware. On the one hand, the recipient country wents the wenefit of the
assistance envisaged at the right moment, before the situation has had time to
evolve to such an extent that the content of the request and the justification
given are no longer relevant.

On the other hand, the executing agency and the services at UNDP headquarters
Care anxious to_makeuawsearching_ﬁﬁudv of the project, to analyse the substance and
its chances of "receivability" by;thewgountxyA_wiyhggg Tndte difficulty, and then
to establish a suitable plan of work. A1l of these processes, however, tend to
take some fime T We consider—thaty if applied flexibly, the present procedures will
rrovide an appropriate way out of the dilemma, but the TUNDP and the agency must
have such organizational and administrative arrangements that the interval between
submission of a request and the day when work is begun in the field - on the basis
'"6f_fﬁé_ﬁlansfadopted“—~ismcutmtonamminimume The capacity study might lead to
recommendations to this end. '

The LTU also maTeheartedly-—shares—the-view- that a Special Fund project has
much greater chance of success if the plan of operation igs developed in close
co-operation among the authority directly concerned in the recipient country,
the project manager and the executing agency. This demands the early recrultment
of the project manager who will take part in this work and, Tor some projectsﬂm$hﬁ;; ,,,,,
recruitment of ome or more members of the ctaff assigned to the project.




IT. Government contributions (counterpart)

Every project must be considered on its own merits - its nature, its,
importance, the region concerned, financial resources of the recipient country,
etc. It is thus very difficult to apply very rigid rules and it is advisable
that the existing regulations be made more flexible.

On the other hand, there is the danger that, if certain basic pr1n01ples are

- not maintained in determining the amount of the counterpart conitribution (teking

GDP, for example, into account), some Governments may be tempted to request that
their contribution be either too small or non-existent.

\

IIT. ££9ject manager

The choice of project manager is a determining factor for the success of the
project. It is therefore essential to take every possible precaution at the time
of recruitment to ensure that the project manager is fully gualified and to have
no reluctance about replacing him in mid-stream if he is not entirely satisfactory.

The project manager must be asscciated with all stages of the preparation
and finalization of the plan of operation; in some cases he should even be
responsible for it.

He should therefore be recruited as soon as the agreement in principle has
been given by the UNDP without waiting for final approval of the request by the
UNDP Governing Council,

. It .is.desirable, moreover, that.the project manager be allowed to exercise
a certain amount of discretion in technical, administrative and financial matters
within the framework of the broad directives given by the agency and the UNDP. A4
high degree of centralization is often very harmful; it is always possible to meke
a check subsequently.

- IV.. Zstablishment of the technical assistance plan

The ITU agrees with the Inspectors and others that the various forms of
technical assistance.furnishedutonihewnewMOFmdevelop&ng—eounﬁ@ies—haveunow
reached such proportions that they should-be planned-and-co-erdinated at national
and regional levels rather tham be dealt with by sector. Our feeling is that the
UNDP resident-representatives and the United Nztichs regional economic commissions,
working in consultation and co-operation with the regional experts of the executing
agencies, have a part to play that cannet be overestimated. We are inclined to
favour the idea that the offices of the resident representatives should in some
way -be-equipped to-give-thelr -support-to and act in cilose liaison with the
natlonal plannlng authorities.

i

Thepoints “menticned above relate prifarily to projects in the Technical
Assistance sector, but they also apply to a large exitent to projects in the
Special Fund sector.




v Urgent projects

The ITU would welcome maximuun exploitation of the advantages to be derived
from the decisions recently adopted on the size and management of reimbursable
sdvance funds for finencing urgent projects.

Tt should be pointed out here that the ITU, mainly from the resources in its
own budget, has sel up a group of engineers who are specialists in aifferent
branches of telecommunications. Among other tasks, these engineers assist countries
in defining and solving the problems that fall within their specialities. They cah
also be called upon to help countries in formulating their basic requirements for
sssistance in telecommunicationse..
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As regards the slowness in the processing of Special Fund project requests,
the observations made by the team are valid. The delay occurs at each stage
and, as mentioned by the 1nspectors, is partly due to the cumbersome procedure
which had to be followed. . C e

For important projects which need careful preparations for their rlanning
and programming, it might be that a period of sbout twenty-four months is really
the time necessary to prepare the plans and their implementation. Any reduction
of this period cculd result in the obligation of meking later imporfanf

modifications in the programme of the project which would be detrimental 4o it.

==~ ~It-may-be mentioned that in those cases where the reguests were Fformulated

- by an expert mission crganized either by the agency or by UNDP, the time interval
between the government submission and the approvali by the Governing Councll is
usually smeller than otherwise. This suggests that this type of a551stance for
the formuletion of & project request should be used as much ss possible.

The inspectors suggest that the tetal interval between the date of a
project request and the commencement of its execution should not normally exceed
elghteen months. This may be too optimistic even if the procedures are
streamlined. Teking into account that the Governing Council meets only twice a
year for “the approval of projects, and considering also the rormel delsy in the

~——recrultment of—pIOJent—managers, It =Eppedrs Teasonable to a+tempt that the

1nterval between the"Government's request and Tield operatlons should be brought

- down to approximately two years.
The report also suggests the compilation of a standard manual for project

requests The suggestlon to 1ssue a standard manual for project requests is

Tully - supported there is 1ndeeo a real need for such a manual for the guidance

of Governments. The manual should be prepared by UNDP, but the executing agency

should be given the opportunity to comment and to nake suggestiocns before the
mgaval is finalized. As far as WMO is concerned, circular letters have
periodically been sent to the Pefnanent Representatives giving’fairl& detziled
information on the mechanice of the preparation and submission of a redueeghfgguu
. Special Fund assistance, but a standard manual, which would be available at all

times, might still be more useful.

Jo.




] T e

E/L77lh/Rev. L
Englicsh
Page 3

The proposals of the inspectors regarding the hardling of urgent project
requests where they suggest that recourse be taken to the special powers giliven
to the Administration to sanction preliminary operations from out of the revolving
fund are fully supported. The suggestions contained in the inspectors!-report to
simplify the plan of operation have already been more or less introduced in the
revised format for a plan of operations which was brought into use by UNDP early
in 1969.

As regards close asscciation of Governments in project implementation, the
suggestions made by the inspectors are supported. In fact, WMO has always been
keeping the government informed at all stages during the development of the plan
of operations.

The suggestion to make use of experts of the BEconomic Commission for project

- formulation.may be-useful in the field of some of the other agencies. In the

case~oT WMJ, however, -the Economic Commissions would not. be able to provide
experts in the field of meteorology.

‘The inspecters are right in observihg that there is little intérnaikgfgg
co-ordination between the various requests for technical assistance submitted by
a Government. ILong-term forecasts are sometimes difficult to make, particulsrly
if a technical assistance project is requested to respond to requirements which
were unforeseen.

It may, however, be mentioned that in the field of meteorolecgy, at least a

major attempt has been made to co-ordinate the varicus elements of assistance

(the Goverrment's- owa-efforts, UNDP-assistaree, bilateral-aid;—VAP assistance) -

'”f5§”5655;y5aré”éﬁééa;{ﬁjfhévimblémentation plan for the World Weather Watch. It

may be recalled that the administrator of the UNDP on various occasions gqualified
this -plan as a unique example of world-wide co-ordinated development planning.

Tt might be pointed out that in some fields (telecommunications, meteorology,

ete.), there-exist already world and regional-plans which have been prepared and

égreed_by fepresentgt?vgs of Governments., These plans should constitute the

guidelines for the assistance which should be requested in these fields by the

countries.

The suggestion of a training sub-project preliminary to the main project " =

in order to train counterpart personnel is very welcome. In fact, WMO ‘ S

contemplates to do this in the case of the propesed Special Fund project for
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Senegal. Another possibility may be mentioned. In the case of the WM0 Mongolia
project, the Special Fund agreed that some experts provided bllaterally by the

USSR imight be considered as counterpart pgggonnel of‘thg recipient country since”

it was evident that on the country side, insufficient national cohnﬁerpart
personnel was available. ‘

Tn the case of WMD projects of longer duration, it is the normal practice ‘
to give the expert an initiel contract of one year. This is a matter of
precaution because it is hardly possible to anticipate how the expert will turn
out to be and how he will be able to go along with his counterpart. After it
has been proved during the first yesr that everything is proceeding satisfactorily,
WMO issues, in a nuﬁber of cases, further contradts of two years' duration
whereas, in other cases, it is felt that continuation from year to year might

e e——be—better. - —This- method reduces.-the. danger of having to interrupt an expertts
- Gontract and t6 pay an indemnity. No major difficulties have so far been
encountered with this method. |

The observatlons by’the'iﬁspéttGTS'that project managers must possess nct
only highnﬁrafessional qualifications, but also organizing and administrétive
skill and the ability to establish good working relations with the CGovernment and
counterpart personnel (if any) of the country in which they are employed are
usually taken into consideration in selecting project managers.

Regarding paragraph 22 which recommends that project menagers be recruited
in gocd time and thet they be associated with all stages of the preparation and

-“finaiizamioﬁmof—%heﬁ@iaﬂfeﬁwepeyationsv—wﬂgmusually_appoints_the project manager

Twell in time to be associated with the development of the plan of operations.

The suggestion made in paragraph 23 that, before formally nominsting project
managers (and experts) for governmental endorsement, executing agencies sheould,

in the course of their contracts with Governments, seek to ascertain in the

latter's thinking.dn the suitability of the-candidates for a particular project,

ig intefesting. In many cases for WMO projects, the Government is informally

consulted regarding their ideas of the suitability of the candidates or experts

and even before formuily submitting names. As far as possible, more than one

name is submitted and the Government has the choice to select the candidate It

wants. This avoids embarrassment to the Government to be forced elther-to-accepl-=- - -

or to reject the expert 1f only one single candidate is presented.
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The suggestion made in paragraph 25 concerning the need for greater
flexibility ¢f initiative of the project manager is well taken. WMD is slowly
evolVLng steps whereby the progect mensger W will be more and more associated with
decision making cr the administrative, organirational and financial sides.

There are, however, also certain dangers involved. One example wmight be
quoted. When the projeect manager in Central Americe initiated a seminar not
knowing that WMO was instructed by the Executive Committee to do something similar,
beth objectives could have been combined 1f WMO had been put in the picture -
earlier. As matters developed, however, the initiative of the project manager

put the Secretariat in a somewhat-embarrassing situation.

Report on a wvisit to Malaysia and Singapoxe

" As regards the possibility of continued active interest by executing

" agencies in certain types of coﬁpleted projects, it is recommended that some
continuing contact should be maintained between the Execubing Agency and the
Government of the country in which a Special Fund project has been comﬁié%ed
To that end, a number of steps have already been taken which are listed below:

{(a) In several countries in which & WMD Speeigl Fund project has been
completed, it mey happen either =zs a result of the project or for other reasons
that a T4 expert mission is reguired. 1In such cases, the expert appropriately
briefed is requested to inform WMD of the situation ccncerning the project and its

developments;

(b) WMD has nad dlscu551ons with the UNDP - concernlng p0551ble assistance -

”whlch may have to be prov1ded (on a relatlvely small scale) by UNDP for the

continuation of activities established as a result of Special Fund projects. For
instance, ir those cases where spare parts are needed for eguipment provided under

the project and where such spare parts can only be obtained against payment in

foreign currency. The UNDP has agreed in principle to make such parts available
_____aiter=complﬁilan_gi_hhe“pragﬁgi.;ﬁ_thy_are essential for the continuation of
work; ‘ B
{(c) More recently, WMO included in the plans of operation provisions as

_illustrated by the following example (extract from the plan of operation of our

Mongolia project):
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"After termination of the project, the Director of the Mongolian
Hydrometeorologlical Service shall submit to the Secretaxry-General WMD annual
reports cn the operation of the expanded network of meteorological and s

" hydrological stetions and-en-any follew-up -work-unbil -ithree years after the \
end of the project. There should alsc be & possibility for WMC officers,
during a pericd of three years after the end of the project, to visit the
institutions established in oxder to study the benefits being derived from |
them. " )

It was notieed "that-returns: ofeguipment-provided undér TA and SF projects
rarely, 1f ever, include any stateément abcut conditionsf. It was assumed that 1
"returns of equipment" meant annual inventories of eguipment. In this respect, :
it should be pointed out that WMO introduced in the plén of operation of several. j
New Develcpment Fund projects é‘claﬁse such as the_folléwing:

"The Permaneht Representative of Ecuador with-WMOLshall sﬁbmit to the WM

“Becretariat annual reports on the operation of the station for five years
~——-—-=following the completion of the project.”

The recommendation that inventories should include information about the \

conditions and degree of utilization of equipment is therefore supported by WD.




