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i Selected ideas for improving field operstiomns (E/4792)
3 .l ‘Addendum
J% NOTE BY THE SECRETARY-GENERAL ADDRESSED TO THE ADVISORY COMMITTEE
aE ON AIMTNISTRATIVE AND EULGETARY QUESTTONS
~E 1. The Secretary-General bas read with great interest Mr. Macy's "Report on
&

selected ideas for improving field operaticns”. Mr. Macy's comments and

3

]% suggestions concern a mumber of significant elements which are basic to the
“_ﬁ:' technical co—opefaﬁion ﬁrocééses of the Urited Nations system. These elements
have alsc heen the object of a thorough examination during the course of the
UNDP Cepacity Study, whose findings and recommendations are being considered by
= the Governing Council of the UNDP, as well as by the members of the Inter-Agency
Consultative Board. Mr. Macy's comments and suggestions should prove s useful
asset in this context. -

2. The-Secretary:Generéi*fuiiy“agreeswwith—MrvwMﬂcy*s_observationrthat "there

are contimiing opportuﬁi%iééffd assist the Governments of deééiopihé”cduntries

to improve their over-sll ecomomic planning and programming. Such improvemernts

should not only strengbhen the Govermments' development efforts, but provide a

strong basis fp;wig§§§ifying priority areas for United Nations technical

k)

‘Q‘ assistance.” In the light of its reéponsibilitiés for fields of activity which
“”"%*' are basic to the planning and programming processes, the United Nations has devoted

edrai— . .

A& Ccousiderable and inereasing attention to assisting Govermments in planning and

Programming. While the Secretary-General suppcorts Mr. Macy's recommendations
that the planning and programming cepabilities at the sectoral or-techmical =~

Winistry level must be strengthened and that the agencies concerned should =" '~ -

_ Provide the necessary assistance towards thet end, he believes that it represents
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only part of the effort which should be made. The capability of technical
mimistries is but one ingredient in the "mix" which is required. It is important
that the planning and programming ability of both the technical ministries and
the cenbtral planning bodies is strengthened. T

3. In the field of planning and plan implementation the substantial experience

gained to date by the United Nations has clearly shown that such basic agsistance

can hest be,providééméh_an iﬁ%erdiéciplinéfy basis by experts who have intimate
knowledge of the country and its problems and who are able to follow on a vegular
basis the progress being made. The UNDP Governing Council at its January 1970
session welcomed the Secretary-General's initiative in offering such services in
the form of interdisciplinary development advisory teamg, organized on a

continuous basis, each responsible for a small cluster of countries. The actual

. size of. the ares which can be covered by each team would depend on the size and

complexity of the countries involved, as well as their interrelationship. In
any case, the number of countries covered by each team must.be small enough to
permit the team to -give each country the continuous custom-made assigtance it
requireg. '

b, In broad terms, the function of these teams will be to provide the Governments

' they are serving with diagnosis, advice and assistance covering all aspects of

the development planning and plan implementation process; to assist the Governments

in defining their targets for the Second United Nations Development Decade; to

aggist the quernments and the UNDP resident r@preseqt@tiyes concerned in

“identifying*anﬂ%prUgramming"theﬂc@untries4—ez¢erﬁa%£%eehﬁiealneo—operation needs

- and-i-dentifying pogsible socurces of aseistance; and to assist the Goverrments in

formulating policies and programmes in relatiom to those set out by regional and

subregional irntergoverrmental orgens. It is envisaged that each team would be

" composed of six to eight full-time senior experts, possgeseing among them the basic

skills necessary to carry cut the above-mentiocned functions, who would be

supplemented as required by short-term experts. As the Secretary-General
anncunced to the Governing Council, it is his intenticn to establish three teams

in 1970 and an additional six teams in 1971.

5. The Se@retary-General has read with great attention the cbservations and- oo

comments of Mr. Macy on the various aspects of counterpart training and

fellowships. He believes that in the fimal analysis the most significant benefit

of technical co-operation ig the development of human resources and thus he fully
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appreciates the need to incorporate the training component more sengitively
into the total development programme, With this in mind_he has initistied, in
co-operation with the UNDP and other organizations, a comprehensive study on
training. The purpose of this study is to provide better means for assisting
tovernments to identify more sharpl& their training needs and to establish how
and where these could best be provided. Tt is hoped that this study will also
pring tc light practical lessons which will be useful on z broad scale for
planning training opportunities in a concerted manner.and for improving the
instruments for fulfilling these needs both in pedagogical and eubetantive terms.
6. On the question of equipment the Secretary-General shares Mr. Macy's concern.
He believes that this is a subject which requires a comprehensive study, ineluding
the poeeibili%y*effeeﬁebiiehing*a‘eenﬁralized purchasing system, as appropriate.
Mr. Macy's cemmente and reeemmendations pertaining to modern management
methods, including reporting and network anslysis are mogt pertlnent Both
these matters w1ll receive careful comsideration in the context of the -
1mplementat10n of.the recommendations contained in the Capacity Study, as finally

approved by Governments of Member Statesz and the Governing Council.

Comments of the Executive Director of UNICEF

7.  "Although the Inspector's report is addressed to the technical assistance
programmes of the United Nations and the specialized agenclee rather than to

UNICEF, —some of hlS observatlone are relevant tE the UNICEF « eAperlence.

8. "As regards 'Plannlng ‘and comtrol! (E/h792 paras. 8-21), our experience

generally confirms Mr. Macy's observations concerning the need for more effective

liaison at the country level between those concerned with plannlng and with

pTOJECt preparatlon and executicn. Partly for thls reaeon, We are now helplng to

_edmlnlstrators and profeselonal people concerned especially with children. Although

it is too early to judge the effectiveness ¢f such conferehees in full, initial

resultc are promising and additional countries are reguesting such assistance. We

also share Mr. Macy's appreciation of the difficulties of 'horizonital- co=ordination!

(E/h792, para. 20). Because of its across-the-board interest in all the needs of

children, UNICEF has been asked to help countries develop multisectoral projects,
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and is ready to comtinue this service. We are inclined to feel, however, that the
future lies more with country Oor sub-country programmes. of a multidisciplinéry |
nature implemented along more or less the usual sectoral lines, &8 Mr. Macy
suggests. .

9.  "On the sﬁbject of training (E/4792, paras. 24-Lh), it has been UNICEF's
practice for many years to focus its aid on training within the developing
countries and only exceptionally to provide fellowships for training abroad.

This type of training is very much 'country identified' since it is not training
as an end in itself but training for specific Drogramme activities within the
assisted country. For this purpoge UNICEF has been able to provide not only

equipment and supplies for training purposes but alse honoraria for teaching staff

.and stipends for trainees. On the whole, we have found this an effective way %o

help countries build up their own institutions.

16. "On the subject of equipment (E/1792, paras. 45-43); we find curselves in full
agreement with Mry. Macy 's cautioning against the provision of é&;gg;g;érand
sophisticated equipment and also ageinst the provision of equipment for purely
balance~of-payment yeasons. One measure which UNICEF has taken Lo’ guard against
overly sophigticated equipment has been the Preparation of what we eall Tguide
lists' related to major types of programmes in which we set down basic and

adequate types of equipment to serve specific functions. These lists also help

us to simplify our procurement programme.

_wlle_ﬂihefestablishment—eﬁ—maiﬁ%enaﬁce—and—repaif“féﬁiliﬁiésf(EVHT92, para. 50) for

vehicles and technical eguipment kas preoccupied UNICEF for many years. At
Headquarters snd &t our reglonal office we have staff who are specifically
respensible for helping the countries to create such maintenance facilitiee.

This is not easy to do and we are far from satisfied with what we have been able

1o achieve."ﬁéﬁérfheiéss, many cbunﬁries'haﬁe'gOﬁe'a long way with help from

UNICEF to créate malntenance organizations.

12. "We have also read with interest Mr. Macy's remarks on the need for more
centralized procurement within the United Nations family (E/h792, para. 55). The

advantages of more co-ordinated procurement seem obvi@uS'ahd'Wé“fﬁlly support

this suggestion. Pending further developments in brining about sdméhkihamgf
centralized procurement, UNICEF is prepared to make available its services to

other agencies for the type of supplies we normslly handle.
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15. "Mr. Macy has also drawn attention to the need for adapting the form of
Upited Nations aid To the level of development of a country and has proposed that

three or four semi-developed countries should be gelected for a study of the future

robe of United Nations zid (E/4792; recommendation 2). Here also we find ourselves

in full agreement. For several years UNICEF has been trying to take what we

call 'the counitry approééh‘ iﬁﬂﬁéfkiﬂéwbut'our agsistance programme in order to

adapt our aid to the particular situation in each country."”

: Comments of the Administrator of UNDP

14. "The Administrator hes taken note of the various ideas put forward by the
Inspector in this Report with great interest. While recognizing that a number
of the comments and proposals made by -Mr. Macy are of relevance tc the Programme,

the Administrator believes that it would be preferable to withheold hisg comments

at the.present time in wview of impending discussions by the Inter-Agency-- ..

Consultative-Board and the Governing Council on the Capacity Study."
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COMMENTS OF THE ADVISCRY COMMITTEE CN ADMIKISTRATIVE
AND BUDGETARY QUESTIONS

1. The report by Mr. R.M. Nacy, a member of the Joint Inspection Unit, dated
T October 1069, on selected ideas for improving field operations {E/:792}, was
received by the Advisory Committee op Administrative and Budgetary Questions from
the Secretary-General, together with his own observations (E/h792/Add.l), in
April 1I970. ~In accordance with~the procedure outlined in the Comnitteets-seventh
report to the General Asseably at its twenty-fourih session (A/TTBB), the two
papers aunder reference were immediately transumitted to the Econcmic and Sceilal
Council secretariat for issuance as Council documents (E/4792"and Add.1).

2. Mr. Macy's report analyses some of the major difficulties encountered oy the
organizations in the United Nations system in their field operations, and the
Committee believes that it deserves most careful consideration both by the
competent intergovernmental orgaens and within the Secretariats, In conjunction
with other studies of United Nations techniecal co-operation, in particular the
Study of the Capacity of the Unlted Nations Development System (DB/5).

3. In his report the Inspector leye ssress on the heed ror @ close rélationship
I S between the recipient Government and the executing agency 1f a technical
co-operation project is to be crowned with success. This co-operaticn will
neturally take different forms depending on the stage of develepment reached by
the recipient country, but, as the Inspector states in his report, the most
successful projects are usually those that were started by the conntry itself, ard
are thus strongly identified with the Government, rather than with = United Nations
agency (E/LT792, paras. 42-43); in this way they have gocd prospects for a stable
L . future, whereas projects.which are strongly identified with an agency or,

8 fortiori, with individual experts often end in failure. In the Advisory
Commitfee’s opinion, this conclusion is- further evidence of the undesirability of
project "salesmanship" by individual agencies.

e 70-136k5 - -
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4. Mr. Macy's report is based mainly on visits of inspection tc several of the
" viore ‘advanced amohg the developing countries, where local trained perscnnel are
availsble. In the circumstances, it is disturbing to read in his report that
"the United Nations expert continues to draft nearly all project proposals and
operating plans by himself instead of working with local experts as a team; and
in many, perhaps most, cases to implement the projects with a minimum of
counterpart training. This - the Inspector stresses - is not the way to help a
developing country to become truly independent and self-reliant” (E/4792, pera. k).
The Inspector goes on to express the wiew thet "this situation will continué until
real progress is made in strengthening the technical ministry as an Institubion
%0 plan and eontrol its own programmes and its foreign assistance projects"; so
_ far, he observes, "the various United Nations executing agencies have not been
very effective in helping teclinical ministries of developing countries to
strengthen their capsbilities to plan and carry out technical assistance
activities". The Inspector's conclusion is that "what is needed is additional
institution building within the technical ministries themselves, which will
eventually open the door to such improvements as joint preparation of project
requests and work programmes, & decrease in the time required to clear names or
toc get a fellowship programme nnéer way, the timely appointment of sultable
counterpasrts, joint evaluation of projects, better mobilization of internal
resources to support & given project, and so on' (E/4792, para. 6). In this
context the Inspector advocates the establishment within the technical ministriles
of units for programming and control of the ministries' technical asssistance
“Eetivities; in his view, country representatives of United Nations agencles who
“have an office right in the technical ministry can often help sell the idea of
betber planning and controls. In connexion with the above, the Advisory Committee
would recall that some specialized agencies have had a tradition of very close
" co=pperation with the counterpart technical ministries in the-developing countries;
to achieve.maximum impact such co-operation between specizalized agencies and
technical ministries must be integrated in the country's over-zll developing
endeayours. ' : .

5. Tn  his commenits the Secretary-General states thet the capability of
technical mirnistries is but one ingredient of the optimum "mix", and that it is
important to strengthen the planning and programming gbility of both the technical
ministries and the central planning bodies (E/L792/Add.l, pera. 2). In his view,
tasic agsistance in planning and plan implementation can best be provided on an
interdisciplinary basis by experts who have intimate knowledge of the country =nd
T TEE problems snd wiho are able to follow on & regular-basis the progress being
“medes” to that end the ‘SEcretary-Generar itendsto-establish-three such
interdisciplinary teams in 1970 and an additionsl six teams in 197l1.

6. TWhilée the proposed teams should undoubtedly be useful, especially in tae
least developed countries, the concept still remeins to be tested in practice.
Tn this connexion it is relevant to reczll that in Mr. Macy's view "eontinued
"¢iose relationships with planning ministries is essential for achieving certain
. objectives, but is not an alternative to promotion of technical assistance
planning and comtrol of irdividual projects in technical ministries™ (E/4792,
para. 19). He recommends the establishment at the headquarters of the specialized
agencies of organizational units. on a gepgraphical basis which would extend the

-




pecessary help to the technical ministries. In this context it. is noteworthy
that the Cepacity Study also recommends that the UNDP establish Regiocnal

Bureaux. L

7. The United Nations executing agency being only one of the members of the
partnership, cannot, on its own, ensure the success of a technical co-operation

| project. Tndeed, the fate of the project, its ultimate success or fallure, is

i largely in the hands of the other partner —the -Government.of .the recipient
country. If the competent Minister is not sble to assign to it high calibre staff.
and suitable counterparts, if a project is not genuinely "adopted" by bthe

| recipient country, it will remain a foreign implant and will not survive for long
after the expatriate experts have gone home, however well-planned and competently
launched it might have heen. ‘ , _

8. Naturally, the pattern of Government involvement will vary from country to
country. Mr. Macy's cbservations are based mainly on his study of the situation
: in the more advanced ewmong the developing countries, where suitable counterparts
can be made available; indeed, in his recommendation 2 he expressges the view that
three or four such countries should be selected for a special study in depth of
agencies' future role in such areas. But, as Sir Leonard Scopes points cut in

ﬁ nis inspection veport on Malawi (E/4818), in other developing countries the
manpover to take over from United Natilons experts "{s still simply not generally
svailable”. In such countries the United Nations experts will have to assume the
msjor burden for a longer period of time, while particular emphasis is given to
training. - : : ' :

—_—

9. The queéstion of traiming is discussed at length 1m Mr. Mecyts report{E/4T92,
paras. 2k-36).  Among the -problems identified by Mr. Macy in this area are the

lack of status reports on the training of counterparts; a semi-automatic extension
of training projects; inadequate use of" Toeal ﬁfaining’facilitieS'(this : :
cbservation would apply morz particularly to the wmore advanced among the

developing countries); the frastggtions-often experienced by persons from -
developing countries on their return home after training abroad; and ways to-
improve training at the site. Mr. Macy also discusses the role of the OPAS
programme in helping to promote training in least-developed areas; he suggests

that in such areas potential counterparts be released for necessary basic

training. In this connerdon it may be recalled that in his report :

Sir Leors7d Scopes states that the Government of Malawi fée€ls that United Nations.
demands for counterparts, managers, etc., acts as a brake on the country's progress.

10, In his comments the Secretary-General indicates that he has initiated, in
co-operation with the UNDP and other organizations, a comprehensive study on
training. The Advisory Committee hopes that the results of this study will ‘be
made available without undue delay. In this connexion, the observations of the
Executive Director of UNICEF (®/L792/Add.l, pera. 9) on the Fund's long-standing.
practice to foecus its aid on training within the developing couvntries themselves,
. and the advantages—of-this—approach,.wonld seem to indicate that other
organizetions could benefit from a study of UNICEF's approach to the problem
under discussion.

———— . o

L/ Dp/5, vol. II, chap. VII, para. 9lL.
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11. While acknowledging that procedures have been tightened during the past
couple of years, Mr. Macy indicates thet a substantial number of Regular
Programme and Technical Assistance projects are "almost automatically” extended
at termination dates. The Inspector does not recommnend any corrective action

on this point, beyond indicating that improved field reports to Headquarters
during the life of the project would revesl gignificant deviations from work
schedules, and point to proposed corrective action. Such an approach would
presuppose the existence of a schedule but, as Mr. Macy etates in his report
(B/4792, para. 69), most of the Regular Programme and Technical Assistance
projects examined by him lacked even an agreed elementary work plan to serve as s
basis for control over implementation; in particular, almogt never was there s
time-phased work programme.. The steps urged by the Inspector would cbviate or,
as the case may be, explain the need for extending a project beyond the initially
stipulated termination date. )

12. The Advisory Committee believes that where it is proposed that a particular
rroject be extended more than once, even closer scrutiny by the Executive Head
and the competent intergovernmental organ is called for, perhaps on the basis of
separate reports to the latter.

15. The note by the Secretary-General does not include any comments on the
problem of the automatic or semi-sutomatic extension of projects.

_"iﬁlrfiﬁ diééussing equipment -and supplies the Inspector indicates that,

particularly in the more advanced among the developing countries, as the need
for United Nations experts starts %o decline there is mounting pressure for

~projects almost wholly oriented towards the importation of-mechinery - sometimes

of an unnecessarily sophisticated type. He quotes general agreement among agency
¢fficlals that equipment should not be provided primarily for balance-of-payments
reasons; however, he found considersble support for -increasing the percentage
that equipment represented in the total cost of =a project. 1In his comments the
Executive Director of UNICEF expresses full agreement with the Inspector's
cautioning against the provision of expensive and sophisticated equipment ang
alsc against the provision of eguipment for purely balance-of-payments reasons.
In the Advisory Commititee!s opinion, the nature of the eguipment supplied under.

technical co-operation arrangements will have to be decided upon oh & case-by-case

basis; while consideration of economy will naturally have to be borne in mindg,

_“__msituatiQnsﬂare;boundmtowarisemwhenﬂthe_previsioﬂ~of"sophisticated equipment will
.. be moremadvantagecus.anAs~regards~%heweempieXMprobiem'of centralized procurement,

the Advisory Committee agrees with the Inspector's suggestion (E/k792, para. 56)

- that~it is desirsble that a broad study of the whele problem be carried out so as

to arrive at a workable proposal based on the gituabion existing in the
developing countries. '

15. In seetbion F of his report the Inspector makes a plea for the introductioﬁ
of medern menagement metheds, and in particular for the use of netwerk analysis
during the planning period preceding the submission of the proposal to UNDP (or

Otier fifddeing Srganization) .

16. Mr. Macy :malso calls Tor better use being made of physical facilities
existing in the recipient country - such as bulldings, maintenance and repair
facilities. L L

Wl
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17. The note by the Secretary-General (E/4792/8dd.1) does not deal with these and »?m
other questions roised by Mr. Macy in his report, partly pecauge the Administrator .y
of UNDP has withheld his comments in view of the discussions on the Capacity Study !
by the Governing Council and in the Inter-bgency Consultative FBoard, and partly |
pecause many of these questlons are of greater relevance to the work of the ]
technical specialized agencies than to that of the Department of Economic and |
gocial Affairs. Bearing in mind the value of the Inspector's recommendations, the ‘
hovisory Committee trusts that further. observetions by the Executive Heads will |
pe made gvailable in due course to the Fconomic znd Social Council. |

|
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w 1. The Director-Genersl has studied with great interest the observations ang
] # recommendations in Mr, Macy's report on "Selected Ideas for Improving_Field
‘ Operations''. The author himself indiceted (para. 2) that the recently issueqd

V "Capacity Study' is relateg to his--observationsT Tn Tact the*Capacity’Study goes

i beyond questions of country programming and deals alse with "Operations",

ii Conseguently some of the author's observations on brozd issues, of & macro-

i “; orgenizational or functional character, will be receiving attention by Goveruments
I and by the speciglized agencies on the basis of the "Capacity Study" and of the

h= Pearson Commission's Report on "Partners in Development'. The Director~Generslts

| comments on Mrn.Macy'sureportmaré given in the following Paragraphs.

\

. The Director-General welcomes with satisfaction the emphasis in Recommendaticn

- . No. 1 on the importance of strengthening the capability of the relevant technical

ﬂf.ﬂl ministries. This is fully in accord with the Director-General's policy which,

‘ while recognizing the importance of co~ordination at the country level and of the

‘4ip: co-ordinating role of the UNDE Resident Representative in development assistance,

Ly aims to promote the mutual strengthening of the technical ministries ang the
|
|
|

i specialized agenciest capability to provide the required technical advice and
B »assistancewin“theirtiéspéctive Soclo-economic sectors. In the seame context, the
rh Director-General alsc notes Wwith appreciation the statement in paragraph 16 of

right in the techmical ministry can often help sell the ides of befter planning
and ccntrels!. This is, in fact, the official FAO policy, which is also refilected
in the FAC/UNDP Agreement whereby the Senior Agricultural Advisers/Country
Representatives have a dual put complementary function, namely:

{i) <o advise through the UNDP Resident Representative on matters congerning
the broad "agricultural development plans';

(ii) to provide direct advice to, and liaison with the appropriate technical
ministries, in the formulation and implementation of rrogrammes which
fall within the broad "agricultural® sector.

-.3. . The DirectorQGenerai"appreciéfés the imﬁbfggﬁg;“dfhinaining for agricultﬁral
.ﬂngéplannerSr"WThiS”ﬁEERTﬁEFEﬁIly recognized by FAO, Courses have been organized by

(i) International courses at FAO headquarters of six weeks! duration;

(i) National courses of about four weeks' duration;

[y
|
j*w? e (i12) Regional courses of about four weeks!' duraticn.
T
|
|

Morecover, FAO maintains strong links of collshoration with Regional Fconomic




L. There is much merit in the question raised in paragraph 20 concerning
multi-disciplinary projects. The desirability is recognized of "reasking-up"
complex multi-sectorial or multi-disciplinary projects into separate autonomous
operations, whenever this is feasible, without discouraging the trend towards more
nintegrated” projects. The application of this duzsl objective is under continuous
study in FAQ itself and by FAQ in association with a UNDP Inter-Agency Weorking
Party which is examining ways and means for improving thEE machinery for inter-agency
collaboration in the execution of individual projects. The planned appointment of
the Senior Agricultural Advisers/Country Representatives in fifty-five countries
during 1970 will also contribute towards the desired co-ordination and integration
between projects at the country level.

5, The Director-General endorses the observation in paragraph 25. It is true
that the current UNDP instructions regarding half-yearly '"progress reports' and
the preparation of "statistical supplements™ for UNLP headquarters, do not contain
requirements on specific reporting regarding on-the-site training of counterparts.
Ways and means are currently being studied for making good the existing deficiency
as part of FAO's efforts to introduce improved management techniques. In fact,

it is planned that the field monitoring system which FAO hopes to introduce in

the near fubture, will make provision for recording the status of counterpart
personnel,Wincludingﬁtheirﬂtraining,at the site.

6. The Director—General feels that the observations in paragraph 26 probably
reflect past rather than current experience. It is believed that under the
Country Programming procedures the machipery for approval of TA projects has now
been closely geared to, and it is dependent on, the Governments' own pricrities

or wishes, Under the present system of country targets UNDP will only consider
projects which the Government itself wishes to include as a charge against its
target, It is envisaged that 'repeated extensions' of the type referred to by
Inspector Macy will gradually disappear with the strengthening of the Governments'
TA programme planning of their "target! allocation in relation fo their real
priority needs. Similarly, with regard to SF projects, the Director-General's
efforts are directed towards an organizational structure and procedures whereby
the Organization's capacity is strengthened for assisting Governments to identify
and select SF projects on the basis of their own priority needs and possibilities.
At the. same time-the -Director-General.recognizes the need for integrated planning
at the-countryfieveliandza@kn@wledges_themrgie_oi_iheuﬂNDEhRﬁsidgnt=Bﬁpresentative
a5 the senior United Nations officer within the country, whose duty it is to see
that tHe various Tequests of projects do fit into an effective whole. In this
connexion also, it should be noted that the availability of the Senior Agricultural
Advisers/Ccuntry Representatives can be expected to provide needed assistance in
effective TA programming at the country level.

7. The Director-General agrees with the emphasis placed in the report on the
importance of the training aspects of. UNDP projects. Over the past years FAQ
has devoted considerable Zttention to the heed for introducing new methods and
techniques for improving the efficacy of training generally and training cof
counterparts at the site as suggested in raragraphs 31 and 32. Various proposals

have been put forward by FAO to UNDP headquarters in the past. Cne such proposal
was the establishment of United Nations procedures for pre-project training at

the site. This is now made possible by means of the recently expanded UNDP---—m-rem
Revolving Fund which provides for pre-project activities including the selection
and-training-of counterparts. — - '




8. As regards the point made in paragraph 32, the Director-General cannot
support a genmeral condemnation of Tone-expert projects™. It is evident that

under certain circumstances the provisicn of single experts under the UNDP/ (TA)
Programme can and do make a valueble contribution towards institution building.

In addition, there are many cases where individual experts have proved most
veluable in the preparation of projects as—well as. in_fellow-up activities. Many
instances can be quoted of the positive contribution which individual experts can
make under special circumstances either before, during or after "multi-expert!
project implementaticn. Success will be grestly dependent on the nature of the
governmental backstopping., not only by means of single counterparts but on the
existence of an organizational structure within the department of the Government
which can fully utilize the expert—advice-and the possibility to provide technical
training., It is worth noting that during the recent FAC Conference several member
nations indicated that too little attention was now being given to supplying
individual experts who the countries insisted could be most useful. The
strengthening of the UNDP Resident Representative's office and the provision of

a Senior Agricultural Adviser/Country Bepresentative will also ensure that the
individual expert is not left to operate independently but is assoclated with

the over—all development assistance effort in the country.

9. The Director-General also finds no evidence to support the observation

~in paragreph 27. The point of view expressed in this paragraph that a lack of

job opportunities for himself elsewhere may cause the expert's training of local
counterpart staff to suffer, is believed o be somewhat theoretical. Tf this
tendency has oodirred, it 1g considered that it 1s not an experience of significant
dimensfons = ' :

10, The point made in paragraph 31 that good experss may not be efficient trainers
is a subject to which FAC has been giving considerakle attention. A proposal

has been made to UNDP headquarters that consideration sheuld be given to the
setting up of procedures for the appointment of special training experts as part

of the foreign personnel component in SF projects. The Director-General agrees
that this is a matter of considerable importance and FAQ will continue to give

its support in this direction. '

). T Birseter-Gineral AEESs WIGH TS Views expressed in-poragraph by that

attention should ke focused on helping "the Covarament mobilise dts own resources
- for-memufacturing équipment for UN sponsored projects and only import equipment
after it was determined that lccally made eguipment was not available'.
Considering, however, that most individual projects normally require a limited
number of pieces of certain equipment for their éxecution, there are numerocus
practical difficulties in the developing of local production of equipment to meet
the variety of reguirements. Most of the eguipment needed for SF projects
involves standsrd mass-produced items and laying the foundaticns for local

produetion ig-an undertaling of considerable magnitude. Wherever possible, however,
it is felt that efforts should be made tc assist developing'Governments to
establish the means for locsi -maintenance of equipment. - -

12. Regarding paragraphs 53 and 54,'the_Directof-GQnerglmﬁgelsVthai in the light
of FAO's experience there is evidence that where project personnel have been
authorized to order spare parts directly from manufacturers or suppliéersy ="~ T

satisfactory results have been obtained. Cases in point can be cited from

projects executed by FAC in a pumber of countries.




RS

1%, As repards paragraph 56, the lack of inter-agency standardization of equipment
bought for recipient Governments is not seen as a great problem. In view of the
nature of their respective subject-matter activities, agencies normzlly purchase
aifferent inds of eguipment for a variety of needs. The Director-General agreces,
nowever, that standardization should be attempted whenever possible with
particular'rﬁference to vehicles, typewriters, laberatory ecquipment, which are

~

of common use for different projects by fthe various agencies.

14, The icea expressed in paragraph 57, etc. about "labour intensive technology"
is spectacular and interesting. In giving further consideration to the detailed
application of this proposal, attention would need to be given to the importance
of avoiding possible unfavourable reaction on the part of developing countries

agminst what might be held to be an attempt to institutionalize "lower level
technology in a particular country.

15, The Director-General notes with satisfaction the eppreciation expressed in
paragraph 4] etc. of the "expanding interest and use of modern management
techmiques in the various agencies'. Considerable efforts are being made to
improve FAC's performances, both in qualitative and quantitative terms. In
addition to the introduction of improved-management techniques, including the use
of network analysis from-the planning stage cnwards, FAO is also developing a
methodology for the collection and analysis of quantitative date which can provide
the means both for project manasgement control and for policy formulation. The
Director-General agrees with the note of caution expressed comcerning the adoption
of cost-benefit analysis "in order. to avoid expensive and thecretical cxercises'.
The services of outside experts management consulting advice have been retained
by FAC with particular'refereuce to parallel and complementary schemes, mainly:

(i) the introduction and use of network analysis for project planning and
contrel;

(ii) the establishment of an over-all FAQ computer system plan. The Director-
General is giving top priority to the introducticn of improved
management techniques at all levels of the Orgenization as speedily as
feasible.

16. As regards paragraph-6h—it—is—-agrecd—that—the—necd—for-receiving sarly
informaticn on all details of government plans, participation etc., cannot be
overestimatéd, It is important that éfforts in this direction should not talce
place to the detriment of a reasonably rapid processing of a project request.

The present trend toward a simplificatior of UNDP procedures’ from the request
stage has been given consistent support by FAO. The recently introduced procedures
whereby "a simple "Tetter of Intent" is sufficient as a first request from a
Government, is considered to represent a welcome simplification and a speeding up
of operations. In paragraph 64 (g) the spproach to planning and implementation

of SF projects as described is at variance with established UNDP procedures.

For some time past it has been already possible for the agencies to recruit a
project manager designste for a particular project at a time when the project was
adopted by IACB, i.e. approximately three months prior to Governing Council
approval of the same project. Under the recently introduced UNDP provedures for
activities to be financed under the "expanded" Revolving TFund, it is now possible-
for agencies to obtain UNDP approval even at an earlier date, namely from the time
when UNDP headguarters have identified the validity of a project for submission to




a subsequent CGoverning Council for approval. The Director-General considers that
this represents a progressive improvement towards simpler procedures and speedier
project implementation.

valuable observations contained in his report. Many of the ideas expressed are
being implemented by FRO or are being further exploreéd. Further consideration
will continue to be given to improving the efficiency and effectiveness of FAC's
field operations in the light of the discussicns which will be taking place by
specizlized agencies on the . Capacity Study and in the light of FAO's own
exXxperience.

\
! 17. 'The Director-General wishes tc express appreciation to the author for the
\
|
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Recomméndation 1 on "technical assistance planning and control™ suggests
in the first instance, that ”responsibility should he assigned in headguarters
on 2 geographical hesis for strengthening the capability of relevant technical
ministries to plan and control thelr activities". This seems particularly
important and is fully supported. In fact, such responsibilities are asgigned
°h a geographical basis at WMO headqug;ﬁgygi;m"m“mm”” -

As regards paragraph (a) of the recommendating concerning "discussions on
the importance of the planning and control of technical assistance with ministry
Tepresentatives in the fielq and at headguarters", arrangements have always been
made by WMO for such discussions through nmeetings at WMo headguarters, visits to
The country concerned by the officers of the appropriate WMO operaticnal section
and, in addition, by cotr¥espondence.,

The recommendation of paragraph (b) concerning the "training of technical
asslstance planners at headguarters” cannct be gccomplished at +the headquarters
of WMC at the present time but, as a substitute, the officers and experts
concerned are trained while doing the job and, in addition, receive comprehensive
briefings on all aspects of the situation.

With respect to the "joint breparation of technical assistance project

~ Proposals and plans of operation sng work programmes" specified in paragraph (c),

such Jjoint preparation is alvays effected whenever z country requests advice on
SF, Regular or TA projects.

Paragraph (d) of the recommendation which refers to "more specific guidance
on such matters to regional offices and country representatives" does not apply
to WMO which does not have either regional ¢ffices or country representatives.
However, the WMo Regicnal Officers for Africa and for TLatim America (who are

Paragraph (e) of the recommendation relates o +he "recruitment of
United Nations experts for such purposes” i.e., for the geographical sectionsg
to be established at the headguarters. Tn & technical organization like WMO,
it might be difficult to fing Such.experte with-the required meteorological

T Background.  In thiﬁﬁcgnnaxionv_due—eeﬁﬁiﬁeratfch“WiII”bé given in the future 4o

recrulting experts who already have experience in the field as Project managers

-Or_are otherwise gqualified in project planning.

The recommendation of paragraph (f) concerning "initiation of research asg
necessary to fill gaps in necessary know-how for technical assistance planning”
ls supported and it is noted with satisfaction that the UNDP has recently
admitted a project on basic resesrch which is of interest to the majority of
developing countries. :

Recommendation 2 on +he "future role of agencies in semi-developed
countries” recommends that three of four seml-developed countries should Dbe
selected for a special study in depth of an agency's future role in such areas,

Such a study would be worth-while ang it will be suggested that WMO conld




As regards the suggestion contained in the recommendation that it might be
appropriate to anticipate an early termination of nearly all United Wations
projects 1n some semi-developed countries, it is felt that such a measure would
be appropriate only if the achievements of the United Nations projects have
peen integrated thoroughly in the work of the national technical authority. If
this goal were realized, it would then be feasible toc envisage other forms of
assistance such as long-term programmes for assisting technical ministries to
keep up with the latest developments in their disciplines. This could be
accomplished by sending short-term consultante to visit the country and help
the technical ministries follow up the achievements of The terminated projects.

Recommendation 3 concerning "modern menagement method" proposes that "the
service at headquarters which has central responsibility for improeving management
practices should be assigned respongibility for action on (a) field reports,

(b) internal mobilization of resources, (c) maintenance of equipment,
(d) procurement standards, (e) network planning and (f) control of projects".

The desifabiiity-of the modern management methods specified 1n the
recommendation is supported and, as far as possible, the secretariat of WMO has
implemented These or gimilar practices. ; '

As regards paragraph (=) of the recommendztion dealing with the "strengthening
of the usefulness of field reports to headguarters through inelusicn of (i) status
of counterpart and fellcocwship training oriented to implications for time-phased
replacement of agency experts, (ii) identification of all equipment above a
specified value not in use with explanation for non-use and (iii) significant
deviations from work schedule of projects, together with proposals for corrective
action", it is agreed that the elements suggested for inclusion are vital fte the
usefulness of field reports. This practice is, in principle, followed by WO
in the preparation of field reports zlthough not in the specific forms given in
the recommendation. .

Tn connexion with paragraph (b) of the recommendaticn dealing with the
"internal mobilization of regources' and proposing the "introduction of much more
Tlexipility info the preparation and Implementatlon of plans of operation to
facilitate a choice between (i) construeting new buildings eor using present
structures, (ii)-training -counterparts—at—the—siber—or—elsewhere-in- the country,
or ebroad and (iii) procurement of eguipment within the couniry or sbroad", it is

fact, greatly increased their flexibility.

As regards paragraph (e¢) on the "maintenance of equipment” which recommsnds
"encouraging the technical ministries tc develop a plan for mobilizing the
country's internal resources for maintaining equipment in the field and offering
to help them", it is the standard practice in WMO assistence projects teo aid in
developing plans for the maintenance of field equipment.

Paragraph (d) concerns "preocurement standards" and recommends "encouraging
technical ministries to (i) establish procurement standards designed 4o control the
number of different models of equipment imported and (ii) develop a broad list
of items for which it is fessible to restrict imports to the level of T
sophistication of items currently being manufactured in semi-developed countries”.




! In sc far as the establishment of procurement standards is concerned, this part of
| the recommendation is already implemented by WMO. Standardization of equipment

} iz encouraged and, when procuring equipment for SF and T4 projects, a final

| decision on the make of equipment to be procured is taken only after determining
what mzke of equipment already exists in the country. Because cof the high

level of sophistication of metecrological equipment, it does not seem feasible ~
to develop -the ligt of 1tems "ealléd oy in sub-paragreph (i1), the import of which
could be restricted. ' ST

Paragraph (e) is concerned with "network plenning” and recommends "adopting
the uge of network analysis in preparing SF proposals for approval". The
techniques of network analysis have not vet been Implemented by WMO in view of o
the compact natur€ of The WO projects which could, therefore, be managed without
the use of netowrk analysis. Ways in which WMO could +ake advantage cf these
methods 1s presently being studied.

. Paragraph (f) relates to “control of projects" and recommends that every
i project should have in writing a specific objective, a time-phagsed work plan and
t a meaningful termination date. As regards SF projects, WMO presently follows +he
o brocedures recommended. In the cage cof TA projects, experts initially prepare =
! _ . detailed work plan for the duration of their mission in dgreement with their
' ' éounte:partsm.,Eeriediemreports by the experits indieate the actual extent to
~ which the work plan is being fulfilled and, in the event thet there are significant
devietions from the detailed work plan, the experts are asked to indicete the
reasons for the deviationg in order that corrective action can be taken. These
arrangements for comtrol of TA projects are not, however, as effective as control
‘Procedures In Special Fund ‘projects.

Recommendation 4 on "country-identified projects” suggests that "where
alternatives exist, strong preference should be given to the gelection of
l country-identified projects, that is to gay projects which usually were started
¥ cefore a United Nations agency came into the picture to help”'. In practice,
suiteble alternatives to planned SF aad TA_projects in the field of meteorclogy
do not normally exist. Implementation of the recommendation would, therefore,
be difficult. :

,7;?TT:,AJﬁﬂReCommendati@nf§T@nrisp&reﬁpa%%ﬁﬂ—pfepesesm%h&%“mprocuremeﬂt by field
cffices of spare parts available in the recipient country should be authorized
“upto e sperified Emoutt per item, but procurement by field offices direct from

manufacturers outside the country should be authorized only after careful field
tests Justifying such action”. The present WMO practice is o authorize the
local procurement of spare parte and items of equipment in gome cases as a matter

~-———0i urgency and economy, when they are available. Availability of spare parts
for sophisticated meteorological equipment is greatly restricted and the normel
WMO practice is for these parts to be rrocured directly from the headquarters.

b




Recormendation 6 concerning "project recommendations” suggests that
"hefore a project is terminated, the major recommendations should be discussed
by the senicr project expert with government officials, and an attempt should
be made to get commitments if possible for favourable action". This is
congidered to te a very useful recommendation which would have beneficial
effects if it-were possible to-implement-it-fully. —In. the case of WMO
agsistance projects, recommendationg of the WMO expert are discussed with his
counterpart and the Permanent Representative with WMO of the recipient country
who ig an offleial of the central gevernmental administration concerned.
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General

1. Of necessity, the 6bsgryatignaﬁandﬂrgcommendations.in the report are in general
terms and are not addressed to specific agencies. However, theggﬁggestgd,
corrective measures are not equally applicable to all agencies}g3iheﬁebmments that
follow concentrate on the recommendaticns contained in pages BE_QQHﬁé;Qf the repoit.

A}

Technical assistance plamning and conbrol

2. Strengthening the capability of the technical ministries to plen and control
their activities is desirable: Many depertments of civil aviation would benefit
from a programme t¢ that effect and ICAQ will study how best this could be
achieved, with due regard to the cost invelved, and btearing in mind recommendations
a), (p), (e) and (£). Regarding (c¢), all ICAQ SF and TA projects have been
prepared jointly with the governments. {ICAC nhas no programme in the field under
its regular budget.) Regarding (d), we are constantly trying to improve the
guldance given to our Regicnal @ffices and TA country missicns for preparation

"of those projects,

Future role of agencies in semi-~developed countries

3. ICAD would be ready to participate in depth in the studies referied to in
this recommendation. However, it would seem thet the initiative to start such
study in any particular country should res® with the Government and, in particular,
with its "technical assistance co-ordinating authority” which would be in a

better position than the technical ministry to ensure that the required financial
backing and official recognition would be given to any long-term programme evolved
from discussions between an agency and the corresponding technical ministry.

Modern management methods

'“"“f_ﬂx_””THéTp6iﬁts recommended in (aj“are élfééé%'gégﬁ_ngthp ICAQ. £ield reporting

- system, with the exception of that relating to fellowship training (in (i)).
Detgiled reports. on fellowship training are not requested from field mlssions
because they do not know the progress made by the fellow while in training
abrcad. The institutions where training takes place report directly to
Headquarters.

5. Regarding (b), the flexibility exists to permit Covernments 4o make a choice
in respect to most suitable utilization of their resources, during the discussions
that precede Tinalization—of-plans ef-operation. For instance, cut of nine SF

projects, completely neyw buiidings have been erected‘only in five cases, new
buildings have been added o the ones already existing in another case and
existing structures have been utllized in three cases, On-the-job training of
counterparts at the site is done as part of TA and SF projects and is completed

abroad, through fellowships, as required. Very seldomn there sre aeronzuticasT
institutions in the recipient country able to provide the required complement of
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procurement of sercnautical eguipment within the assisted country 1s
iple for obvicus reasons; however, it is possible to procure some

rraining.

almost imposst
non_technical material_iimay§}1§bl§ in the country, with due regard to cost

and quallty.

6. As toO (c), majintenance of supplied equipment has always heen assured by
the covernment +hrough its oWn services, scmetimes with scme additicnal

asgistance provided by ICAO. We have found no difficulties in this connexion.

7.  Regardirg (a), it shouid be recognized that 1% 1s difficult for a
Government administraticn to ssteblish procurement standards and to apply them
consistently to every major purchase made. There 1is 1ittle that ICAD can do in
the reccmmended directicn, but we will centinue to act accordingly when

opportunity arises.

g, In regard to {e), network planning, the SF projects undertaken by ICAC
do not lend themselves easily to network analysis and the effort invclved in
doing so would not pe=justified. The plans of operatice for those projects
coptain detailed time schedules and work programmes that are sufficient for
the control of The projects.

. PinElTy; regarding (£), control of projects, current instructions from
UNDP and ICAQls. own appreach to the contrel of projects are in the dirvection—
recommended in the report. We have applied it during the past years to all
SF projects and are nov introducing it for Ta projects. Qonversicn of experts
into CPAS personnel canncot be decided upon by ICAN bub by the Government

concerned,

Country-identified projects

10. This recommendation sSeems +a be directed L0 Covernments rather than to
the agenq;gSmsinggmprojggﬁﬁ_are selected by the Governments, probably with

due comsidoretion to the countries' meeds. E—

Spare parts ;

11. only on rare ocgasions, ICAQ field misslons are authorized to purchase
non-specialized low-cost items locally. They do not procure sSpare parts
directly from manufacturers cusside the counbry; such purcheses are done by
Headquarters. T e

Project recommendations

12, The ideas contained in this recommendation are already being implemented
by UNDP and ICAOC. '

|
|
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1. The Director-General considers that the report, which dis restricted fo
suggesting ways and means of strengthening United Nations technical assistance
activities after the Govermments concerned have established priority, is based
on gound cheervations of, and keen insight inte the key problems encountered
in the field. :
2. . The Inspectorls-findings. led.to.a . number of recommendations fof“eoncnete
action under the follcwing headings to which the Director-General addresses
himself in the present observaliocns:

1. Technical Assistance Planning and Control.

2. Future Role .of Agencies.- in femi-developed Countries.

3. Modern Management Methods.

4,  Country-identified Projects.

5. Spare Parts.

6. Progect Recommendatlons

..Teehnical Agsistance Planning_end Centrol

A The Director-General shares the views of the Inspector that the technical
ministries play a vital role in planning and control of technical assistance
projects. TUNESCO has endeavoured to assist technical ministries in this dual
role by co-ordination of UNESCO sctions at Headquarters through regional units
concerned with general relations with each country and by a limited system of
field represgentation, as well as by the visits of offiecials from Headgquarters
or shorb-term experts engaged for specific purpcses.

L, It is the intention of the Director-General to take into consideration the

Inspector's recommendation as he reviews the modality for making UNESCO's action
more effective with the technical minigtries of the Member States. Scme
—adjustments-inthis regard will be incorporated in his draft programme and
“budget -for-1971-1072 e et o

Assistance to Semi-developed Conntfies

5. The Direector-General. agreesg-with the Inspector that the way agencies
co-operate with the "semi-developed” countries in the matter of technical
assistance needs particular consideration.  In—faet such activities are ncver

. uniform in their substance or technigues but adapt themselves to the situations
of.a-—given country,the fechnical asgistance rendered by agencies being in the
final analysis always in response to the expressed request of the Govermment
concerned. Country programming functioning in its true sense sghould result
in requests for predects which are best suited to the degree of development of
different countries. e

6. The Director-General is willing to co-operate with an approprlate Unlted
Natlons_body in the study sugzested by the Inspector in a selected Tfew
"semi-developed countries” , 1t being understood that the criterla for the selection

Do




must be established by an appropriate_intergovernmental bddy and that the
countries falling under the criteria respond favourably tc the idea.

Modern Management Methods

7. The Director-General -notes-with-salisfaction -that the Inspector recommends
modern management methods which can be applied in the amelioration of field
operations in various ways. The secretariat of UNESCC has been preparing iteelf
for the introduction of modern management technigues ineluding the use of a
computer. An experiment of apprlying the PHIRT (Programme Fvaluation and Review
Technique) system involving network planning is under way 1in a few selected

— SGpecial Fund projects with-a-view to its general gpplication to various projects
under all programmes. o

8. Tt is anticipated that the modern management technigues referred to
above will: ' v

(a) improve the manner of preparing reports and their use as to the status
of counterpart training, non-utilization of equipment if any, and significant
deviatiqugﬁ;ggWWg;k"gchedules and proposal for corrective action thereto;

(b) "contribute to the introduction of more flexibility in the preparation
and implementation of plans of operations with a view to inmternal mcbilization
of resources; ‘

(c) provide a better basis to assist the technical ministries to develop
a plan for mobilizing the countries' resources Ifor maintaining equipment;

(d) provide basis for egtablishing information regarding the various models
of equipment supplied by UNESCO to be used in controlling further equipment to be
imported; ‘

{e) wverify the experimental results on the usefulness of applylng network
planning not only in the planning stage but also for the purpose of controlling
_ execution of projects;

" (£) expand the utilization of time-phased work plan for projects under all
DProgrammes-.

Country-identified Projects

the *task is to work out co-operative arrangements for country-identified
projects rather than to offer agency-ingpired plans for co-cperation. It is
gratifying that agencies are more and more requested to assist Member Staies

in the development and elaboration of sectoral programmes with over-all country
development plans. UNESCO has recent experience of participating in so-called
integrated programming in Indonesia, Lebsnon and Tunisia.




Spare Parts

| .

i 10. It is a current practice with UNESCO that local purchases of spare parts
FL are authorized up to $25 per purchase. This limitation is now under review for
a possible substantial increase. The recommendation of the Tnspector as to the
study on the advantages and disadvantages of direct procurement by field offices
of spare parts from manufacturers outside.the country.is.being taken into
consideration in this review. '

N

Project Recommendations

] 11. The Director-General considers that UNESCO has been reasonably successful

Nl in assuring that adequate congideration is glven to implementation of project

th recomuendations. The SBecretariat provides a careful briefing Lo experts with a

i view to ensuring that thelir recommendations are discussed thoroughly with key

rﬂm govermment officials before they leave the country. It makes a special effort
to make available the reports of the experts to the Govermments with a minimum

delay.

T T T T e e T T MR S e
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TECISION TAKEN RY THE COUNCIL OF ICAO

The Council has considered the report and the useful recommendations
_“ contained therein. "It has~noted and it endorses the comments of the Secretary-
General on those parts of the recommendations which are already fulfilled by
ICAQO and on those which may be fulfilled under certain conditions. In regard

to the"iQEEQQ;-ICAO-ié williﬁg”té_ﬁéké'the appropriate stéps.
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Addendum

COMMENTS CF THE DIRECTCR-GENERAL CF THE ILO

I 1. This report,'}j which is-appended to the present paper, was prepared by
~ Mr. Robert Macy of the.Joint Inspection Unit. It offers comments of concern to
gome or all of the organizations in the United Nations system whose activities

include field operations: The-Dirveetor-General notes  that -many -of-the-—points

raised by Mr. Macy are also dealt with in the Capacity Study, and these will:

no doubt be reviewed during the further discussions on the Capaclty Study by

the TACE and the UNDP Governing Ccuncil.  The Director-General!s..comments

deal with the wvarious recommendations set out in the final section of the report; -

these comments, however, are subject to further observations in the light of

the cutcome of the discussicons mentioned above.

2. The Director-General agrees in principle with recommendation 1 for agencies
to assist in strengthening the capabllity of relevant technicel ministries to
plan and control techpnical co-operation activities carried cut in the developing
countries: The Director=Genergl; whilte agreeing-onthe erphasis placed on this
matter in the Feport, would go Turther vy SUggestifg that parallel action should
be undertaken at other government levels, and in particular at the national
| planning level. This would, of course, cnly become possible if the United
NWations family of organizations undertook to assist further the public
administration systems of the countries concerned. In this respect, the IIO
haes a programme aimed at improving. the capacity of ministries of labour to
participate in policy-meking &t the national level and %c implement effectively
the policies that have been decided. The IO, in addition, trains competent
professional national staff to accomplish their tasks and favours the suggestion
that technical ministries should be ¢ffered every opportunity to contribute
towards the setting up of national. policy-concerning technical co-operation
activities. Furthermore, the decentralization process being undertsken by the

' e e ———— .

1/ TIssued as document E/WT92. ' cTmmE
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IT0 is in fact designed to bring ILO expertise as near as possible to the

government ministries concerned. The building up of the IIO infra-structure of

Tinencial, administrative, percsonnel, relations and technical services in the

field, so0 asg to permit a decentralization of functions and responsibilities

| and closer contact with our experts and with the needs, problems and conditions
of member States, is belng actively pursued. - :

r 3. The Director-General has noted. with interest_the Inspector!s reference
in the above recommendation to the "initiation of research as necessary. to
f f£ill in gaps in necessary know-how for technical assistance planﬁing“;’ The
' guestion of introducing labour-intensive technology is ¢ited, in
particunlar, together with a specific reference to the IIO's work in.this fleld
(paragraphs 57-60). Its importance with respect to the development process and
levels of employment has been. a subject of constant research by the ILC, not
only with respect to industry, but also with respeet to the role that labour-
- intensive methods could play in rural development. In this connexion, the ILO
L has produced some notéworthy documentation, for example a paper entitled
g "Progressive Technologies for Developing Countries" which was prepared in
{ connexion with a review of TLO research undertaken for the World Employment

}

Programme, and "Towards the Synthesis of Economic Growth and Social Justice"
which was published in the November 1969 issue of the Internztlional Labour Review.

~y

lrr L M Macy' s recommendation 2 concerning the future role of agencies in
i - semi-developed countries hes been noted by the Direcior-General, and in particular
1 the suggestion that certain semi-developed countries should be selected for a

.k special study in depth of an agency's future role therein. The ITO has adopted
Pyt an approach along- these lines-within—the framework of its-WorldEmployment
;»%,W , Programme whereby certain countries at different stages of development are to
be selectsd. for country pioneer projects. These projects are designed to help
countries define the size-and nature of their unemployment and -underemployment
 problems and their capacities tc provide work and training facilities: The ILO-
teams, whose members will be drawn not only from the ITO but from other
international and regional organlzaticns as well, will also assist Governments
in formulating long-term plans, including targets for productive work and training
for different groups of the pepulation such as young workers, rural workers, etc.
In addition to recommending on action required by the countries themselves, these
teams will seek to identify the nature of assistance that might be provided by
Tthe IO, by the other organizations and by bilateral aid on the employment
“ereation plan.’ “The Tirst such COUNtTY DLoneer pro et Heds already commenced in
_ Colombisz. :

5. Recommendation 3 suggests that the service at headquarters which has
regponsibility for. improving menagement practices be assigned responsibility to

[ develop action intended; to strengthen the usefulness of field reporis; to

L encourage the drafting of more flexible Plansg of Operatilon; to improve the
wd . maintenance of eguipment; to develop ilmproved procurement standards in countries;
~iq"- to  sdophk_ _network planning in relation to Special Fund requests and to improve
s control ot projects. The Director-General agrees on the use of most of the
detailed techniques covered under the separate parts of this recommendaticn and
would note that current ILO practlce in fact conforms to many of the procedures
advocated in the report.

6. With reference to recommerdation 3 (a) - Field Reports - the revised
reporting system on Special Fund projects introduced by the UNDP provides for




. petter identification of problems relating to counterpart and fellowship‘training,
l equimeHt: and deviations from work schedule of projscts. A revision of the - '
reporting procedures applying to non-Special Fund projects‘(UNDPfTA component,
' Regular Programme, Punds in Trust) is being undertaken Ty the ILO on simiiar

1ipes. Furthermore, the mid-project reviews and other project reviews conducted: -
vy the UNDP with the agencies represent an importaent follow-up measure to field

reports.

. Mr. Macy's recommendationm5~(bJ~aﬁInternaLrMbbilizatien«oﬂ-Res@urcesTto i
Introduce More Flexibility in the Preparation and Implementation of Plans of
operation - is welcome, and the Director-General would like to stress that ILO
thinking is consistent with this suggestion.

8. Mr. Macy's recommendation 3 (c) - Maintenance of Equipment - aimed at

; encouf&éiﬁg“technical”mihistr16§ to develop plans to improve the maintenance of

j equipment in their field, is supported by the Director-Geperal. In this connexion,
it mey be noted that it is ILO practice to establish maintenance and repair

fgeilities for vehicles, machinery and scientific equipment on most large projects.

, 9. Mr. Macy's recommendation 3 (8) - Procurement Standards -~ which seeks to

? encourage the establishment of procurement standards by technical ministries to
control the number of models of equipment imported and the sophistication of this
_ ! eguipment, is sound. In the selection of equipment for projects the ILO attempts
to ensure that these principles are meb as far as possible.

10. With regard to recommendstion 3 (e),which advocates the use of network analysis
(as described in paragraphs O and 68 of the report) as a planning technique in
preparing Special Fund proposals, the Director-General wishes to note that a
simpler form of this technique is used by the ILO te¢ plan and control all Speciel
Fund projects. ILO projects have not yet been so complex ag to require the use

of the "Critical Path Method™ of network planning, described in the report.

However, in those instances where a project is of a gufficient size and of such

& character as to render inadequate the use of simpler, manual planning techniques,
he would support the use of the form of network analysis advocated by the Inspector.

1i. Mr. Macy's recommendation 3 (f) - Comtrol of Projects - whereby every project
should state the specific objective and time-phased work plan in relation to expert
help, equipment, fellowships, counterparts, etc,, is noted and the Director-General

igs in complete agreement. ILQ projechs are executed in the manner described in
this recommendation.

12. On recommendation b - Country-Identified Projects - which suggests that strong
preference be given to the selection of country-identified projects, the Director-
General agrees with the Inspector's point of view. The ILO has always laid
emphasis on this-aspeet of project development. However, there are certain
exceptional Tases where a completely new venturé is reguired. In such cases the
ILO tries its ubmost to find a way of integrating the new activitlies into an

Y TR UP DU W

—jh————“existing structure; But where mone—exists—a new body might have to be created.
' 15-_ Recommendation 5 - Spare Parts - deals with procurement procedures for~
equipment spare parts and suggests that these be purchased locally, or, if
i necessary, outside the country only after "careful field tests” justify this action.
4 The ILO authorizes the purchase of spare parbs, locally, when these are available ————————

in the country. The authority to purchase eguipment spare parts outside the country
15 retained by IO headquarters.— '
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4. Pinally, as to recommendetion 6 - Froject Recommendations - suggesting that
upon termination of a project the expert should discuss major recommendations with
government officials, the Director-General ig in sgreement -with Mr. Macy and he
would like to stress that this is provided for in the revised procedures for the
UNDP/SF'reporting system. Similar provisions exist in respect of non-Special Fund
projects and these are being further refined and stresmiined.

15. SBubmitted for-information and-cbgervationge— - -
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