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Addendum

Comments of the Administrator of UNDP

Taking into account the subject-matter of the report by Inspectors
E. Ferrer-Vieyra and J. A. Sawe on the need for a revised concept on UNDP regional
training programmes in the least developed countrics:  thé Baet African case, and
the prime responsibility of the United Nations Development Programme in that area,
the Secretery-General requested the Administrator of UNDP to assume responsitility
for the preparation of the related comments. These, as received, are attached.
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REPORTS OF THE JOINT INSPECTION UNIT

ON _UNDP REGIONAL TRAINING PROGRAMME IN THE S
i | LEAST DEVELOPED COUNTRIES: THE FAST AVRICAN CASE

(I10/REP/73/5)

| REPORT ON THE NEED FOR A REVISED CONCEPT

Comments of fhé'ﬁéﬁihistfétor of fhé o
United Nations Development Programme (UNDP) ‘

(Amended text)

1. Inspectors Ferrer-Vieyra and Sawe have prepared a report on a subject |
- which constitutes one of the main activities of the United Rations family '

of organizations. The report is timely as it is presented when the United

Nations orgenizations are reassessing the impact of their development assis-

tance operations in the light of the International Development Strategy.

The report is to be submiitted to the ACABQ in the first insitance and thereafter \

to ECOSOC and the Goverming Council of the UNDP, |

Planning and Administration of the Regional Training Projects (Paras. 31, 32,
33, 34, 39, 40, 76, 77, 18, 140, 144, 145, 158) .

2. The Inspectors have been rightly concerned with project priorities, but

it ig not the case that prior to the establishment of the country programming
procedures the initiative for establishing regional projects was the res- '
ponsibility of the concerned Executing Agency. Before the Commmnity came

f into being, the Easi African Common Services Organization submiited requests'

; to UNDP and establlshed 1ts own prlorltles. . ‘ |

b e P R —

3. One of the fundamental obgecti?eéflnherent in a3Y the projects under
discussion has been the training of nationals foxr the mere responsible posts
in the Commnity's services. Therefore, a strong case existed for making an
early start in establishing institutional support for the development of
personnel for senior posts in the Community's services. If these personnel

.are to be available to take control in a foreseeable fuiure, there was much

in favour of-commencing their training at the earliest possible stage.

wdts .. The comment of lack.of cohesiveness in UNDP representation vis-a-vis
the EAC is not shared. As indicated in the repori, the UNDP has had for the
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1ast two years a Representative in Arusha. Prior to this, a UNDP Programme
Officer was assigned to the Headgquarters of the EAC. Furthermore, coordination
among the regional projects has been, and is, ensured on the UNDP side by
periodic meetinga of the ‘Resident Representaiives based in the three Community

countries. , :

Se UNDP and the EAC are in close contact, as they have been for scme time,
on the question of a sub-regiocnal IFF for the Community (recommendation 5 on
page 38). A decision on this matter would be for the Governing Council to
take, and wouldlmve to be reviewed along with similar questions affecting
other sub-regions of Africa and of all other regicns of the world.

6. The regional programme for Africa for the period 1974-'76 was finalized
by the Regional Bureau after consultations with ECA, OAU, EAC and the UN
Specialized Agencies. These consultaticns proved to be an effective way of

coordinating regional projecis.

7. Tﬁe UNDP, in assisting the regional projects in Bast Africa, has followed

~ the priorities established by the Commmity. The interest in the regional
'projects inspected by the mission is shown by the fact that the EAC has re-

guested $6 million from Africa Burean regionzl funds for the contimation of

gome of the projects which the Inspectors felt might not be entirely relevant

to the sib-végion. In the utilizationof the regional IPF, the UNDP-has a —
comprehensive approach, considering the region as a whole after focussing on

the countries separately. The UNDP finances a regional training project when
there is evidence that a country alone conld nét provide thie Tiecessary inputs

t0 support a country project and that there is continuing need for such services.
In responding to the FAC priorities, it should be noted that the UNDP does not.
have any mandate for establishing the priorities and also that the UN assigtance
is only part of the total international assistance received by the EAC, bilderal
assistance covering other numerous fields. In this connexion, it should be

noted that UNDP has no choice but to take exception to the part of the sentence
in paragraph$144+siating,thatmﬂsomegp:qjegtsmareNobjecﬁed_xo_hz_ﬁhe"ﬂame_countries",
pince it implies that UNDP has supporied projecis objecied to by the Governments
concerned. In fact, UNDP camnot support unwanied or objectionable projects
because of the very nature of its basic legislation, which reguires that projects
are launched only at request of Member Governments. The UNDP and the Executing
Agencies have had many years to experience in assisting training projects and
particularly the fraining of trainers. The achievement of such a multiplier
effect through the projects is one of the cardinal principles of UNDP assistance.,
But it has to be pointed out that to .focus only on the training of trainers '

exclugively through institution building projects is not enough, and in some

cases will not bring the expecied results in the time permissible. Confronted
?ith the urgent needs of the developing countries, more emphasis is being given
in the UN sysiem to less formal education and other forms of training.
8. . The opinion is given in paragraphs 39 and .76 of the report that the . N
Project RAFV?I/ZOI, Vocational Training Centre, would not have gualified for
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‘the support of international community, and that the project was a wrong
choice given the East African Community's top priorities in training. On

the other hand, in paragraphs 77 and 78, an UNDP/ILO review mission is cri-
tized for having proposed radical changes which would amount to 'dropping the
project, and it is noted that the Commnity's officer responsible for the
project specifically requested its continuation. It is not clear -why the _
report supports the continuation of a project which is believed to have been
Y3 wrong choice" in the first place. UNDP is convinced that the project
responded to a genuine need of the Community for clerical personnel. The
request for its continuation supported by the inspectors tend to confirm

"UNDP's position that the project has been fully justified despite many

weaknesees and difficulties.

9. The need for a coordination of training effert throughout the Community
is certainly accepted; and in the particular case of the posial and tele-
communications project, essential linkages with other existing institutions
are being consciously developed (e g. in the field of management tralnlng),
to ensure that no duplication of effort occurs. It is agreed that this
project muld be of use to the radio and television broadcasting services

of the participating countries. Hewever, for the moment there exist ad-
ministrative difficulties, inasmch as these services are operated by
national organizations rather than by the Community. It will be a metter
for the Govermments—to—take—up-with—the Commmity authorities if—they-wish
to have broadcasting personnel trained within the EAP & T's iraining system.

10. Closer coopefation énd more inténsiVE“contacts“betweenrthEWInépectors
and the local UNDP and Agencies representatives in East Africa would have
contributed to clarification of certain problems and issues raised in the

report.
Counterpart Personnel (Paras. 42 to 44, 133, 148, 149)

... 11.. . The Inspectors have also rightly been _concerned with the availability

of counterpart personnel. The completemproblem encompasses ‘also the prep-
aration of African nationals for senior posts in the various organizations
which the traiming projects are designed to service. In developing the various
projects, we have necessarily had to be satisfied with the best possible
assurances that the Commnity and its subsidiary organs- and corporations were
making the maximum practicable effort to provide suitably gualified counter-

~part staff.' In almost every case such people have been in extremely short -

supply and there has naturally been a desire to groom some of the few who
__were available for operational posts, as well as for training actlvltles.

12.. One approach to the preblem is for a project to produce its own counter-
part staff from among early groups of trainees. This admittedly is a lengthy
process, but in some cases may be the only practicable alternative to-ihe
continued employment of expatriates for an indefinite period, The Soroti .

R e
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Flying School, like that at Zaria in Nigeria, provides an example of this,
(Parenthetically it should be mentioned, in reference to para. 133 of the
Inspectorg' report thet UNDP and ICAC are very conscious of the need to

involve the East African Lirways Corporation in the Seroti project and are
currently doing evexrything in their power to promoite such an 1nvolvement)

13, To wait to implement a project untll all the fundamental information

is available for raticnal develcpment planning, including principally, the
inventory of the country 6 human resources and of its natural resowrces is
hardly- practicable, and would -not, in-any case; be-acceptabls to governments,
UNDP has endeavoured to solve the probler of counterparts by implementing
fellowships programmes well in advance of the projects becoming operational
or, as mentioned above,; by chiaining from the Governments the "earmarking"

of a sufficient number of persomnel to be upgraded and trained at the available
institutions in the respective countries and then at the project. However,
the development of a rational and generally lengthy plan for itraining counter-
parts is not 2lways possible, due to the urgency of the demand for personnel
that Govermments need to fill positions in their eadres and projects have had
to do the best they could with the counterpart available and to train them

on the march,

'“14;'”‘Training~projec%e;whéﬁéﬁ@rfmhiﬁati$u%ion—builéingvcharacter;—often

present difficulties to the key guestions of counterpart support, and these
difficulties are fregquently magnified in the case of regional training ac-
tivities which regquire such support from a number-of- governments. -The Joint
Inspection Unit report describes many of these problems in the East African
context. The search for solutiocns to these problems has been, for many years,
a pre-occupationfbr UNDP and its participating and executing agencies, and
while we believe that the record of performance shows progress, there is no
reason for complacency. UNDP shares fully the views of the Inspectors that
the training projects are of high importance and that these counterpart
_problems must receive constant attention at all stages of project formulation
and delivery. As a matter of fact, the .UNDP and the Executing Agencies
exercised consistent, contimnous and persistent effortis to attract, train

and retain counterparts for all six regional projects which have been the
object of this inspecition. The results achieved vary from project to project,
"In some cases, like in the E.A. uch601?o£ Aviation, Nairobi, the counterpari

~ personnel has been well-trained 56 that is running the institution after

the departure-of the international -{ICAO) experts. Egually successful in
terms of guallfled counterpart is the meteorological project in Nairobi. Good
results were achieved in most other projects. However, in a few cases - like
the E.A. Flylng School in Soroti - ihe project is in its initial stages and

it is simply too early to expect similar results now, but nothirg preclules
that equally good results will be achieved in the future. In view of these
-facts, how could the report state that UNDP and the Agencies kmew sbout—the——-
problem of counterparts and did nothing to solve it. (Paragraph 42 of the
report)? Thus UNDP must, like most of the Agencies, taxe exception to this
statement unsupported by facts.
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- Utilization of Training Institutions on a Multi-country Basis (Paras. 61,
86, 95, 150)

15. UKRDP end the various agencies would certainly find common cause with

the Inspectors in their desire to promote the utilization of training ins-
titutions, in all appropriate cases, on a multi-country basis. Best results

in this respect have been achieved by WMO in the field of meteorology training,
as confirmed in the paragraph 61 of the report, ICAO, for its part, has for
s mumver of years endeavoured to develop a regional vocation for selected
naiignéi_txﬁiningﬂgantres_qpln,thantelecommunication.field, the -concept of a
regional programme of iraining institution development projects for the countries
of East Africa has been carefully fostered by UNDF and ITU for quite some time,
The meeting referred to in paras. 151 and 152 of the Inspectors' report took
Place within the framework of this total concept. However, the international
organizations decided, with the concurrence of the governments concerned, to
concentrate firgtly upon building and consolidating institutions within the
Community, with the development of their wider vocation being considered as

a secondary objective to be promoted at a later stage. Under these circumstances
f iv is difficult to understand and even more difficulit to accept the statement

in the paragraph 150 of the report thal “regional cooperation has received

only 1lip service”.

e Supervisory Machinery (Par&. 93)

' 16, .There is no doubs thal a strong governing body is in the beet interest
of any training institution. It is; however, a matter of debate what is the
best composiiion of such a governing body.

Second Phases of Training Projects (Para. 50)

17. The experience of both UNDP and the Agencies does not bear out the

statement that "... a properly conceived and executed-project seldom requires

-vmm:w:m:aa‘second~phase*a“wThefsecond“phase‘is;Win“many_ways;_prbbf‘of'the failure

of the first phase...". In the case 6T the six inspected training projects '

of the E.A, Cormunity the UNDP and the Agencies were® called to help the es-

tablishment of training and résearch institutions in technically, rapidly

advancing and increasiigy sophisticated fields starting virtually from the

seratch. It ftakes four fo five years to upgrade a high school graduate to

an universiiy level engineer or scientist. It takes even longer to train

an instructor- at this level and often, as in the case of flying instructors,

+ long practical flying experience is indispensable for any person toc which

--pilot training can be entrusted. 4And it takes even longer time to train a
scientist researcher at positgraduate or dectorate level in a field like'meteo-
rology. Since UNDP is for financial and adminisirative reasons unable 1o
finance projects which last more than five years, it is obvious that a multi-
phased approsch i unaveidable in Xl c¢ases of assistance to the establishment
of training instituiions in advanced technical and scieéntific fields. - Thus
UNDF considers that the above-mentioned inspectors' conclusion in the para-
graph 50 of the repori cannot be applied %o the sit projects inspected.

e
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A revised Conoept of Training - Conclusions and Recommendations

18, The point made by the Inspectors about the need for training projects

to be deévelopment-oriented is well iaken, If the technical aseistance purpose

i of .developing national talenis is to be effectively achieved, the tasks performed

by the international staff of a project should be oriemted to "developing",

i rather than "doing", unless the siaff are provided specifically tc serve in

! an operational and executive (OPAS) capacity. In other words, the role of

\ advisory perscnnel should be to collaborate with the national staff in carrying

out .the project’s activities in such a manner that,. even while the objective —

of the project is being achieved, they have transmitted to, or developed in, '

the national staff (and related personnel) the knowledge, skills, and attitudes

that- they require to carry on the tasks by themselves. "Staff development™

projects are being recognized by an increasing number of countries 28 a desirable

alternative to traditional forms of counterpart training. Staff. development

implies the training of teams, rather than single counterparts. It requires

a "project approach" that is, the definition of the scope, substance and modal-

ities of staff training, whether for an educational institution, a service,

or otherwise. The Inspectors recognize the importance which UNDP has given

to the training of trainers and recommend that this criterion by adhered

strictly in the selection of projects, It is believed that, in addition to

training of trainers, the training of key persomnnel and of what may be called

~ Magents of change" has egually great inportance for development. The training
of key personnel and agents of change implies more than selecting candidates
of the right level., Qualified nationals of developing countries often find
themselves, after returning to their home countries, faced with responsibilities
and managerial tasks for which their technical studies have not prepared them.
Hence, the importance of management education for developing countries!' tech-
nicians and the establishment of programmes to accelerate the growth of ex-
perience. It is within thie broader concept that UNDP concurs with the emphasis
given by the Inspectors to management training.

 programmes in East Africa" conld be considered %o have had 3%% success, and
66% failure". UNDP does not think that such highly complex projects can be
clasgified in such a mechanical and guantitative way. In UNDP's view, none
of the six projects. cculd be considered as a failure, and even for the weakest
- among them (RAF/71/201) the Inspectors have supported a conbinuation of TNDP
asgistance. Vhat is essential in ihis context is that all parties concerned
realize that training projects; and particularly establishment of training
institutions, often encounter many difficuliies, especially when the projects
"are on a regiomal basis. It should be noted that Governments, the Agehcies
and UNDP have ell -shared-the preoccupations with these problems, hoting that
the record shows progress, but leaves no room for complacency.

P

19. TUNDP mmst take exception to the statement that “UNDPG;ggiqgglltraining

20, UNDP is in full agreement with the ststement in the report that "The
 training programme should be adapted to the special socio-sconcmic ... set
“up of the countries concerned" (para. 159). A majority of developing countriest -
nationals whose training is financed from fechnical cooperation sources are
in technical disciplines and do not receive sufficient exposure %o analysis
of the socio-economic aspects of development nor, as a rule, any itraining
which might help them teo adapt the technology of the industrialized countries

to the gpecific situation of their country of origin. 4 similar bias
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appears to be typical alsc of the education imparted within many of the
developing countriea. As far 28 the priorities are concernmed, it should
be repeated again that the UN gystem cannot, and should not, usurp the
couniries’ role and it is up to the governments to evolve the prlorltles
for the regions' social and economic development.

21, The UNDP shares the JInspectors’ preoccupation about the need for better
training and briefing, not only of the Project Managers, but of the projects’
‘international sitaff also. Agency briefing of experts should focus clearly
~on the inherent technical assistance purpose-of building uprnpational staff
capabilities in assisted countries and on the modalities of realizing this _
&jective. In addition, at the project level, the staff of each project should
be required to establish a framework for effective interaction between national
and international project persomnnel. Typically, the framework should define
against each project activity and sub-activity, what the national and inter-
national persomnel would do and what would be’ the terminal objeciive of their
working together on the project activity, not only in terms of the activity's
cutputs but, more importantly, in terms of the knowledge, skills and attitudes
that the national staff would attain. The UNDP has introduced, since the
Inspectors' visit to its Headquarters, several new concepts and measures to
1mprove the briefing and tralnlng of its own staff. It is not ®|t, however,

J . no dlrect respon51b:11ty in the executlon of tralnlng progects.

SR .22, As to recommendations; -there-is-no general disagreement with re-

. commendation number one. In fact, it is folowed wherever there is an

%WJ ' existing institution. However, where no suitable institution already existis

| | it may, from time to time, be essential to develop a new one from the ground

up. The East African Community Staff Institute, on which the Inspectors

comment favourably, is one example of this. Therxre is also an agreement with

recommendation number two, provided the countries show a genuine interest

in the multi~-national training institution, and within the limitations set

GO 5y the regional IPF,  As to the third recommendation, the format and content
of the project document is under revision and some of the Inspectors' sug-
gestions will, undoubtedly, be taken into account. However, UNDP must take
exception to Recommendatlons %(b) and 3(e) since they are contrary to the

! - basic legislation defining UNDP's relationship with Member Govermments and

o 10 Government would permit a project manager to dappoint counterpart personnel.

%liﬁ——mm—m——uNcr could the final responsibility for ensuring the appointment of the

o ﬁ : counterpart personnel be vesied in the resident represenialive, since this

b ' 15 an excluslve responsmblllty of edch Member Government.

3 G ey S
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Report on the need for a revised concept on UNDP regional
training programmes in the least developed countries:
the East African case

Addendum

Observations of the Advisory Commitiee on Administrative
and Budgetary Questions

1. The Advisory Committee on Administrative and Budgetary Questions has
considered thé report of the Joint Inspection Unit on the above subject {E/559L)
and the related comments of the Administrator of UNDP (E/5594/Add.1).

2. The Joint Inspection Unit report is based on a’recent survey of six
subregional training projects in Fast Africa. Each project is examined under the
following headings: (a) legal status; (b) operations; (c) project achievements
and short-comings. ‘

3. The report advocates the need for a revised concept of regional training
programmes, using as a starting point, primarily, a critical evaluation of methods
and procedures of planning and administration of existing large-scale projects
of technical assistance in the deveéloping countrigs. e s

L, According to the report, the prineipal short-comings of project planhing and
management can be summarized as follows:

(a) ILoose definition of the objections of the projects, which often lack
consistency, integration and concreteness; '

(b) Administrative delays at all the stages of planning and implementation
of projects, end, resulting from those delays, diminished relevance of project
objectives to national development needs and lack of adaptability to changing
regquirements; %

"(5}”"Ihéaequaté'pfofisibhs'fbr'thé"rébfuitméﬁﬁ;“tréiﬂing“&nd“rétenfidﬂ:ﬁf;"””"'“
CapABTE BOUREEFRAIE  BEAPES — -~ == " e e e b o -

(d) Failure to take advanbtage to the full of the potential of regional
co-operation: :

Th-20180 ' | /..
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5. The Inspectors refer to instances of wastage and duplication. They cite
the case of an aviation school in which no less than half of the manpower was
lost either -during or after training. According to the Inspectors, this creates
a situation calling for a thorough investigation (para. 121 (b)).

6. The Inspectors also state that they "could not understand the reasons for
making two separate projects for the civil aviation training at two separate
sites 300 miles apart. BExperience elsewhere shows it is possible to have a
-“m?amprehens%ve~ﬂnifiedﬁpregramme—efmtrainingTinmeivilmaviation»undermone roof"
para. 132). '

T. The major flaw, however, according to the Inspectors, has lain with the
recruitment and training of counterparts. In the particular case of the Fast-
African Tnstitute for Meteorological Training and Research (RAF-T1-199) the
Inspectors mention "ack of drive™ in this respect as the project's "biggest

. weakness"” (para. 65). In the East African Railways and Harbours Project they
note the finding of an interagency review mission sent to Bast Africa in 1972:
"satisfactory provision of counterpart staff by Corporations concerned but complete
lack of counterparts for the Arusha Centre" (para. 107 (e)).

- 8. More systematic training of project managers and UNDP experts has also been
~ “recommended by the Inspectors. -

9. The Joint Inspection Unit's revised concept of the UNDP training programme
‘is based on the distinetion between the differing needs of the least developed
and the developing countries. The regional approach is favoured by the Inspectors
as offering more scope for small least developed countries with common training
needs.

10. The Inspectors express the view that priority should be given to the training
of: "(a) government personnel able to fulfil the essential administrative
“m_fgpqtioyg;m{p)mgove;gmggpmpersonpel and technicians well qualified to prepare

" the inventory of human, natural and institutional résources as basic data for

any rational developing programme” (para. 160).

11. The Inspectors focus attention primarily on itwo areas: the training of
trainers and public-administration training. Or-the former the Inspectors
cbserve: "The urgency, the quality and the quantity of the training of trainers .
o b required for the least developed countries are unique, and unique methods of
approach are called for and, specifically, very close supervision is needed"

. (para. 139). In connexion with the latter, they see "a great future for the

i FAC Mensgement Institute and a similar institution in each country (para. 142).

x 12. 'To obviate deleys in the appointment of national counterparts, the Inspectors
b recommend that UNDP consider the possibility of financing the training of two

| 77 T7TTTor three nationals ¥or each vacency in  the hationsl administration Caused by

- the déﬁ&éhﬁéﬁf'bf”thé”ébﬁﬁtéfpéfts'(ﬁara.“lh9)t”“They‘alsowstress'the need for . ... _
more effective pooling of scarce training resources in the framework of regional '
projects.
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13. Making an over-all asssessment, the Inspectors express the view that "Mhe UNDP
regional training programmes in Bast Africa could ... be considered to have had

33 per cent success and 67 per cent failure" (para. 156). |
1L, The Inspectors’ report has met with 2 mixed reception. Most of the United

Nations agencies concerned have expressed their appreciation of the report. By
contrast, the Administrator of UNDP, who, at the request of the Secretary-General

of the United Nations, assumed responsibility for the preparation of comments,

clearly has serious reservations about some of the Inspectors' conclusions and

covernments” (E/559L4/Add.1, para. 22).

recormendations (E/5594/Add.1). In particular, the Administrator calls into
question the over-all assessment mentioned in the preceding paragraph.

15. In paragraphs 4 to 6 of his observations, he answers the critique regarding
"aeck of cohesiveness of UNDP authority vis-&-vis the EAC", by pointing teo the
existence of machinery for co-ordination and consultation on regional projects.

In paragraphs T to 9, the problems of securing administrative cohesiveness in
regional aetivities are dwelt upon. Im paragraph 9 mention is made, specifically,
of difficulties in the way of wider linkages for the postal and telecommunications
project. These difficulties are attributable to the fact that radio and television
broadcasting services of the participating countries are operated by national

organizations rather than by the community.

.

16. The problems of recruitment, retention and training of counterpart personnel
are examined in paragraphs 11 to 14 of the Administrator's observations. While
indicating that the practice of selecting and building up such cadres through
project training programmes snd through the award of fellowships has yielded some
results, the Administpator concedes that the results achieved in attracting,
training and retaining counterparts vary from project to praject. But the

Administratar is unable to endorse the Inspectors’ recommendations on counterpart

personnel (E/5594, Recormendations, para. 3 (b) and (e)) on the grounds that "they
are contrary to the basic legislation defining UNDP's relaticnship with Member

17. As regards phasing, the AdministratOT-QUESticﬁs the Inspectcrs' belief
that "a properly conceived and executed project seldom requires a second phase”

(E/559k, para. 50). He poimts to the length of time required for adequate

training. in the inereasingly sophisticated technical fields and the difficulty,

given the UNDP fimancial and administrative procedures, of accommodating that
training within a single phase.

18. The Administrator endorses the principles of regional co-operation and
innovation in training which have been advocated by the Inspectors. He also
accepts the substance of their recormendations regarding project planning and
implementation. : :

19:-Tn the Advisory -Committee's -opinion;-the Inspectors' report.provides.a...
useful indication of the-kind of -difficulties which arise in the implementation

of projects of technical assistance in the least developed countries, Caution
should, however, be exercised in drawing general conclusions and prescribing

/..
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new principles from a relatively small sample of six projects. Due weight must
also be given to the undoubted constraints imposed by political considerations
which are further complicated in multinational projects. Nevertheless, the
Committee agrees with the Inspectors that there is need for greater emphasis

on administrative efficiency in the management of projects.
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the Fast African case (JIU/REP/73/5)

Addendum

Preliminary comments of the Director-General of the
World Health Orgenization and action taken by the
Executive Board of WHO

A. Preliminarv comments of the Director-General

Although none of the regional training projects referred to by the 1nspectors
is execubed by WHO or has a health component, the constraints and short- —comings
outlined in this report are similar to the problems encountered by WHO in the
execution of the projects it assists.

The Director-General therefore agrees with the inspectors that, while the
recommendations contained on pages 37-38 are mainly based on their findings after
inspecting some UNDP regional training projects in Bast Africa, they can,
nevertheless, be applicable to other training projects in developing countries. He
proposes, therefore, to comment on these recomrendations and outline WHO's
experience and policy vis- a~vis each of them.w"-—:*ﬂwnmmL:M::ﬂw" e &

- Recommendation 1 - WHO strongly supports the concept of strengthening existing
institutions rather than establishing new ones; it has endeavoured to do so as far
as may be practicable.

In Africa, WHO has increased its efforts over the past few years in training
professional staff by assisting existing medical schools, university centres for
health sciences and other establishments concerned with the training of health
personnel., Emphasis is being placed on the training of national teachers,
particularly in basic sciences and public health.

Recommendation 2 - The Director-General endorses the views that multinational
training institutions should.be encouraged in developing. countries. .This-is. . ... .
particularly.valid in the field of health. .Education.in. the medical and allied.
health sciences is a very expensive undertaking especially for developing countries.
It is therefore essential, whenever possible, to bring together related teaching

Th-34836 : Jeos
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programmes, faculties and facilities. Such multinational schemes, utilizing a
multidisciplinary teaching approach, should be closely integrated with the local
health services in the respective countries and thus related to the whole range of
institutions providing health promotion and care.

Recommendation 3 — The specific provisions recommended by the inspectors which
should be foreseen when preparing project documents, such as evaluation of
terminated projects, training of counterpart personnel and the early recruitment of
project managers, etc. are, in the opinion of the Director-General, well taken. The
Director—-General agrees with the importance of the follow-up on completed projects.
This is a normel practice in WHO which is followed through by the organizatior's
regionalized structure and the institution of WHO representatives who are expected
to review annually the health situation in their respective countries.

The appointment of counterpart personnel in time, their co-operation from the
start in the execution of projects and ultimate take-over when international
sssistance phases out, is no doubt a sine qua non for the success of any project.
The training of counterpart personnel is therefore recognized by WHO to be of
paramount importance. Nearly all WHO-assisted projects have built-in training
components. WHO endeavours to use to the maximum extent possible training
facilities in neighbouring countries. 1In appropriate circumstances, local awards

. -are-also -encouraged.—-The-Director-General takes exception, however, to the
Inspectors’ recommendation under 3 (e); this seems to him to be out of keeping with
_%: the sovereignty of the requesting Government in the administration of projects and

“i! with the technical responsibilities of the executing agencies.

i Regarding project managers, WHO considers the project to be operationel on the

1 arrivel of the project manager in the field. The organization has, therefore,

! endeavoured to recruit the project managers from the very early stages of the

i project and associate them with projects since the preperation of the plan of action.

. Recommendation 4 - The Director-General concurs with this recommendation but

| g believes:thatmthe-timewwhenhtechnical;assistanceuprojectS;wﬁreﬁﬂsoldf_tou_n-J.

ot Goverhments is over. As far as the health sector is concerned, there is a continuing
L] sharpening of priorities in national planning bodies and a healthy pruning of

' projects of less direct relevance to national development plans. There is also a
. growing emphasis on thorough programme dialogues with national health authorities

il with & view to reaching a better definition of countries' health problems and to

. : increasing WHO's impact on solving these problems. One of the new mechanisms being
.:l_ developed by WHO to assist countries in identifying national priorities is country

| health programming by which health problems of a country are assessed systematically
‘ in their proper context, taking into account the resources that are or could be

_ available, with the ajm of pinpointing areas susceptible to change. Country health
B programming is followed by project formulation which describes the measures to be

| adopted and the detailed use of resources for their implementation in the priority
i areas. Suitable management technigues and evaluation procedures are then applied
J_ . .w . ...in the implementation. . This new mechanism has already been experimented and is now
! being carried out in several countries at their request. :

i ‘ : AR
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Recommendation 5 - This recommendation is addressed to UNDP and the Director-
General has therefore no comments thereon.

Recommendation 6 - The Director-General concurs with the Inspectors' views on
the importance of providing adequate briefing to project personnel including project
managers. WHO organizes at headquarters briefing courses to that purpose. Project
staff receive further briefing at the seat of regicnal offices before departing to
their project site. Consistent support is thereafter provided by WHO
repregentatives located in most of the countries involved.

'B. Action taken by the Executive Board of WHO

The Executive Board,

Eaving considered the Joint Inspection Unit's report on "The need for a revised
concept on UNDP Regional Training Programmes in the Least Developed Countries: the
East African Case” and the Director-General's report thereon,

1. Thanks the Inspectors for their report;

2. Concurs with the comments and

_ observations of the Director-General on this
‘report; ) '

3. Requests the Director-General to transmit his report and this resolution
to: o

(i) The Secretary-General of the United Nations for trensmission to the
Eccnomic and Social Council through the Committee for Programme and
Co~ordination;

(ii) The External Auditor of the World Health Organization; and

“{1i1) " The Chairmen of the Joint Inspection Unit.

Third meeting, 28 May léTh
EBSL/SR/3
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Addendun

Comments of the Secretary-Genersl of the International Civil
Aviation QOrganization and action taken by the ICAD Counecil

A.  Comments. of the Secretary-General ... . _.

The report makes interesting comments and suggestions concerning the problems
of regional training institutes in general and on_the EBast African Community in
particular. However, ceriain of the statements and conclusions with regard to the
ICAO projects require elaboration, and thegse are commented on below, using the
peragraph numbers or page humbers of the report as references: )

Para. 40 ) These paragrarhs question why the Community decided to split the

Para. 132 ) civil aviation training requirements into two schools at Nairobi and
Soroti. ICAO would have preferred to have both schools at Nairobi

s s DUG y - 88cthe-inspectors-point ~out. in-paragraph--129,-there was. a.
Community decision te shere UNDP prejects. among the three countries,
Subsequently, the Community proposed that the two schools be merged,
hut political problems arose, and the matter is now in 2beyance.

Para. 42 = This deals with the lack of counterpart personnel, and criticizes the

Agencies for doing little about it. In actual fact, this was not a

" problem with regard to the East African School of Aviation (which

. project terminated at the end of 1972) where, although there were
initial recruitment delsys, more counterpart personnel than were
provided for'in the Plan of Operation were ultimately recruited. Tn
respect of the Flying School in Soroti, the problenm definitely exists,
and ICAC has made continuing efforts to overcome it. There has been
.considerable. correspondence ,. to the Secrebary. General. of -the-Community

_or others; the Director of the ICAD Technical Assistance Bureau
visited the Community twice in 1973, to discuss the matter. It iz an
item which precccupies the Project Manager, the Agency and
specifically the Resident Representatives.

Th-348k0, . - e
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Para. LUb

Para. 50

ICAO has some difficulty with this, which relates to the need for more

The problem of retention of trained instructional staff is always both
important and difficult, and usually outside of Agency hands -
certainly so after the project is completed. Retention incentives
certainly need to be increased; on the other hand, it is very
difficult to tell a competent staff member that he cannot be promoted
to another position in the Community service because he is so

valuable where he is. It therefore becomes a requirvement for the
Training Centre td continue to train counterparts even after the

UNDP assistance is completed.

thorough briefing of experts. The point is well taken but does not
apply to ICAO. For example, the Project Manager of the Soroti Flying
School spent two months of attachment to ICAO Headguarters before

going out to the field. We have a policy of amnual visits to
Headquerters of all Project Managers to consider and accelerate project
implementation.

This expresses concern at the possibility of second or third phases of
UNDP assistance to a project, assuming, guite wrongly in the case of
ICAD, that & second phase implies Tailure of the first phase. For
example, the Soroti project was originally - and is still -~ envisaged

{6 heve two phases, the TiTst four-year phase of a limited type of
operation followed by a second three-year phase in which all flying
training would be conducted at Soroti: it is particularly incorrect

to speak here of 2 second phase being réquired because the first phase
was a failure, as the expanded phase will only be agreed to if the
first phase is successful (the inspectors themselves make this point
clear in para. 125). TFurthermore, the inspectors are of the opinion
that the civil aviation training programme is in its second phase;
this is a misunderstanding, as the Nairobi project had only one phase
of 5 1/2 years, and was handed over to the Community in 1972, and the

Pages 27-29
Nairobi
Centre

Fages 29-31
Soroti

" paragreph 13U seems somewhat confiuséd:  the inclusion of a training .,

_Soroti project is still in its First phase.

It is recognized that there is an accomodations problem at the Centre -
ecurrently perhaps adequate, but more rcom needed for expansion.
The inspectors' comments concerning the quality of training received by
- the instructors is-encouraging to.us. -With regard to the question of
retention of instructors, I refer you to the corments in paragraph Ll
above. Finally, the question of wastage of trained manpower: we have
been informed that, in 1973, this wastape was reduced to below
‘10 per cent, a very considerable improvement over the early years.

The “considerable delays” described by the inspectors in processing
project documents and in building programmes actually resulted in the
first pilot course beginning four months later than first planned.
Again the remarks In paragraph 131 are encouraring. The comment in

provision in aircraft purchase agreements is in no way applicable to
bagic pilot or mechanic training, but is related solely to conversion
of qualified pilots or mechanies from one aircraft type to another.

/e
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What we consider of greater importance in this project is the lack
of counterpart personnel, a problem which is our primary concern.

Para. 148 In a general context, these paragraphs again bring up the cricical
Para. 14G : question of counterparts. The suggestion is made that the UNDP

pay twice, once to train the counterpart instructor ard once to
provide an expert to take the counterpart's place in his original
job. For Soroti at least, we do not consider this to be the real
7 problem; men exist, either already within the Community staff or
e e aad Jable- Tor peeruitment s but the location of - Soroti. far. from any ...
large city makes service there not too attractive.

pp. 36-38 It is @ifficult to comment on a statement {para. 156) which

- * characterizes East African training programmes as "33 per cent
Conclusions success and 67 per cent failure". Certainly ICAO considers that
and the East African School of Aviation in Naircbi has been a success,

Reccmmendations and that the EBast African Civil Flying School in Soroti, despite
political problems and a lack of counterparts - the second
problem now hopefully on the way to sclution - is well established
and also likely to be successful by the time Phase I is ended.
Comments by the inspectors in paragraphs 119, 130 and 131 indicate
that they are fundamepntally in agreement with the above.

B. Action taken by the TCAC Counecil

At its meeting on 16 May 1974 the Council considered the report and agreed
that it contained a number of useful recommendations and obsgervationsg. The Council
also noted the Secretary-General's comments thereon.
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training programmes in the least developed countries: the
Eest Africen case (JIU/REP/73/5)

Addendum ’

Comments of the Secretary-General %f the World
Metecrological Organization and action taken by
the Executive Committee of WMO

A, Comments of the Secretary-General

Geheral J

1. The main purpose of the report iz indicated in-paregraph-3 as evaluation of the
training programmes in East Africa to see:

(a) If these really meet the regional or national needs of the countries;

(p) If the UNDP could improve the use of the resources in these programmes.

It is ~onsidered that the report has covered these two points very thoroughly
and ‘Host “of the getieral” observations and conelusiohs “on~the UNDP-assisted training

activities in BEast Africa contained in the report are very well taken.

2. Among the six training projects which the inspectors have reviewed and

 commented upon. in the report is.included.one project executed by WMO, namely, "The.

East African Institute for Meteorological Training and Research (RAF-71-199)". The
comdents of the inspectors on this project are generally complimentary and some of
their observations regarding deficiencies in the training projects in East Africa in
general do not apply to this project. The inspectors' detailed comments on this
project are contained in paragraphs 52-66 of the report. This project has also

been referred to in other parts of the report.

Th-34BY | - | | A
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Comments on the specific observations in the report on the project RAF-T71-199 =~
East African Institute for Meteorological Training and Research

Project achievements and weaknesses

3. Summing up the project achiévements (paragraphs €4 to 66) the inspectors

have concluded that in spite of certain short-comings ir the early part of
”'impiementatienﬁuthemprojeet~would_achiene.itsmobjectiveamand.IhEMQOun$¥i?$wthat are
members of the East African Community and many other African countries will acguire -
st the termination of the project - the technical know-how for the teaching of
meteorology by their nationals. It is also mentioned that the use by WMO of
fellowships in the project for the training of students in meteorology in their own
climatic setting so effectively is a great credit to WMO. It is clear that from
these observations of the inspectors that this is a successful project.

L, The inspectors have commented that this project has successfully achieved the
twin collaboration between the English- and French-speaking nations and between the
East African Community and other English-speaking countries. Further it is
mentioned that the project is a good example cf regional collaboraticn ard
represents g positive drive to utilize fully regional institutions to meet regional
" hecds At various Tevels of training (paragraphs 30 and b7). These comments are
indeed gratifying. It sheuld be mentioned that this is the first attempt of the
Organization in bringing students from French-speaking ccuntries for training in an
institution with English as medium, Candidstes had to be prepared in English in
their own countries which was done through technical assistance experts in the
countries concerned and facilities such as language courses Were provided to them
in order to achieve this. The result has been successful as commended by the
inspectors. )

Training of counterpart perscnnel

5. The report mentions that the fellowships for training counterpart personnel
were not being used and the biggest weakness in the project therefore was the lack
of drive to train East African counterpart trainers to work with the international
staff (paragraphs 62 and 65).

6. It should be mentioned that When-the'project was Tormulated it was envisaged
that the counterpart personnel to take over from the international instructors will
have Tirst to be trained in the Institute and the Nairobi University to get their
basic degrees and then sent abroad for specialization using the fellowships in the
project, since, candidates with adequate basic degrees were not already gvaillable.

On this basis only, in the Plan of Operation the implementation of the fellowships
nad been planned during the second half of the project. Several candidates for
.fellowships. are at presentqullQWing¢§h§.M.SC.‘ag@“P@,D. courses and it is hoped that
the fellowships would be used according to the plan and the counterpart instructors
would have been trained before the project is completed. ;

{enn
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| Delay in signing of plan of operation

7. The report has pointed out that unreasonable delays in the signing of project

documents by Governments of the partner States have produced considerable

administrative and training difficulties which have reduced the potential value of

the projects (paragraph 41). The WMO project is also mentioned in this connexion.

Though the Plan of Operation of this project was signed only sbout two years after

the project’s approval by UNDP, the delay in the signing did not affect the
—-implementation -of-the-training- activities sinee -these-training activities were —

already under operation in two different projects and the present project was only

intended to combine these two into one and to expand the scope to include also

applied meteorological research.

Project termination

8. The inspectors' proposal that the project should terminate in August 1977
rather than in 1976 is supported since this will give sufficient time for the
fellows returning from training to work in parallel with the international staff
for about a year before taking over from them. '

' second and Thi¥d Phase projects

G. It has been observed in the report that a properly conceived and executed
project very rarely requires a second phase and the second phase is in many cases
proof of the failure of the first phase (paragraph 50). The Meteorological
Institute for Training and Research project is alsc mentioned in this connexion.
It is difficult to agree with this generalization. By its very nature a training
project intended for the developing countries in Africa cannot be successfully
completed in & single phase in a short period of time since the training has to
start from scratch. Only after a minimum nucleus of personnel have been trained for
the different countries Would it be possible for these tra%ned people to be trainers
" for their own nationals, A training project Wlll therefore, necessarlly pe of
long duration and the so-called second phase is not really necessitated by the
non~-achievement of the objectives in the first phase.

" Sectoral Conferences for Trainers (paragraphs 151-152)

'10. The inspectors have commented upon the usefulness of organizing regional
sectoral conferences in specific fields for trainers from different countries., WMO
supports this recommendation and in fact, being cognizant of the usefulness of such
conferences, WMO has already orgenized in Africa two such conferences, one for
national instructors for Classes III and IV meteorological personnel (held in Cairo,
1966) and the other on meteorclogical education and training in developing countries
. in Africa_ (held in Algiers, 1970). In these conferences .the. participants. were.the. . . .
_.nationals of different countries actually engaged in the training of meteorclogical
= personnel, and the conferences were found by the participants to be very useful in '
the further development of traiming activities in their own countries.

/eee
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i Recommendation of the Inspectors

11. The six recommendations of the inspectors are fully supported. The
s organization of the Meteorological Institute for Training and Research, project
1K RAFP-T71-199, is in full accord with Recommendations 1 and 2.

12. The inspectors' proposals contained in Recommendation 3 (a) concerning
specific provision being inclulled in the project document for the follow-up by the
executing agency after the termination of the project are fully endorsed. WMO

b e QUTARE, discussions with the UNDP _has..often. emphasized this .point.that - UNDP should
‘ make financial provision in the project itself for small support on follow-up

i; activities for a few years after the main project is finished.

B. Action taken by the Executive Committee of WMO

The Executive Committee,

Recalling the procedures for transmitting and handling the reports of the
Joint Inspection Unit adopted by ECOSOC in its resolution 1457 (XLVII),

Noting that the following report of the Joint Inspectlon Unit has been formally
‘1—~mmwwv“referred‘to-the—World Meteorologicel Organization:

‘ Report on the Need for a Revised Concept on UNDP Regional Training Programmes
? in the Least-developed Countries: The East African Case, by Inspectors
‘ - E. Ferrier-Vieyra and J. A. Sawe (JIU/REP/73/5),

Having considered the observations of the Secretary-General on the report, as
contained in the annex to this resolution,

|

; v

‘ . Endorses the observations of the Secretary-General,
|

|

' ""Bxpressesits appreciation to the inspectors for the vValuable réecommendations
’: they have submitted,
|

- Requests the Secretary-General to transmit this resolution to the
.. Secretary-General of the United Nations for transmission tc the Economic and Social
Council through its Committee on Programme and Co-ordination drawing particular
attention to the desirability of extending the termination date for project

ol RAF-71-199, East African Instltute for Meteorologlcal Training and Research, until
| 1977. |

Resolution 28 (EC-XXVI)

e ————Dp—1 . s—————————————————— s
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Addendum

Comments of the BSecretery-General of the Inter-Governmental
Maritime Consultative Organization and action taken by the
-IMCO Council

A, Comments of the Secretary-General

IMCO has acquired a considerable amount of experience with training projects,
which constitute the largest single component. of its.technical co-operation
programme as a UNDP executing agency. In the light of this experience we are in
agreement with a nurber of the recommendations contained in the report.

1. We agree that it is generally desirable to attach UNDP training projects to an
already existing instituticn.

2. We agree that for a large number of small countries it is de51rable to
encourage - multinational- tralnlngk1nst1tutlons.;u::u:w?¢w-w.~u;¢ufwg77~

3. Project documents should be both more carefully drafted, and at the same time
simplified, so that they foeus on really important practical policy matters such as

those listed in the report:

(a) Provisicn for follow-up by the executlng agenecy after the termlnatlon of
the project is hlghly desirable;

(b) The tlmely appointment of counterpart persomnel is essentialj;
(c) There should be no undue delay in the signature of the project document;

.(e) .. The resident representative should be responsible for ensuring that the
Government makes timely designation of counterpart personnel.

Th-3Lgo1 /..
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Cn the other hand,

(d) IMCO has had no difficulty in establishing the stage at which its
projects become “operational”,

L. IMCO agrees that projects should not be approved which do not imply the good
use of UNDP funds according to United Nations guidelines on developments,

5. We consider that the question of Indicative Planning Figures for organizations

~momeEmbermsta$e5wisw@ﬂemforrthe“Governing”Cﬁuncii*df*the“UNDP'to'aétermine.

6. IMCO considers that project managers should receive the most thorough feasible
briefing before taking up their posts.

B. Action taken by the IMCQ Council

The comments of the Secretary-General, together with the relevant report, were
laid before the IMCO Council, when it met for its thirty~second session from
21 to 2k May 1974, and were approved by that body:
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Report on the need for a revised concept on UNDP regional training
programmes in the least .developed countries: the Fast African
case (JIU/REP/T3/5)

Addendum

Preliminary observations-offthe Director-Ceneral of the United ~
Nations Educaticnal, Seientific and Cultural Organization and
action taken by the Executive Board of UNESCO

A, Preliminary observationg of the Director-General

1. The Director-General has studied with interest the report of

Inspectors E, Ferrer-Vieyra and J. A, Sawe. He notes that UNESCO was executing
agency for nomne of the five training projeets studied by the Inspectors,
Nevertheless, he would like to make some observations on the general concern

of the Inspectors regarding the need of a revised concept on such programmes.

2. He agrees that more emphasis should be placed on co-ordinated planning of
regional progects, involving all the partners concerned. He believes, as the
Inspectors do, that the quality of projéct documents is of vital importaied in so
far as they are realistic and take account of prevailing conditions. He recognizes
that the problem of counterparts is almost always severe, particularly in the least
developed countries, but he questions that there is an absence of rezl concern about
this problem on the part-of the agencies (para.-42) - or at. least in relation to
projects for which UNESCO is responsible.

3. The requirements of a more thorough preparation of the project personnel
(para. 45) are well known to UNESCO. Several departments of UNESCO have
significantly modified the briefing periods for Chief Technical Advisers (both

in terms of content and duration). Retraining is also being provided periodically.
Educsticnal Planning experts meet every year for this purpose, and meetings of
National Directors and Chief Technicel Advisers of teacher-training projects are
held every second year. & generallzatlon of this practlce to all sectors of the
orgédiii Zativn may be env1saged in ‘the neéar future. '

L. He welcomes the idea of guidelines for Member States concerning their
co~operation in regional projects (para. 150). However, it should be recognized

75-002k2 o _ - ' ' . /eon.
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that there have been recent developments in procedures and priorities for the
approval of intercountry programmes, and it is now far less probatle that projects
which are unlikely to make good use of UNDP funds will be approved.

5. As a general observation, even though it is considered most desirable that
special training projects should be organized for the "least developed countries”
the validity of restriction to these countries must depend on geographical locatlon.
When several of them are contiguous, a special training programme for the group

is feasible. However, if this is not the case, the planning of projects must be
flexible enough to take into account the needs of neighbouring countries, even if

H——————they—arenot—classified-asleast—developed,—- S

6. Finally, the Director-General is gratified to note in paragraph 153 that the
Inspectors make special mention of & pilot project on Functional Literacy for which
UNESCO was the executing agency, as an example of how information on successful
regional or national training institutions could be made more effectively available

in neighbouring countries.

B. Action taken by the Executive Board of UNESCO

The Executive Board,

T Yt erest to UNESCO.

1. "Having considered the report on the need for a revised concept on UNDP
regional training programmes in the least developed countries: the East African
case (document 95 EX/T) and the report of the Special Committee thereon
(document 95 EX/5); '

2. Takes note of the Jeint Inspection Unit Report;

3. Notes also that UNESCO was Executing Agency for none of the five training
projects studied by the Inspectors;

L, Considers that the 1essons to be learned from,the report are of marglnal

3.9.5. (95 EX/SR.T)
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Report on the need for a revised concept on UNDF regional
training programres in the least developed countries: the
Tast African case (JLU/REP/T3/5)

Addendum

Preliminary comments of the Director-General of the
Universal Postal Union '

S A.- General_consideraticns

1. The main purpose of report JIU/REP/T73/5 is to evaluate the basic concept

of UNDP-aszisted training precgrammes and the practical steps which have been
taken to determine whether:

(a) These programes really meet the regional or national requirements
of the least developed countries; ‘

(v) The United Nations Development Programme can improve the way in which
! the funds assigned to these programmes are used.

2. In the view of the Universal Postal Uniem, the report gives an accurate

1 analysis of the situation in the area muder consideration. On the whole, the
comments and recommendations on UNDP-assisted training activities deserve to be
taken into consideration for the future programmes of the executing agencies.

3. Of the six regional training institutions inspected, the one concerned in

project RAF/T1/155 is of special interest to the Universal Postal Union as the
agency asscciated with the International Telecommunication Union.

B. Central school of posts and telecommumications (RAF/T1/155)

; Yo - The -remarks of. the-inspectors on the execution of this preject prompt the
following comments: .

Th-36140 | : /R
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Delays in project approval procedure (para. 85)

t

5. The Universal Postal Union fully shares the views expressed in the report
regarding the adverse effects of such delays on the training programme for
postal staff in general and counterpart personnel in particular.

Training of personnel from countries that are not members of the Fast African_

6. The Universal Postal Union welcomes the comments of the inspectors on the need
to extend the activities of the Centre to rationals of the other East African
countries. In fact it has already had occasion to stress this point when it
considered the preliminary draft of the document., It would seem that the major
obstacles to the desired expansion are due to the sbsence of adequate premises.

7. As regards the training of instructors from neighbouring countries, the
Universal Postal Union feels that such an extension of activities in this area
should be given thorcugh consideration, bearing in mind the number of staff to be
trained and, above all, the need to adapt instructor-training activities to the
specific needs of the least advanced postal administrations. In this connexion
the Universal Postal Union is planning speeial action to promote accelerated

 training of teaching staff who are nationazls of these countries, by organizing

10. For the last ﬁﬁéﬂié%%é;ﬁhg Universal Postal Union hes been endeavouring to

refresher courses or teacher-training courses (see comments under c).

Problem of regional co-operation (para. 95)

8. The Universal Postal Union shares the view of the inspectors with regard to
the measures that should be taken by the agencies of the United Nations system
to promote regional co-operation. The Union makes a point of involving all the
countries of a given region in all the middle-grade and senior staff-training
activities which it undertakes in that region.

9. In the particular case of the neighbouring countries of Kenya, however, it
should be pointed out that for two of them, Burundi and Rwanda, any pooling of
training facilities comes up against language obstacles, because the three members
of the East African Community are English-speaking; while some of their neighbours
use French. '

C. Training prograrme for the postal staff of the least
advanced countries (paras. 137-1L2)

Special meazsures undertaken or envisaged by the Universal Postal Union

 Implement a training programme suited to the specific needs of the least advanced

countries. In this connexion, it has planned activities at the national and
multinational levels.

/..
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1. Training activities at the naticnal level

11. Missions of specialists in postal development or consultants would make it
possible to organize, on the spot, courses characterized by their pragmahism

and duration. The primary purpose of the instruction which includes theoretical
lectures and practical exercises is to improve the professional knowledge of
officials performing certain duties. None of the countries concerned has yet
asked whether it could make use of the opportunities thus offered by the Universal

2. Training activities at the multinational level

12. At the multinational level the Universal Postal Union has orgsnized short
training courses for middie-grade staff of the least advanced cowntries whe are
responsible for organizing the forwarding and delivery of mail.

13. Two projects financed by the United Nations Development Programme which are
due to start in September and October 197k, respectively, will enable the least

advanced postal administrations to identify the obstacles to the development of

their services and to train a few officials in the techniques of postal

14, Moreover, owing to the "multiplier" effect of the training of instructors, the
Universal Postal Union considers that it would be in the best interests of the
least advanced countries to have a few instructors at their disposal who could,

in turn, either improve the quality of the training given in the country or set up
a training system that would meet the requirements of the country.

15. To this end, the Universal Postal Union plans to organize, at the regional

or subregional level - 350 as to adapt the content of the course to the actual

needs of the beneficiaries - instructor-training courses of short duration (six
to.eight weeks). intended. primarily. for personnel.who.are .already employed.in- - e e
training but have not yet had the opportunity to-attend the instruetor courses

held in Paris or London. This programme will be proposed shortly to the United

Netions Development Programme under the regional programme for 1975.

D. Recommendations

Recommendation No. 1

16. The Universal Postal Union shares the view that training projects should be
attached to an existing establishment (university or training centre). So far as

the least advenced countries are concerned, however, it is often difficult to find
an—-estublishment which has the materizl fac111t1es avallable and is situaféa ia

an -intellectual -environment -conducive to-achieving the - objectives of & “training R
project at the regional level. In such cases it should be possible to organize the
training in a neighbouring country, even if the latter does not belong to the

category of least advanced countries. '

/eon
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Recommendation No. 2 -

17. TFor the training of middle- and senior-grade staff, the Universal Postal Unio
assists in strengthening the faeilities available at regicnal and subregional leve]
while the training of operational and junior-grade staff is organized at the
individual country level,

~

18. For some time now, the documents relating to major projects submitted by the
Universal Postal Union have provided for:

(a) Follow-up action permitting evaluation of the extent to which the
recommendations have been applied after completion of the project; it should be
made clear, however, that those projects which provide for such action are current]
in progress and it will be some time before the Universal Postal Union can acquire
experience in follow-up activities;

(b) The appointment of counterpart versonnel; in general, such personnel
are provided when the project starts.

Recommendation No, &4

19. The Universal Postal Union will undertake to give mich rcre extensive
briefing than hitherto to international personnel responsible for the execution
of projects, particularly to project managers or experts entrusted with major
assignments  involving the organization of training at the multinational level.

20. The report in question, accompanied by these comments, will be submitted %o
the Executive Council of the Universal Postal Union at its session in May 1975.
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7 Addendum

e ‘ Office and action taken by the Governing Body of the IIC

Comments of the Director—Generai of the International Labour ‘
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|

A. Comments of the Director-General

1. This report, prepared by Mr E. Terrer-Vieyra and Mr. J. A. Sawe of
the Joint Inspection Unit, reviews the UNDP-assisted regional training
institutions in East Africa for the purpose of evaluatlng "Lhe basic concept and
the practleal steps that were consequently taken" in these programmes, The
review ineluded an lnspectlon of six major regional institutions, for one of
which, the Vocational Training Cenbre for the Fast African Community, the ILO is

e s @XE@CULINE-AEENCY .- The—ILO—has_élso_been associated.with another of these, the _
Eest African Railways and- HarbeqrszrssnangﬂandvDevel@pment Project.. -The
Inspectors' report is addressed to the UNDP as well as to those organizations of
the United Nations family perticipating in the regicnal projects. The report is
appended to this paper. A summgry of this report will be found in paragraphs L5-53
of the Sixth Report on the Act1v1t1es ef the Joint Inspectlon Unit, which is also I
being submltted to the Commlttee at the present session.

Vocational: Tralnlng Centre for the East Afrlcsn Communlty

2. The Inspectors are crltlcal of thls ILO progect, stating "thst the
drafting of the project document was not felivitous” (psra. T€); that the
document's vagueness has not helped "to achieve the desired goals" (para 36);

"that the appointment of counterparts has been subject to long delays™ (para. 13); 1
‘H—that the progect was a wrong choice on the basis of top priorities for meeting
- the traifiing requlrements of the Bast African Community (para. 39); and that a :
representatlve of the East Afrlcan Community was not ineluded in the UNDP/ILO P
‘review team which recommended drastic changes in the progect in early 1973

(paras. 77 and 78).




!<§>,iw~; \ - | o=

28]

s
UNITED N

s ECONOMICH
=vels, 5 November 1875
AND % EmgLISHb
ORIGINAL: ENGLISE/FRENCH/
SOCIAL COUNCIL seanon o

=9
[F e

o
-
)
L

Distr.
GENERAL

~—5/5594/4ad. 9

1€ _ REPORTS CF THE JOINT TNSPECTION UNIT

Report on the need for a reviged concept on UNDP regional
training programmes in the least developed countries:
the Bast African case

=ntly
ire (JTU/REP/T3/5)
 Addendum
Comments of the Director- Generai of the International Labour
Office and action taken by the Governing Body. of the 110
A. Comments of the Director-General
1. This report, prepared by’Mi B. Perrer-Vieyra and Mr. J. A. Bawe of

the Joint Inspectlon Unit, reviews the UNDP-assisted regional training

institutions in East Africa for the purpose of evaluatlng "the basic concept and
S the practical steps that were consequently taken” in these programmes. The

review included an inspection of six major regional institutions, for one of
waich, the Voeational Training Centre for the East African Community, the IILO is
m;;Lu;;;mw"executlng ageneyfn—The—ELO—has—als@-been—asSeelated—wath—another of these, the

East African Railways-and-Harbours— Trainirg-ené—Pevelopment-Project. The
Inspectors' report is addressed to the UNDP as well as to those organizations of
the United Netions family participating in the regional projects. The report is
appended to this paper. A summary of this report will be found in paragraphs L5.53
of the BSixth Report on the Activities of the Joint Inspection Unit, which is alsc
being submltted to the Commlttee at the present session,

Vocatlonal Tralnlng Centre Ffor the East African Compunity

2. The Inspectors are crltlcal of thls ILD project, stating "that the

drafting of the project documepnt was not felicitous” {para. T6)3 that the

document's vagueness has not helped "to achieve the desired goals" {para. 36);
'fdj"that the appointment of counterparts has been subject to long-delays™ (para. 43);
'-ﬁthat the progect was a wrong chaice on the basis of top priorities for meeting—— e
.- the tralnlng,requlrements of the Fast African Community (para. 39); and that =a

ﬁrepresentatlve of the Eash Afrlcan Community was not included in the UNDP/ILO

review team which recommended drastlc changes in the project in early 1973

{paras. 77 and 78).
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i 3. The Director-General agrees with the Inspectors' cbservations on the |
| project document. Objectives were insufficiently precise, owing largely to the
| failure to resolve satisfactorily differences of opinion among the parties
' concerned as to the types of trainming to be offered at the Centre. For this,
the ILO must bear some measure of responsibility. The Director-General cannot,
‘ however, agree that the project represented a wrong choice of priorities. The
1 : report does not indicate why the Inspectors reached this conclusion, except to
- say that the training of typists "should be left to the governments themselves”
_ . (para. 76). 1In fact, the main training provided has been for senior secretarial
m‘] staf?f and instructors. Moreover, the report notes the strong interest of the = |
! East African Community in the continuastion of this project (para. T7). Delay 1
in the appointment of counterparts is a continuing problem, particularly, as in i
the present case, in respect of the least~developed countries. It is not
‘ correct, however, to suggest there is "an absenece of real concern on this -
problem by the execubing agencies™ (para. k2). 1In the case of the ILO, officials
in the Dar es Salaam Office made frequent representations to senior officia;s |
| of the East African Community concerning the appointment of counterparts. A
LWﬁ ~ .- possible solution, if only a partial one, consists of scheduling a project in
' such a way as to allow for the appointment of counterparts and completion of
their training, through the granting of feliowships, before experts are sent to
the country concerned. It is regrettably true that no East African Community
representative was.included in the UNDP/ILO review mission. R

4.  The Directcr-General is convinced that despite the acknowledged
j _ difficulties with this project it has met with.a.fair degree of success,
:y particularly in secretarial and instructor training. It is expected that the
Centre will continue under the auspices of the Hast African Community after all
international assistance is wound up by the end of this year.

Fast African Railways znd. Harbours Training and Development Project

N 5.  This project is also one with which the ILO has been associated but

o for which the executlng agency is the United Nations Office of Technical
Co-operation. The Director-General concurs largely with the views expressed by

‘ e cBhe--TRspectors.  Indeed, the report of the 1972 Joint UNDP/United Nations/ILO

‘ Review Mission (referred to in paras. 107 and 108) nighlighted the same

! deficiencies noted by the Inspectors (in particular, delays in getting the

i project fully operational on the basis of clearly stated objectives and

time—table,.dispersed.location and control of training resulting in failure to
complete training of enough counterparts). It is worth recalling in regard to
paragraph 111 that the initial project request contained very specific objectives,
pe———but—thatsubsequently-these-became increasingly obscured at successive stages of

! project development. .

o] Revised concept of the UNDP regional tralnlng nroprammes in the least
T develoved countries

i 1 6. Chaepter IV of the report discusses lessons to be learned for UNDP
o " rvegional training programmes in the least developed countries from the experience

ey ‘ Jeoo
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of the six projects surveyed in East Africa. Most of the conclusions are
addressed to UNDP and, within the context of country programming, to the countries
themselves. It is the latter which must determine nationeal priorities and the
specific sectors in which UNDP ag§sistance will be sought: So far as practices

for the briefing of project managers (para. 146) are concerned, these can: - -
mdoubtedly be improved upon. ILO practices have in fact changed congiderably
over the years. The proposed means of, further improving briefing practices are
" currently being studied, taking account of a recent thorough analysis of this
question by an external collaborator.

Comments on the recommendations

T. The Inspectors’ recommendations are to be found at pages 37 and 38 of ‘
1 the report. The Director-General's comments on them are as follows: i
1s
Recommendation 1 states that UNDP training projects in developing countries
should be attached to an already existing institution, university or governument
"training centre. The Director-General agrees that this is desirable, wherever
- gppropriate arrangements can be made. '

Recommendation 2 proposes that the setting up of multinational training
institutions be encouraged- as the most—effective means of meeting the netiomal
requirements of a large number of small developing countries. This has been a
matter of concern to the ILO, the UNDP and other agencies for many years. Any
progress -towards the creation of multinational training institutions, however,
depends on the degree of commitment shown by the countries concerned, on the
prospects for long-term viability of such institutions, on the degree to which |
they are meshed with national programmes and services and on the availability of |
resources. Although the existing distribution of UNDP resources leaves little %
room for intercountry projects despite a high demand for them, there are prospects
of a significant upward revision in the indicative planning figures for regional,
subregional and global projects in the next UNDP programming cycle.

. documents -could.-be_improved, among other things, by making provision for certain
contingencies. The UNDP, together with the agencies, has been giving particular
attention to this matter in the light of the experience gained in recent years.
Currently a working party set up by the UNDP is examining all the issues related

. to_improved drafting of project documents. Without prejudice to the final outcome
of this examination and the resulting modifications in procedures, the ILO would

s, . See no difficulty in subscribing to subparagraphs (a), (c) ana (4}.

— . Subparagraphs—(b)—and—{e)-regarding—counterpart. personnel may prove impractical,

. as such arrangements may impinge upon matters within the scope of national
sovereignty. e :

. Recommendation 4 calls for the resident re@resentatives and _the executing 7
* agencies not to accept projects from Governments which do not imply a good use of _ .

==

UNDP funds according to United Nations guidelines on development. This is the ' 5 :
kind of situation that country programming is designed to protect against. '

/ous
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Recommendaticn 5 is addressed to UNDP.

‘ Recommendatlon 6 regardlng brleflng bas been commented upon in paragraph 6
gbove. T :

1 ; 8. Submitted for information and observations.

Geneva, 29 August 19Tk,

B, Action taken by the Governing Bedy of the ILO

E ‘ The Governing Body took note of the third report of the Programme, Financial
| | and Administrative Committee at its 194th session, on 15 November 1974, which

L contained observations on the JIU report on the need for a revised concept on

{? ‘ UNDP regional training programmes in the least developed countrles. the Bast

| African case.

|

The observations- were as follows:

I""* ‘ Report on the Need for a Revised Coricept 6n UNDP Reglonal Training
FProgrammes..in_the. Lesst Developed Countries: The Fast African Case

|
|

a

!‘ Report on the Activities of the Joint Inspection Unit, July 1973-June 19Tk,
|

L
Ji ’ , i2. An employer member pointed diit tThat ¢eFtain observations ineluded in
f% ; the summary of the Report on the Use of Experts and Consultants in the United

: ! Nations (paras. 23 to 28 of the report on activities) coincided with complaints
\:i ‘ and comments often made by the employers about the sometimes doubtful success of

| i missions carried out by outside experts and consultants. In the Inspectors'

view, recourse to outside expertise had become excessive and could in future be

| substantially reduced without prejudicing essential and priority activities of

!: ! the United Nations. Similar observations were also doubtless applicable in the

~ case of the ILC, and he wondered to what extent 110 practices were reviewed and
1mproved in the light of this kind of comment.

|
! 13. The spokesman of the employer members, referring to the summary of the
] : Report on the Need for a Revised Concept on UNDP Regional Training Programmes in
R REE the Least Developed Countries, with reference to the East African case
! (paras. 46 to 53_of the report on activities) felt that the conclusion in
| paragraph 50 that the UNDP regional training programmes in East Africa could be
- considered to have had 33 per cent success and 67 per cent failure was over-severe
—_— -The—failures-were-attributed-by the- Inspeetors to the frequent lack of appointment
of counterpart personnel; the poor guality of some projects; poorly drafted
project documents; insuffiéient trainihg &nd briefing of the project personnel
_ and managers; and the weak institutional framework within which they operated.
- There was also the problem of Fitiing the programme inte-the—real social and
e economic structure of the country or countries in which the projects were locabeds
The ILO should take special note of the suggestions in paragraphs 50, 51 and 52,
_ particularly the recommendation that executing agencies should brief project

fovn
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personnel, especially project managers, more thoroughly on the objectives of
projects, the role of the project personnel in the execution of the projects and
local conditions and national needs. Turning to the full text of the report
referring to the Fast African case, he drew attention to annex I, which stressed
the importance of the selection and preparation of the project manager and stated
among other things that a systematic selection system seldom appeared to be

‘ _applied in the appointment of these key persons. The ILO should make sure that

. it was not gwilty of this or of submitting to political pressures in the
appointment of project managers.

P
1t . e _ .




