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| COMMENTS OF THE AIWHNISTRATIVE'COMMITTEE“@N“GG—QRDINATIQN |

O TEE REPORT OF THE JOINT INSPECTION UNIT ON REGIONAL . .— .- |
STRUCTURES ﬂ

Introducticn

1. Tn their report, the Inspectors have carried out a thorough and thoughtful

analysis of the present regional structures of the United Nations system and have

made recommendations intended to enhance the effectiveness of the system in

responding to the needs and wishes of the countries of the regions in promoting

their own economic and soclal development. They have studied three main aspects of

regional structures, namely, (a) existing physical structures in each region;

(b) existing co—ordination and co-operation practices among the organizations within

and outside-the-system; and-(c) the functions and responsibilities exercised by the

regionalfstructures,;,They_have,reviewed each of these aspects in the light of

recent trends in international co~operation for development as reflected in the

policy-level decisions of the various intergovernmentel bodies, 'such as emphasis on

s unified or integrated approach to_development, the achievement of better

: co-ordination among the activities of the organizations of the United Naticns

| system, and the need Lo make horé vapid progress in decentralizing the economic end

‘ social activities of the United Nations system to the regional commissions.
Moreover, ACC shares the pragmatic approach adopted by the Inspéctors in reaching

‘ their judgements and recommendations and generally welcomes the judgements and

| recommendations they reached.

Structural changes and co~ordination practlces

2o Thé*KCC”agreesmwith_ﬁheuinspectors"thax_thgfratignalizagigghoﬁrppysical
structures*is“only*aﬂﬁeans‘towanAend?ﬁﬂamelyv-the_promgxiggTqiﬂauygiﬁigﬁ and
integrated approach to the economic and social development of the countries of the
regions. However, the Zost expeditious wey of attaining thab goal at the regional
level is probably not through time-consuming efforts to establish common regional
jurisdictions among the organizations and agencies concerned, Lut rather through
steady efforts to harmonize at the programue level the work of those bodies and to
improve existingTarrangemenﬁéﬂﬁithfthiS“end in view. It is believed that

‘ improvements in these regional arrangements would augméﬁfffﬁé'Capacity of the

. United.Nations. development system in terms of its over-all development activities
and, particulafly, would provide valuable imputs on behalf of the International
Development Strategy and the new international economic order, . The effectiveness of
the co—ordination of economic and social activities at the regional level between

i the specialized agencies, on the one hand, and the regional commissions. on the

I other, should be ncreased through closer intersecretariat co=operatien—and greater

harmony between sectoral development programmes and over-all economic and social. ..
) development. In this process, maximum use should be made of the intellectual

A b a—

resources of the sectoral organizations.

¢
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3. Tt must simultaneously be borne in mind that, while economic and social
development is the principal concern of most United Nations organizations (and it is
with this concern that the Inspectors have approached their task), there are many
for which international regulation end standerd sétting are important elements of
their work programme.,

N

Decentralization .

L, The major thesis propounded by the Inspectors, i.e,, that a greater degree of
authority and responsibility should be delegated to regional and country levels and
that regional co-ordination of activities should be strengthened, is fully supported
by ACC. However, while many of the measures they propose for the achievement of
these objectives are consistent with developments now taking place and readily
acceptable, others require consideration as indicated below because of their
complexity and far-reaching implications.

5, The ‘question of the-delegation-of -authority and responsibility to regional
 offices-bhas beéen dealt with in the report, in some instances at least, without

sufficient attention being given to the differing conditions that prevail in each
vegion and to the widely varying facets of the different technical problems for '
which organizations are trying to.find appropriate solutions, . Without prejudice to
the need for further decentralization to regions and countries, it would seenm
opportune to adopt a more selective approach by which decentralization would be
introduced in respect of specific activities,-taking into account the diversity of
regional and country needs which have to be dealt with on a region-~by-region basis.

6. In this connexiom, the complex interrelationships among global, regional and
national activities would seem to require a scmewhat deeper consideration than they
have received in the report. The organizations of the United Nations system develop
policies and standards at the global level and these guide their activities at the
country level. Apart from activities directed towards regional problems, the
solution of which requires—common—action~by—%he~eeuﬁtriesmeﬁ—themxegion which are
eminently'within“the‘province~ofvregional*bodiES*Sﬁth—as—tﬁﬁmregionalmcommissions,
___these bodies also act as spokesmen for the Governments of the region., What is
their role in relation to global activities? As noted by the General Conference of
UNESCO, while greater powers of initiative and decision should be given to regional
bodies, care should be taken that the implementation of this policy does not
jeopardize the organization's world-wide character. An equally complex question
arises in regard to the velaticnship between action at the regional level and
acbivities at the national level, The latter are related to global activities, on
the_one hand,_snd the national development plans framed by the Government provide
a mechanism through which the activities of the various organizations of the
United Nations system can be co-ordinated (or even sometimes integrated) within the
framework of the country programming process, There is no comparable decision~
making centre at the regional level., There are instead a variety of regional
''''' bodies and institutions with varying geographical scope and sectoral or global
responsibilities whose activities influence and are influenced by activities-at-—=-- -
both the global and the national levels. These factors highlight the complexity of
the ratiomalization of regiomal structures and the need for a flexible approach
to the problem, : : o

...
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7. The report, none the less, constitutes a welcome addition to the several
studies under way within the United Nations system on regionalization and
decentralization. of programmes and projects. It is, in fact; a sequel Tto other
studies carried out by the Unit on the role of the regional commissions and a
contribution to the continuing review of this question by the Secretary-General and
to the report he will be submitting to the Economic and Social Council, as well as
to related investigations being carried out by some of the specialized agencles.
The report must also be considered in relation to other developments in the offing
__and, specifically, in relation to any judgements and conclusions which may be
reached by the Ad Hoc Committee on the Restructuring of the Economic and Social
Sectors of the United Nations Systemn.

8. The organizations have provided below their joint comments on those
recommendations that would have a system~wide impact; thus, there are no comments
on recommendations 2, 6 (b) and (d), 13, 17, 21 and 23,

Recomrendation 1
9., A review of the definition of regions and subregions and location of existing
offices in each region and subregion should, in the context of the changing
gituation and the new responsibilities of the United Nations system, be undertaken
by the organizations of the system, taking into account such guidance and advice as
may -be available from Govermments and regional intergovernmental organizations,

e

10. Each organization should, in undertaking this review, take into account:

(a) The needs of the countries;

(b} The economic, social and political ecircumstances of each region and
subregion;

international economic orders. . . e . e e

- {e). The cobjectives of the Second Development Decade and of the new

-~ —The—application—of the unified spproach to development at the country,
subregional and regional levels; and

{e) The desirability, as far as possible, of having a common definition of
-regions—and -subregions and of the.identical location of regional and subregional
offices., ’ ' ' T

Comments by ACC

11, The organizations mainly concerned regularly review their regional arrangements
and agree that the criteria for such reviews established by the Inspeetors—should
be taken into account for future reviews, In some cases, of course, account must .
likewise be taken of multinationsl sctivities in sectors such as fisheries waich
have established "regional dimensions" and which require special intergovernmental

/o
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:F( mo,chinery= It must 2180 be borne in mind that the role of Govermments is not
limited to that of giving guidance and advice. Governments, individually and

wLi jointly, have defined regions and subregions and decided on the location of regional

H coffices; it goes almost without saying.that they must support any proposals for

I changing them. The Inspectors have themselves pointed out that "the location of a

regional office and, in some cases, its geographical coverage have not remained

uninfluenced by political considerations” (para. 24).

|
‘] 12. In addition to these political considerations, the Inspectors enumerate many
I practical difficulties barring-s systematic approach towsrds a definition of regioms .. !
[ and subregions, Since these difficulties are based on a multiplicity of historiecal
‘ and programme factors, the present discrepancies will, as already indicated, take
! some time to be ironed out., In these circumstances, organizations support the
‘j approach recommended by the Inspectors in paragraph 338, namely, that the more
i patent anomalies and deficiencies which cause practical problems of programme
. co-ordination should be tackled first on a case-by-case basis, It is also essential
that regional structures be adapted in & timely way to changing conditions. In this
i process, however, the geographical, sectoral and administrative considerations,
" 'whieh the Inspectors themselves stressed in paragraph 24, have always to be kept in

'f& " ming. 1/

A ] “13. Finally, while it is recognized that a common definition of regioms and the

i establishuent 6f Eouiion 15¢ations of regional offices would off&r Wany ObvVious

1f - . advantages, -the-alternative approach, largely followed by the Inspectors themselves,

5y of achieving closer co-operation at the regional level by focusing on and perfecting

s the functional arrangements for programme co-ordifiation holds out hope of producing

quicker and more concrete results., In this connexion, satisfaction may be taken i

i from the fact that the present disparities have not stood in the way of the adoption

| of broad policy guidelines by regicnal conferences or of joint action on specific '
. problems in well-defined areas within regions (the Sahel and Bangladesh operations

: may be cited in this connexion) or of the participation of regional bodies and units

in joint programming exercises at the country level.

Recommendation 3 = om e o

1k, (&) There should be further delegation of decision-making authority and -
responsibility from UNDP headquarters to the resident representative, on both

3 l/ In thls ‘connexion, 1t may be approprlaie to recall a statement in the
o ‘Secretary-General's earlier report on regional structures (E/5127, para. 2k}: "Such
{———grrangements—{this-refers-to—arrangements -for-orderly co-~ordination of regional and
subregional activities) should not prevent the regional structures of the
specialized agencies from reflecting the area requirements and theiy programmes, and
the regional or subregional offices should be so located as to secure & maximum
 impact on their programmes. In brief, there seems to be agreement that., for spec1al'*
. purposes in such fields as ecivil av1atlon, telecommunlcatlons, meteorology, o - o
i health, etc., technical considerations should, on the whole, determlne the locat:.on .

.‘m . of offlces and_the nature of their operatlons.

K g | .
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administrative and substantive matters relating to the preparation of country
briefs and profiles, contacts and negotiations with Governments and the formulation
and approval of programmes and projects; o
(b) The resident representative should be better equipped for giving
assistance to Governments, whenever sought, in the formulation of its national
development plans by the posting to his staff of planning experts for specific
periods, as necessary; .

(¢) The regional commissions should be brought actively into the processes
related to country programming, particularly where multidisciplinary aspects are
concerned; and

(d) The regional offices of those organizations of the system which are not,
at present, involved in country programming should also be enabled to make their
sectoral contributions to the latter, and practical arrangements to this end should
be devised by UNDP in consultation with these offices.

Comments by ACC
15. Recommendaticns 3 (a) and (b) are addressed to UNDP, and ACC notes that UNDP
has welcomed and given its support to them, '

16. The organizations support recommendations 3 (¢) and (d). The regional
commissions could usually assist the UNDP resident representatives by providing
planning experts from their secretariat for UNDP country programming exercises, In
particular, the regional commissions could help Governments in preparing
intercountry programmes in their respective regions. The regional offices of the
agencies would also be ready to assist in these exercises, particularly those
organizations that have found it possible to delegate to their regional offices
sufficient capacity and authority for this purpose, .

17. In the context of the collective effort of the United Nations system to
achievethe-desired-goals of development, it is clearly necessary that the entire
programue of work for each regional commission and for the other regional offices
should be harmonized with one another and viewed within the framework of the total
integrated process of country and intercountry programming. The developing
.—countries!. attainment. of their -intended targets of growth would undoubtedly be
assisted by their utilizing fully the scope and opportunities provided by larger
markets and by regional and subregional co-operation., Moreover, many of the
~—schemes-for-regional—andsubregional-eco-operation, as encouraged by the regional
commissions, naturally require appropriate counterpart action at the national
level.

18. It is obvious that, with the increasing authority and capacity being vested in
the regional commissions end other regional offices, the role that they could play
in the country programming exercises will become an increasingly important one.
For example, there could be periodic regional and co-ordination review meetings at
the time of the periodic regional meetings of the UNDP resident representatives.

The recent regional meeting of resident representatives in Yaoundé, United Republic
of Cameroon, may be mentioned in this conmexion.

A
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Recommendation L

19. (a) As far as possible, the ILO, FAO and UNESCO regional minister-level
conferences and regional or subregional conferences of @ less institutionalized
nature should be convened. jointly by the organizations concerned and the-regional
i commissions; and

(b} Both types of conferences should he JOlntly prevared for by the
orgenizations concerned and the regional comm1551ons through Joint worklng groups u

or such other methods, ad appropriaté. ™ o

Comments by ACC

20. The objectives being sought by the Inspectors in paragraph (a) are clearly
desirable and, in some cases, the recommendations could be carried out rather
easily. 1In others, certain legal and practical difficulties would have to be
C overcome first., These difficulties differ from organization to organization and
- would have "to be dealt with on & rase<by=case basis.

{ 2i. Of course, the most important facter in the implementation of the

| recommendations of the Inspectors is the attitude of the Governments concerned.
l The ACC believes that Governments—would—support joint regional and-subregional-

| _ conferences if these would constitute the major regiocnal forums for dealing Wlth
policy and programme issues in the sectors 1nvolved (agrlculture, labour, ]

‘ education etec.).

i 22. Even without joint sponsorship, preparations for meetings of the regiocnal
‘ commissions and for agency regional conferences could be more carefully
co—ordinated and the concluSIOns and recommendatlons could also be implemented in

! a co-operatlve fashion.

- 23. Moreover, the policy guidelines defined at these regional conferences
[ ‘could be important inputs inm the work of the reglonal‘comm1551ons and of the
: appropriate global'leglslatlve‘bodles. ’ i

Recommendation 5

2h, (a) As regards mutual attendance at intergovernmental meetings, preliminary |
annotated-sgenda should-be-prepared-and-circulated by the secretariat of the
convenlng organlzatlon with an indication of possible areas of interest to other ﬂ

i organlzatlons and a tentative time-table of discussions; the invited organizations
_hoﬁld arrange the timing of thHelr” ﬁf%endance ‘with the convening secretarlat and

(b} An organization should, whenever p0551ble, arrange %o be represented
by a gister organlzatlon at a given intergovernmental meetlng. e
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Comments by ACC

25. As regards recommendaticn 5—{a},wit"iswagreed—that"the preliminary annctated
agenda for the meetings should contain an indication of possible-areas of interest
to other organizations and tentative time-tables of their diseussions. The
tightening up of these arrangements could save a greatb deal of time and expense
provided that each secretariat carefully co-ordinated the timing of attendance by
representatives of other organizations and that each intergovernmental tbody

- —co=operated fully-in- this effortsy Tt is reconmiended that intergovernmental bodies
should be regularly briefed by their secreteriats with regard to this question.

26. As regards recommendation 5.(b), many of the smaller organizations in the
United Nations system =slready follow the practice of being represented by sister
organizations at intergovernmentel meetings., T+ is agreed that this practice should
be adopted, wherever practicable. On the other hand, there are, of course, limits
to the extent that the official of one organization can adequately represent

the technieal concerns of another without spending too much time on briefings and
general orientation. T

Recommendations 6 (a) and (¢}

27. (a) To promote teamwork and s unified and integrated approach to development
emong the organizations of the system at the regional level, those which have

not already decentralized adequate. authority and responsibility to their regional
offices (i.e., United Nations, FAO and UNESCO) should move rapidly towards that
position; ang i

(c) The extent of authority and responsibility Gecentralized to:

underteke initial programme and project Fformulation:

—- (ii)- -participate-with-other regional offices in joint planning and
ey o (o= il (R Y= D ‘
(iii) execute subregional and regional programmes and projects; and
(iv) participate in programme and project evaluation.

Commen%s by_ACC

28T—Jﬁhefe-is—geﬁera&—aﬁee@tamne—%yjaii*the organizations of the principle of
decentralization as & means of inereasing the impact and efficiency of programmes
on behelf of developing countries. However, ACC understands that decentralization
should be viewed as a gradual, co-ordinated and orderly deléegation of authority

7"eénd responsibility, Thus, while the policy of decentralizationto regionsl and

~ country levels is already in varying stages of implementation by many -erganizatioms——
in the United Netions system, there has been no abrupt shift of functions, ‘_‘;7
authority and responsibility from Headquarters to the regional offices. In this

faes
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evolutionary process, a special effort has been made to safeguard the global role
and functions and the international character of the organizations concerned.

2G. The Inspectors recommend that sufficient authority and responsitility should
be delegated to regional offices to enable them to undertake the irnitial -
formulation of programmes and projects, to participate with other regional offices
in joint planning and programming, and to execute subregional and regional
programmes and projects, as well as to participate in programme and project
evaluation. Many organizations feel that the implementation of this recommendation
would have to be subject to the considerations dealt with in paragraph 394 of

the report, that is, the determination of those disciplines for which necessary
expertise can be located in a region or regions and those which, because of their
highly technical nature or the difficulty of finding experts, must be kept at
Headguarters. This would be in keeping with a decentralization by programming
and specialization by which each regional office is provided with an adequate level
of expertise to deal with its particular regionsl problems. It is to be noted
that the importance of such decentralization, as recommended by the Inspectors, has

. been repeatedly emphasized in the resolutions of the competent intergovermmental
organs including the regional commissions and in the statements of their -

executive heads and that these resclutions and stgtements reflect the feeling
that the present pace of decentralization of United Nations activities to the
regional commissions is too slow. . e
30. ‘Finally, fthere remains a need for a more comprehensive view as to how the
United Nations system should function as a system at the regional level, bearing
especially in mind that the regional commissions have work programmes in sectoral
fields which are not covered by United Nations Eeadquarters but are the primary
responsibility of specialized agencies or other United Nations bodies. While the
Inspectors have dealt mainly with relations between Headgquarters and regional
offices, it is considered that the process of decentralization should also
embrace appropriate delegation of authority and responsibility to the country
level, specifically in respect of the formulation and management of development

~Recommendation 7. .

31. Decentralization of funetions, authority and responsibility from the

headquarters of an organization to its regional and subregional offices should be

“éomments bY ACC“

accompanied by an appropriate redeployment of professional staff and resources.

32, TWhen there is such decentralization, ACC agrees that some appropriate
redeployment of professional staff and resources would be necessary. Of course,
the modalities of giving effect to the policy of redeploying staff would .
necessarily tend to vary from organization to organization, Moreover, this
policy could even be taken further by increased decentralization to the cowmtry-
level.

[ane
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Recommendation 8

33, The regional commissicns should be recognlzed as having team leadership and

responsibility for co-ordiration and co-operation at the regional level with the
active suprort and co-operation of UNDP and the other regional offices.

Comments by ACC

— 34, The ACC agrees that, imprinciple; the regional commissions should be
recognized as having a "team leadership role" at the regional intersecretariat
level to be empirically defined and accompanied by appropriate co-ordination
messures. The commissions could, in particular, co-ordinate intersectoral
approaches to development at the regional level but leadership and operational
responsibilities in specific sectoral fields which fall within the competence «f
specialized agencies or other United Nations bodies should remain with them.
Moreover, the co~ordinating role in respect of technical co~operation activities

should rest with UNDP.

Recommendation 9

35. The executive secretary of each regional commission should,-in-asscciation
with the heads of the UNDP regional bureaux, convene an annual regional review
and co~ordination meeting to be held at the time of the annual regional meeting
of UNDP resident representatives. From such meetings-should emerge. a. framework
for the regional programme which should be taken into account by each orgasnization.

Comments by ACC

36.‘ The ACC agrees that, although charnels for interagency consultations already

exist, arrangements for regular periodic consultations, as recommended by the
__Inspectors, could contribute towards meking interagency programme co-ordination

more effective.. It would be_unrealistic_to suppose that these could by themselves

? prov1de a framework for "the reglOnal programme .

Recommendation 10 i

37. The JOlnt approach should also be applled to the execution of large !

multldlsc1pllnary programmes and projects by the more extensive use of such dev1ces |
as: : : :
- \

(a) The designation of an executive agency "in assoc1atlon with another:
subcontracting a programme or project or parts therscf to an organization_other '
than the designated executing agency etec.3; and ) ;

f of them being designated as "co~ordinating executing agency", and the ménner, .
i methods an@ stages of such an a58001at10n being speit out clearly in the project

document.

| o

! i (b) The practice of hav1ng joint execution by two or more organlzatlons,done

——:i;m
|
ﬁ
!
j
I
|
|
f




BE/5727/Aua. 1
| English
: Annex
! Page 10

I Comments by ACC

: 38. As is evident from the many examples cited by the Inspectors, a joint

i approach to the execulion of multidisciplinary prejects is already being followed
i | in many cases. While, in scme cases, arrangements of this kind have worked well,
in others the experience with multidisciplinary projects Jjointly executed by two

A or mere agencies has not been so favourable, inter alia, for reasons recognized by
i the Inspectors in paragraphs 42.and 43.

39. THNevertheless, it is intended to make even more extended use of the three -

i wethods of co-operation recommended by the Inspectors. For some multisectoral

(W projects, consideration is being given to having each sectoral element carvied out

p by the competent agency concerned, the necessary co-ordination.lihkege being the

jf responsibility of UNDP or of another agency that is itself intersectoral in nature,

| In this connexion, it may be mentioned that, in line with Fconomic and Social
Couneil resclution 1952 (LIX), the Secretary-Ueneral and the Administrator of
UIDP have agreed upon arrangements whereby the regional commissions mey function
as executing ageéncies for UNDP regional and interregional projects. g/

- 40. The various arrangements for co-operation in carrying cut multisectoral
projects usually work well when all departments have been closely involved in the

g negotiations that precede the establishment of a project document., On the other

o hand, when. individual sectoral--ianteresfts-and priorities are not fully—taken into

| account, the "loss of interest” mentioned by the Inspectors in paragraph 482

" often results.,

. i ) . S |
: Y1." In suitable cases, perhaps, the concept of a "lead agency"” might be applied
aue to the execution of such projects provided technical competence 1s fully
| recognized in the choice of the "lead agency”. :

Recormendation 11

ij“ b2.. (a)

._There should be a broader participation than at present of organizations

of the system, in particular of the regionsl commissions,.-in.-the.evaluation of

T large country, subregional or regional prograrmes and projects, particularly, of

————a multidiseiplinarynatures-and - -

(b) The regional commissions should, as a rule, be invited to participate
in the evaluation also of UNDP-funded subregionsl and regional projects.

:HE The ebove recommendations epply to both mid~term and post~project evaluation.

Comments by ACC

}{ k3,  Although programme and project evaluation has been receiving inereasing
1 attention in recent years in policy statements, in actual practice too little

vl . N

i- 2/ In this connexion, the comments of ACC under recommendation 8 are relevant.
|

.' /DOD
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progress has been made towards developing a systemetic appreoach to evaluation
ithin the United Nations system. Most of the evaluation activities are centred
around the mid-term review missions and, more recently, around the tripartite™
reviews organized at field level with the participation of the UNDP resident
representative, the executing agency and the national authorities concerned. The
erucial point in-evaluation is not which organ or segment of the United Nations
is represented but what criteria are used and to what extent the Government
concerned is itself involved in the exercise as well as with the follow—up of the
—- ypesylts of the evaluation.—— Coe LT o >

hli, So Ffar as the mid-term project reviews are concerned, their basic purpose is
to monitor progress in implementation, identify short-falls snd take timely action
to remove them. This purpose can be best served only if those oganizations that
are involved in the implementation of a project also take part in its evaluation.
It is, accordingly, difficult to aceept the suggestiocn that a regional commission
{or, for that matter, any organization) should, as a rule, be invited to ,
participate in the mid-term evaluation of UNDP projects regardless of the nature

of such project.

45, The position is somewhat different in the case of a post-project evaluation
which is designed to derive general lessons from the project and ensure follow—up
" action. In this regard, the association of the agencies or cormissiens-in the
evaluation -of groups -of projects-in the same field could be helpful. But,
obviously, & particular agency or organization need not be associated with all
post-project evaluations. Such association will differ from project to project
depending upon the general competence of the orgenizations concerned and the

availability of the reguired expertise.

46, With these qualifications, it is agreed that the regional commissions should
be increasingly associated with the evaluation of regional and subregiocnal projects
and programmes, This will generate s "feedback" between the commissions and UNDP

. that should help to secure an optimum utilization of scarce resources for
developmental goals. The commissions SoUTH E156 Be helpful i meking the countries
of the region motre evaluation-conscious and in perfecting the methodology of
evalvuation—for—different types—of projects.

Recormendation 12

7. Existing bilateral arrangements and ‘mutual communication between the regional
copmissions and other orgsnizations of the system and between the later inter se

should be refined and improved and further arrangements should be devised where !
needed. Specifically: T -

(a) Communication between the regiénél commissions, the UNDP regional
buresux, UNDP representatives at the regional and country level and other
“ regional offices should be improved; and T

,mfﬁm,(b) Regional offices of other organizations and the headquarters of those +
organizations hHicH hawve no such offices should keep the regional commissions

/..
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fully informed of their activities, experience and the results of their studies
and research. Methods should be developed for the automatic communication of all
relevant material by a regional office/headquerters to the regional commissions
and vice versa. To this end, methods, including the use of computers may be
devised to store and retrieve the required information.,

Al

Comments by ACC

48, The organizations agree that the existing bilateral arrangements for
communications among their regional arms, including the regional commissions,
should continue to be refined and improved. They believe thet this should be
done, however, without any automatic communication of material which could not be
Justified in terms of cost, time and paper flow. They consider that an increase
in personal contacts, together with the exchange of documentation on a selective
basis, would be the best way of achieving the objectives sought by the Inspectors.

Recommendatlon lh

- 494 Staff from-other organizations of the system should be seconded, &8 necessary,
to the regional commissions for finite periods and specific purposes.

Comments bv ACC

50. The ACC supports this recommendation. Perhaps, there might also be some
reciprocal out-posting of regicnal commission staff to agency regiocnal offices.

Recommendation 15

5l. Where such a practice does not exist at present, the executive secretary of
a regional commission should meet regularly with the heads of other regional
offices. . Each region should decide upon the frequency and pgg%9d1c1ty of such

meetings in the Tight ©f such c1rcumstances as the geographlcal and communlcatlons
factors, the location of offices etc.

Comments by ACC

52. The ACC agrees with this recommendation. The ACC had endorsed the idea of
———having-these— meetlngS"ln_October 1973 when it agreed that they should be called as
‘required and that their informal character skould be preserved In at least one
case, the executive secretary has already initiated such regular meetings with

~ régional representatives to discuss metters of common concern.

Reconmendation 16

53T Inte*secretarlat groups on particular toplcs could be set up in those regions
where they do not exist at present and should meet periodically at the seat of

. /ooo
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the regional cormission headquarters, such periodicity depending on the
circumstances of each region. ' '

Comments by ACC

S4. The organizaticns agree that some greater emphasis should be placed on modes
of co~operation that aim at joint efforts in interdisciplinary programme sectors.
They, thus, support the reccmmendation that intersecretariat groups should meed

‘more often in each region to-discuss—common- preblems and common approaches in one .

or another of these programme sectors.

Recommendaticn 18

55. The practice of having Joint offices, as already established by some
organizations in some locations, should be more exbensively resorted to.

Comments by ACC "7 7 .

56, The ACC supports this recommendation. The extent to which the joint use of
premises can be extended depends both on practical considerations and on the wishes

of the Governments concerned. In at least one case, the Governments concerned

have rejected proposals for amalgamation.

Recommendation 19
5T. A study should be sponsored urgently by ACC in regard to the following:
{(a) In those locations where there is a concentration of field offices of

the United Nations system, their individual information services (where these
exist) should be consolidated to constitute a single information centre for the

--Whole-systens; --and - - S

Comments by ACC . .

(t) Such structural consolidation should be without prejudice to policy
guidarce and substantive inputs by the publie information services at the various

headgquarters in respeet of their perticular sectors.

58. * The Inspectors have proposed a study for the purpose of consolidating regional
or-field-public—information—serviees—of-individual organizatioris into a single
information centre for the whole system. The ACC is requesting the Joint United
Wations Information Committee (JUNIC), which is one of its subsidiary bodies, to
undertake such a study.

ﬁécommendation 20

59.  Bach organization of the system should review its existing arrangements for

foue
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co~operation with particular intergovernmental organizations outside the system and
examine what further co-operstive links . and practices should be developed in the
light of their current and future responsibilities;

|
'|( (b} The regional commissions and the UKDP representatives at the regional

and country levels should, well before the commencement of the pProgramming
exercises, obtain informaetion from the wvarious intergovernmental orgenizations

about the latters' activities and programmes. This information should be circulated
among the various other country, subregional and regional offices and taken into
account in programme formulation; o

(c) In the case of interpgovernmental organizations which have no offices in
Pl the field, the headquarters of the organizations of the system concerned should
l / cbtain and eirculate all relevapt information; and
!
|

(d) Each organization of the system should, on a selective basis, veview its
present relationship with the non-governmental organizations with which it deems
) that co-operation would be mutually beneficial and enter into suitable
e 4 e @Tangement s 3 these need-not be formal as in the case of intergovernmental
: [- : . organizations, "
|
1

o Comuents by ACC

[ .. 60.. Many-orgenizations already have extensive co~operative arrangements with

| intergovernmental organizations outside.the system andm“ithwnon:governmentalr

! orgenizations. Most of them also undertake periodic reviews of these arrangements
| in order to maximize mutusl benefits from such co-operation as well as to explore
‘ possibilities of future joint ventures, and some hold meetings in which '
organizations outside the system work closely with those within the system,

6l. Tt may be added that, in agreement with the Governments, UNDP representatives
do invelve, as appropriate, intergovernmental and non-governmental crgasnizations

in country programming exerciggg_and_integrate_iheir-ae$imities-with'UNDP-programmes
' at the substantive level, e e e

~ BRecommendation 22

| .
i ! 62. Where examinstion of a problem from a giobal point of view may benefit from
. } the attendance of officials from the secretariats of the regional commissions, the

i Tatter should be inhcluded in the United Nations team at-meetings of ACC and, as
.. approbriate,-of its subsidiary bodies, '

1 Comments by ACC

|h_3 63. The ACC accepts this recommendation and, in fact, the regional commissions-.-
|t already participate regularly in ECB and various other interagency meetings
! including those of the subsidiary bodies of ACC. However, inadequate financial
resources have been the main constraint in extending this participation more
_widely. ,

S
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- : NWote by the Secretary-General

Addendum

d

1. The Secretary-General, in his capacity as Chairmen of the Administrative
Committee on Co-ordination, transmitted to the Economic and Sociel Council the joint
copments of the ACC as approved at its session of T-9 April 1976 on such
recomuendations in the above-mentioned report as would have a system-wide impact
(E/5727/Ad4.1, annex). '

us

'ﬂL”"2:””"Thé_Sécretary=Generails—observationsmon_xhemrECQmmenﬂﬁiiggﬁ addressed

specifically'to“thé?Uﬁite&fNation5f£recommenda$i@nﬂ21“6=Ihl_amiT(@)ailS,717, 21 and
. 23) are annexed to the present note; these observations reflect the views of the
United Nations alone. Annex 5 contains the comments of the Administrator of the
UNDP on recommendations 3 (a) and (b) vhich deal with the activities of the
Developuent Programme.

nes

e 3. The Gecretary-General Lias been informed by the Advisory Committee on
. Administrative and Budgetary Questions that the Gomiittee will not submit at this
stage its_own observations on the JIU report on the regional structures of the 3
United Nations system and on the valated report on the decentralization of the
United Nations economic, social snd related activities and the strengthening of the
| regional commissions (E/5607 and Add.l and 2). - Since these reports were prepared
Ta the General Assembly, in resolution 3362 (S-VII) of 16 September 1975, established
- -an Ad Hoc Committee on the Restructuring of the Economiec and Social-Sectors of the
United Nations System. The Advisory Committee understands that the two JIU reporis
under reference and . the comments thereon constitute part of the documentation .,
available t6 the Ad Hoc Committee in its current deliberations. The Economic and i
Qeeial Council and the General Asserbly will presumably wish to pronounce themselves }‘

T6-12771 fooe
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on the conclusions and recommendations of the Ad Hoc Committee rather than on those

contained in the material which the Ad Hoc. Committee. will- have examined in the
course of its work.

In the eircumstances the Advisory Committee will revert to
this question if the recommendations of the Ad Hoe Cormittee on Restructuring of

the Econemic and Social Council give rise to administrative ang financial
implications., ’

o, |
o |
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Annex 1

Recommendation 2 - S

(b)(ii}. The question of moving the North African subregional office of ECA from
Tangiers will be studied in comsultation with the member States of the subregion
and the-Commission itself.

(e}. As regards the distribubtion of ECLA staff among subregional offices, various
measures have been taken to reinforce some of them, especially those located at
Rio de Janeiro, Buenos Aires and Bogotad. In the case of the Montevideo office,
the staff will be strengthened on a temporary basis as and when required by the
peak workload caused by the activities of the Latin American Free Trade
Association. Since the submission of the Joint Inspection Uni% report, the
establishment of the Port-of-Spain office has been increased to the extent of an
additional four professicnal and five local service posts for 1976/77. Finally,
the question of transferring some of the staff of the Mexico oifice to Guatemsla,
and’ part of the Bogota office to Lima, will be examined, although it must be
pointed out that in both instances such fragmentation could lead to increases in
expenditures. '

(d). The question of the establishment of a subregional officée to cover the area
of-the Pacificis under consideration by ESCAP. However, it should be pointed out
that close co-ordination is maintained between ESCAP and the South Pacific Bureau i
for Economic Co-operation. The United Nations Advisory Téaw (UNDAT) for the

South Pacific continues to provide assistance to the countries of the subregion.

Tt may be noted that over the years there has been a steady increase in the
number of subregional offices. While this has been, on the whole, a desirable
development, relating the work of the Commigsion more closely to the needs of the
people and Governments within each subreglon the benefits of further increasing
_the n number of these offices must be balanced off against the costs 1nvolved as
well as. the dlsadvantages of fragmentation and the need Whlchrt: would entail %o
increase the already complex co-crdination machlnery,

Recommendation 6

(d). The delegation by ECA and ECLA to their subregional offices of authority and

responsibilify to enable therm to perform specific functions and tasks is a matter
dealt with legislatively by the Commissions themselves when they approve programmes
of work. Within this framework, the Inspectors' recommendations will be followed.

However, in certain cases this delegatlon has already beenr made.

Recommendation 13

(). There is general agreement with this recommendation, concerning the .. . .
enhancement of the role of the joint FAO/regionasl commission agriculture divisions.-

foeo |
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(p). Similarly, the recommendations concerning the role of joint UNIDO/regional
commission divisions or units is accepted, and activities are under way in ECA
and ESCAP which will lead to an increase in importance of the role of these units,
The ECLA and UNIDO are in discussions ‘concerning the role of the joint unit in
that aresa. I

Recommendation 17 :

This recommendation, which calls for liaison arrangements between UNESCO and
UNICEF, on the one hand, and ECA on the other, is acceptable to ECA and, it is
understood, to UNICEF,

Recommendation 21

The thrust of recommendation 21 is that the organization of the regional
commissions reflect the three essentidl funections of the commissions, namely:
(1) research, studies and analyses; (2) operational activities, and
(3) co-ordinative and co-operative activities within the United Nations and outside.
It also urges joint divisions for activities that relate to resvonsibilities both
of the United Wations and other agencies or units of the United Nations charged
with specialized responsibility. . -

-There-has-been definite movement towards these objectives on the part of all
of the regional commissions. For example, all of the regional commissions give
organizational recognition to the three principal activities which JTU considers
to be the principal responsibilities of the regionel commissions. The movement
toward more operational activities within the regions served by the regional
commissions will take some time. Nevertheless, there has been some definite
increase in both the concern for and actual participation in technieal assistance
projects. The UNDATs have been made primarily the responsibility of the three
regional commissions that have UNDATs in their areas, and the comrissions are being
given increased rgﬁpgg§ibilities_for_cqx;yiqgﬁout_UNDE_projeets. To give effect
'fbufﬁiéﬂﬁégﬁLand“treg@;jai;:gffihehcommissi@ns—hameﬂspeeiaIMUﬁits'that are charged
with the responsibility for giving direction to and managing technical assistance

~-projects. —With the-exeeption of ECLA, these units are orgenized as a rart of the

eXecutive secretary's office. ECLA has an Operations Division for this purpose.

All of the regional comrissions, likewise, have organized to give central

programme. -These units are organized as a part of the executive secretary's office
and generally have not only responsibility for internal co-ordination and

" |__ guidance and responsibility. for .developing and co-ordinating the commission's work

sLf_h_dexelopment+e£awerk~programmes“butLtOiérdination with other agencies within the

system to the extent that their activities relate to-those of the commission.
Several of the commissions also sponsor co-ordinative meetings usually on an annusl
basis, of all United Nations agencies and organizations in the region-with which
the commission is responsible. LT

/evs
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A1l of the regional commissions now have joint divisions with FAO that are
concerned with the agriculture sector. Likewise, all but ECE have joint industry
divisions with UNIDO, !

Recommendation 23

The Secretary-CGeneral agrees with the Inspectors’ view that the increased
responsibilities and co-ordinating role of the regional commissions will have the
effect of increasing the. co-ordinating responsibilities of the United Nations
(2/5727, para. 558). Obviously, the Secretary~-Ceneral also agrees with the
Inspectors' recommendation that the regional commissions should be accountable,
on the intergovernmental side, to the Economic and Social Couneil, and-on the
Secretariat side, to the Secretary-General, as chief executive of the United
Nations (E/5727, paras. 559 and 600), since this in fact represents the present

position.
-

. P

In view of the substantive role of the Department of Economic and Social
Affairs, thework of the Te replonal cominissions must continue to have a direct link
with -the activities of the Department.  That link should be provided by a
machinery for co~ordination of the work of the regiomal comumissions and
Headquarters, which was mentioned in the Inspectors* recommenaation. Part of this
machinery is constituted-by the-Regiomal Commissions Section im the Departhiént
which ensures a continuous relation between the commissions and the Department.

In addition, -the Office of the Under-Secretary-General for Ecoriomic and Social
Affairs, which is the central point for “the Departrernt’s rezources and programme
planning, as well as for the review and evaluation of programme irplementstion,
also serves as focal p01nt for the Depertment in interagency co~ordination and as
instrument of joint programme planning between the Department and other United
Nations organizations and programmes, including the regional commissions., The
above organizational relationships and distribution of functions conform with the
views of Administrative Mansgement Service in the context of its studies of the
various units concerned. Censonant with this, the former Resources and Programme
Plﬁﬂﬁiﬁg“OTfiéé"(ﬁﬁﬁ—ﬁé_f_ﬁf"fﬁE“OTTIEé"GT_{EE”UﬁEE¥:SEE?€téTymGeneral for Economic
and Social Affairs), together with the Budget Division, initiated in 1975

_arrengerments for holding periodic meetings of programme planners and budget
officers of the regicnal commissions and Headquarters, including those of UNCTAD
and UNIDO, for the purpose of co-ordinating the planning of actlvltles included in
the proposed medium~-term plan and programme budget.

It would therefore seem more logical and feasible for the Regional Commissions
Section to continue in its present role as a focal point and expediter for regional
____Lm@uiLJJMLJm&tterﬁﬁ__Hgmﬁxerﬁ_Ihg_sﬁctlon,cguld.gradually emphasize its role in
co-ordinating the implementation of the regional and interregional activities of
the commissions with those of the- Department under the medium-term plan and the
programme budgetb. .
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e Ammex 2

COMMENTS OF UNDP OW JIU REPORT ON REGICWAL STRUCTURES NOT
' INCLUDED IN ACC JOINT COMMENTS

Sections (a) and (b) of Recommendation 3 deal exclusively with UNDP activities.
| " UNTP comments on these—are—as—follows: —— :

Recormendation 3 (g): There should be further delegation of decision-meking
authority and responsibility from UNDP headguarters to the resident
representatives, both on administrative and substantive matters relating to the
- preparation of country briefs and profiles, contacts and negotiations with
Governments and the formulation and approval of programmes and projects

(paras. 235-236, Lh7-448, 459, 576 of the JIU report).

Comments:
i governing the present system of country programming, is to carry out maximum

possible decentralization of decision-making authority to the field. This

,-emphaais_qn_@ecentralization has been reflected consistently both at the policy
level in statements of Mr. Pete¥son and Mr. Morse and in cenerete procedures
touching all” the =mreas -of activity mentioned in the recommendation. The 1974
annual report of the Administrator states: "p1most every administrative effort
geared to improving performance was tied %o the'systematievandﬁprogressive,
delegation of authority +to the field." Specific measures which may be cited
include: much greater reliance on the field for developing large-scale projects
approved in principle by headquarters; the preparation by the resident
representatives. of programme menagement plans in order to ensure that progress in
project preparaﬁion, approval and implementation is kept under continuing review
ot the field level; increasing the upper limit for project approval by vesident

... representatives from $100,000 to $150,000 on the basis of the authority delegated

to him by. the Administrator; and the new Jecemtralized method-for budges

Wiii?%%éiéaméé this support because its poliecy, based on the Consensus

formulation and revision and for the flow of finaneizl data.” ™

Mr. Morse's commitment to continuing decentralization and delegation of
authority to the field level was most recently outlined in his address of
27 February 1976 té6 the Ad Hoc Committee on - the Restructuring of the Feonomic and
‘“”Sociai—SectorsfofﬁthemUnitethations System. He stated:

"An obvious corollary of the Consensus and its 'country-centred' philosophy
was tﬁé“ﬁ€€&"t0“transfer—a—good_many_oiLihg responsibilities and sctivities
previously undertaken by UNDP Headquarters to the field level .... One

aspect is the delegation of authority to the UNDP Resident Representative.

The other, and the most fundamental, is the participation of developing
countries in every aspect of the Programme - programming, project formulation
and execution, evaluation and follow-up - and a far greatet ¥eliance On
national services and personnel. Considersble progress wWas made “in-the last=——7
twonyearsnor”sngingghgggggggﬁralization of UNDP .... In organizational terms®
both developments - the decentralization of UNDP and the increased involvement
of national capabilities - clearly place the focus of UNDP's activities at

T
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‘ the country level .... "A good &eal more& can pérhaps be done in this respect,
e but UNDP is undoubtediy now the most decentralized of all the.United Nations
' organizations.”

,'Hf'f! With regard to the suspension of decentralized authority to approve projects,
- this measvre, necessitated temporarily by UNDP's financial situation, in no way
e reflected reversal of decénmtialiZation policy. In February the Administrator

L relaxed requirements on project informetion which the resident representatives
5] furnish for headquarters approval and indicated that he intended to restore the
. delegated authority to resident representatives as soon as the finaneial situation
"W 4 becomes clearer, hopefully within 30 days. He has already restored customary
authority for project approvals to the Directors of the Regional Bureaux.

|
| — '
g |! Recommendation 3 (b): The resident vepresentative should be better equipped for
o . glving assistance to Governments, whenever sought, in the formulation of its
j‘l ;i_mmmnatlonal development plans, by the posting to his staff of planning experts for
! specific periods, as necessary (pares. 235-236, MT-448, WL9-576),

_ number of resident representatlves‘ offices have been strengthened by the posting
2 SRR of -planning experts and increased assistance in formulating national development
SN L can be provided upopr reguest. In addition, UNDP assistance in planning is being
" carried out by Operational Assistance (OPAS) experts and experts attached to
naticnal projects, and Covernments are currently being assisted as well by the

_ Regional Pilanning Institutes supported by UNDP., Field offices will inereasingly
R be meking use of the resources available at the regional level, amwong them

ok expertise from regional commissions and regional offices of other United Nations
l agencies as well as the assistance of United Nations Advisory Teams (UNDATs).

\

|
|

! H Comments: The UNDP supports the recommendation. Since decentralization. began a
I NUrher o

... ..._.The comm
A into account
N cover.

tsrof UNDP_on_the other recommendations of the JIU have been taken
_the_ preparatlon of the Agolnt—ACC_comments_clrculated,under separate




