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B ) - Foreword _
L, 2s was stated earlier in the report of January 1969 on the overhead costs of
exfra—budgetary Programmes (JIU/REP/%9/2), e study undertalen in April 196g resulied

!; © " in the preparotion of two notes (£ and B), which were semt to the secretariats of the

(f various organizations, The répligs to the questiomaire attached to note 4 were of -
,; assistance in tha breparation of the above-menticned report.,  The réplies +o the

| NI we CITEE,

h questiounaire attacheqd to note B, which desit with the standardization of budgetary

L bresentation, were transmitted by the responsihie inspcetor to Mr.'MbCandless, the

ﬁ expért appcinted at the sgme time to study the subject by_the Advisory Cormittee on
i Administrative ang Budgetary Questiong (AGABQ). The Joint Inspection Unit decided
}} te defer the Preparationiof its 6wn.report.until-the submission of the expart's report,;
! . which is now nearly ready and will shortly bg disgpssed by the members of icamg,

h B. There is in reali%ﬁ ﬁé'éiéédQQﬁéégé iﬁ the issue of two reports on this subject

; © from different sources at about the seme time., It was not purely by chance that +he
f - two studies were undertaken simulténeously. n the contrary, it demonstrates
awareness of & problem whose impq;tance was siressed ip the recommendations of +he
£d Hoc Committee of Experts 1o Examine the Finsnces of the United Nations ang the

_ Specialized Agencies (the Commities of Fourteen - of, General Assembly resolution

f 2150 (IHI) of 4 November 1668), ‘ Mbreover, it is so difficult 4o work ocut & positive
' approaéh to the solution or this problem that there is no danger of duplication of

. effort in making two Separate studies on the subject, . .

i _. Ca At:the,time_of writing, the ACABQ expert has Just completed the final text of

- - his r9poft, which has not yet been seen by the ﬁembe;s of the Advisory demittee.

i He has néveriheless been kiﬁd.enough to inform us of the substancs of his proposals.'
- The central idss éeems to be thﬁt,'although the adoptian of a uniform method‘of
“budgetary presentation by all the organizations is not practicableiat present;'if is
concelvable that the organizations might produce budgetary‘inforﬁation in 2 "cdﬁpatible"
Torm, thus providing a basis for further study of ithe possibility of a uniform -
presentation, ‘ | . h

This proposal ig to some extent based on 2 distinction between the form of the _'
o tegislative decision on the bﬁdget (the enacting resolution) ang the'presentatiéﬁvéf
While the former might be kept in

information on the content of +the budget.




What the rapporteur appears o have in mind, hcowever, is not mersly the Dre—
pargticon of detailed annexes, ldE"’.‘LplCELl in their presentation, for all the organiz
but alse - and this seems z more embitious ides - that this comparable presentatio
should be of uss in administering the budget, in programming for the United Nation
fam__ly s a whols, end in performancs repovt:.ng.

' hsla s ua.rt.j_ng DO:LII‘I: For- further smd:.es » the’ I‘EpOI‘b will inelude; » in tabular
form, modsls of budcreL,ary presen't;,tlon which could be used %0 1L’luaﬁrrate the 'D""Og“"EJ
of the Un:.ted Nations family as a whole, and a model for one single organizati on, 1
advice on methods of converm.ng the urad_tlonal form of ‘i’hc bud"et to the new
"eompatible", progremme-~based presentation.

This is a set of e}:"cremely constructive broposalls' which seem to us, on the whe
toc be excellent, Their discussich and Embl.;.cauion, efter study by the Advisory
Gommtnec, should pemlt substential prograss on Ii nes which +the.J oint. Inspection
Unit can only approve and encoursge. ' o
'}ID.- In the report which follows “the ~sub:'j'ect is approached from a different standpo
that of the :e:;isti'ng relatienship between programming and-budgeis. - The report att
to ascertein what problems of substence will-have to be solved in order 4o make

1
standardized presentation possible.=

i/ It should be explained that in J‘my 1969, before this definitive .report was
prepared & draft report was sent to the agency heads and their senior assistani|
in matters relsting to the programme and budget. The very many oral and writic|
observations - some of them extremely substantial - received by the rapporteur |
were of great help to him in preparing the f:.nal text, whlch ch congsequently depart
considérably from the or:.glnal draft.
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_ Report on programming
- ' and budgets _
ir the United Nations family

0l. Zhe problem of the Suandard_zatlon of budgetarv Drasentatlon in the organization

belonglng to_the Unlted Natlons famllv is nelther z purely formsl neor even & merely
tachnical one.

It is 2 guestion of introducing clarity into two areas where a falr amount of

the financial system: of what do the receipts and expenditures actuslly consist,

confusion at present .prevails, viz: : : ‘
|

and tc what activities are they devoted?

organizations? What precise results are sought and how are they to be cbiained?

e

-

|

‘ . the progremming system: whabt is actually the sim of the activities of the vafious
} In the final anslysis, to introduce more clarity into this complex 1s tantamount
|

1 to giving an exact definition of what the activities of the intermationsl agencies

W con81st of, and to providirg member States with & clear and exhaustive descripiion

of uhe reasons why they contribule to these activities financially.

Thlg means that the problem has a pelitical significance: the application of a

good solution would entail the elimination of = member of factltlous problems by
which the relations between the "blg—contrlbutor“ countries, the secretariats of the
organizations and the developing countries are &t present disturbed. The future of
| international action in economic ant soclal matters may therefore be said largely
to depend on the efforts that are made to resclve this question.
| Such a statement, made with reference:to a subject which at £irst glght might
seem purely technical, would sppear to be scmewhat venturesome, had not the work
already done revsaled its importénce and indicated fthe lines on which =a solution
should be soﬁght, |
Tt must be nobed in this connexion that of the 53 recommendations of the Committes
of 14 (document A/6343) approved by the General Assembly on 4 November 1966, 26 - -
concernsd the preparation and standardizétion of budgets and budgetary practice and -
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nomenclature; and the important recommendation mumber 29 on long-term planning stres
the link betwsen budgetary problems and. the .-medium— and long-term Programming effort
02. The recommendations of the Committee of 14 are, however, ouly one of the signs
of the increasingly gemeral awarensss of the fact that it is necessary to have a
better lmowiéége of the nature, cost and results of the activities of the inter-
national agencies‘in order to be able better to lay down in future the lines along
which they should be directed and the objectives to be assigned o them.

These activities have undenizbly developed during the last 25 years: their cost
has increased, the tasks to be carried out have grown considerably in variety, new
organizationsg] structures hzve. beern zdded ho the. existing ones, the mumber of member
States has more than doubled since 1960, and the share devoted to assistance to the
developing countries has become preponderant, at least on the financial level;
morsover this nsw brancn of activiiy has been incorporsied in structures and procedur
that had ori glnally been designed only for internaticral co~operation between
countries more or leqs equa_l,)r develeped.

AT the Same t_me, other mL_'Lm_lme'r';ﬂ agenc es were coming inbo being and )
dovelcm.ng, pav'tﬁ cularly at the reglona_ level (OECD, European Gommu_n_'ty etc.), and
bilateral assistance was being organized and institutionalized for carrying out
tasks that were comperable to if not idembicsl with those of the crganizations in the
United Nations family.

© Such radical changes call the more urgently for clarification, since the existin
confus:_on endangers the agencle-:‘ very sxistence. Although the financial contributies
of memoer States might be a relatively modest item in nationsl budgets, the Ffact that
they are growing and often. compete with ciher exzpenditures of the same type within
those budgets means thet they havs %o be justified and that not cnly ministers of
finence but also public opinion in the couniriss concerned have tg be provided with
ev:l.de:nce to show "Gha'b They are ef;eculve and worth-while. .In the absence of such
ev1dence, there is obvn.ouuly z danger Bhat the budgeus of organizstions will contract
and that the actlv-a tles they supporu w:.ll slow down or be discontimed. Moreover, in
v:s.nw of bhe complex de\relopments referred ®o above » the need to redefine the objective
and structures of the world age_nc:les concerned with economic development, and parti-

cularly aitk-assistance, 15 becoming 3.ncreas:.ngly urgen’t
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A.redePlnltlon of this nature, cntrlbuuﬂng to the agenc:Lesr development and
supporting the idéals which it is their duty to defend, can be achlevec only if the
agencles provide jointly a clear statement of their methods, activities and results.

"03. It is ouite casy to demonstrate that the budgetar? document csn ang should be

the instrument by which this necessarv clarification mist be achisved,

- The budget, as a document which prov1des relatlvely detalled estimates of
income and expenditure for a specific perlod, and constltutes an authorlzatlon to
undertake such financial operatlons, is indeed the only dccumenu that cen falthfully
and fully reflect an agency's activities.’ Belng de51gned to glve a comprehensmve

cannot disragard any aspect of the problems ar181ng, and mugt therezore be detalled,
This essential fsature makss i+ irreplaceable; no other documentj which is not $uDJeCu
t0 this eritical exam1natlon by ths flnan01al contrlbutors, can offer the eame

guersntess of rellablllty and completeneas.
On the other hand, and preﬂlselv because o? thle characterlatﬂc featcrc, 1t must

of the body in. questﬂcn " In other wordc, thlq technlcal document muet be clear, and

muet not be Prepared only for ths use of exper*e - members of secreuar‘ats or of
legislative bodies, who are so Iamlllar w1th budgetary machlnﬂ:y and bractics that

they may tend to use esoteric layouts and language. The number of persons who use

Fhis dmportant *and irreplacesbhle document Fav exceeds the two categorles of experts

referred to above: it must also, 1nev1tably, bea used by -the repreecnuatlves of member
States without any ‘specislized knowledge of the problems of a particular ageney,
officials of sécretariats who need information about the act1v1tles of any agency
other than the one «o which they belong, expert offlClals or representaulvee of member
Stabtes dealing with 7eneral programmlng pProblems, etc.

-In other words, the budget ehould'not only be & document authorizing receipts ang |

evpendlture but also a’ dccument providing information on the Iife of ap ageuncy in all

its aspects. In cases, therefors, where the flnanczal Tesources used by an orgenization

.are not entirely covered by its own budget (financed by the statutory contributions of
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- of these zetivities and their relationship with those financed from the organizatior

s i g SO

" 05, _Lb_'L’“'-‘ repom, which is a contri but_l,on to the stuchr of the above _mportanu

its member States), but where inecreasingly important activities, often accounting
for more than 50 per cent of the total funds utilized, are financed by voluntery
sources (UNDP, fumis in trust) or loans [T termaticnal Bank); ths budget document

must contsin a large descriptive part, with figures, showing the makkc—up and cost

oWl Tesources.

This complete presentation (with the two kinds of activity shown side by side
or, more ofien, described in an integr.ate'd wey) in a single document i1s the more
indispensable as an agency budge"'u, if prasented in any other way, could not give an
account of the progrm\e, i.e. of the objectives pursued =nd the means applied %o
achieve them, .

But +his result can be obtained cnly by profound changes, not only in methods

of hudgetary presentation, bui also in the programmine system.

04. Batween thinking on a world scale about what should be dons (Development

Decedes, and so on) and whau 15 being dene from day to day (i.e. project preparstion

and implementation in the fi=l d) there exists, in fact, & vacuum which should be £i1
both by the endsavour o provids the 1nd_sncncab le dnventories of requiremenis

and resources and bj‘ the el aboraulon of S'll.IiCleIlblj' pracise methods. Thus, the

m

devel ommcnu of a common DT‘O;E'!"EIIJITJJ_IJ.D' languagc might I acn.l_taue the precess of adding,

comparing and J.ntegram_ng Wh_'l_cl‘l must be ﬂarr:.ed out if priorities are to be observed

and mazimm eillr':_ency 1g to be ach_Levec. :m_ conseguence. AT tﬂ.o seme time > the

exact volt, of 'I:hr sys tem of :Lnuerna‘b ona’i agenc:Les in the fl?ld of developmun‘t m.,.gh—

be bettar def’lnea.

problems ‘(wh_ch certa;n._y 1"equ_re *ur'r,}ncr 'researr*h and more numerous decizions f]’aan
those here. 'oroposed) at’hemyts to sugges:.. somne linss f ‘thought and, a few measures
which might represent a usefu_ step forward on the way to obta_n:_ng the necessrry.
clarification. It will d.....uC'Le.SS' .

(1) the d:f.sadvancageh of ~I:he presem: flnant:lal cyutem emblo\red bv the

o”gam zgtions of the Tuited iTE'.uZLOIlS family;
(2) the :l.nadequaCJ_es oi the progrzmming system.
It willi Lthen propose in its thlrd part:

(3) a foy immediste practicable and desirable ref‘oms.
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PART 1: DISADVANTAGES OF THE PRESENT FINANCTAL SYSTEM

1.1l. ‘The disadvantages cf the”financial systen currentl ly in use in the organizations

of the United Hations family can be sumed up in two sentences:

(1) Only part of the system is doverst by budgets; a very la rce“fraction

of fESOcheschesfrom finds ndt amenable to forecastlng or auuhorlzatlon
For perlcds of at 1east one year (and thus even less so for the two year

budgetary pericd recommended by the Committee of Fourtesn)

(2) The system does not pr roiide the comprehensive advance picture needed

for a rdtlonal organlzatlon of the agencies! work.

Iﬂ o+her wards, the present System leacks clarﬂt* anﬁ does not pl&j its proper

part as a convenient working tool.
1.2. Lack of clarity
Tt-is = difficult ma%%er*to~try to obiain e complete picture of all the income

_and expenditure of the United Nations family; it ig-impossible to forecast this

- information a year in deance, and extremely lellcult to ascnrtaln it even after the

event.
This dlf;lcultv is due not only to the varleﬁy of formg in which the financial

documents c;lled budgets are pvesented (dlfierences in period coversd - cne ysar, two

years, five years; differences in &1strlbutloﬂ, ete.) bub also, and especlally, to

" the®faot that probably gbout half the funds used are- not budgeted for: in”other words,

are neither forecast nor aunhorlzcd in advance for 2 partlcu_ar year, ‘but are prov1ded'

on terms which rarely inciude a precise indication of the berlod covered, and are
forthcoming at different t_mes in the course of the year. This applies particularly
to UNDP funds and the various funds in trust. )

The préparation of = ‘table of approximate forecasts for a given year is a task
for experts and entalls makingTiﬁquiries of the various crganizations.

There is to our imowledge no official document which clearly shows all the
budgetdfy and extra~budgetary funds availsble %o each organization.,

The exlsting documents prepsred for the information of the Fconemic and Social

Council and the General Assembly of the United Nations do not give idemtical results

because they are not all based on the same date.
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For ewample, according To document E/4501 of 10 May 19b8-/, the most com-.

prehensive of the existing comsclidated documents, total estimated expenditure (a1l

organizations and all sources of funds) for 1968 was aéOA.~ mlll¢cn (%274 million of

budgetary funds and $332 million for exira-budgetary funas)
However, the tweniy-third report of ACABO to the General Assembly (twenuy-
third session, £/7379 of 6 Decenmber 1968) gives for 1968 a total of §335.8 million for
g of nine

regular

appropristions requested and approved under the administrative budget

specizlized agenciss, the Internationel Atomic Energy Agency (I;iBL) and the

United Nations. This figure seems difficult o rsconcile w1th
document E/A501 gives informaticn only on funds intended for

thoze given above.

Ths fact 1s that
sconomic and sccial development, to the exclusion of expenditurs

This limitation is nct elsarly indicated in the document itself, and this omission may

Hy

cause confusion.

Hence, to give a complete plcturs of the funds used in 1268 it would be

necessary to add to the toual of $60/ million given in the document the missing smount
of expenditure for political purposes; th 2is would comnrlse about $70.2 million under
the United Nations budget, plus a few items of expenditure, which we have not

identified, in other agencies and in IAEA, . Agein, 11 doubtful whether the extra- .

budgetary funds (voluntary contributions) of the Office of the United Nations High
Commissioner for Refugees. (at least §4 million for 1968) were teken into account.

lastly, it is not certain that a full inventory was made of all'funds'in trust.
Generally speaking, informstion on the sxtra-budg:
is either very vagus or semi~con£idenﬁial., Somerorganizations, for example UNESCO,
WHO and FAC, %ry tc provide as clear.a piciure as possible in bhieir budget documents;
 others givé only touvals or no information at all. Some recent progress in the éage of
‘the United Nations itself is worth ngting: the total extra-budgelary Expenditure for
1968 is shown in the O0fficial Records of the Gensral Assembly, twentyethird.session,'
Supplement No. 5 (4/7205, Budget sstimates for the Pinancial year 1969 and information
énnexes, volume II), whers it is estimated at $63.5 million. :

1/ ‘'Development and co-ordingbicn of the activities of the organlzatlons Wluhln
the -United Netions system", report of ACC.

2/ ‘The figures for 1967 were $532.1 million ($248.7 million for budgetary funds
and $283.4 million for extra-budgetary Iunds)

or political purposes.

gtary funds ussd by uhe agencies




1.3, Table of funds availahle by'oréa

Significently, however, it is a budget document for 1969 that indicates the

total funds used in 1968; which profes that this sonsiderable item of expenditure

could not be "pudgeted for", i.&. that it could not be forecast end was not covered. -

by any specifilc advarce authorization. : :
Mlowing for these-variohs”éﬁjustmentsi 5% 4s likely that the funds used by

the organizatiéﬂs of the United Nations family (excluding the International Monetary

Tund and the International Bank for Reconsiruction end Devolopment) totalled about

#700 million in 1908,
nigation (budgebary snd extra-budeetary funds)

In the table which follows we have fricd to show how this total is distributed

among The organizations, distinguishing between budgetary and extra-budgetary funds.

Athough very likely incomplete and ineccurate, this bable nevertheless brings out

cerbain features of the United Nations Finencial systom.

Notes:on the table -

(1) The figures represént million of dollars.

(2)'"Shading7iﬂ@icates budgetary funds; white space indicates extra-budgetary. funds. .

(3} The column merked UNDP represents the operational budget of that Programme. -
The Other funds distribubed by UNDP ere sncluded in the column for each
executing agency. ' -

(4) The .column marked UNHCR, unshaded; represents the voluntary funds available '
to the High Gcmmissioner's“Office (1ts Tegular budget is included in the budget

colummn ‘of the United Nations) . This small colurm could have ‘been carried
fPoryard tol the top of the MUN" column, )
(5) * The four sub-divisions in ‘the blenk part of the WHO column correspond o
. the following: -
' . Volunbtary Fund for Heslth Promotion
Pan American Health.Organization
THICEF |
. UNDP.
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The terms used hers (budgetary, extra-budgetary fhnds) require some explanation
and coﬁment‘ The- preceding teble shows that the United Nations family, as understood
in this report, consists of: '

1. the United Nations itéelf which, in addition to its political activities,
performs in the field of economic and socisl development {through the Department
of Economic and Social Affairs, UNIDO, TNCTAD, ste. ) a function equivelent tu that
of several specialized agencies;

2.  ten independent specialized agencies (UNIDO, FAO, ILO, UNESCO, T4EA, IGAO

ITd, UPU, WMO, IMCO),

These ten organizations and the United Nations are financed from their own
tudgets (out of the statutory contributions of member States) and from funds get
aside for them either by member States (Fimds in Trust) cr by UNDP (these are voluntary
peyments, the volume of which is freely determined by each membsr State).

3. - UNDP, which has its own budwet devoted entirely to UNDP adminisfrative
expenditurs. ' This budget con515us of IquS set aside each year by the Governing
Council out-of the voluntery payments made by member Stetes. L ‘

4.  UNICEF, UNEWA and WEP, which5 1like UNDP, have their owm aajlnlstraulwe
type of budget, conslstlng also of funds from the vDTunuaqy contributions of ember
Stétes. On most occasions {and unless there is an agreement with other organizatidns)
these agencies themselves use in field prejects the funds they receive from volﬁntary
-contributibné{ ' ' o T

The differenca betwean budgetary funds and bhOSu rgferred to hera as exﬁra—
budgetary funds is not therefore a difference betweon statutory contrlbutlons and
. voAuntdry ‘Payments hy member States, since in at least four casea g proportion of the
voluntary payments comes under the budget, meanlns that their use 1is Foreseen and
authorlzed By an anaual aond comprehensive de0151on covering admlnlstrativé expenditurs
as a whole.

The funds referred to here as extra-budgetary are in fac

-~ foreseen and euthorized (eﬂther by the Governing Goun011 of UNDP or

the Intergovprnmbntal Council of WFP, etec. ), : |
-~ but they are non voted as a whole or annuglly,

-

~  they’ are '
-73551gned on a project-by-project basis (usually tpon submigsion

of a specific plan of operations);
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- nllocabed in most Cases for several yesrsS. the actual period varying

from preject Lo Pro cject; o
_ ueually voted on twice a year (in' Jemery end July for UHDE);

- gt least in +the case of UNDE, P j cts arc nob executed by the agency
Jx .

yinich hasg decided on The volumc of thc funds and approved their allocation.
+o thesc Inaturesg

There &are some, drawbacks
rizts snd legislative bodies to try ond form a

~ they do not compsl the S8Cret
?unds or in other words j¥s) prep_¢c a

t—bw-m*ogect“ voting procedurs soSns to be st verionce with o

gener a1 picture of the use of synthetic

programme. the "projec

tho very idea of programming;
- they przvent the exsouting agencles, OVET 50 per cent of whosc activities, as
these funds, from knowing in advence, OT at .

sqovp by the © able, &rc often financed foug
is put to the vote, either the amoumt or Lhe purpose of

1east when thoir own budget

ﬁ

LJ¢D¢57v +he most sericus shorteoming —

the funds Thus ailocaued +o them. IThis is
+ prevents +he formation of & coh rent Zecneral pieturs O cf the act
’ : 1

and therefore congiderghly hembers ratigpa_ D_ogrammlgg.

s
8]
13
ct
e}
jwy
m

§i:

b
0]
&
el
5%
[
e

e

_ 4in sdditicm, in order to obtalr

b
(1)
Q
‘_]
mn
i—h
[8)
ﬁf
(]
H
o
L-
Eﬁ
-t
s
(1]
H
m
B
ck
ot
=1
4
[0
wm
W]
H
L
iy
m
H
]
E
It

United Nations family as & whole, DALY
this is o mogh difficult tasx, even

+o different perigds have to be collated, and
S . - M T .

for exports.
The discovery of These serious shortcomings does not nacessarily mean, however,

that the system of voluntary funds should be abandoned.- The present procedures for the

use of these funds 3an engily be changed i thout melddng the lﬁov1 gsicn of these funds

5 nompulsory and, therefors;

oy uhﬂ contribuiing State WWthout affecting the States'
Lreedom of dec;510n.

-These ccmmenus ﬂhould be horne in mind in considering table L.

JUES—

Baiﬁonal programming would not be possible & at. a1l wers it neot for the

set that UHDE funds still represeat only 50 per cent of the total funds
avalluble +o the agencies, and that the present system, to some € chent,
sllows approximate but roughly valid assumptions to be made regarding the
volume and use of fmmds WllCh w1ll not be finally a;located antil later.

A

—
T




-~ The table shows, in particular:’
The largs sharc accounted for by the United Nations itself: about -
- $20C million out of §700 million, or 28.5 per cent of the total;
The share of the four large organizations (FAO, UNESCO, WHC, the ILO):
ebout $325 million, or 46.per cent of the total; ’ :
Above all, the relatively sméll propertion of funds which are covered by

hudgets (about $355 million, or approximetely half the funds used).

1.4, Main difficulties 10 be overcome

These three observations immediately suggest thot, in an cndeavour to meke the

finsncial system of the Unitod FNeticons family as a whole scmevhat clearsr in presentabio
the basic difficultics to be overcome dc not concern the small crgonizations {whose -

Tinarces zre on a vory minor scale), but relate to:

The United Netions budgeﬁ; presentation of this budget by programme, in
aécordaﬂce with a modasl of the same type &s those adopted by the four
lerge organizations, would give a coherent oversll picturc of the
development pfogrammo of the United Notions family;

Budreting for extro-budeetary funds, and morc particulerly those disbursed

by UMDP to ths exécuting‘agenciés; "budgeting" means lmowing in advance

for the Budgetary seriod (twe years is the pericd which most of the agencies
‘are tending to adept) abt least the volums and broad allocation of the funds
concerned. S A o , ‘

It is certain that If an annual documant could be produced which would show
clearly, for each budgetary period, even in summary form, the‘allécationfby main
continuing activities, or by mein projects or groups of projects,'of allithe Punds
thus used, this would give a clearer picture of the activitiss of the United Nations
family as a whole. To be truthful, such a document would serve its purpose only if it
also showed the place occupied by this instalment of activities in a whole which, in

most cases, includes activities carricd on over the medium-term. This, however, would

entail clear identification of the objectives pursued.

1.5, Lack of precision in the obisctives pursued

s o

S Beern

It is a fact that this lack of financial clarity goes hand in hand with a lack of

pracision in the definition of the objcctives pursued. True, the general objecﬁiveé:
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popular in United Hebions ideology, 18 not

maximum clarity

“tha® to set an ei_c_mpl ~in u.L'J....S matter
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which the organiz zetiona of the Unitea 1 Hotions fomily 1oy down for theonselves are Tnown.

Hiwever, the distd netion betwgen the political objectives (mzintenance of peace,

) and what might be colled the contribution

of the United 1 Nam ong family ©o econoric and technical development Goes not emerge

functioning of, politl cal organs, &tc.

S

very clearly. A&t the fineneizl level, in porticuiar, the omounts ollocated to these

are not rendily identifisble. fLbove =11, the

specific oLjec tives of the various or gonizations with rogard to development do not

"Du.ro d._Sull'].C'G sev:x,es of activities

stand out with sufficient clarity.

Probably the nain reason for this is thet the idea of planning, alb houf';l vc‘r'y

applied Very systematically to the actucl

It is trus thet long-term obisetives (suon- as the
. " 2 (L

geinst i11iteracy or for full employment,

o

progromaes of the organizations.

eradication of somc diseasc, the campalzn

or the development of world food resourc ) are tho subject of fprogrommes? coverdng

r:l-

te soy that some s0rd of continuity can be

several years. It would_ be more aceur
But the stagos vo be reached in Thess varicus

S

notzd bet UWEGTI SU.CCBSQI'V&J prognmmes.

directions, over pericds of five, six or ten years, comparaple to those adopied for

nstionzl plans or for “ien-year prospects” in the devel mea countries, are not coversd

of _1Ih’1 ch m.’l" arious budr:b ts (whether emnual or biennial)

by explicit officiel documentis

woulcl form a compenent part. Th"'!“ ]_th..C" sicn is no doubt largely due to the multi-

pl 3.c:s.uy of the objectives pm"sued in a
The fact romains that, despite the vard ious but inequal efforts that

éfeu.b mony CDUIluI‘lGS -m +th - in the last anslysis -

very modes.u neans.

sre heing made, the ecurrent me uhods of budret resen +ation arc not conducive wo
S H

in this respect.
1.6. hbsence of a common languasze
Again, the fact Tthat the trwhniques of programme and budget presente.timﬁ vary
so that “there is ne GOLTON. l“:lguage between them, zﬁakes it

from one agency Te another,

1mposs:.ble fer the Tnited Nhtlons to serve as a model and referance for the economic

and 1“1115110&.1 administrations of the developing countries; yet it seems fairly obvions

‘wouJ.d be at least as effective as gendl .ﬂ;c:'.missionS.
uheJ.r own nati o-lJ. technigues here c..l'ld thers. This is no

D‘U.u “the UIl.L B\_,d Hetions :E’L.m_x.ly :n.s tha only leborators

of experts who transplant
doubL a particularly difficult tosk,
in which suc:h an eflo.c-t has any chazlce of prop‘ress and SUCCeSS..
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L1.7. In short, thosé who giﬁe ﬂo importance to clarity and standhrdlzatlon of budgetar:
progentation in the United Feticns family seem to us to underes imate the significance
of the problem:
(&) From tho techuical s stencpoing:
the egoncies théms lvas, facility for the work of specialists, solutlon of
the vital problem of evelusting the results of _thewr p‘r-og“ammesj

(b) From the standpoint of imformation: clarity of CDmmLchauan wlth member

improvement of the tochnical funCulonlng of

States on the onc hand and with intcrnat tie ml puﬂ11c opinion om uhﬁ othcr,
if such ouinion was bottor infor ﬁbd as to the spee cific ohgoctlvoc pu;suod

and as to the quelity of the rcsultﬂ Obﬁa’hud, it would cortaln_y contrlbute

more towards 1ncroa51ng the resourcas alHOFatc& by the varicus Suates to

firence United Nation tixitl S. )
1.8, In the last snalysis, thercfore, progress towe "ds a standa*dlzad budgCUary
presentation is - though of course in varying degrees - one of tho esgential tochnieal
cenditions for the efficloncy of every organization. Whereas technical rosearch in
coertain specific fields such as the law of the sea, the intornstionsl rogulation of
postal and telecommunications or meteorclogy calls for the continucus ‘efforts of a fou

organizations, it is certainly regrottable that, to many ninds, technieal improvements

in uud:etary, rlnanc1zl accounting and administrative presentation, as applied to the

orgenizations of the United Natlons family themselvcs, do not saom such z pressing

mattor,

L1.9. Prosent situation with rogard to the dmplemontation of the recomaondations of
the Ad Hoc Committee of financial | Experts ‘ '

The varicus obscrvations we have just madc are no doubt largely identieal with

~ those which prompted the carlier mentionod financial reccmmendations of the Ad Hoe
Committes of Fourteen, : ;
Barring a,few casos, um¢ortunatcly, the 1nplbnuntau10n of thogc recommendatlons is
meeting with many difficulties and with an attltude of reserve that. is due either to

the desire to Preserve the 1mporuan0b end eriginelity of the agbncv concerned'dr-to the

absence of a common goneral outlook on prograr crming problems.,

The present report has boen planned not only as a contribution to certain studics
called for in the Committec!s conclusions (more Specifically in rceommendations 4y 5 and




& on budgstery resentation and recommendation
h ’ A
L pre

wiew o determining what Type o
of the Committee's

29 on long-term programuing ), bub
c

also with & <ignl messures could be quickly
applied in order 4o facilitate adepilon propogals as 2 Whole.l
1.10. Prom the remarks we have just made 1t will be fairly clear that the main

2 rabional and sthand

gifficulties in the way of & ardized regsentation are of The
o

sntellsctuel kind.
The replies recelived +o the questionnalre ammexed to note B revealed that most of
thess difficulties were closely bhound up with the vaguensss of the wery concept of a

the last enslysis, are in their sesentizls merely

iprogramme” (ingsmuch &8 budgets, in
or. biennial - finsncial trenslation cF o progromme, CGrovn Up elther for

the annual -

the same perio&"or,‘ sometimes, for a longer period).

Thie c:onceptw, therefore, will need Very careful consideration and analysis if
- aifricultics in guestion.

there is to be any hope of overceming The 4

1/ On gome points, close study of the problems involved has led us to recommend
measures siightly different from those proposed 0y the Committee. These ’
divergencies are ejxplained. either in the body of the report or in moies.
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PART 2: THE INADEQUACTES OF THE PROGRAMMING SYSTEM

ele b5 we havp just seen, the financial structure of ths organizations in the
Urdited Nanlons family seems to have many defects; a "*uay of the programming methods
used reveals, likewlse, machlne*y which is by no means in perfect working order.

The confusion of ideas whlch seems to exist in many sectors can no doubt be
explained by the difficulties inhérent in the nature of the proiolem; bt BVArEeness
of a considerable scope for improvement is becoming inereasingly evident.

It is a large and difficult task to bring ebout such improvement, which must
lie in the general direction of replécing the present methods - czsentially project-
based - by methods conducive to the formulation of proper plans. Hiwever, there
seems to be no doubt that, just as the finencial system at present reflecte the
uncertaintiés of the programming methods employed, an improvement in the finencial
machinsry itself would facilitate this gifficult reorientation. _

These are the ideas which will be develo ped in‘ﬁhis part of the rsport.

2.2, Uaﬂueness of the notion of "Drogramma"

The notion of "programme” and the necessity of its use for budgetary presentation

are certainly neither understoocd nor accepted in the same manner by a1l the
organizations., We deem 1t essential %o quote here the main replies of the
secretariats on the problems posed by the very defin tion of the wo*d programme”
(mainly in connexion with ques ions B.8 and B.9).

Thus the ITU secretariat, for example, replied to one of the guestions (B. 3)
WITU hag no programme”

Accord1n5 to the WHO secretarl : Myhat is desirable above 21l is an agreed
common deflnltlon of ’programme'“ .

.The secretariat of IMCU says that its programme is covered Ey the single word
Ttransport”, 3 _ - o o

The Tnited Nations Secretﬂrlat in stating ite w1ews on the difficulties
encountered, goes into more detall;. ' S

"Because each of the organizations in the sysbtem has its speclalized

field(s) of -activity and responsiﬁility, a common method of identifying

programmes is difficult. This (difficulty) is more pronounced in the case
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of the United Navions, whose activities are wide-ranging and cover such

disparate areas as: political and peace~Keeping; apartheid; decolonization;

internationsl lew; and "these ssctors in the economic, socigl and human rights™ -

fields as arve not coversd BY the Specislized Agencies. An agreed definition

of. \programme ! and 2 standard cetegorization (éivision into parts of the

budgets, Zide: 3,2 of Hote B) could centribute to an sasier identificaticn

of the Organizstions’ activities and comparability.”
Other secretariats observe:

Either that nprogramnes” 47 in practice identicel with the orgenizational chart
of activities (6P},

Or that

tthose activitiss which could be classified by projects and hence provided

for in Tthe 1Projects! section of the budget are SO small and so uncertain

st the time when ths budget is epproved as to palee it impossible and
wmecessary o attempt. & more specific presentation in ~this budgst...
- I3 ié gifficult to see how & budgebary breakdoyn conld be mzde in detail
of the co-crdineting and catelytic role which WO playS'in'regard to each
of the eighv Technical Commissions end the one hundred odd highly .
specialized worlking groups™ {WO).

Regarding the breakdoun of the proéfammé part of the budget {part

ders it cssentisl that. the latter should be divided into*

TI), the

secretariat of UNESCO consi

the main subjects (in the case Of UNESCO: education, sciences, culture and;go on)

and that each subject shouwld ke subdivided into specific Types of activities

{education, Ifom example, should be civided into research, teacher-training, adult
education, etc.).

2.3, Thus the concepts of programme, rield of activity and project seen to have

different meanings, yhich are not all equally clear, for the secrebariats of the variot
organizations. ‘More particularly it would appear:
That certain types of activity in a glven sector cannot be easily

predicted: the work performed by the departments concerned tekes shape

more or less from day ©o éay,
.unfqreseeable.to be. gusceptible of definition in advances;

end activities are Too NUmMETOUs, minute and




That certain fields of actlwlty are less amensble than cthers

To treatment in the form of specific and cohu*ent projects:

for example,
some of the flelds mentioned by the United Nations (maintenance of peace,

.decchHlZaulOb, apartheid, etc.).
But whatever the difficulties encountered, and despite some of the points
mentioned above, 1t seems a priori to be hardly likely that any organization in the

United Nations family could do without 2 forogramme® .
Re4e Need to distinguish bebween dif Pferent tyres of activitiass

Actually, this is primerily & question of definition.

The organizations in' the United Nations family all have general chjectives, some
sort of misgion which is usvally defined in their charters or basic texts,
At first sight, therefore, the programme of these organizatio

ns cannot be any-
thing else but a treaslation of those generzl objec

Ives into moré specific anmd more
Limited objectives for a particular period;

But such a transiation has to be possible,

a programme is an Yordersd set cof oper
resultht,

According to the best dlctlonarles,
anﬂons necessar and sufficient +o produce a

Thus it is DGCBSSarj both to have ‘access +o & method of classification and to

be capable of producing & given ?esult. ¥While hope is néver an essential Preraquiasite
of any undertaklng, the taglks a831uned to’ the crganizations of ths Uhlued Nations
family cover some fields in which the results to be attalned are too p“oblemau¢cal Tor
programmlng to be conceivabla., '

There are other fields where results are eagy to achiews but where the method

cannot be foreseen, inasmuch as the work involves the appllcatlo of known techniguss
to events too minute or “boo anpredlctable to allow of any fOTECﬁSulﬂg how the
activitiss to be ‘undertaken will actua_ly be carried out.

In these various respects, the political or diplema
Urited Nations,

tic act1v1t1es of the

the maintenance of DPeace in particular areasﬂ sp801f1c funections {e.z.

the International Cour: of Justice), the technlral problems dealt witi by the smaller




fic regulhulons) and

the law of the se&; alr tr

specialized egencles (maneoroTovm
ne conurol of socizl evils may

ECtiVlulEo connecned with egonomlc development or g
nging to sectors jota

be reburddd as Delo wich ere obvlously not conmﬂ"ab;e as regards
‘regards the technigue of programmlLE_ﬁhe activities

feasibil;ty of forecasting or &s

which can be urde uaken.

seems ‘absolutely essential +o gistinguish between these various

It uherafore
types of pctivities. It seems Dcsslb?c +6 claseify them for this purpese in three
broad categories: - '

Political uct1v1tlesg
Internaulonal co—operablun getivities among countries of all levels of

deveTmeent,

Add to the deve7cp1nﬂ countrﬂes.

2.5."P071t1ca_ a0u1v1t1es ‘
political activities camnot, of COUrse; be pr ogrﬂnmedﬁ az T ards fﬂnancej ajﬁ
s1locate Bhe funds and MAnpousT reqvﬁvpd

thﬂt has to be done iz to

OI‘gL..':lS "I1 OPEI’c..Lﬂ o, _

This cabegory covers in part icalar areas.

peace—keeping activitles

InAany C&SC,‘tthG vavious activities sccount for omly & Very small

In DrﬂCuﬂcej on
1ﬂ11"°d agen01e=) seems Ho be involve&, up

_J

part of .
TJIH ued T*a*a:n_onc e;:pend.fu: iy the Tnited Nations budget _(plus, o =
'ﬁmlﬂweswc
r %o exceed qBO mlTLlom (ODC?&ElOD of pollt¢ca¢

i/

very m_nor e;ﬁcnt these of

to a tOual sam which does not appee

organsn %20 milllon, malnuenanc ¢of peace: 85
ntatlon cf the Tnited Wations DudgCu, however, 1= not such uhaB the
tivities can be readllj lﬂeﬁul;led or 1solaued (uo obtaln

1-16 would have to be added up) . 1eC there would seem‘

to be gained by maklng it clear how smalW those‘

The prese
appvoprwatlons For “hese ac
this-resulu, 1temu in ssctions 1
+5 be some polificel advantags

s

gppropriations &rs. . _

accounted for much larger Sums;

;/ At certain periocds, peace-keenlng setivities
be compared with the

yet insofar as it is effective, guch expendlture cannot

costs of a wal.

million;= excluding administra ative co csts

to Peem uhe p071uﬁC“T

)




2.6. Inuernﬂtlonal co—oper=ztion activities ameng countries at all levels of development

This hea dlng covers many dlfFerent activities. In the main they represent the

type of a0u1v1qy vhich, before zid to the deveIOpvnc countries came on the scens and

erew, the international aserc1es intended to bs elmost their sole function.

thelsss, the considerasble velume now attained by aid for development (seg section 2.7.

Never-

beWOw) has not done awsy with the various organlva tiong! traditional actlv1tles.

.

Without exhausting the 1list of these activitie s, they may be said to include

the following:

(a) Technibal functions, which represent, %o some extent, fairly well-defined
international public services whose operating costs do not vary greatly in the long
run;-in the case of the operation of & court, such as the Tnternational Court of
jusiica; or in that of Iiaison services betwsen national public departments responsible
for telecommunlc;ulons, postal services, meteorology, etc., the expenditure is ususlly

1ﬂcurrﬂd in the perIO“mance cf standing duties which of course may vary in nsbure

but, as a rule, only within narrow limits. Thig is probably the interpretation to be
placed on the repiy quoted above from ITU to the effect that ITU "has no ﬁrogramme".

_(b) In addition to these clearly defined- technical functions which have besen
entrusted to particular agencies, the Unlued Naticons feamily, and 1n particular the
four larce organizetions (FAC, UNESCO, IJO and WHO) and the Unit d Nations have under-
taken activities to'promote co—ordlnaulon between counurlep at all levels of development
with the aim of: |

- colleCulng information &t 2 glokel level, such as world staulsulcal data;

-~ pooling knowledge and exchanging information on techno;ogy or 501ence,
Tor example through the scientific congresses convered by UNESGO; or étudiés on
standards by the I10; |

- conductlnv resemrch on problems of concern %o alT countries, whether deﬁeloped

1
or developing, 1nclud1ng D“OLLEES reT uﬂng to intel lectual and even moral activities,

ety ciere

These various types of expendluuLe cannot be exzactly quantified. The clearly-

defined technical functions carried out by highly specizlized agencies (total of the




i

Sechnicsl budgsts of the small organizations i.c. I0A0; UPU, WMO end IMCO and of
the budge? of cthe Tnternationzl Sourt of Jus tice) - represent about $25 milliomn.

or the other hand, can only be

sdentification whereby it can be distinguished (within the

The second cabegoTy, setimnted very roughly, because
"Dhcre is no .system of
and soclal development) from expenditure on aid.

over_l"l G}:.Pel“d’i ture on eCONOmMis
it is COI\gldu'“ed that this e;:oel'lﬂ._{.‘trurc mast

Accord:_n:r-uc the Cl&SSl;lC&tlun adopted,

-r'e*tﬂ"esent rather more then %50 miliion.

It muau be emphasized how important 1t *s 50 moke o clear analysls of this
e”'penal‘ture. many national activities relating 1o
»1d level, and boc the riclds referred tc in This s
Aiecharged bY internat:a_onal agencies.

ressarch or the collection of

information at the wo ction generu:{_y,

have become pointless Lﬁc"u=e the.;e fu_nctluns are

4 ouu mors _LaulOTl“-l:If ang

They are probebly carried therefore more cgonomically in fhis

ach countrv waa obliged te maintain national services for ihe PUTrDOSE.

ywey _then ii‘

Inter Tnat ional activitiss in this case, therafore, lec_d to esconomies in national
expe diturs (s:ane the total of the contri’i:-utions msde for this expenditure is loweT
+ the cost of the activities would be if they had o be carried cut by EE,-Ch of

f«. clear :Laenuif ovion mulrmr it possi ivle to calculate

%

than
the conw:.batlng couz\t ies).

The cost would therefore. be of obvicus value.

1nte1"nqmonul c:c>-~oI-éL:anafrJ:l.r:u1 in uhes-.-, 5p?1e'*ps could be still further sxpanded, the

ture of gach country yould be beneficial.

ez"i‘eCu on the public expendit
igs - that J_s, of organis Vlng them in

The possibilities of programming these activitl

advance in an orderly and detailed faciuon with a view to ach:_w ing a specifi& resul'b -

vary COl’.‘ugldEI“"bl"h
atmed at alding the developing countrla.)

2.7. Aetivities

These activi ules hc.TTB the Iollow:a_ng characteri stics:

- over the pqst flftbe TRArs they have ev:pfmaed cons:.dO’r"D_bILy S0 uhat they now.

appwr to represent over three quarters of the agencies’ actlv:.h o5 a8 a whole,

~ these are the activities which sould most easily be programmed and mj_ch sho 14

E""tc,..lﬂlj be m"ogr:ammea, pref‘evab v over ths medivm term;
l}T of,the United Natl OIlc‘ f"ml T ‘t,lﬂe dEVElODeCi

— these sctiviiles are not the monopo

urtrj_es in fzct carry oulb very similer activities thrcugh other institutions (:Ln L, _1e

al or other forms of malt.;lateral aid).

form of bilater
that hefore these development activities can be

These basic Ghd:‘ac’ﬂerls‘tlcs mean
sed in budfctqry terng, 20me orioxn
for attaining the chosgen obqec cives. -

thought mast be given to the

programmed and. eVpres

. wethods adoptecl by the varigus cr.qanlza.tmnﬂ

It tould also show mmjb if +the content of




2.8 The.theoretical.problem. el

It is a common feature of aid to the developing countries that the latier is

extended in pursuit of long-term or medium-term objectives which can be identified with
a fair degree df'precision, which Indeed can often be quantified and which are +he

- subject of a very gensral internatiocnal agreemant Cthough there are, of course,
.‘technlcal and politicel-differences regarding the means o be applied) .

In the last analysis, thersfors (once political activities and co-operation
functions "have been sat asidé, what is needed in connexion with development aid is +to
establish:l
' For a specifisd period:

A definttion .of the activities to be underbaken and of the means bo
-be applied

"In order to achieve results which will represent a milestone on the
way to the general objectives laid doun by the charters of the
organizations,

raises & number of questions relating to the Tollowing:

The lensth of the period to be chosen: is the time-span of the budgets
(generally cne year or twc years) long enough, or would it be bether to take
a longer period (such as the six yeers adopted hy the Committeg of Fourteen),
's07as to cover several budgets, or even the ten years adopted for the
Development Decades? -

The definition of the activities undertaken: are they projscts

established at the recuest of the cowtriss concernsd or proposed by uhe

agencies without .any overall pian, or do they constitute a coherent body

of aebivity made vup of separate bub co-ordinated projecte?

The nature of the results to be aimed at: can the objectivéé be

defined in specific terms ang, if' so, how? Are the objectives attalnable
in one country or a mumber of coun,rles, or do they apply to all the
underdeveloped countries? Can dates be fixed for their att talmment - and

S0 0Ona. .

The definition of a programming method entails obtaining clear answers to preciss
questions, and this does not seem feasible at present,

: This confusion eppears to be due meinly to dlfflcultleSPecullarto the Uhlted

§i5 Nations famlly. - They are_well known, but we ‘thought it necessary o recapitulate
-ii‘them briefiy., O .. o - T




" yeleting to the complexty of the problen

Specific difficuitiss of development progratming netheds in the United Nations

2.9
Family

e i i

- The methods .of development prograrming have been refined oVer & period of

decades and are still being lmproved; but this progress has occurred within & well-

defined pational frapework.

Ir sther words, 811 lknown nethods have besn developed and improved for use in

the servide of Siatest/ . This applies to economic analysis (collection of basic

statistics, establislment of 3nter—industry matrices, gctablishnent of produet
bzlences, pational accountling and forscasting methods, ete.); to industrial or
agricultural planning {setting of growth targets, geperal

znd to neans of executicn (methods of financing, credit ntilization, vocational

Ho comparzble progress has been made, however, atl The internation=l

ressons but partly, without any doubt, for reasons

training, etc.).

devel, partly Ioxr obvious political
s and the mumber of variables involved,
.10 So far zs the United Nations family in particular is egoncerned, it nust be
stated at the very outset that the ‘specific gifficulties of the problems involved are
considerable,

They sesr: to be due especielly to ths ‘fo;.lowing factors:

The general nature, smbiticusness and multipliciiy of the gbisctives pursued. I+

ig instructive in this drespect to take

a genersl lock &t the charters (basic texts) of

+he orgenisations; there is no i steking the optimism and Gynarisn of the ideclegy

which inspired their preparation.  The terninclogy used bears the gtamp of the idea

of moving towards & better world, as witnecs the verbs most frequently msed: to seek,

to improve, to co-operate, to: suggest, to augment, +to disseminate, to -encourage, to

Facilitate, to premobe, to accelerate; .eJc',cv . Bub wlthough the fields of aé-l:ivity are

clearly indicated — sometimes with quile 2 high degree of precision - these

instmments say almost nothing sbout the rate.of progress, the phases or the limits of

the gctivities in guesltion.

A11 these documents afford & clear indication of ideals on the one hand and of

fairly specific fields of activity on the other; but there is no definition whatsoever

of any strategy: j.eq, of & method of epplying the meens availeble in order to achieve

specified results by specified dates; = - : f

1/ Enterprises, too, may now be sald ic have a set of tedhnical methods.enabling them
to forecast and organize thelr development; but general sconomic and social .
development technicues clearly concern States alone, ’ ) :

coherence caleulations, etc.);
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The paucity of financial resources available. © There is no need ' to labour thig

point, slnce it is well known that the seversl hundred million dollarss mobilized
tannually for multilateral aid channelled thiough the orgenizetions of the Un¥ted
Nations family represents no more than 6 to 7 per cent of the total bilateral” op multi-
lateral aid rendered by the dé?elqpeaECdﬁﬁﬁrieé to the developing countriess s '

Ihe' inevitable disversion of this effort anone & grest many recinients, since for
obvicus reasons the Unitad Nations family cannot concentrate its aid on a few
eveloping countries; '

The number of decision—rmaking centres in the United Naticps femidvy: gach

ispecialized agency has its own secrstariat and gensrally its‘own'legislaﬁive body ;

-

?bolicy-iSuformulaﬁed—iﬂithef%aurse of various separate~di&10gués?betﬁeen‘thewtﬁﬁ;‘*aﬁd

‘the situation is further .eomplicated by internal transferss ofwﬁunéémbetween"&isbhrSing*éL

ﬁ;rganizations such as UNDP and the executing agencies,

. The international composition of these decisibn—making centres is a further

complication; they must take into zccount all the moves made and ideas put forward ty

the representatives of all the mepber Stztes in the leglslative assémblies, which are

: It is true that these proposals provide'éi§aluable

ntribution to the centres! thinkings -%ﬁ£~%hey makéaﬁhe Dprocess

of consolidation even more Aifficult, and this delicate dask is sti11 further

omplicated by political considerations of prEStige,'balance or respect for established

ituaticns in partitular countries.  Tn 4he clrcumstances, the efforts made b§ the

,mecrefariaﬁs, and par%iéularly by théi“ heads, 'in helping the goﬁerning'bodies to’

erforn the task of consolidetion involved in the prévaration of annusl or bienﬁiéi
udgetary prograrmes are cohsiderahle and often commendable; ~ T

i Lastly. the equivocal ‘situation of the various organimations: '

On %he one hand, they hewe in their legislative bodies fn ‘best qualifisa

g%presentaﬁives of mest of the States in the‘world, andfmight therefore fegard thémselve%

igﬁo scme exient,.asua'ﬁdCal»péint-ﬁér»allitEEJeffbfﬁs*of-their msﬁﬁér*Statééi’:

The exzct figure, which is probably between $500 and $600 million (i.e, that part of
the %700 million given in section 3,2 above as the total budget of the United Nations
family in 19684_which"is earmarked sclely for assistance to the .developing )
cowstries), cannot be aceurately calculated so long as expenditiure tnder the verious
budgets is presented as it is now, ‘ : e e e
If the objectiwes arecompared with the means, it is no exaggeratiss to say that the
organizations of the United Nations fanily are expacted to crganize the happiness of
mankird with a few hundred million dollars., '
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they have at their dlsposal only the very meagre ;lﬁaDClal

On +the other hand,

wasourcas mentiocned above. . .
of the orcanlzatlons in the United Nations fam_lg o admlnlster a

”‘ort or to consolidate all forms of aid forth-

Is it the task
suﬁpLemepuary and modesz assigtance e:

o uhls question is never very clearly

2,11 This sitiation is no doubt due ln.parm 1o the general cha?acterﬂsuﬂcs of the

worldls political structure; tpc geqerous 1deology of the orcanlzatlonql charters has,
titudes of the various nations

in the last resort, little influence on the nolﬂtlbal atil

coming? The reply brought out.

practice bevween The

and, in particular, on the sconcmric relations which exist in

developed and the developing'countries. - ,
However., it is alsg the result of a certain tvpe of administrative structure and
s 2nd methods peculigr to the arsenizations of the United Natlons

of g set of procedure

Family ‘ ..
1/

It is not our inten ntion to deal here with strucuura_ problems™ .

the procedurns followed (within the context of exiating struCUures),

However, as

regards it ceems

certain that improvements are possible and that they nlgh’ help to cvercome some of
the difficuities mentioned.
2,12 (Cheracteristics of the current methods

The methods currenily.in use appear &t first sighﬁ

+c be based on the project

technique, supplemented by somewhat theoretical efforts at grouping and CODSDlldaulon

which have mo direct effect on the practical work done. By conirast wlth the planning

method, therefore, the vwhole system gives the impression of & dissipation of effort and

oi rathsr futile attempﬁs at groupinge.
In realit ty suclh a judgement would be ove
the methods used bnou_d take into acoount in partlcu¢ar the structure

the uature oI the various prograﬁmes

L—hasty and regquires quallflcatﬂon, 2.

of the organlzatlons‘ programLe admlmlstwatlons,
or projects; and the unequel headwsy made in the

Ze 15 St ructu_e of the apencies and dlSurlbutlon

mguhodologlcal studies now in progress.

of progremme activities between

headouarters and the field
ain 2 more exacw plcture of the annual shars ln.the progvamme w;lch

Tn order to obta

is borme by the mein organlzatlons concerned with ec
ormatlon at present aveilable in the budset and yarions annexed

ohomic and soc1a1 developmenu, we‘

have drawn on the 1nf

_/ These are 2 matter for, among others, the group: r95pon51ble for the Gapaclty
: S:bud;y.i L , . s . - s

T
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documents and have then attempted to compile a table showing the structure and
relatlve magnitude of the various branches of acu1v1ty. This table lays no clzim

to great detail or accuracyl/ but it does heip to draw atbention to certaln

- features.

Notes on the table .
The areas in black repressnt, in millions of dollars, the amount of funds

_allocated to finance programme activities at the headquarters of the organizations;
the shaded areas show the amount of funds ellotted to fisld activities, irrespective
of origin {budgetary or extra-budgetary). In most cases, however, with the
excepﬁion of WHO, the funds in the second category are of extra—budgetény origin.

The items indicate the main departments or services using the funds (except

in one case: ‘that of non-communicable diseases, under WHQ).

1/ Based on the figures available for 1968, it covers only five large organizations
and relies to some extent - e.g. for FAC - on estimetes. ) ,
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2.14 Comments on the gmneval Dvogvamne of the Uhlued Natﬂons famllv

 This Eable calls for the followlng comﬁenus. ' A

(1} Al+hough it waalurepar ed on the basis of the flgures aveilable for 1968, a
‘lock at the documents for 1945, 1966, 1967 end 1969 reveals that, if thé figures for
a diffareﬁﬁ yedr héﬂ been ialenf the tabie would fot ‘have been appreclubly dlfferen+
in structure. It on emresenus, therefors, & faizly stable model. 7 *
(9) This bQLHF 50, the table shows that the general prograrme of the Unt ted

Nations Tam+7y is CDﬂﬁlruDLBﬂ bv the actual structire of the oraanlzatlons, ‘and

partlcularTV br the 0010054%i of th i DVOLTAmS SE”TlCPb. These’ struCUures'aCt as

a klnd DL mould fron Uhl"h LL, same model is reproduced every year., This rigidity
doubtless azfordb somnes aavonuagec (5% guarantees a degree of conts imiity and is
resistent to changes prompued b Daséi nz fashion), but it also has its disadvantages:
for examle it doeﬂ not p'“”ﬁ' an easy and repid -eorleﬂtaulon of uhe'programme as a
whole, cven where there is a geme“ el consensus in favour of Dr10“1—y actioch in a
particuiar fleld _ No draﬂtvc chan s is conceivahble without structiral fodification
of the servaues LOﬂCE*ﬂPd» This fapt vnould be hérhe in mind in examlnlng the attempts
at consolldatlon nh;cn ] ve Teeh or are belng ﬂade. '

(3) The tab’e alsc shows that the activities of the programme adm*nlstraulon at

headhuarters are on a far Fron negligible secale. ' R

(m) Ileﬁd LGU_VlulCu are concentrated in a Pfow main sectors.
Thus the tuble b“lnﬂs ouu.
The relatlve wenlt h 0” 0] hy compaflson with the other o¢ganlzatlons,

and ube noncentvatloh of 1&; ef rtu \nxnrmun;cabTe Q_SEaSES, supplemenued By

santors (pdbllﬁ Health' serv1ces, env;ronmental

kD

"Pctlv 1 ﬂe n Pou_ other la
hea¢- ' u“th pLDﬂOu_Gﬂ and pu odectlorg and educﬂtﬁon and tralnlng)

1uicu_ar 1mno;“1nub attached | hy the' United Nations &b the development

rof natural resouiceu. which reseives decidedly more funds than are allocated for

resnafch ln th‘ 1ﬁ7d of pTanang

lne coacnn"r thu oP ILO!s activities cn the development of hunan

resources; _
 The 1mpo”tanc aﬁtacheﬂ by'ﬁNESCO.to_teécher trainihg_anﬁ.%échﬁiéal
'educhtlon-; ' I R i Lo
' The gg;e ba1anced appor Sionment of fAO “esources among a:meJ.productlon,'x
plant produdtlon, fornsts, fisheries and rura7 1rst1tutlons snd serv1ces,'
albelt with parulculﬁr b?phﬂSlS on land ard wat°r develqpm@nt
The fact that the propo%tlon of actlvlty denoted to 1ndetr1al development

is stildd ve“y small.
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(5) It would be necessary to hzve access to morse numerous and more deteiled

descriptive documents (tables and maDsL nd thus %o gain a ‘more comprenen51ve
conspectus, before making any attempt to pass judgement on the gensral design of the

programme of the United Nations fomily as ¢ whole, It would probably also be

necessary to have 2z similar conspectus of other multilateral or bilateral ald
progremme. . However, the broad cutlines of this programme as revealsd in the fors-
going table at least lay it open to guestion whether the emphasis is really laid on

those matbers (within the competence of the United Nztions) which ere the most
important and urgent for the development of Door countries,

{6) .At all evenis, there is no clear indication of aﬂy‘unity or internal logic
in this programme. Although this is probably due to the summary nature of the table.
we. do not know of any document which attempts fo 1dentl;y the unity of conception
underlying the programme of the United Nations family.

This compartmentalization into a ssries of separate and, 1t would s588m,

inadequstely integraied programmes 1s apparently sccompanied by:

| : : . . : - - R
% o Systematic reliance on the project technique for field act1v1tﬂes;
;

: A lack of precision in identifying the "JEadquarEe*s“ activities of

Sty

e

prograzme admindstrations.

it

o
T ST T e T T

2.15 The projesct technicus o
In the current usage of the organizations in tne United Nations family. a proiect

is an operation having the following characteristics: its durstion nzy vary from a
few months to several years; its objective is limited and fairly specific; its

any, is known (2 giv:n establishment o town, part of a

A T g oo e ) £ e ey b o

i T, bR

gaographical site, il

country, a country or several counﬁries); " and the rescurces for executing it consist

of appropriations for staff {cr equipment} made either under the regﬁlar dget of an

e e

VT

organizaticn, cor from

| States.
What characterlaes 2 projectd; therefore, is the 1lﬂluatlon and €J1“4y specific

extra-badgetary funds, or from special contrlbuulonh by Member

nature of ite otjectivg end, more particularly, the certalnty that the resources
needed for its execution will be available. | '

The motion of a,ﬂproject"; howevér, has never been very accurately definsd. The
word is used both to'déscribe comparatively large-scale plannsd operations covering
several years, cuch as Specmal Fund projects, and to descrlbe much more sporadic

operatlons such as sendlng AN expert to 2 counﬁry for six months o ﬁry and flnd an

. snswer to a questlon of detall. '.,.. : : : L
The. notion of the praject seers 1n most cases te be conflned to operaulons

undertakeﬂ with extraﬁbudgeta:y funds, and in anj case to Tield operatlons.
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Beveral comments-are called for in-this ecomnexion:
~(a) The method is bot only rational but is in fact the only-possible‘ane; it allows
relear identificationrof'the-variqus-activities undertaken. Hence there can be no

question of criticizing it in principle.. - On the contrary, we shaill recomend below
its extension to hesdquarters activities, which seem to us 4o be neither adequately
identified nof conclusively prograzmed,.. , A L

(b) On the other hand,nﬁhe most. ohvious difficulty encountered hy

connexion ig that of integrating these various limited activities:

the agencies in this

Firstly, intc the development plan of the various countries (the

bProjects undoubtedly contribute to deg@}ogmanti-but_the exact part
they play is aluaye difficult‘to~define, probebly because they are gn
such a small scale); ‘

Secondly, intc the agencies! general programe of action et the world
level, . In this respect, the most;rational_and_most satisfactony methéd
of presentation is probably"the'"integraﬁion” method used by UNESCO, “which _
gives a clearer picture of the Link betwsen headqguarters activities and
field activitiss, 1In amy c&se, however, this is certainly & very
(difficult problem, and the short “ime-spen of the budgets. does not make
- it easier to solve. : ' i

except within a general system of comprehansive programming, on which a great deal. of
research has been and is still being done &s we.shall ses below,

2.16 The sctivity of programme administrations

However, the "programmes" of the organizations also include a very large, though
variable, amount of work which is carried out at agency headguariers and whioh,‘for
lack of & more accurste term, we are foreed to call Mihe activity of programme

s adndnistrations®, Acco:dingrt? the eircumstances of the case,fthi% activity inelides
the_admiﬂistration.and pronotion of projects,,research work, the comparison of
ﬁ‘experiehse; the dissemination of informatiqn, the preparation of documentation énd
publications, ete, L ' '

. A2D this activity is of course necessary-butﬁ.strﬂngely‘enough,~it is-seldoﬁ—
rogrammed: i.e., it is rarely assigned specific objectives to he attained within g
glven time, S : e _

- The téfminology used to describing thig activity is revealing in this respect. - Ly
1n the FAO Programme of Work ahd Budget for 1968-1969, the most-comonly. used word,
rerticularly in Chapter VI (Technical and Economic Progrémme), is the verb "to-Continué",
while in the. ILO programme and budget for 1969 (item 6-10) - the expressions Myill, -
coﬁtinuéﬁ.%pd-“will be iniensifieé" also recur, - The same is' true of the UNESGO - -
progranmé ﬁ@@:bﬁdget. e _ S T e e e

. LR AR
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The use of such vague terminclogy means that, with few exceptions, no indication
is given of the begimning or end of the period devoted o a particuiar activity, so tt
the lavter is nct clearly identifisd in +terms either of duratiocn or of ohiectives ~ av
more often than not, in terms of the staff assigned to it.

'Hence confusion arises between:
Continuines functions (general administration and promotion of projects, for

ezample) which there is no reason not to Ycontinue®™ throughout the Iifetime of
the organizaticn itself (or in any case throughout that of the programme
administration concerned); and

Funciions which could be prosrammed, i.s. defined in terms of duraticn,

objectives and resources, but which are not sc programmed in ény clear way.
This applies particularly To:
© Research activities; ' |
Publicetions for informetion or traiming purposes; '
Technical co—operation activitiss;
Technicel, scientific or vocationzl training asctivities:

Organization of meetings.
Admittedly such activities normsally last longer than one Year. This is ne rsason

for falling to state their sxmet sterting and completion dates or for Tailing to provi
= = LB s £ P

a2 clear definition of their objectives. ~The technidue of planning tables is per;ecuﬁy
epplicable o most of these activities, but this fact does not seem to ‘have been grespe

Adwi Gtedly, also, this type of activity regquires some degree of "flexibility™; T
since the planning tables ars dQSnged with a view to modification in course of execu—
tion, thig taechnique has never imposed absclute rigidity on uhe organlzatlons which use
it.  Excessive flexibility is vliimately harmful to efficiency. '
=.17 The-large organizations are certeinly making considerable effdrts to improtTe

presentation. - Thus ILO has adopted for the various items on its programme a standard—

- ized claszification which distinguishes between the fellowing: deparimental menagzement;

programme development and control; research, reports and publications; +the collection
and dissemination of information; +technicel meetings; sitandard-setting activities;

technical .co-operation; other administrative and technical activities; and secrstariat

and office ac:tivitiesa S - S e
Under each of these headings an indication is given of the requirements in terms
of annuel staff, man,mopths (acuordlng to TLOIs own.system) and expenditure, analysed) B




research work meetings, publicetions and pro.]act ma.gement U"\IE‘.QCO does not classify
these ac’clntles in as systenatic a. way as 't:he LD, but each ac u:l_v:.ty anr_, partlcularly,
studies are described with the sane dcgreo of prec:.s:.on. Cn the otner harz.l the
" personnel figures are given BOYE eneral_.y Ty L,napne'ﬂ and serv:.ce, while uhe J.J.zi‘orm&vt1 on
on publications is set out, ,in EMNex. 2 to 'th:Ls budge 1
The act:t.mt:.es of the HAO mocrramm tlvisions are descra_bed in vaguer terns;
em“hnSJ.; is pl aced. on the con..z_bu_ty of act:.v* ties, but it is of'ben :u_poss:Lble to
determine exactly what research is De¢ng carried out, what publications are being
rrepered and what type of aid is bedng renie‘r-eu o the developlng countries,  The
degree of prec:s:.on variesq mOreover, oy C]J.V‘J.Slo”l and by cnapter.
w30 describes tbe continuing functions of 1ts progrange services in detail in
-anbered sections, 1 i5ting unc actwthles and g b—V1ﬂs pavtlculars of the personnel
a531"ned to eacb s~ctlonu HOW“‘EE, Ehe organlzatlon of research, which is not
S‘aecz._u_ea, “and the 3 publication of c‘ocmemh , the numbers and t:Lt'l es of which are not
indicated, seem tc be regardsd as part of tbe cortlnulng ?unctlons. ' 0n the other
hand, field Drog cﬁs, many of which are f~nanced fron uhe re"ular buaget are very
Precisely identifie (staf‘f e.r.:oun‘bs, objé i es and duram.on, if for more ﬂnan
one year__) . o :

' For = descriptgon of the Uaited Nations pvo rambe, the Organlzatlon’s JudgEt for
19C3 refers the readev to Gocument E/4331 (end Add. 1—18) prepared pursua.nt to Econcmic
and Soc al Gouncll TEQGlUthP 1277 (KLT) of 5 Apgust 1966 while the 196; budget refers
‘the_reade': to doc:Lne,fz; ia/@é? (aad Ildg 1-96) It shoulc he noted that as regards the
desr*'*r—.z io of procrame n:z.CL]]lIl_E ura ulOI." activities in the Department of Ecoaom.c and
5001&7 ALT a+.s 8 major &uep Aorwaﬂd was made in 1969, Tnat part of section 3,
“Salaries aa a.gEu R wlu ch dma_-s with the Dcparument anci the reglonal econoczmic
cormisslonz conteins az beief C.ESC"‘ILP tion of functions and serv:.ces 3 toge‘cher with some
indications of their work DIOgrartie , Howeverg this :Lmoma.tlon is fap Less detailed than
that glvea in the buageﬁs and DrograhHEo of the ‘other 1arée organlzaulons. For a
fuller accc.)u_:h wha supplementary dommen'b (E/M.CB) must be conbulted But this

_.'l___/ 4 nore detailed aaalysz_c of document /) 5, which contains the draft programne and
budget submitted o UNESCOTs General Conference, is made in Mr. Garcia del Soiar's
report (JIU/RER/69/4). It reveals a number of unnecessary repetitions. and draws
attention to the sxcessive azount of grece given to draft resoluta.ons s wh::.ch over—

burden the document as a whole, "Phese observations sre not af -vEriarce with the
method which we advocate below.in Jorder to arrive at as clear a ‘description as

Possible of the various prcgocﬂs oJ. ’um.ts’ of the progral.me (sect::.o:. 3. 6 ).

_Para.cra%h 59 of “the above—man'tloned repar enphasn_zes that o dfstinct tion should be

© mace betwsen the draft. and the: “approved document", which should contain Lhe

', detailed work plans for, the various projects so as to enable the Execu‘blve Board
to follow throvgh the e‘scecu*cu on of the programme THe szme view is expressad
below {secmon j,é .
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",proﬁﬁc tion of refuge°s) as in cat6501*y "c“ (development of hmnan resources, mcludlng
educat:.on and tra: m.ns) or ever.a, in. r.aOlElE cEses, 1in ea.tegcry tan (socval development,

_wellare aad living com_fblcns) he same appl:.es to any progec‘b which is at 211 >

- LB -

document provides useful “ini‘ornation only Ffor the years 1966-1668 and is subiect +o
e 5 J

many corrections (a.menilcnts, cor zondd, stc. } which make it difficuli to use. The

stmmary tables in the statistical annex are useful, but the figures shown for project
nnder extra~budgetary prégramnes arse final :*51:,? for 1967. -

The documemt gives a fair amount of significant information on the activiities of
the prograrme services end on the staff, cost and object of the expenditure. In the
lass ana‘lvs_ls it I'EDT‘E’.S@I:LBS, in some degres, an outline programne budgat for the
United Ila't:r_ons. ' | |

Thus the setivity of the programms administr&tions of the large organizetions is
generelly presented and split up into components by methods which allow of i-ﬂ.enti:-"ica-:
tion with varying degress of precision. However , scme orgenizations such as the ILO
and INESCO attein = worth-while degree of precision which they would do well to ingores

aven fm*’le"' s0 that the non-permanent components of the programme adainistrations!

activities mavy be singled out as cenuine nrojects., The suggestions which oceur to us

Ain this coanexion are set ouh in paragraph 3.6 below.

2,18 Attemnts et a consolidation of activities

Tnasmuch as & consol J_da-blon of all act:un ties (field projects ant headquarters

activities glike} is carried out only with greet difficulty at the level of each agane!
and does not seem to be done at all at the level of the Uniied Nations family, it is |

not surprising thet attempts to rationalize and consclidate the activities undertalken

have béen made for a very long time and asre still being mede; the need which is

constaﬂtly Tfelt for such endeavours 1s never satisfied. A quick description must be
glVE“l of these var_ous auuB“TD'E.S in oraer t’ convey a comple‘c picture of the existing
methods of programming for in rea'h“-v they form Da:c't of those methods, '

We camot hope to provids a fu]_'L and systematic review of such efforis s LUt we

can at least classify them irto various types.

2,19 Methods of statisticsl classification
The best known is the classification intc sizbeen categories adeopted oy the

Admind sty *a‘tlve Committee on Co-ordination for presentation to the Economic and Soc:s.al

Couneil. i
. This type of inTormation is extremely superficial ard probably inaccurate; a

‘particular project or pért of & progremme may equally well be cl as'sifie'c. under any one

‘ of several headings. For exsmple, an activity relating to the educatlon of re:f‘ugee

children raay be el aééﬂ' T4 ed Just as, well 111 category Hod (.;Lauerlal assistance and




£t all events, this type of classification does not provide a comprehensive picturs
from whiclr o find out what an organization, or the whole group of organizations isg

- really doing; ‘we have mentioned it here only feor the sake of completensss; morecver

jf.. There would be no point in frying to develop such a systen to a higher degree. of

$ orecision (for ez:mnple by using dogzens of categoriss), bscause such =& classification
Fyonld ﬁrobab]y contlnue to have the same shortcomings as long as it was not modelled
- on the actual structure of the programme administrations.

2,20 Large or "maior® brojects

The grouping of activities, either in space or in time, so as to arrive at s nmore

-general body of-activily than ‘biﬂat of projects limited %o cne country and one specific
-subject, is a more useful exercise.
Quite & nmumber of examples could be given of such attempts to ensure elther:

o

Continuity of activity over tine (ewceeding the znnual or bienpmial budf—e'u

pericd in order to attain medium-tern objectives); or

o,

I-|,

Focussing in space through the co~ordination of e s devetec To a

)

ort
particular region (gither in & specific breanch of activd '—},r or through efforts
sncompassing several disciplines).
o doubt this type of effdrt ieg continually being made in .all the organizations,
in the process of supervising their activities within their respective spheres of

competence.’ At times, however, it ‘has assumed a more corganized form :t.n ima'b :.n orde:r'

to attain clearly defined objectives within a specified time, various nro,]ects hawx

en co-ordindted intc a COhErEBf'lb wqo'l e, so framed as to dernonstrate awarcness of a

ticular problen

par
o V""Tbis applies, for example, to:the UNESCO major proj ect con "Extensicn and E@fcﬁré—-
5 of Primevy Education’in Latin America® » which was- adopted at the Lima Conference
% and continued for tielve years up to 1958; that on Mfutual Appreciation of
Fasters and Western Cuitural Values® -(1957—1968_}; and &lso, or;:'thejm{lti—disciplinary
lane, the current Melkong Delta project. : .
Generally spea.lﬂng,:jhoweve** these various attempts at consol:r_datloﬁ have come up
against obszac les which are difficult to overcome and which:make. ‘thel_ \rlruually
._nposs:n.ale o evaluate in any scientific wey; too wide a setting; 3_11adequ_a'te
rescurces; 1na&e_quate‘ knowledge of the problems involved; and above all, the

| impossibility of defining sui‘ficienuly clear cbjectives for ‘attdimment within specified

rtme—_:l_m:_ts, an& of marshalling the resources needecl for :.rhelr atta.:i.n:aenw:,, because 'they

‘f do not depend on the United Nations fam.ly of orgam.zatlons alone.

2 21 (:enera'l consolldatlons on 'the __'ans m “the F:Lrst Desre'Topment Decade

in even more co::p'r'ehens:.ve a”b‘he:p'b at consolldat:l_on was g.wnn the titie b "Pirst
iDevelopuen‘t Decade“ (4_900-19’70) l
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- plen {of egricultural deyelopment). .- . '.,

' Nbvember 1969, - .. The prepaxatcry documents, which we have examlned (prov1emonali

‘This was En attenpt on‘which judgement has now ‘been passed, in thet it is regarded
s a feilures This' judgenéntiis mistakén inasmuch'as the real aim of this exergise

vas to create awarﬂness of the p¥oblen, rather than to arrive at a guarantesd Solutidn.

From that point of vlew the idens“Advanced have not been without their effsct -

The - faet témains, however, that- “the scheme could ¢laim %o be considered s plnn at

the world lével. It satisfied thé corditions of Quration (Ben years); ' of ‘précision 't

in the objectives to he atieined (annusl: growth rate of 5 per ceént Hy 1970 Ffor the -

developing countries as a whole;, in order to narrow the gap betweenﬂtheﬂr level of:
prosperlity and that of the developed countries); - and lastiy, of the means- to be
mobilized for the purpose (stabihvatlor of prices of rayw materlals ‘exportbed: by the
deVE'Oplng countries, promotion of measures Lo increase exports of ‘capital to those
countrles, and an increase’ in “the amount of aid renderad by the developéd countries to
1 per Cuﬂt of their natiohdl” 1ncome) T L iLHQHN;;:JJ.,;;_f

Hence, in so far as the First Devslopuent Decade dould bé'donsidéted argehhlne'
consolidated progradme, thé-results observable &t the end of thé Perfod iafiount +to
failure: ' - S ' bt '

The aggregate amount of assistance, far from increading; has decreased;  “the- -
difference in available resourdss between ‘the' develoned and the develcnlng countries has
grown; and ‘the rate of 5 per cent has ndét been achié¢ved.’ The reason, quite’ evidently,
is"*that the means to thoss ands depenfied“solely -on the developed countries and that it

‘was not within the power of the United Natlons Tamily of- orvanlzatlons to obtain ?rom
, their Member States so drastic a change in their sconoiié and. political behav1our as

the scheme required. ' | co j;
- However, in the ‘absénce’ of the™ necessa:y MEans and of sérious and detalied studies
1ndlcat11g the aﬁtalneblllty of cérfdin chjectives and the means -that could be moblllzed 3
to attain: them, there could be no queetzoﬂ of a genulne programae,’ ~ . s %
:“In the 01vcum stdnces, 1t i not’ Burprlslng tﬁat the notion’ Of plannlng on = world- L?

w1de scale is oelng reconsidered in many sectors,

2.22- Indicalive worTd plads and veeearch $ith £ vieiw $o the Dlanhwne'i PR P
of act1v1tles in = parulcular sectar - e S e N .

The 1dea that plannlng on a warld-wide scale should te preceded hy analytlcal
work in depth seems o have gained muck ground 1n the last few years.gg_FAQ‘appeegeﬁtQTA.3
have .been the Pirst organization to. adgptgg%n:196§,_the idea of an 1nd1cativeﬁwQ:@@¢

LR M : . R

The work done in this. dlrectlon,ls T, result in. ‘the Dresentatloﬂ of a prevlslonal
draft 1nd1cat1ve world.plan at the flfteenth session of sthe. anference of.FAQ . in

S g e T T D S T" Fhmo _,....

reglonel studles), have been the means of developing an 1ntereet1ng qethodology.
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& is clear, however, that a sectoral study of such scope can be carried out only in the
- context of overall economic growth. The construction of growth models on a world

@ cscale is a difficult venturse. In other words, it would heve been desirable to under—

?; take studies of the same type at the szme time at least in the industrial and tertiary

sector. Farellel research, for example, on the evelution of education, industry,

administrative organization, housing or public works would probably have been very

- useful in preparing overall consolidation - the only means of achieving a smaller
margin of errors. which are in any case inevitable.

It iz therelore regretteble that 211 the organizations did not male & start at the

!

same time.  On the other hand, it ¥ encouraging to note that the idea of a world
indicative plan has gained ground. ' '

Thus ILO decided in 196S to launch its Worid Employment Programme (which is in ary
case a sequsl to the activities already undertaken under the Ilmpcritzat programme for the
development of luman resources). The salient feature of this effort is that it rot
¥ only deals with an sconomic sector complementary to that alréady studied by FAC, but

ex¥amines eccnomic problems as a whole from 2 particulsr angle. In additiocn, it is
dzsigned not merely =25 an indicative plan but as a programme of action. Despite these -
somewhat specilzl features, it will probably contribute to the n’écessary task of -overall -
consolidation. | |

Similariy, the work of educam.ow 2]l plenning in which UNESCC and its International

Institete for Educatdonal Planning have been engaged for several years alsc represents

to UNCTAD's studies on diaternationel trade and to ell economic stidies of a Elokal o -
regional character which are carried out in the variocus crganizations. E' '

Generally spesiing, the United Nations family has at its disposal a body of
documents and studlies which, if their methodclogy is refinéd and an ‘affort is made to
consolidate them, can together lay a very firm foundation fer what mghl becone a
genuine world programme.

2,23 nesearch for the Second Development Decade and the Gaba_ci'w Sﬁbudv

The work undertaken in preparation for the Second Development -Deca@gi-by -the Centre
for Dsvslopment Planning, Projections and Policies (Tinbergen Comritiee) set up unded
- the Department of Economic and Social Affairs of the United Nations Sscretariat is
Goubtless & step in that direction. ' |

Thus, document E/AC,56/L.2 - E/AC.54/L.33 of 1? Pebruary 1969 .entitled "The Second’
’Um_ted I@au:l_ons Devel lopment Decade: preliminary framework for an 1nter;a*o:.enal develop-
‘ment stra c.egj,r" , draws-ip a systematlc inventery of the prublems which ‘!:-19 developing: a.nd
't.he rie“e'lonad countries must solve if the second Decade is to achieve some effdet. Thé

‘document is drafted in very general terms and seeks mainly to re¥iew the problems as

Sy Bad g e L T A il R ] Tt e L A o et

a vital shars in what ==y become an overall COl’iSOl_'LG.a tion, The same, obviocusly, applies




United Naticns Pamily can be summarlzed and defined &ds follows:

-ggencies) which have gradually tadlken’ shape are tHe moulds from which are cast “at

. *bo"-fi-‘esearch, publications and- cOﬂ‘D&I‘lSOHS, but which do not’ et d:.st:.ngulsh clearly.
".enough beltwaeh: bermenent. functions and act:w::_tles separatel;y‘ :.dentlflab“ie in t:uae. ’
short *they are.not' proﬂramed +o a.ny marked extent. ‘ '

cc;\mpréhansively 28 possihle 5 1t emphasizes & number of points which its authors
consider important, bit it does not suggest ahy solution. It seems to imniy thet
there are stillsome very - important studies to be’ carried out before the Tormulation ~ -
of what might consitituwté o consolidated :Lnalcat:.ve plan on a world scale, and it ” '
suggests varieus lines. of ®search. . ' ' Lo

Continuation of the work widertaken should neke 3.t possiblé to carry out & more
comprehens:.ve consclidation of the. results-of research alreaay dompleted and of the
documen‘tauon avallable, and to determne how a global picture of the probhl ems to be -
solived il effect the programme of the organizations iz the United Nations family,

At 213 events, stidy of the consequences which might result, for +he s‘b"ructures—' i
of the United Nations system, from the institution of such rational and centralized -
overall programming sppears 4o be the main ‘concern of the Gapac:.ty Study team- led by
Sir' Robert:Jackson, .

These ‘extremely difficul: and del:.cate efforts at consolidation should be the ™~ - ¢
means of bringing nearer a solution integrating the resultis of theoretical fesearch and :

defining programmes of practical dzy-to-day acmon. ~But it appears ‘that the most
difficult part of the road still Iies 'shead, c o s
2.24 'SLEILL‘]BI'V o:E" the foresoing observé.tlons

In short :Lt would seem that the e;astlng methods of programlng app .'Lled in the

The strustures (of the agencies, ‘and of the prog'r'amme adm.mst?'aulons w:.th:_n the
regul2r intervals, programes that vary ht*le and develop alongside one a.nother wz.thout
interpenetra'tion. ‘ ‘ ' T S ' -

A task of consclidation is doubtless performed at the level of each aﬂency, but’ 11:
can have no effect cuts:.de that’ agemy’s ‘sphere of spec:.allza..lon. AL best the
agencies succesd In conc.en‘tratz.nb their. act:w:fy 8n two or thras’ problems which are
particularly important at their level, To overall consohdation can be discernsd.

- These brogrammes . comprise,each. 14 4 bs. oWl spheres:.” T - ASer

Actlvz_tles in ths field- (i.e. s In the developlng countmes), f:.na.nced raaln_ly from b
bera-budge‘hary funds and divided: :mto "projectst elther of technical aSS:Ls'bance or of *
pre~investment - operations ythich &re fairly clearly d:.stlngm_shable from - one ano'cher

in terms of rescurces, duration and objectives (alt though the la‘t‘ber are 1nev1tab1y
11m:|.ted by the modest scope of the" act:w:l.tles undertaken),
‘_.A.C'bl‘Vl‘tleS at headquarter-s s Which-Tahge from the general management of acﬁ:Lv:LtJ.e
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In view of the unsatisfactory impression left by the existing methods of

rogremming, many end varied efforts are being made Yo supply an overall orientation

IU

that bears some witimabe resemblance to a world economic and socisl plan. But the
various attempts made to date are far from attaining that end. ‘
2.25 Prereguisites for a desirable transforpation

No decisive progress can be made towards a solution unless a methodology is Pirst

b worked ocut to resclve the difficulties. The main difficulties appear to be the
§ following:
(1) Reconciliation of diesnosis by country (which is the only realistic lind, but

§ which must take account of the nethods, the particular needs and the rete of pProgress

 acopted by countries for their development) with planning on o world scele, which must

§ so define its framework, its own rate of progress and its objectives as to genuinely
§ integrate the obgectlves defined separately by almost eighty developing countries (while
t the same time taling the developed countries! poJ_cﬂ es into account) ;

(2) Reconciliation of the world—wide mission of the United Nations fanilv with

o

¥ the poverty of its own financial Tegources, which means being able to find ways and

§ means of fconcerted programming® with other sources of ald, both bilateral and multi-
*’iateral, in a comprehesnsive effort scrupulously co-ordinsted and gpproved oy the

-ecipient countries.  The succsss of such an undertalking may mean, in its turn, that

oL

,‘.."th United Natlons family will specialize in general programming and perhaps
‘_-intellectual treining, instead of competing with other bodies in providing technical
and financial assistance; '

(3} Definition of the principles of 2 pininum thecretical azreenment on the

methods o be used in speeding up the development of the poor countries and enabling

them to catch up with the rich countries.
The pﬂ”mc:_pies of suchi an agresment, wh:.ch might be peI‘lDdlCan_j‘ renewed Darl

885U m_+.b the progress of research, should cover: . ‘
& set of practical technigues aDpllcabJ.e in the various cases which may

arise ‘(count ries at differsnt levels of develonﬂen‘t) and concerning, in
pa:t:,cular, the Process ol promoting general education and ‘technical.
traiming, agr¢cultu_ aT develcprent, :Lnduotrlalluatlon, and so ong

80“1@ Eenera.'l theox I of the methods and effects of economic assistance

to developing countries, showing +the relative importance to be attached
to financial 2id in the form of gifts and loans, to technical
. assistance, to the ‘stebilizetion of raw material prices, to the

inbernational monetary sysien 1, and B0 onj




1 In the proposals wiish follow.. ve have not
prop 2

- 52 _

{(4) lLastly, acaptation of the general structures and methods of the agencies

of the United Nations iamily.to the_requirements of ah overall Rrograpme WOrthy'ﬁf

the neme of a world plan.

2.26 The reforms reguired ) _— o
4 -systen which resolves all thase difficulties may eppear uﬁopiah ﬁb&ay; o

nevertheless it does not seem to go beyond what should be the normsl ambition of

the United Nations Tamily.

At all events, no effor.t‘ must be spared that might bring such & system _'nea.rer."
There 15 no dqubt that the ‘_ahecre‘b‘icai_l. _wofl«‘:-_;whichAwe deéc_:cij_agd above represents the .
nost sigﬂificant effos.jt to-date to fir;d a solution; it is no less obvious that .
other efforts mus% '_be Tae;.de to brlngthé gap wvhich app

4= gensral theoretiecal thinkings; '

- the actual day-to~day implementation of projects in the field.
ctical steps discussed below are taken,=

ears to separate:

This gap
Ny

cannot be bridged unless the pra

- e = e W e et T -
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contempleted or recommenfied recourse
to the so-called PPBS methods (planning, programming and budgeting systen) used
ir various Stateg for the "rationalization of budgetary choices®. . In the o
present state of Programming in the various agencles, this demanding type of .
method, which would entail erploying many Speclalists, would in our view merely -
increase the difficulties encountered. Nevertheless ; these methods are L

modern and not devoid of intérest;”
then out in a felr sectors. ~.: They have. the merit of leading to an interesting -

and systematic, analysis .of, the notion of Nobjectiven,

T L

It might be worth while to consider -trylng ”,.

2




PART 3: DMMEDIATE, POSSIELE AND DESIRARIE REFCRMS

Sectors in which raeforms are desirzhle

(3]
l__l

What has besn said in the two prmced115 parts appears to indicate:

that the notions cf budget and programme cennot be &i soc1ated owing to the
nature of the tasks which the United Nations famlly has to carry outa

- that consequently a reform of budget presenta ion methods would be p01n31555
unless it was accompanisd by drastic changes in eurrent procedures for drawlnc up
estimates and allocating funds and in nethodology and programming practices, and unless
the resources nesded for making those changss were provided at the same time.

1. In our upwnloh,'thp followlng three raforms are necessary in connexion with
the modification of existing financisl procedures: '

a a reform of UNDP earmarking methods seems essentizl if general programmin
g E brog &

is to be at a1l possible (section 3.2.); ‘

(2) the presenmtation of the United Hations budget by programms (section 3. 3.);

(c) the gensral adopiion of meﬁ1um—t=?m.pvog"amm_ng {section 3.4.).

2. At the same tims, afforts to arrive at = better Programming methodclogy
should be contimued. This entails:

(2) the preparation of an inventory of methods of action by country and by
source of assistance, with a view o a rational ellocation of work (ssction 3, 5. ).

(b) the selsctiocn of methodology for the identificatinn and classification
of procjecis and M"units" of the programme (section 3.6.).

3. TLastly, the sﬁfengthening'dfiprogfamming services should be considersd in
relaticn to the égencies as & whole; but the main result shouid be the establlshment
of a programming service in the United Nations itself (section 3. 7. ). ’
The zhove proposals are discussed in greater dstail belcow.

3.2, ReTorm cf UNDP earmarkl_g_methods and general appllcatloﬂ of the budgetary nethod

Tt siould be pointless to' consider any improved programmqu system.lor +he -

United Nations family *f there were no means of knowing suffieciently in advaﬂéef‘and'

for a definite period, the total emount of available funds earmarked either for economic

and social development or,'more specificelly, for assistance to $he developiﬁg countries.

There cen be no programming without est lmateg. Since it is desirable, and
provably essential, uhab such Psﬁlmates shquld he made several ¥ears in advance, it

may, a fortiori, be consider ed a minirum requlremsnt that all the expenditure for

a given financial year should be khpwn~bef0ré that finanecisl year begins.

. - Thig assertion mey eppear to be nb fore than a restatement of the 51mplest
definition of the notion of = budget. Névertheless, it must be realized that the .
application of thls principle te the United Nations system.would entail drastlc
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changes in the methods now in use; it would 1nvolve nothlng less than changlng from,:
haif-yearly approval tc anmual or biennial approval in the case of Snec1a1 Fund

programmes; and discarding the so-called "e-ntinucus programuing® methods Tecently

. adopted for the technical assistance projects of UNDP.

4 reform of the methods. used by UNDP for allocating funds to the executing
agencies is, in our view, indispensable before any retional organ_zaulon of
programuing is possible, .

A few words should be seid in explanation of this statement:

— There is absolutely no question of viclating the principle (which Justifiiss
the very existence of UNDP) of the veoluntary nature of contributions to thig
Programme, as distinct from the statutory nature of the contributions made by member
countries to the executing agencies! zctual budgets. This dlstlnculon should subsrst
To say that the amount. of the funds. available should be known sufficiently in sdvance,
so that their use can bs programmed al the same time as that of the agencies' budgetary
funds, means no more than that the countries making voluntary contributions to TNDP
should be requested to indicate their intentions a Aittle sarlier, so that a global
1imit can be determined. In practice this will not in any way change the amount of
contributions or affect the.soversign freedem of member couniries to determine it.,

For the present practices (which we propose to modify) there are no doubt

.“

excellent reasons, based mainly on the concern of the States members of the UNDP

Governing Council fo maintain close and exact control over the funds requested and *

-uged and on the need for quick decisions - already a difficulty - re. the grant of

funds for projects.. ; ‘ :
Nevertheless, it is possible to Imagine & system-Of,earmarking in advance,
whlch would- enable these requiremerts to.be met: snL
-~ The methods of controllln" the use. of these funds msy in fact be profoundly

modlfled w1thout 1051ng eny_ of thelr erfectzvenese Efforte-to strengthen control

"by member States and the Governlng Council, partlchlarly over: the. Special Fund, seem
. te hare ﬁaken theﬁform‘of_requiring increaeingly greater precision,in the preparatfq

~—of operatlonal plans for each project before the appropriations for it are voted.

It is & reversal of this trend which hers seems indispensable. OF course, there can

be no questlon of carrylng out a project before its plan of operation has. been
finzlised. Bub thé decibion to ‘appropriate funds should be made well,ahead of ﬁhaﬁ
final preparatlon, and control should be transferred to the stage at which the .

results are critically evaluated. $uch control, provided it was well_organlzeq,_
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~ the aggregate UNLP funds which the agencies will have to use;
~ the recipient countries, and

~ the cont mts of the main project~.

" Of the total appropristions, a proporticn -~ whose size remains to be determined =

maj be allocated less rigidly, to 2llow for the necessary freedom of manceuvre.

~ The Administrator ghould have well-defined powsrs 1o allccate in due course

the funds finally available for the sxecuting agenciss once plans of operation sre

settled and projects pui in hand.
- Recipient countries, having been informed in good time of the types of projects
which may be carried out in their territory, of the approxinate total amounts which

will be made available, and of the counterparts expected from them, should be able

toc mzke in their turn the necessary arrangements for the integration of thesse projects
in their national budgets and administrations. _ |

- The exscuting agenciles, having been informed in gocd time of the funds which
they will have to use and of thse principal Types of projects, should be able to
srrange sarly csnough for the entirs support programming of the projecis in their own
budgets, not only at the administrative level (recruitment, ete.) but also at the .
intellsctual level {ressarch, general consistency of the progremme, etc.).

They mey alsc show in their programe and budget, for information, the activities,

projects, ete., which they will carry out for UNDP side by side with the outlay

financed from their own funds. |
In this way, the information contained In the programmes and budgets of executingﬁ

agenciles, taken bogether, should provide a general view of the prograrme cf tThe
United Nations family. . :

Without a reform of the type outlined (severai variants are, of course,
conceivable), it a?pears to us impossible to arrive at coherent programmiﬁg.

Whether this raeform can be carried out dependé:in any-case

- on the interest taken by: membsr States . in the guality of programming,
i.e. in the improved efficiency of thse Eultllateral SySUEﬂ.fOT aid to the developlﬂg
countries by -and through the United Nations famlly, ' )

-~ cn the guality of the programming work to be done by the secretariats of

both UNDP aznd the agencies (including the United Nations itself).l/

1/ This problem of integrated budgeting and its practlcal consequences, such as
the method of estimate-meking to. be adopted by UNDP, are not specifically
mentioned in-the recommendations of the Committee of Fourteen. Although ﬁhls
point was not emphasized by the experts, it may be regarded g5 a practical - -
conseguence of the recommendsticn on mediun-term progrerming (No. 29, paragraph
(a) (v)). In this study we have sought to stress the technicel aspeet of the

gueztion.




3.3 ZEPresentation of the United Naticns Budget by prograrmme

ObVlDLSlY, a presentation of the type proposed in the procedlng section, whureby

the figures-in ths bidgets of UNDF and the o her agencies for “he same periogd can

be added together, is significant and useful only to the extent ta which budgets

are presented by programme, i.e. in terms of the objectives pursued, and not by type
of expenolture. Consistently with what was. said in paragraphs 2.4-2.6 above, we
would rﬂlue”ate here that there is nothlng against presentation by nature of expenditure
for all 1tu;u not concerned w1uh cconomlc and social development programmes 1n
other words, for expenditure of a politicsl nature (paragraph ~.J) and evan expond1uure
on purely technical functions. Hence there appears to us to be no immediate need

to ooosider converting intc budgéts—by-programme the budgats of the small technical
ofganizations which are in the habif of presenting these documents by nature of
expenditure (in perticular IMCO, WMO, TPY and ITU). A1l that matters so far as

they are concerned is that (for information and in the same docunent as the budgst

1t5olf) their programme expenditure, partloﬂiarlf on the projects which they‘exocute

for UNDE, should be dealt with in a special part (whloh.must obvicusly be presented

by prozrammes). /

On the other hand it is infinitely more lmportanu %o consider converting that
part of the United Nations budget which corresponds to the execution of develooment

programmsas. &ocordlng to information suppliad by the Inited Naplons, these programmes

;/ The Secretary-SGeneral of IMGO has informed us that he broposes Lo provide
information on programme expenditure concerning projscts executed for UNDF
in a special part of his budget: 'Such a presentation has so far not heen
adapted bgcause on grounds of principls there seemed to be no need to submit
it to the governing body of UNDP when the basic finencisl provisions had
already” besn approved, perkaps in a slightly differsnt form, but: nevartheless
in a form acceptable to the governing body. Such a pressntaticn': mlght
however, be included for information Purposes only; this should: avoid any .
difficulty.!' Obher technical orgenigaticns will probebly be -able.to take -
the same position., This presentatiocn would be Tacilitated if the proposals
made in the prcoedlng paragraph were aoopted

3y r. i-gi_ it :v.mr_‘:‘:f‘:_.--r..-...- o




very sxbensively with staff costs - section 3) was- adopted

account for about $140 millicn out of -an annual-total-of- approximstely $2oo~m11110n.3/-

This would be an ex remﬁly drastic change and mey bs oppesed on grounds of habit

and tradition; but in view of the large shere borne by this budget in the total

expenditure on economic and socizl developmert, it seems to us essential that the
>

change should be made.g/”
If it should prove:impossibié 4o make the change at cnce, an arfangement of the

ﬁype‘prOpOSEd by the ACARQ expert should be applied: i.e. the submission of a""cbmpat—'

ible presentation’ as an annex;é/ It must, however, be kept clearly in mind that no

progrese can be made in programming if the presentation of a budget covering the

activities of the Department of Economic and Soecisl AfTeirs, the ro-ional sconcmic.
P g

comnissions, UNIDC, UNCTAD and UNHCR and accounting, togethsr w1uh the extra—budaetary

funds, for sompzhlng like 25 per cent of the totel eyPsndlturc on economic and social

development is left unconverted.

Moreover, the proposal .-is not new. -S8ince the presentation now in usz (which de
3 PTOT als

in 1957 to provide greater

flexibility to-the Secretary-Genersl in the vtilizaticon of the toaal staff resources
often bsen =sked for,

avallable to him, a change in this new pre;entauﬂon has very oit
Member States have shown 1HCT€&D1H" intersst in the wntssratﬂon cf programm¢ and

budget policiss: General Assembly resolution 1797 {¥VII) of 11 December 1562

}/ For the United Nations, as for the other agencises, econcmic and socizl development .
expendlture comnrlses ouulays on: ‘ ‘ . : ' :
_ international CO—OperFuan between countries at all levels of dchlopme

-{cf sections 2.6 and 2.7 above} and
- aid to the developing counurles. '-_": T o o o
g/ This proposal Loes Deyond prop05¢_ No & of the- Commlttee of Fourueen, wnich -
asked only: that "the organlzations using the traditional buugetary breakdown . .. |
by object of expendliuru shonld submit, either in the budget itself or in = S
special -document, a breakdown of their expenditure by main fields of activity.™
. It is based on the realization that the United Nations is the organization
administering the largest sums for economic and social development, and that :
it is sharply different from the other crganizations which pressnt thelr L
budgetis by nature of expenditure {the small technical orgenizaticns). Morecover
the progress achieved in recent years in the presentation of ssction 3 and the
publication of decuments E/4331 and E/4463 may now make such a complete
conversion an easler matter. -
3/ Documents E/AABl and E/4463, which wers mentioned ahove (paragraph 2.17}, already
: serve to some sextent as such an sunex. At the very least, however, they would
have to be presented at the same time as the budgets, and to supply the necessary
informaticn regarding the estimates for the budget year in question, whieh is

not at present the cass.

/-
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may be mentioned in this conmexion. ACARQ, in its sixth report to the Genera]l Assembly
(twentieth sessidn) sxpressed the view that a consolidated programme and budget - -
presentation is of suzh importance that it en1ld Justify a reeppraisal of the budget
format. A4 solution was sought in the preparation of annexes, which in the final
analyszﬂ ars not very setlefaﬂtory The most valuable progress has undoubtedly been
achieved by a clearer presentation of the activities of programze services within
section 3 (ef. ssction 2.7 above). Document AC.5/1121 of 18 October 1967 sums up

which it contains does not appear.ﬁo us tc he sufflclemt to ensure true programme
presentation
If 1t is te be really efIECthE, such a conversion should preserve the existing
separstion into 1nd1v1dual parts for expendluure on UNIDO, UNCTAD and UNHCR but
shou_d dlstlngulsh between:
~ Expenditure of a polltlcal nature (operatlon of pslitical organs, the
maintenance of peace‘~
- Common admlnlstratlve expenditu*ef
~ The empendlturu of uhe Departmenm of Economic and Sceial Affairs (vwhose
headquarters or field programmes would be clessified according to the
prineipal divisions of the Department) It would elso ha desmrable to
present the budgets of the regiondl economic comm1551one separetely
Expenditure in the sections which deal with eX1=t1ng part V of the tecknical

programmes would be described together with the deperuments respon51ble for
executln the programes. ' o ' i i
- The expenditure m UNIDD UNCTAD and UNHCR should be described by programme:
i.s., provision should also be made for 1nternal conversion of‘the eXisting
séctions 18, 20 and 21. - ' '
Tnepresentatmnlof the United Natlons badget would thus resemble those of the other
lerge orcenlzatlons, or to “be mors eyacu, those of four or five large economic and
social developﬂenu DPrograme - departments gnd one political depertment
The presentetion of the programme of the United Natlons femlly &s & whole would
obriously gain much in clarlqy as a result. )
Lastly, it seems to us thab if this reform could be undertaken, very serious

con51deratﬂon should be glven Lo the p0551b111ty of preeentlng the Tnited Netlons

f programme and budget in a biennial cyele (as is the case in UNESCO, FAO and more

] recently in ILO, in accordance with recommendation 25 of +the Cormittee of Fourteen.
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the situation prevailing at thet date, but the outline of changes in budgetary structure
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;/_In‘ view of their detes of publication (May 1967 and April 1968), these documents
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3.4. General =sdoption of medium term programming

Treetment of every part of a budgef dealing with development programmes a;_a, an
_enmual (or bienmial) instelment of 2 medium-ferm or long~term programme wouid in
itself be a major theoretical advance. . N

This advance does not seem t0 have been made yet, and this pessimistiec visw is - |
borne cut by a'pemsal of the agencies' replies to recommendation No. 29 of __'_i:.ne -
Comnitte of Fourteen. _ _ |

This recommenda+1on was to the effel,t thet early steps should be taken to develop
and adopt an integrated system of long-term planning, of programme formulation-and of
budget preparation. To that end, the recormendation specifisd, -each or"anization shoul
develop an effective long-term plan, clearly define its specific objectives (where
necss8ary w:.th aiternatives , following consultations  with ths other 5rganiza£ions) s
and lastly prepare an integrated document containing all prngramm_es financed from both
budgetary and eﬂr&—buﬁvefary funds for the selscted time perio&, and the proposed
programe and budget for the next budget period. _

Or the whole, the agencies! repliss to this recommendaulon approve leng-term
programming in principle, but ths :prag‘ulcal conseguences which they infer from it vary
and do not eppear to commit them to prepsring such = document s despite the fact .that it
wes-deseribed fairly explicitly in the recommendation. '

Thus {c.f. document 4/7124 of 16 April 1968):

' The Um.ted Naticns szaces 'bha‘t since 1966 a new kind of report ha= bgen prepared o1
the Organization's work programme (B//17 9/Rev 1 and Add.1-18 for 1964, 1965 and 1966,
and the documents slready mentioned and desc: -ibed in paragraph 2.17 above - E/4331 =nd
43d.1-18 and B/4463 end Add.,1-26 - for 1965-1968 and 1966-1969 Tespectively. s

Th: United Nations also refers to the research work und:rfaken with a view to the
Development Dec ades, but it recognizes that the introduction of. the :SJStem .of long-ternm |
planning env-lsa.ged by .the Lommittee of Fourteen is a complex and tiﬁ%—ﬂonsm_ning-procese,

ILC broadly approves the principle of long-term programning,,@aﬁs-attention to. the |
existence of the new WO;;ld Empléyment Programme and éa,y.s 't.‘hat studies ars j.n..prc.)greyss to
examineg the i:ossibility of ‘a six-year planning pericd.. Recent information confirms that
this organizefion has In fact undertaien the preparation of such & docum:nt which shoul
bs ready by about April 19’70 , . o o
' FA0 refers to the work undertaken for 'bhe mdlcatlve World Plan. | cr o |

-

. represent, not medium-term or long~term programming, but more & review of the past.’




fp' beginning with the Iast, whlch concerns the gquestion of method.

, _/ We have nob reported the replles of the smaller organlzatlans On the whole (and

UNESGO says that its practices are in accordance with the spirit of the recommen—
dation. This organlzatlon, too, has actually undertaken the Preparation of a medium-

term programme. :
WHO gives & careful descrlptﬂon of the ﬂuthOdS of long-terd planning ﬁhich it

..applies in practice in its various branches of adtivity: (1) +the lmplementatlon el a

general programme of work set by the governing bedies of the organization for a specifie
period of time; (2} the investigation of needs as a ba51s for setting priority
obgectlvea, undertaken 301nt1y with governments and (3) the deVelopment of plans of
operation followed by 5jstematlc analysis of the base—llne 51tua$10n in the case of

irndividual project. It states, however, that "in point of fact for most Programmes of

_the organizations the lack of long-term plans is more apparent than real; this means

that no comprehensive description of these plans and of their translatlon into financial
terms is given in any document (studies are in progress on the subgect) L
_ It shoul'q be noted that UNDP has not commsnted on this subject. No serlous mediumn-
term progrmmmlng will be possible, however, partlcularTy as *egards the cost of
assistance, unless UNDP procedure. is adapted Ior the purpose. The prior refo:m_which
we described in section 3.2 above must of caurse, g fortiori, be taken into consideration
for medium-term progremming. '
Although, admittedly, the problem involved is extremely difficult, and although
there can be no doubt that considerable efforts are being made to solve it, we feel
bound to observe that there is some confusion beiwsen the various notions embodled in
the 1dea ‘The fellowing are requlred
- The studies a“d research essentlal to long-term plannlnv on a world scale
- The lmmedlate preparation - in the llght of ex1st1ng knowleage and without
wvaiting for the results of the above-mentioned research whlch will inevitably
take gz very long time - of a fLirst iniegrated document - a medlum-term
programme and the next budgeL ~ listing the activities to be undertaken by
the agen01es and giving an esulmate in figures, of the means to be applied
wlthln a particuler period, with well-defined obgectlvee -
- Lastly (a problem which the Gommlttee of Fourteen dees not seem to have had
“time o con51der, but which is implicit in its resolutlon) the methodology
for ‘practical presentatlon of the medlumpterm expenditure antlclpated in
that document.
Since the research undertaken for medium-term and long-term planning has already
been described (paragraphs 2.18 to 2.23), we chall enlarge here on the other two points,

with the possible exception of WMO for the World Weather Wateh), their replles
confirm that their normal act1v1t1es do not lend themselves to & programming
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" The gquesticn is how the anmal {or biennial);/ portion of the funds szlloecated
2
to & project (or to a Programne unit)~ for a longer period (for example five years)

can be clearly identlfied. FPor this purpose. apd in particular in crder to learn

how a medium-tern activity is being cerriesd forward, it is essentiz]l to know, for

every programmne wmit or project spread over several years:

- The'aggregate amount of funds allocated to aﬁ5qperajion and the periocd

‘ during which the monsy is to be spent; __  . : |

- W@ét part of those funds is ellcwed to be épght.Quring The budget period
in éuéétion; S

- In thé Qéée'of an éqtivity begun before ?he clrrent budget period, what
‘amouﬁt-of'funds has aiready been spent in previous years; '

- Whal amcunt of fundé remaing available for.subSEquent:years.

Lthongl: this is a traditional notion in a number of countries sn the Europesan

continent (the distinction between crédits d'engecsment and crédits de paiemsnt), it
doas not seem to be current practice in countries whose finenecisl usages are baszd

on those of the United Kingdom or the United States.

1/ The budget cyele ‘ _

In its proposal No. 25 concerning budget cycles, the Committes of Fourtsen
asked for general adoption of 2 biennial cycle. This was considered unaceceptable
by various orgsnizations, usually on statutcry grounds. The report of the .
Secretary-General of the United Netions on this subject (4/C.5/1122 and Corr.1)
points out inter alia thst the establishment of a system of longer—term
Planning and programme formulation does. not depend for its successful
implementation on thée prior imtroduction of & more exbended budget cyecle, but
that such 2 cycle would have no real mesning without such preparatory measures,
The report of ACABQ on this.problem (£4,/6887/Rev.l) makes seversl reservations
regarding the possibility of applying a two~year cycle in the United Nations,
and -cells for the preparation of a further report by the Secretary-General.’

In the interests-of the correct programming of development-aid, however,
it would be useful if the five big organizations {and UNDP) all adopted the
- two-year budget period. The only two big executing organizations which have
not yet adopted that period aré WHO and the United Naitions (ef. sechiion 3.3
zhove). . - S . 3 : o

2/ Cf. Section 3.6 above for the definition of this expression.
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It is true that this notion is aof secondary lmportance Tor finsncial documents
presented by nature of expnndlture. But a clear presentation by procramme is out
of the questicn unle:s the requlrements 1ist.-d4 above are taken into account. This
"is the only wey: ' '

- To f£it the activities undertaken exactly into & project;

~ To ectablish the necessary cohmexions between the annual or biennial

budgets and the medium-term programmes, where these exist.

The second practical consequﬂnce, which flows from the principle of the
distinction between programmes covering more than one year and budgets, is uhat
straight away, without waiting for any genmuiné medium-term program_lng to be introduced,
each argaﬂlzatlon should prepare sp601a1 documerts dnscrlblmg a mbdlum~tern and
long-term programiec in outline. ' 7

The main reason why this should be done is that such pfogrammes already exist
at least in part, since a great many activities (Special Fund projectis or parts of
programmes described each year in the budgets of ‘the ‘large organizstions as
“continusd") are now carried on for severzal years. The part of recommendafion 2
of the Committee of Fourtesn concerning the “intsgrated document! corresponds’ exactly
to this spescific raquirement; we think, howsver, that an attempt should be made to
give a fuller description of ths desired document.

However difficuli it mdy be to lay down precise medium-—ternm prograpmes with

the existing Drocedures for allocation of funds, it is certain that the preparatlop
of sueh aocuments, ingsmich as they would attempt a precise statement of the
objectives pursued, would inculecste a useful intellectual 4 discipline in secretarlaus

and legislative assemblies; but these documents must not be confused w1th the

~general research work now being done on indicative world plans or on the second

Developement Decade. These documents are more modestly conceived to show sp801flcally

what medium-term activities are actually undertsken by the organizations and what’

actlvltles are lilely tc be und er*aken within a reasonable time. They sheuld therew

fore be so designed as to provide reasonable forecasts of expenditure (over a period
of five years, for example) for each organizstion responsible for part of the economic
and social programne; since these forecasts will not necesgsarily corrsspond to

appropriations, & clear distinction should be made betweén credits elready available

Ll e / T
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(for example, ﬁhbse allocated for five-jear Special Fund projects), credite which will
probably be granted (under the conservative assumption that appropriations included
in current budgets will be renswed for activiiies which are to bs "continued") and
those which it would be necessary to obtain in order to carry out a realistie but
slightly more awbitious programme (under a bolder assumpticm).

Efforts should of course be made to %each agreenent among the various organizstions
on a common duration for the perlod.of medium-terr programming, The arrangements
for'the Sscond Development Decade (1970-1980), for example, might furnish the : -

_opportundty to agrse on two fivefyear‘periods.; o

These mediurn-term programming documents would be still more significént.if an
effort could be mads to include in them some information on-other bilateral or multi-.:
lateral aid programmes carried out alongside those of the United Ngtions; _ﬁhis would
put the activities of the United Nations inie perspective and show where their
originelity lay. . This effort so prévide better information might in addition prepare
the way for concerted programring on a world scale among .all the countries supplying
aid snd all thqse receiving it. But this will be possible only if radical changes -

are made in actual programming methods, These problems will be considersd in sections

3.5 and 3.5 below.

1/ A siz-year pericd wou_d, hownver, be more suitable if a two-year budgEu cyéle
is universally adOpted '

CINEIE
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¥ 3.5 Methods of programming. Preparation of an inventory of resources by country and

by source of aid. with & view to a rationsl azpportionment of tasks.
In order to bridge the g&p by which general thinking on a world seale (Second

Development Decade, indicative world plans) is at present separated from dayAEy—aay
{project by project) activity, it will be necessary: -

- %o prepare an accurate and full inventory of the tasks %o be carried out in

order to achleve those general objectives which have beeh accepted as reascnabls {and
which have been defined in documents of the type referred tc above):
— to debermine who is 4o carry out those tasks end by what means {(the developing

countriles themselves with their own rescurces, bilatersl aid, other multilateral -aid,
the United Naticns family). ' ' |

| Diagmosis by country (and the totalling of their results for the world as a whole) -
should make such an inventory possibls. The apportionment of tasks znd resources

depends on negotiations conducted between countriss recelving aid and those which

supply it. Such negotiation should ensble the programmes of sach agency responsible for
the utilization of aid funds to be prepared in hermony with the plans drawn up by each
developing country. It is through this type of negotistion thet it showld be possible
to determine the exact plece and role of the United Neations family in all sctivities

and hence to define the nature and originalify of its programme in relation to other

programes.,
Clearly, in this negotiation, the United Nations family, and in particular +he

United Nations itself, has e special role to play. . Since these organizations provide
the only place whers qualified representatives from most Statss in the world can meet,

'fé_ it is'here that negotiations should take place, and it is therefore loglcally the task of

their secretarlats to provide the necessary background material for the nsg0ulatlons.
- This means ﬁhat the United Nations, assisted by all the speciulized agencles,
should first asseuble a1l the material required for ‘the dEuermlngu*on of prog“ammes.
_Thls work whlﬂh ig a_ready peing done as regards the economic 51tuatlon (world
statls+1cs) ana planning methods and global requirements {Centre for Development-

Planning, Projecﬁlons and Policies), should be extended to:

— the de*ailed analysis of nationel plans: objectives and Tesources proper
to each country, I

- - the eveluation of aid requirvements by country, as a function of the
disparity between each country's objectives and resources; )
- the establlshment of an inventory of all the sxternal forms.-of sssisbarcs  * --
cavailabls (i.e. zmltllateral and bilateral aid programmes in the form of
gifts or loans), h¢v1ng regard not only to their size but also to their
nature and the purpose for which they have heen allocated;
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-~ the gri‘tj._?al analyesis __(’ffbm the_i:oin‘t of view of econclzﬁicé,m of c.ourse,

not politics), by country and by assistance programms, of 211 the means

applied +o achieve the objective sought. . o _

If such meterial could be aszembled (there would be enough of it,, incidentaily,
to fully Justify its processing by computer), it would provide the basis not‘ on__y for
the globel negotiations described above and to be conducted between the United Na‘t:.cns, '

the 'c:'a.rj.cm'2 aid programmes and the cou_nurles 5 bu‘t glse for a rational definition of the

programms of the United Nations :E‘amllv 1tqelf.

Only after seversl years of epplication would such 2 syster have any prospect of
producing all its fruits: retionalization of the methods used, very precise
determination of the fumctions assigned in this system to each agency (UNDP, I"ag:_on,al
econcmic commissions, specialized agencle.s, United Nations), increased speed in the

" determinetion of priorities, perhaps.a better harmonization of planning pericds in ths
various countries, a better iptegratibn of programmes by field of action (education-ané
indusirialization, co—orulhatlon of research, agreement on. reglonal programmes, znd so. -
on). o |

- Sueh =& systbenm is indispensable if programming is tc beccme retional and effective;

its application, however, would mean that the United Nations mist be provided with the

necessary staff _resources uO carTy out ‘bhese tasl's {cf. section 3.7 belgw§

3.6 Defuu‘t:.on of Drggvame Nnits! a:rld methods of 1deﬂt;fsr:t.ng,_'them

& programme is always ‘made up of spec_fJ_c activities; what mauters is thau those - 
ac‘tlvlmes should be, well de.u.ﬂed To aesor.Lbe them ulea_t'ly and by a methcd capable
- of being applied b;y 211 the agencies is in Fact the only means of explaining what is '
being attempteq_amd of subsequently measuring what has been done. This is not an
- easy task. - . .'
The problem which 1s ey-bremoly mportanu ibecd,use if :Lt were solved, virtualliy £11
d:l_fflcultles inher ent in standard:x.zaulon would be overcome, computers cowld be used te
good effect, and so og7 presents several asPects
-~ the dei‘_n:rt:l.on of tmits? i.e. the method of subdlvz.dmg and presenting
the programme by clearly defined specific activities; <this aspect of the
questlon, 1nc1denually, presents. gifficulties of 'bermmology
- the method cf 1den'b1fy1ng these Junits® or specific act:l.mtles,

=~ the class:uz_ca’b:.on of these units in the general presentatlon.

5
77




_6’7_

We shall see that if the firs:t two aspecte are correctly dealt with, *he third,
i.e. classification, does not Present any serious difficultiss ; Sincs several egually
effective solitions are available. '
' problem

(a) Method of subdividing the programme into specific activities or Munitsh;

of Terminology . .
We have seen {in seection 2,17 above) that the large organizations which Dresent

their budget by progrémme have not adopted elther the same degree of precision or the
seme terminclogy; althou'gh taken by itself, each method has its merits and is no deubt
well adapted to the problems of the relatsions between secretariats and representatives
of member States in exscutive boards .and general assemblies, the problem of
} stlandardization consistrs pre‘cisély in the elaborati‘on of a common method,
‘ 1 To iaropose such 2 method in the :E'c;rm of models would require & mch mere detaj_‘l_ed
] study, which would exceed the scope of this report. It is possible, however, to trses
here the broad lines aiong which such & method should evolve,

When g progrémme is defined, its exscution requires thet it should he sub~divided
so that those responsible for applying it may know exactly what
' This is what is called,

the detailed plan of operation,

in a precise fashion,
they have to do, the time-limits they should observe and so on,
in the case of the 1aige projects for 'exsmple,

The degree of preciéidn obtainéd in the presentation ¢f programmes mey of cou.fse

vary: while the grestest precision is Indispensable at the time of execution, a lesger

degree of precision may no doubt be accepted at fhe'. time when appropriations are voted.,

In the circumstances s 1t 1s quite natural that the degree of precision is ilot the
same (within sach organizaticn): . i '

- in the document describing the programme to the executive boards and the

assenmblies, ! )

B - in the final document (the adopted budgzet),

~ dn the internal documents defining the work of each executant in detail,

I Precision should normally increase in e

"

here meking is that there should be g high degres of precision in the adopted budget

{(phase 2). the budget

is an irreplaceable document for the description of the organization’s life;

For the reasons which we have described in section 0.3 above,
it cannct
This inevitshly
§ means a bulky document, but it would be false economy to trv to_reduce itg size (the

be clear without being Precise and it must therefore be very deteiled.

absence of a complese docpmen’é of this ty;de Inevitably leads to the most diverse

' requests for information which place a great burden on the se’cz"ef’aria{;s).




- requirements : it relates, in fact, to the special spheres of compelence of those -wlio

oo ey e o ""iﬁ ety o L ST

The choice and definiticn of the smallest Mmnit? to be adopted in order tc break
down a programme into specific aetivi ties poses in the fl?‘ v place a problem of
terminclogy: while "prcjects” i:;_the field, whether or not thay invelve substantial
outlay, ave relatively easy ic deiine — aa eiready long tradivicn and the practice,
particularly of UNDF, having provided the basis for a methodcology which seemé cbmmon

to 211 agencies — The same does net wm:lr +o the breakdown of setdvities at the

organizations! headguarters. Or the one hand, thess aciivities fall under the headin

sither of internationsl co-operstion (defined inm ssction 2.16) or of ascietance itc the
imder-developed countries, anc the distincticn between the two is not always easy to

make. On the other hand, the cbjsctives of these activities are noct as easy to cefin

ge those of projscis.
locording to the organizadtion uoncerned these small "programme units® are ei lher

simple numbered paragraphs, or farticles® of & progremme, or numbared or unrumbered
sections. The marmer in which thsy are arrangsd in sub-progrzimes (.__,O), in cha_p‘te'r's
sections (UNESCO), ete., also varies {cf. also sectlon R.17 above). An effort to

establish 2 common terminolozy is thersfore required (both for the designation of the

wanitts  erticles, sections, paragrephs, iprogramme units®, "work items", etc., and fo
the various auccessive subdivisions in which they are regrouped (chapbers, sections,

sub-progremmes, ebc. ). _
This work in depth should conplst of a determination of the charac teristics

reqm.rea to define. the "unit®. : o

- The material may be croupeo under the following heads:

- the fi‘eld of activity: for example eiimination of adul il11s T,eracy,

:Lnd*s%rlal development, agricultural research, control of contagious disezses, ‘
etc. The ClaSS_lllcaulOl’l proposed by Mr. McCandless seems tc sult that '
purposel. - It would in any case be necessary %o state clearly each time

vhether it was a ques tion of co—operaulon among countries at all levels

of developmen‘b or o’F ass:.stance to developing countr ries (accordj_ng 40 the

-‘i:‘,‘ .

.dJ.s t.;lIlC‘blOIT maae ll'.! SCC"ILOI’J.“ 2. 6 and 2.7 above)

- the mea:ne of ac ulOIl used: for ex zample, organization of a meeting, preparatlon

of a publlcatlon, of a. plan of actz.on, a report, a study, a conference or

= ‘tra;l.m,ng course, etc., when such fieans can be 1dent1fled and alstz_ngu_lshed w:.th::.n

an often complex and Var:v.ed adra:s.ms uratlve actlv:x.ty.

This Last ca‘begory seems to us tc be par‘blcularly mpor‘tan‘t for programming

- the nature.of the function d:l.schar,qed L ) :

ave to dlscharge these functlons.
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- In eariier parts of thiz study we have seen that a special-place mist first be

- set aside for:

The standing functions of the programme administration (at the

level of the menageriel staff of the departments respousible

for the prograrmme and thelr personzl assistants); outside this

Tunction of overall superviéioﬁ (for which, incidentally, a

‘,definition acceptable to all the organizations would have to be -

found), the other functions which we think should be distinguished .

are thess - |
Research (headquarters or field):

Elther of a teéhniéal or scientific nature;

Of'economic aﬁd methodologicals

Treining: |

Either (headquarters) internal training of the organizationts officers
or experts; - . - :

Or (headgquarters or field) external occupational, technical or scientific
training; for prefereﬁce e distinction should be drawn between the
training of teaching staff and that of non-teaching professional steff;
Or {field) training in the nature of general education;

General informastion (headquarters or field);

Technical assistance (field): secondment of experts to contribute to the
solution of a problem,which is defined by a State and which that State is
to solve; _ o _ R 1 _ '
Projects (field); -an operation with clearly defined objectives, carried

cn in & country or group of countries, and directed and organized mainly

by the executing agencys (after,discussion_with the cbuﬁtry Qoncernéd);/

Project support and preparation (hesdguarters and sometimes field;.

The distinction between items (5) and (6) lies sclely in the greater or lesser
barticipation of the agency concerned in the direction of operations in order
%o achieve the agreed objective. It is not always possible to make this
distinction clearly, '




Such a methodology, which might be founded on a combination of the charecterlstlcs

described zbove (field of action, environment in which the action is to be carried cut,

"pature, functicn) is here only brlefly outlined feor discussion. More detgiled studies

will no doubt be necessary o arvive ai a 0qmmen methodology.

(b) Methods of 1c=nt1fy1ng these "units® or specific activities

Assumlng that = commcn method for the definition of these "units" hag been found,

they still have tc be identified, whlch means that their prineipsl characterlstlcs have

to be determlned.

We have seen in paragreph 2.14 that ssch of the varisus crganizgtions which present

‘their budget by programme already has s method of identification. To arrive at a

" method which is the seme for all the organizations and yet sufficiently precise to

embrace all desirable types of classification implies considerable advances, but is not

impossible.

The follow1ng particulars should be glvep for every programme Munit" idantified

and cla551f1ed in one of the categories set forth in the above list:

- Mn identifying number (symbolizing, if p0551b1e, the main categorles
of the it in question); ' : R
-~ The amounu of funds allocated (appropra.a‘tlons authorized), specifying:
(ef. paragrapb 3.4 above): ' ' :

= The amount of the credlte for the current year, analyeed

by nature of expendlture, ' '

and, “in the case of an operatlon spread over several budgets, - -

- The totei amount of funds for tho medlumrterm perizd;

- Hhers eppllcable, the amount of funds Uulllzed

- The amount of funds remalnlag to be spent in subsequent years

= The duration of the operetlon (startlng and finishing dates)

- The staff establishment (number, ‘grade, duraticn of suployment,

‘plus employment of consultants where appllcablel

- The plece where the work is to be carried outs

- The eecto; of activity concerned, described in precise terms {oz the figld of

‘actlon, clarlflcatlon proposed by the AGABQ consultant)j :

Where it is qulte 1mp0551ble to provide thése staff partlculare, eperaticn by
operation, ow1ng to the specific siructure of the departments concerned, recourse
may be had to a form of evaluation in men/months such as that adopted by II0.
However, if mexcimem elarity is to be achieved, the actusl manning tehles showld -

be drawn up in terms of the smallest possible unit in charge of a group of opération
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- operations and projects, the specific restlis to be achieved, and so on) But

.‘ whereby the statement of thé problem, the technical structure of the programme, the
¥ sumsry of past work and the description of the cbjectives are a1l dealt with =~

administration but a quee'tlon of.' r:l.goroue dleclp_mes which ehou.ld be adop'ted by the
_programe departmente themselves.

-7 -

- The form or forms of the operation (meetings, publicatio_ns s tours, missions

of experts, and so on);

- Lastly a description, brief but as precise as possible, of the objectives

pursued and the results anticipated; this peint is cbviously eesen'biei. '

The difficulty involved in describing the objectives will vary with the nature of
the operaticn, but it is vital to the quality of the work to be dome that this mental
effort should be made (an exact definition of the work to be accomplished is part - and

by no means the least important part - of the work itself).

Generally speaking, these objee’tives“‘should‘be quantified wherever possible (foi‘ '
.exeznple,_in the case of training operations the rumber of students or experts _trained;
in the case of information oﬁerations the number of documents to be prepared &nd the '

number of people to be reached in circulation; in the case of technical ass:Lstance

gqualitative description is alsc very important; in a great many cases, for example where
research is concerned, a description of the situation existing before the operetion' starts
and an estimate of the results anticipated may do ‘fmch to elarify the statement of the
work invelved.  The method adopted by WHC to explain its programme in broad otfbline,-

separately, could without doubt bs usefully spplied tc the deseription of each cperaticn.

. Admittedly only very brief information can be given in a budget, but it will:be 11
'the betier and 11 'the more elgmi‘lcen'b if 1% takes the form of a summary of more '
detailed documente aveJ_'l.eJole eeparately for each operation. In other words s the guality
of the brief deecrl'ptlons glven in'g budget depends in reality on the quall'tv oi' 'the Wwork
of preparaticn in dem.h done bv everjz progralmne adm:!mstratlon. Henece 'thls is not a
mere problem of preee;-tatlon w:Lthln the competence of each OI‘g&IllZd.‘blOIlIS budget _

Moreover it should be noted that project suppert and preparatory operations .
(item (7) in the above list) cannot be clearly deseribed without giving s deseription of
the projects themselves; from this peint of viev, 'bherefore, "integrated" forms of
presentation such as that adopted by UNESCC seenm preferable tc any other. At 211
events, the "project support and preparation" paris of the progranme should at 1east
refer to a specific list of projects.




‘management, as

“report on cverhead cosis.

th:.s last ﬁa"t:cgory of activity mey present m:.gm« gdiffs cu_ t7 inssk

T4 ig true T

as the 'DI'OpDI"ulOIl of pr j t support and 'DT‘E!’DEJ”a'blw.- carried out by the programme

cecording 'to t;u division oi‘ adminigtravive funcvions between

ad_.ld..‘_'LSuI'atlDlJ.S mey vary a

those administrstions and the adwiaistrative departmernts proper. For  example, expert

may be recrulted by a burean of perscnnel for rring part of the gensral admind stra‘t.:_\rc
! . A

at UNESCO, or by the programme sdministration itself, es at FAD.  Hene

the "project support and preparation” part is subject to veriation and, above =12, nay

be classified diffaerently according to the structure of the srgenization concerned.

Here again we come up ageinst the typs of diffi culty which we described in our previou

In the budestary context, the only way te deal with this
o o

type of &ifficulty is, firstly, o give 'a'very preclse dESCI'iTJ”"iOIIGI the conter 155, of
the so-czlled project support operations (' luhll’l Ehe p;.ogamme admlnlsnratﬂ ons) and,
secondly, to identify, in & wecumer comparable mth that proposed _.bove for the progr_;m‘
units, the administretive operaticns generally pemome by ths dmberumeﬁts clagsified
es administrative (financc, budgeting,. accounts, c;mf nee semceu, Dubl:.<3a+1ons and

50 on) The dlff.’:.cul‘s}: llluu-ﬁrabbd by the ezuamp1 ;::’.’ recyul tment may also arise in

conne rion with Dub_lcat:.orl,:, the holding of muetlnge , &nd so on, Tbe concepticn of a
a very precics

budget . by programms therefore impliss the identificaticn, or at las

descripiion, of the opsrations performed by the departments classified as administra ati:

1./ We should po:.nu out in thls connexion that, if it was possible.to give as detaile

and as precigé an idertificaticn as that proposed in tals paragr raph, the p"“opos(_.l
 made in our previous report {(JTU/REEP/6%/2 and Corr.l) conserning methods of
! measuring performance, and U:J.‘l"'t:l"‘u._'i_i‘l:," co ncernlr_g, the possible introduction of a
1tem1ze€. gperationsl dccounting sysiem, mgb't Witimaiely become 'r'mduzluant In
the present, stete of budget presaniation it7is gtill necessary to have an itemias
system for recording the . distribution of the achivities of officisls dealing with
a variety of problems. Only gradualJ_y, in t‘le 'T:Lgku of the results obtained by
such a gysten, can budged. prcsen"haulon be refifhed end brough more iato line with
reality, In other words, the two types of proposals, far from conflliciing,

complement cne ancther. -
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(e) thod of classifying proijscts and programme units within programme 1nsta;ments
If the problem.of 1den+1fy1ng the various activities were solved by a methogd as

.strict as that gus described, the method adoptad by each crganizztion for the
" clasgification and presenuatlor of activities would obv1ously be of no more. than relative

_mpovtance. USng tHe met rod of identification proposed above, the varlous programme
undts, projects and so on wight be Cl&aSlflEd to some extent Suatlstlcally, according %o
such charactefisties gs: ' ' ‘

-~ According to their nature (as defined above);

- According o the sconomic and soclal sector to which they belonged

~ decording to the place yhere they were to be carried out (country, region, etc.);

—,According to their form (publlcatlons, conferehces, technical assisiance,

pre-investment projects, ete.); ' |

- And even, if necessary, sccording to their cosb, duration, ete, ‘

These various statistical classifications all have their value and mighf easily be
nade not only for one organization, but for the programe of the United Nations family
as a whole.  Thev would thus provide an interesting panorams of all the activities
carried on, and the bssis for an assessment of the nature and eentents of the overall
programme - something virtually impossible today. )

As to the desirsble preseniation of the budget documents, on the other Hand, it
seems plain to us thad there 1s no reason to depart from the method currently used by

the large organizations which present their budgst by programme: - 1 €., following the

structure of the programe administraticons of those orgarigsstions.,.
From the edministrative sbandpoint this is the most natural and most practﬂcal
method., It leads to & betier underetandlng of the relatlo“shlp between the various

componenfs of the programme at headguarters and the projects in the Lield, and between
the structure of the department and the Programnes themselves. _The type of structurs
adopted in no wey affects the principle of this cla351ficatlon, whether it takes ‘the
form of centralized departmemts as at UNESCO, programme departments Supplemented by an.
agdministration of outside Programmes as at ILO, structures 1ncluﬁ1ng regional cffices such
as those of F40, or largely decentralized structures as at WHO. On the other hand,
this system does not breciude - indeed, it favours - the bresentation in annexed tables
of all the forms of recapitulation described above, 4 list (1dent1ca1 for all the
organlzatlons) of &ll these tables, with their characteristics, might be easily drawm
Up with a view to their inclusion in an overall presentaiion cf the ﬁrbgrammes of the
United Nakions family,
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If the nethodology recommendeﬁ in the foregring paragraph
usefﬁlly Beﬂéﬁpﬁlemenﬁéd'by'ﬁhe prépafétibn of consolidated and summarized documents.
One of the diffigultiés confronting sil those who worl with the United Nztions is wha
end the inadeguacy of the documentation

aveilable. ‘Ac¢ording'to wheﬁher‘tha difficmity iies in obuaining a particular'item‘
- . ation's agiivity or, on the contrary, in goin

through the prodiglous MmAss of documentation which is, 8° t¢ speal, the by-product cf
|

the organizations! activity, the bem tatien is to call for the pra argticr of sven mc
= VE! I C

documents bhrough special roguests foxr informetion (something rightly dreaded by the .

or the simpiificaticn an
nflicting requiremenis is to impro#e the presente

& reduction of existing material. The onl

secreteriats) or £
i
of the information and to atiempt & consolidation cf the essentilsl points, widch may i

: s &
take the form of summariss.

~eng gomewhat from that made by the Commitier
ot-note ¢ {(A/ 7124, amnex ||

of Fourteen in recommendation No. 6, paragraph (a),
ts +the effect that: o ' '

WThe comments explaining items in the budget should, as far as possible,
aim et brevity, so that the budget document iteelf deoes not become
excessively buiky. - Generally speeking,.it would be preferable to j
the budget itself only such comments as are absclutely essentia

.include in T
relegating any detailed discussion and description thet may seen necessary
nssible to reduce the

R . fc. eppropriste armexes. In this way, it would be T
size of the budget docurent proper, making it sasisr to handle and clearsr

The concept which we Asseribe here endorsss the principle -f annexes but mainta

that clerity ead concision are difficult o reconcile in a budget presentad by
prograzme. - This 18 what has prompted the proposals - '

- that a1l the reguired particulars should be frrnished in 2 - necessarily
‘pulley — budget document {the approved budget), o fundamentel document
which must also supply very ccmprehensive infermation and provide tThe basi
- for day-to-day action;. B o
- that this document should ve distinguished from the Ydraft budget™ which
25 ‘the exetutive bofrds and generel assemblies ses fit, may if necessary,

be more concise:

- that a condensed version. cf the epproved budget shoul& be prepared. .
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3.7. Establishment 0f a United Nations wnrogramming ssrvice

801 ?'th: propesals maae hpre no doubt’ mﬂrply involve the transformation of ths
methods now in us Otneru, however, could only -be scted on if the means, 1l.e, ths
‘necessary Stu+L resourées, wers mede availabls.

N Thig fpﬁiies partidularly to pfogramming Tor the TUnited Neticng itself .and for

the pre DJTCEIOH of the aﬁncral inventory as proposed in sdeétion 2.5 ahove.
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tnemuelve
The large 1gen¢ié which present thelr budget-by-programme have inevitobly set up

o oghructurs and operating ab
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ﬂentral programming services which, althouzh dif

differant levelg, all “snsure a permanent diclogus with the services responsivle For
Thi

D

programme implementation. dislogue wlso exists in the United Nations, bubt as. it
is not 11tended for presentdtloL in a document submitted Tor aprroval tc the Economic
and Social Council and the General Assembly (which recsive on these subjects only ‘the
information documents mensioned. above), .it is.entirely differemt in cheracter and does
not require the game intellectual effort or a large staff. Precizely, howeve_, in... .,

view of uhe varliety of the activities assigned. to.the Denartment of. BEcenomic

Atfairs, +£0-TNIDO, UNGTAD, JNIGR, and so on, the presentation OIﬁathited'Haﬁiﬁns
budget-by-programms wonld requiré & large centralized service comprising programming. -
gpecialists. The sstablishment of.such a central programming service sesms indispensabl
on theoge grounds alone. ; '

But the creatlon of such a service in the United Nations would also hove the
advantage bhat a beginning could be made with the integration »f the programes of the
United Nations family as a whole (in the sense described in this report) ‘and their
co-ordination with those of the Internesionsal Bank aﬁd the othser bilateral or
mulbtilateral ald organs (as proposed in section 3,5).

In other words, such.a service would have to:.

(1) centralize information concerning -

' - the plems existing in each cowntry (cbjsctives and resources);
~ the intentibns of other bilateral and multilatersl aid sources,
lcans by the World Bank, etc,; ' | ;
~ the programmes of the specialized agenciss in the United Netions
Pamily itself. ' . -

{(2) provide a connexion between long~term thinking (Second Development Decade,

indicative world plans, and o on) znd medium-term aid programmes;

(3) -provide the groundwork for a definition of the United Nabions proeramme itscif




(4} provids the secretariat for msetinge iptenéed to improve programming and

programme presentation methods;
" {5) prepers the ¢ ommon consolideted and gummarized document for the United

Wabions fzmily, as propesed in ths preceding section (3.67;

{6) wundertake research, pcssibly with the help of ousside consultants, with

& Tiew to the continuous improvement of programming metheds. In thie connexzion,

tue preparation of & theoretical sulmary descrining the prosress znd resulis of

the research undsrtaken in the various organizations, for exsmple in sconomic

ané methodolozical matters, would certainly be particularly valuable. It would
i .. sbous whet the orgenizations are doling

o
=
("l

help tc make the public betber ir
in this fisld, would nrovide a bagis fOl" compariscn and would probably, by dits

very existshce, maks it eesier bo draw up subssquent research programmes.

If work of this magnitude were undsrtaksn, sconcmists and experts 1n programming

would heve to be attached permanently o the proposed service, which must have The

L oma

resources needed to enavle it to engegs outstanding consuitants in this field and to

nment . The esteblishment of a service of this

LJ

use electromic deta-processing egui

naturs would obvicusly enitail the appropriatiozl of relstively large zdditionsl sums.

the introduction of rational programming b the world lavel TO ensure

efTective use oFf the resources invssted gpaingt ypderdsvelopment or, in other

(

words, the provision of the Teoncmic snd Soci =1 Cpuncil and specifieslly its Committoe

for Drogramme and Co-ordinstion with the means of carrying out their tagk efficiently

ig, in owr visw, & matter of such importance {end it is, incidentslly, an initiative

which will result in substantlal savings), that this proposal seems.to us 1o be in the

interests of all member Siates, whatever their level of development,

e R i R T PP Tt T
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4.1, CONCIUSION. Summary of the rTeport and proposals

Our thesis has been the Tfollowing:

(l} Inadequacv of ﬁhe fina_ulﬁT avstem and nrogrammlnp methodsl The LlﬁﬂﬁCl&j

systemn and the Drocrammlng metheds uged bv the orwanlzatlons of the Uhlted Latvons

Tamily g1e not at Dr nt proper;y suited to their tasks As mors than 85 per cent

0¢ the funds svenu are d voted 1o sconemic and soclaT develonment (over thrae auarne*s

of these fuads, nrobably, belng uzed to a551qt the develon1np countrles)- 1t .is

8sgen ulul that the acth1t780 flnﬂﬂCEL in tL1s way should ‘be programde 1 e. Drovided

for and or vanlzed iz advancu w1th & Tisw to autalnlng precise ObJeCulveS lald down

generaily for the medivm terg. '
This programming cannot be *dulonallzed morelj by the nartlal harmonlaat¢on of

the methods . used in the;meser* tlon of programmss and budaetg. Suech harmor1zat1am

Wwnich is certainly-indisnensable,-can be schieved only by D“IOT and drast1c changes in

Tinancial procedures and nrogrammine mwethods,

{2} The Tinancial system

The financial System curreﬂuly uzed is very complex and lacls clarity +o ube 301nu

Tm

that it 1u d1T¢1ﬁult to know at any given tlmu the exact emount of tne Tunds bein

Lsea by uhe vquous organlzau1ons
Buu above all it fa1l¢ 40 nrov1d* the elomants rmqu1red ;Or Tttlonal Drograpmlnr

becaLce Drhgrammlng means, esuent Ll_J, foracas*lng, ana because it 1E 1mp0551b7e et
nrusenu t0 deflnu, reqsonably 1n mdvauCC (for at least one budgetlng CJCle) “tHe .
va:zous act1v1t1eo whlch.may be undertakcn bj tae organlvatwons. . :
Advaace forecasting is 1ndeea impeded bv ‘a number of financial p*ocedures.

Thig ig true partlcularly of the mrthods used by UD= in carmarking funds for the

eXscubting agencies; funds are earmarked tw1cp a yesr on & prOJect—by—project basis,
50 that no harmonizstion can be achieved with the agenc1es’ budget estimates ag

regards supmort for the projects, their a&m;nlutratlve Preparation and their actual

drafting, Yot TUNDP outlays represent more than onﬂ—haj of the total fumds uged by
the sgsneies, ‘ : i - o i,

The present structure of the Uhlted Natiocns budget, which is bresented by natﬁre
of expenditure rather than by programme, is likewise ap obstacle t0 the harmonization andf

integration of programmes. And yet this budget represents over 30 per cent of +the
total funds used by the United Nations Tapily. It iz thus impessible to achieve any .

synthesis or integretion of all the ornanlzatlons’ Trogrames. % |
Lastly, the fact thath estimates are not made at present for 4 period exceeding i
onc budgotary eyele (two,years, and in some cases ons year) mskes it extreomely a




gince a periocd of five ox

generally used in +he preparation of national development plans with which

iogically, it should be possible to harmonize & development programme,
it is impossitls either to prepare & comnsolidated gensral document

Umﬂﬂrlulﬂr the budgsts and programmss of the organizations as & whole or sasily to.

ascertain objectives. The Tecommendations of the Committes of Fourteen on budgsts

they should be given

hove 50 far been implemented only On o Very modest initial scale;

affect more quickly,
{3} Propramming methods

The ghortcomings of progremming methods appsar to be dus mainly to the confusion
of ideas which seeme to prevail with regard to the very noticn of a programms’, It

seems mecessary o clear up that confusien in order to arrives a2t a common and c¢lsar

conception of what & budget ig or should be.

The firat essentlial step towards

" grsoter clarity is to distinguish:
sotivities which cannot be programmsd (political activities);

L can be programmed only with difficulty and in an uneven manner,

deﬁending on ths Tield of action in guestion (intermational co-operation between
COUEf““os vt 211 levels of development and, in particular, technical functions), and

" - <those which can and must be seb Torth in a definits progresmms, namsly those

designed to assigt the developing commiries.
But, oven thus cireumscribed, the problem of choosing the right method of

programming is extremely 4ifficult., In this field, the only lmown methodology exists

at the nobional level. The internsbional level confronts the United Nations Tanlly

with a nmmber of specific difficulties (multipliciﬁy of objectives, paucity of

finsncial resources, number and complexity of decigion-malking centres, the eguivocal

position of the various organizations, and s0 on) .

This situation, which is no doubt due in part to ths focts of world politics

and 0 ths structurses, as shaped by history, of the Unitsd Y tions system, is howsver

als0 the result of a set of procedures and methodsi. and these could be chungsd.

Admittedly, the effect of exigting st truchures . on programme formulation appears

I to be fundamental; a fairly'comparable model sesems 0 be cast every yeer from the
. mould represented by the various agencles and thelr programme admlnlstratlons {cP, table
on pages 25, 26, 27). An improvemept in the exlsting methods of programming, howsever,

§ would ot least make it poesible to gain a clearer picture'of the entire range of tasks

in pfogrsss and +0 pass an overall judgment, and would thus be helpful in any attempt

at more comprehensive formulation,

i g )it
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Apart from their effect of compartmentalization -into speecislized activities which
geen insufficilently integrated, the existing methods of Tregramming sppear to have -the
following characteristics: ‘ '

~ For activitiss in the field, systematic recourse to the method of projects;

it 1° not sagy to see how these gporadic and Ilimited activities £it into the

general develeopmsnt of the countries conceraed or how they relate .to any general
programming of the organizations hct1v1ules,

- A certain lack of precision and a fallure to identify the headquarters

activities of the programme admiﬁistrations- the efforts at presentatlon now

being msde by the large orgenizations are admittedly far from neg1igib7e, but
they should be intenzified with a vie W 1o dlfLerentlatlng the varicus types of

‘activities more sharply, clarifying them and, in the last anzlysis, really

Drogramming them, This need ig particularly keenm in +the case of research:

activifiés; -

— BStudies carrisd cut with a view to an oversll consolidatioﬁ (staﬁiétical

clasgifications, major projects, global consolidations of +he type of the Firss

Development Decade, indicative world plang, Tesearch done for the Sscopd Development

Decade, the Capacity Stu&y, ste. ) which are either disappointing or else repressnt

majod efforss Whose success is Pessible and desirable but whlch stlll teed & great

deal more work. . . - '

Ho conclusive prbgfess can be mede unless a nuﬁbo of vary serious difficultias
are resolved (reconcilistion of ”dlgg1051s by country“'WLth the pr1n01ples of plannlng
on g world scale; reconmeiliation of the world mission of the Uhlted Naticns with the
paucity of its financial resources; iindlng a basgis for a mlnlmum theoreticgl
agreement; ond adaptation of the structures of the Thnited Nations system o thé needs
of overall programming), | '

In order to prepare the ground for a'general selution in +his field

—~ the gap whlcb sevarates thinkine at the international level (the global

syntheszis referred 4o above) *rom.the dav-to—day work of prenarlng and 1mplamentlﬁg i

projects in the field must be bridesd, This £ap can bs brideed only by the

revaration of en inventory

- by country, of reguiremsents and avall bl-a resources, o
'— by type of assistance {bilateral, miltilatberal, or 1nternatlonal} of action~
prograzme estlmates, '
in order to snsure a rational spportiomment of wnrk; baking into account degrees of .
urgeﬁcy, spheres of competence end the need Lo integrate Programmes with each other .- C

and with the plans of the countries concerned.




A gnguring ©
These congideraticng and this argumenteticn prompt us to make the Tollowing

! i Another essential requirement is that programminpg methods and methods of
he

uniform presentation of programmes should be developed,

nropogals concerning:
- the modification of Tinancial procedures;
-  the mathodclogy of programming;

~ the strengthening of programming services.
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4.2. PROPOSALS
PROPOSATS GONGERNINC THE MODTIRICATICH OF CURRENT 1?‘IIGIQHGTAL'PROGEDUI:LJS
Proposal 1. Reform of UNDE eormorking methods
.A-prereqULSlus for the establishment of a rationsl programming system is +she

replocemsnt of the present method of earmarking UIDP (Speciasl Fund and technical
agsistance) funds, and of votlng on the appropriatibns, by an entirely diffe;ent method
entailina: ‘

~ the distribution and unpr“vq? of appropriations by the Governing Council, by

country and by szecuting agency, giving an indication, on the basis of g

progrovme for at least twe years, of ths broad lines along which funds should be

allocatad (the prepsrotion and appreval of the UNDP budget-preogremme will thue
rrocecd at_the same p :c2 a8 the preparation and approval of the budget-programmes
of the agencies of uhe United Netions family),

-  on sxbension of the“Administratarfs ﬁowers tc draw up detailed plans of

operations, with greatsr control being sxercized by the contribubing States,

°n the other hand, dwring the sxaminztion of the results obbained,

Alone such & reform would permit the harmonizétion of forscasts of all fimds
made available to the United Waticns family for economic and social development and
particularly, for assistance to the devsloping countries or, in other words, the
budgetization of the bulk of the funds allocated Tor this purpose

ter on, steps should be taken to explore the possibility of introducing a
Gysten Tor preparlng advance forecasts, over o gimilar cycele, for all other scurces of
voluntary funds.
Proposal 2. Pregentation of the Unlted Netions budzet by programme ‘
ALY the large organizations! budgé%s should bc presented by prograﬁme and not by

nature of expenditurse, and each budgetary document {i,e, the approved Ludget) should
degeribe all the activities of each agency, wasther financed out of its own funds

(i.e. expenditure which Toglires approeval by its legislative body) or out of funds

allocated by other organizations - UNDP, member States, ete. - (given for information),

Thes biggest gap to be filled before o gensral presentatlon of this nature can be
ackleVGG is the absence of any presentation of the United Nationg budget by programme.

{a) In presenting the United Natilons budget, theresfore, use should be made of a
strucvure comparable with that of the large agencies, such a structure would
distinguish between, in partmcular, expenditurs of a political nature; common

administrative expendlture, and expenditure on sccnomic and socisl development




'
' {m'u_A apemai refarence to erpenditure on assistance to the developing countries),

four or Tive maln parts covering, respectively, sconomic

and social affairs, the regional economic commiggions, UNCTAD, TNIDC and TMHCR.
ip aceordance with the Tecommendations of

e +he latter belng clagsified in

Tt would also be extremely ussiwl 1T,

'the Cormittee of Fourteen, this budget were established for a two-year cycle.

technical organizations, which are

r " {b) Por their part, the budgets of the amall

now presented by naturs of expenditure, should show, Tor irformation purposes, their

yrogramme sxzpenditure in the ‘f”'eld, neluding, iz a separate part, that financed out ‘

of ertra-budgetary funds.

. Propossl 3. General zdcphicn of meddwe—term nTogy aryming
td sconomic and social devnlonment

() Every part 'o‘f’ the budf*rb which relates
problems showld be regardsd g an annual or bisnnial snstalment of a medium~ or long-ter
DrOET ATINE .

(o) The following should accordingly be shown for each programis COmMponsent

financed for a medium term excesding the budget period:

~ +the mggregste smount of funds avallable for that period and the time

alleowed for implementatlon;
- the pars co“veqnonj_:g tc appropri

- the funds spent in previous years, if any, and the funds remaining

to be spent ir subssquent years.

{¢) All ths executing agencies, 4S well as TEDP, should prepsrs documents,

identical in Tormat, presenting thelr pluri-annual medium—term prograllles, theraby

actuslly available snd those which can reasonably be

di stiz:agui shing between funds
ed (with o minimum and a maxinum) . _
S O TPROLBAMIING METHODS ARD THE PRE PRESENTATION OF BUDGET-PROGRATTES

¥ Provosgl 4. Establisghment of an inventory ©of Tresources by ¢ountry and by source
of assistance., with a visw t0 & rational avportlonment of work

It is proposed thet an accurate and comprehensive inventory should be drawn up
of the work tc bs doms if gensral objectives at ths world lsvel {Second Developnent

Tecade, indicative world plans; are o he attained. The inventory should comprise:

- a counbry-by-couniry flle containing & detailed amalysis of nationgl plens

and an evaluaticn o;. global assgistance Tequir
rnal assistance, con-beu.mng 1nfow~matlon on bilateral

sments by coumbry; .

N

;— a file by source of exte
and muitilateral ageistance progranmes ) . . )

- crl'blchl analysis of the 1 rzgouTrees used, pzrovm:l.ng +the basis for globaJ_

X country and by source of aspsistance prior to the mapping out’ o:r_
gramme of the United Nabi ans fa'_mlly,

negotiations b
the mein linss of the assisbance pro
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Proposal 5. Adoption of a meothodclogy for the identification and classification

oTf projects and programme VunitsT,

Tt is proposed that an idemtical methol should be adopted for identifying the

non~permansnt components of the activities of programme administrations, whether

cerried out at headquarters or In the Tield.
Thls mevhod might taks the form (i) of establishing a clasggification of the

various programme "unite® or projects accordlng to a classification (which is outlined

in +this report, but which should be the objsct of more detailsd stuﬁy) based on the
f4214 of activity and the tyne of resocuwrces used, but also,'and above all, on the
nature of tﬁe fuﬂctiOﬂ performed (programme adrinistration, researdh, traininé,
information, technical assistancs, projects, and projsct support and preparation);
and (ii) of providing, for eoch component thus identified, particulars that would

follow the sume pattern in all agencies (identification number, amount of funds,
duration, sbaff, place, sector of activity, form and cbjectives).

TROPOSATS FOR THE STRENGTHENING OF PROGRAFMING SERVICES

Proposal 6., Esbablishment of = programming service in the United Nations

Tt ig propossd that a programming service should be established Tor the United

Hations, responsible for _
- centralizing the information described in proposal 4 above;

-~ preparing the United Natlons'! own programms in the metuver of economic and

social development and, more particularly, of asgistance to the developing
countrlas, . | ' 7

- preparini the consolldaued docnmpnts refarred to in proposal 5 above;
- helping in the ssgtablishment of the contacts nscegsary for the'preparation
of a joimt progrezmme withirn the United Nations Iamlly. -
This serv1ce gshould be ase gned hlghly quallPled gtalf and prov1ded—WLth the

TeEouUrces requéed for the . gccomnllshment of this very 1mportant task (partlcularly

g0 for og concerns the recruitment of congulitants and the use of glectronic data

processing equipment).

+ zhould be noted that the sum of thess proposals canmnot be considered oI put
into effect by a single authority, The following final remarks, therefore, seem
called fors ' ' S

(a) Thls Teport is m»rely a contribution to the stuﬂy of problems ab present on

the agenda, tne Rapporteur having had occasion, durlng hig enguiries, to note the

interest shown in them by persons most conversant with, and most qualified in program




§ sractices in the United Nations family. It would therefore be difficult to dissocis
the examinacion of the.proposale it contains from a geaneral sxXaminsticon of the obher
studies, nlready carried out {such as ths spriler-mentioned study by the Rapporteur ¢
ACABG), or still underwsy {such ne the “Capmcity Study" or ths cther reports of the
Joint Inspection Unis). It would be desirable for 211 the proposals contained in

these various studies 40 bs erxamined by a special committes consisting of competant

2ed .i persons, S0 thot compatibles decisioms ceould be talten by the various authorities
concerned,
_ (b} 1If, however, on the basis of the studiles and propesals made in this raport,
ﬁ the secrzitoriats or legislotive bhodisg of the varicus organizations congider that o

' numbor of improvements could be meds in programming technigues or budgebary presentut
? before o genersl survey is undertaken, it would bs wall if such decisiong, provided
they 4o not prejudice a global reform, could be taken as rapidly as possidla.
To enablse the competent authorities to consider these proposals, the rscommendat
of speeinl inberest to the various organizations are listsd below:

WDP: proposalis 1 to 3 (perticularly 3(c))

United Nations: proposals 2 to 6 )
pation 1n proposal XNo. 4

I

110, UNESCO, WHO, FAC: proposcls 3 and ©, and partic

Othor agenciss: proposels 2(b) =nd {moiniy) 3.
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Summary of the preliminary ncte on standardization of the
budgetary presentation of the organizations:! expenditure

] _ (JIU/Note/68/1Q/B)y

This note, addressed to the gecretariats of the varicus orgonizations in-
Avgust 1958 end accompanied by a guestionnaire, elicited the repliss which are

sumarized in ennex IT,

A brief sumary of the note is given hers, It dealt in turn'with-the following:

{1) TItemizotion of certain units 1n the budgets and accounts. This proposal
concerning the degree of precision in budget presentation has been enlarged upon
considergbly in paragraph 3,5 of this report; _

(2) Methods of classification of +the budgets of the five largest organizatioms
and the degres of precision zchieved for each of them;

(3} Conditions for the standerdization of budegets and accounts, The proposals
made in this part rslating to the combination of breakdown by object of expenditure
with breakdown by programme have been restated in this revort {alsc in paragraph 3,5),

An annex to the note gave a description of the budgets of some sm=ll
organizations., The orgenizations concerned have made some comments with a visw o,
correcting certain inaccuracies,

The mzin purpose of the note was to ascertain the secretariats! views on a

number of poinmts coversd by tho Questionnaire reproduced in aonnex IT.

1/ This document will be sent, on reguest.
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Summary of replies rec
proplems of budgetary standardization

eived to the guestionnaire on
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gintrodﬁéfiogz Does such standardization seemuto you_z

. desirable obiect or not, snd for what resson? Ave thers

any _overridineg chiections to such &n _attempt?

.

A desirable objective. We are collaborating with
ACABQ for this.purpose. But vital to inelude all
4the information required by governln bodies. The
. Programme and Pinance Commitiees of Fa0 have
expressed the opinion on several occasions that a
+uniform presentation of budgets might be g source
c¢f confusion.

is shown by ACC, sach organizetion's budget should
be divided inte five parts: .

Policy-making organs

1.

2. Execubive management and programme plaﬁning
3. Programmes of sctivity '

4. Services and supporting sctivitles _
;5. Other budgetary provisionms.

There are still two problems for wiiich solutions need
te be. foumd through intercagency coupsultaticns:

-~ the demarcaticn between these Five parts
of “the budget, i.e. the deflnltlon of each

- part;

- the type(of breakdown 10 be adoptéd for
mﬁB,L&fmemhwgmmmm@pm@mm.

Lhe first problem is an extremely difficult one;

_however, the 4CC. report and th? recent zttempt to
. define financial and budgetary tnnms can usefully

serve as a basis for further e orts in this

dirsction.
- With regard to the sscond problem, it 1s essentizl for

this part of the budget tc be divided into the principal

disciplines (i.e. in the case of UNESCU, ‘education,

science, culture, etec. ) and for each diseipline to -

 be subdivided into spsecific fields of activity

. {education into: research teacher=tra1n1ng, adulb
.v&ucatlon, ebc.).. Bach subd1v151on mist,. in turn,

be broken down by objects .of expendlture reflectlng

the modality of programme 1mplementat10n., All these

s S T T i SR A S A e R s e e ;
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-objects of expenditure shouua, of course, be summariged

4n an information amnex to the budget documentsg in
accordanca with your suﬂcest;on on ‘page 5

4 desirable objective, provided vhet each organizaiion
can alsc present information on the programme and ‘thse

budget in a manner which meets the needs of its
"governing body". JEO has in mind the advantages which

fstapdardlaatlon would present Zor co-ordination of the
activities of the Tnited Nations system.and for the

government services rezponsible for ex ing the
financisl implications of the budgets of all the
orzanizations.

JHO made a propesal to the Committss of Fourteen with
a view Lo a presenuaulou which might be acceptable to
311 the organizations. This presentaticn will be
included in th= programme and budget for 1970. '

WHO cenfirms iturinteniion of participating fuily in the
study of this cuestion which has been entrusted to ACABG
by the Genersl Assembly of the Trited Neticons.

Certainly desirable. Of. ACABY study now in progress.

To some extent desirable.’ ‘But comolete und fFormity would
Drﬂﬂ nt difficulties, particukerly because of the

execution: of extra-budgetary programmes common to all
the agencies. Any action to improve Ffingneial.

ppzznisation should therefors be approved by the central
i=1 i i ? = X

organ.

btandgrdlzatlon of budgsts would also nscessitate an
adaptation of iiU‘s structure. .The Union's budget dees
not 1nc?ude zny projects and its activities cannot be
broken down by programmea or projects,; with the
excertion, of course, of technical GO=ODEratan projects

It is Impcs=1bTe 10 reply to each of the questions in
detail. In.genergl, we are ¢espond1nc to the
recommendatlons of the Committee of Fourteen. For
several years, information ammexes hav re been provided
with a hreskdown 51mllar to that 1n 103@ B.1.1l. This




‘does not give rise to any special problemn. The degres
of precision and the use of these annexes as & basis

- for inter-agency comparison ars, however, different
matters; +the znswer obviously depends on the degree
of standardization of terminclogy and procedurss for
all the agencies The establishment of a uniform
budget format®. and eyvcele would be extremely useful, and
the preparation of s model might at lesst go some way
towards convincing the governing bodiss of the various
organizations of these long-term advantages. Until ithese
advantages can beg denon“trated howsver, it is to be
feared that the governing bodies OL the various
organizations, such as tnat of Taih, will prefer the
simple and concise documentation which has proved
adequate for needs and commensurate with the available
resources. : ‘ S

4 desiradle objective in principls. But, given the

- . differsnces sxisting between organigations, it is

i _ doubiful whether it will ever be possible to arrive st
a budgetary presentation in which the details are

. - identical. It is rather a matler of laying dowm

T . ‘principies which would result irn the various budgets
being at lsast compatible, sc that there are sound
bases for both compariscons and compilations, e.g. for
the use of the iconomic and Social Jouncil.

1HC0 The I#C0 Council likes to see the buiget presented
in the traditicnal msnner in which it has always been
presented. However, for othﬁr purposes, and as &
seoondary presentation, we are in principle in faveur
of a standardized presentation of budgets and zccounts.

o Yes, . very desirable. No overriding objecticns, provided
that the approved presentatlon is usable by anall and
large organlzatlons.
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B.2. Doses the breakiom Dy ot
| the Commithes of Fourtes
in vour opinion. would be
fparas. Ll.l..and Gl
FAD The best type of breakdown would be that proposed by
) ' ACABQ, after conmsultation with the United Naticns and
- the specialized agencies. Jur idesas are not yat
b sufficiently developed on this point to make constructive
- proposals.
" UILASCO Generelly spealing, we agree with your suggsstion on

" ihe breakdown by objsct of expenditure but the lstter

should be clearly defined on a common inter-agency basis
so that each line relating %o object of expenditure has
the same coverage for sil the specialized agencies.

'In our opinion, however, the hreakdown by object of

expenditure should not be pinding on any adminisiration
it is simply .z means of exscutlion thal mey vary

to time and from case to cass, according o the

-

%
reguirements of sfficiency in programme implementation.

3
since ——

The breakdown by object of expenditurs proposad by the
Committee of Fourteen is satlsfactory. Some additional
items of objsct of expenditure could, howevar, usefully
be included in the case of the breakdom used in JHC
and probably in other organizations. #BQC has made
proposals on s question, in ac.ordance with the
recommendztions of the Comzitiee of Fourteen. ,

‘The sysvem of classification suggested by the Committee
of Fourteen does noi present any difficulty. Tor ils own
needs, the Zeonomic and Social Council has requested the
fnlarged Committes for Programme and Jo=ordination to
make a study of the different possible classificaticn
modsls and To recormend one which could provice "a clear
and comprehensive picture” of the activities of the '
United Nations systea. -

The ITU budget is prepsred by object of expenditure. The
brezkdown proposed by the Commitiee of Fourteen is notd
auited to 1TU's nesds and we consider that the breakdowmn
now in use in ITU is better suited to our needs. i

1
)
:




icie)

The breakdown by object of expenditurs proposed by the
Ad Hoc Committee seems satisfactory and could be adopted
as far as the budget broken dowm by category of
expenditure is concerned.

T The' breakdown By object of expenditure proposed by the

Committee of Fourteen seems satisfactory as s Ysecondary®
way of budgel presentation. A breakdown by cbject like

- that in note B-is certainily useful; | however, the

breakdown by programme calls for more exbenaive study.

Yes. The sy.sﬁem recently adopted by S0 is vary similar.

o




--;le

"
LI
f
15

=

i
=

IMGO

degree of prec
(pare. 1.1.)%

“3he Commities

Does it seem to you feasible and desirable to attain a

igion such as that propossd in the note

Some improvements will be made with raspsct to extra-

budgetary funds expended by Fi0. 4e are, however, not
certzin zs to the degree of precision which is desirable

3n the breakdown of sextre~budgetary funds.

For the first time, in response 1o a recommendaticn Dby
of Fourtsen, it is proposed to submit %o
the FLO Conference a table showing dollar expenditure
and number of sxperts by country or rsglon; ‘such an
snmex will be included in the budget Zor 1670-1971.

See B.Z.

Yes; feasible and desirabl gn sztteupt 1s being made

€5
o attain it in the WHC budgetb.

4L certain dsgree of precision is atlainable, but preferable
to await the aC4LBE study.

ITU has no programme. Io atiain the degree of precislon
proposed, it would be necessary to break down expenditure
by field of zetivity or by body and department. This
possibility might not prove as advaniagecus &s sxpeched
for ITU (between 1949 and 1966 the ITU budget was prepared
by body and expenditures by body were broken down by
object).

This proposal could also be adopted for the breakdown
which should be made within sach programme (or type of
activity) for the budget by type of sctivity, although it
should be noted at the cutset that in the case of TPU mort
of the thirteen items would be left blahk for a large sart
of its activities. : .

It is feasible and desirabie but it is difficult to decide
how far to go. : . . S y

Tt vould be difficult if pot impossible for WHO to attain
such a degree of precision (see B.8.).




 B./. How would vou solve the problem of the time~lag between the

prevaration of the organizstions' budeets and the publication
of the UNDP prizrammes (parasy ! an@mgl°

C e .

FAC The’ annex reLGrred to in the preceding reply will have to
' include all projects which have been approved. Although
the information-will not be complete, since it cannct
- -inelude projects which have not been approved (at least
by country or: region), &t will cover leng-term projects
under all extra-budgstary  programmes.

MESEQ - By decision of the General Con¢erence, UNESCO has always
- presented its programme and budget in a form which shows
the integration of the budget with extra~budgetary
programmes. ALlthough thé latter are merely in dlcatlve,
__.such a presentation provides a view of the totality of
programmes undertaksen by the organization.

" However, the recent trends in the programming of UNDP
sctivities have rendered such integration difficuit if
not impossible. It follows logically that efforts to
promote budgetary standardizstion and presentation need

tc ‘be accempanied by.efforts to orient U‘IDp programming

-in the same directiens oo

¥

HHO Under the new UNDP procedures, & Government can make
‘_:furuhar'requests for new projects at any time. The!
" organizations' budgets should include g1l projects already
'_;}approved ‘together with those for which Governments have
:”flndlcaued that requests will be fortheoming.

- In;otnatlon on this subJGGt is bound +0 be less precise
than in the case of the regular budget

The time-lag between the preparatlon of the budget. and
action on the programme. by the Governing Council of UNDP
doas not present any seﬁlous dlflﬁcu_ty for the following

reascls:

)

 {1) Support costs are consolidated in the budget for
... . 7 the technlcal assistance GOJnonent only.

= U " appropriations in respect of suppord coste for the

P ' Special Fund compbient are‘kept ‘separate so that

. speedy action can 'bé taken it the course of the

'ljyear if new expeniltures have’to be authorized for

PR WS >~ . oy

I




‘The only solution toc the p
“the preparzt’on of an organization’

TWDE's decisious.
- procedure &s ITU and

-;periods-adopied by the

h'py'autﬁo
‘approve the budget for the “Technicel Co-operation Depart-
‘ment on )
~ “pending its consideratim
“Executive Committee. This budget can normally oniy be

wing their approval by the Gowerning
Council. Even if it should later be decided o
consolicate support costs for the Spectal Fund
component in the rudget, the fact that new projects
are approved by the Governing Council of UNDP at
sach of its two annual sessions doss not necessarily
lead to & time-lag. Budgetary provision can be made
‘for knmown projects in the npipeline’.

'?rojects fello

© (2) In the case of the technicsl assistance component,

glthough new "continuous programming” procedures are
being used and requests for projects can be propossd
by Govermments at any time, the system of fixing
comntry targets in advance has been retained; and
the sums 1likely to be aveilable for regicnal -
programmes can be estimated in sdvance with suffi-
cient accuracy to. enable support cost nesads to be
taken inbo account in the preparation of the

reguiar badget.. -

(3) TFor the future, the move towards long=term programming
both for technical co-cperation and for the regular
budget programme may help to minimize the effects
of the exisiing time-lag.

The ITU budget makes no mention of expenditure on techni-
cal co-operation projects financed by UNDE. Suppert costs
are czlculeted from an estimate of expenditure and
budgetary provision 1s made on this basis.

robien of the time<lzg between
s budget and the
publication of UHDF programmes would be tc anticipate

Ir practice, UPU follows the same
FAQ and simply uses an arbitrary
estimate of the cost of nrogrammes for future years, '
having to adjust its forecasts later in the light of the

‘¢ost of the programmesvapproved by UNDP.

esolve this difficulty, unless the budget
various organizations cover the

same peried as the UNDP programme.

We cannct

TUnder the present syétem, these difficulties are met
rizing the president of the organization %o

'the Pecommendation ofthe Secretary-General,
‘byithe following sessicn of the

drayhn vp seven or elghv monthe afber the session of the
Executive Committee which approves the regular anhusl
budget.
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" B,6. Do vou see any particular difficulties in the c¢lassification of

main perts on the modsl of the TL0 end UNESCO budgets (paras. 201..
ceand 3,30} 70 . L - > T

BAD - The classification of the main parts of the budgets of FAQ,

the ILO, WHO and'UNESCG is fairly similar (as wes indicated

in the note).
UNESCO See B.l.

WiC There are no special difficulties ; Droadily speaking, such
a breskdown exists. ‘ :

This breakdown by main paris closely follows the standardlzed
presentation submitted te the Economic zrd Soclal Council

for reporting the expenditures of the United Hations system in
relation to programmes. We do not consider that such a breaie
down and, in particuler, the detailed breakdown by programmes

ig satisfactory.

In fact, as already indicated, WHO is putiing forward an
alternstive soluticn, which has been accepted by the World
Heslth Assembly in the form of an arzmex te the programme and
budget for 1970, The Economic and Spcial Council did not
consider the proposed breakdown to be entirely satisfactory
and requested the Enlarged Committee for Programme and
Co=ordination to study methods of achieving z mere satisfac~
tory breakdown. We do not think that the UNESCO - ILO
‘breakdown by ma’n parts is necessarily the best.

Qﬁ ' ' The classification by part adopted by the ILO and UNESCO for

the grouping of their activitles does not pressent any
problem for the United Nstions.. In fact, the divisicn of the
Tnited Nations budget intc parts follews a broadly similar
medel. } :

;ig. This classification could not be appiied to ITU with its
present structure and with the proevisions of the Imternatio-
nal Telecommunications Convention now in foree.

JU fhe cléssifica%ion of pmain parts adopted by the TLO and
:  UNESCO is similar to that adopted by ACC for the joint
presentation.of budgets to the Economic and Social Council.

WMo The WMO system is based mutatis mutandis on the Fi0 system, . .
C 'which seems preferable to the others, but it differs only
very slightly from the ILO and TNESCO system.
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Ficaticn do you consider thet the organiza-
e identified (pera.3.2,) 7

|
‘ E.8. By whet method of classi
‘ ’ tiops‘ RLOSTEIIes conld best

.* " '8.9. Do the methods of brescing down expenditure by proframme snd the
actuzl definition of the word 'prograpmeappesr GO you to present
ey special difficuities ? If so. what? (fara. 3.2.)

The cubsbance of the replies by the secretarizts of the
eproducsd in

anizations to these two guestions are'T

org

paragraph 2.2. of the report.




B.10.
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What would you consider the best solutions to the four problems
. remumerated at thé end of paragraph 3.2. ?

-~ presentation of extra-budgetzry prosremmes in &n integrated
form or sena;atelv {within the framework of programme depart-
ments)

- fplace where the manning tables are shown with grades, Funetions

_and remuneraulon (by 'departmeénts, by services or by programmes);

~ definition of a.ccmmon nomsnclature and numbex;ng systen so that
.. the accounting figures can be fed into a compuier;

= gorrect presentatlon of programmes who se execumlon may be spread

UHESCO

over several yesars; the distinction between commitment suthoriza-
tions and -peyment authorisations which seems %o be lacking in all
budgets, and whose abssnce is a source of dlLficulty in financial
data. ’

Witk regard to the position of the manning tablss showing
grades) functions and remuneration, UNESCO is of the opinion
that, as it is one of the msans of programme execution, ihe
staff should be shown under the relevant field of activity.
. Some flewlblllty in uwtilizatién must, of course, be left to
* the body respon51ble for “ekxedution. :

(1) It seems essential to present the WHC progremme in an
integrated form.

(2) Themanning taoles are shown by individual units and
~projects and are summarlved by maJOr unlts, by £ield of
activity and by magor p*ogrammes.

(3) WHO uses a computer to prepare its budgst : a nomen-
cleture is therefore necessery; if such a nomenclature had
to be standardized for all the o“ganlzatlons, considerable
time and effort would be requlred to study the problem and
reabh a sclution.

(1) Integrated presenuatlon is de51rab1e but reqplres
+e further detailed study. Integration of extra—budgetary
.Pjprogrammes presents dlfflcultles such as :

.~ the neture of the programme and the method adopted
to finance it (for example, the pesace-keeping
. operation in Cyprus, which is financed from volun-
tary contrloutlons) {

- the legislative basis for the programme : for instance,
" ip the case of technical co=-opergtion programmes, no
provision is made for formal budget review (similar
to that existing for the repular budget) by ACABQ or
by the Cenersl Assembly., The details of the
. progrezmme are eXamined by I‘l_CB and by the Governing
Council of UNDF.
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