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I. INTRODUCTION

1. The primary purpose of this study is to assess the role and capecity of the
field offices of the United Nations Development Programme (UNDP) which is the
central funding and co-ordinating organization for much of the technical co-
operation activities of the United Nations systemn.

2. UNDP field offices are a key facility for the management and co-ordination
of the system's technical co-cperation effortc. Their sound organization,
adequate staffing, and full co-operation with them by the United Nations system
are important pre-conditions if they are to perform their role effectively and
promote the application of the development policies and strategies of the inter-
national community.

3. The present study examines the basic pclicy framework governing development
co-operation by the United Nations system, reviews the main issues of inter-
agency co-ordination at the country level, including the role and responsibili-
ties of the UNDP field offices in this regard, and discusses the staffing and
organization of these offices. Although it draws heavily on the provisions of
General Assembly restructuring resolution 32/197, the study does not cover
responsibilities of the resident co-ordinators since they have not been opera-
tional over a sufficient period of time to allow for objective analysis and firm
conclusions.

4. The Inspectors therefore concentrate on resident representatives as heads
of UNDP field offices while recognizing that resident representatives are
normally designated as resident co-ordinators and that a distinction between

the two roles cannot be hard and fast. Also, ACC is still reviewing arrange-
ments for the exercise of the functions of resident co-ordinators, and the
Director-General for Development and International Economic Co-operation recently
submitted a report on the outcome of consultations with governments on the role
of resident co-ordinators 1/.

5. The present report on UNDP field offices couid therefore serve as a useful
basis for any future study that the JIU may decide to undertake on the resident
co-ordinators and their interagencv co~ordination role as well as the structure
of United Nations system representation at the country level.

6. The Inspectors gratefully acknowledge the valuable support received from
UNDP including many resident representatives, and from »ther United Nations
organizations and agencies whbich were consulted in the course of this study.

1/ ACC/1982/0P/6 of 1 October 1982: Arrangements ”
of the Functions of Resident Co-ordinators.




II. TUNITED NATIONS SYSTEM CO-ORDINATION AND CO-OPERATION
AT THE COUNTRY LEVEL

A. Policy framework

7. The Consensus adopted by the UNDP Governing Council in 1970 and by the
General Assembly in resolution 2688(XXV) forms the basic framework governing the
programming, co-ordination and management of UNDP-funded technical co-operation
activities. The functions, role and structure of UNDP and its field office
network stem largely from the provisions of the Consensus. By introducing in
particular the principle of country programming the Consensus sought to achieve
"the most rational and efficient" utilization of UNDP resources by means of
greater co-ordination of all sources of assistance and inputs by the

United Nations system, "with a view to achieving integration of the assistance
at the country level'.

8. These policy objectives have been reaffirmed in the most comprehensive
manner in General Assembly resolution 32/197 on the restructuring of the
economic and social sectors of the United Nations system. The relevant pro-
visions of section V of the annex to this resolution recommend the following
measures:

- operational activities of the system should serve to promote a
real increase in the flow of resources for such activities on
a predictable, continuous and assured basis;

- assistance provided should be in conformity with national
objectives and priorities of the recipient countries;

- the orientation of these activities and the allocation of
resources for them should reflect the overall strategies, policies
and priorities of the General Assembly and the Economic and Social
Council;

-~ the United Nations system should seek to achieve optimum efficiency
and the reduction of administrative costs;

- integration measures should gradually be undertaken in respect of
existing United Nations programmes and funds for development
financed by extra-budgetary resources;

- measures should be taken to achieve maximum uniformity of adminis-~
trative, financial, budgetary, personnel and planning procedures,
including the establishment of a common procurement system;
harmonized budget and programme cycles, a unified personnel system
and a commen recruitment and training system;

- at the country level, there should be improved cocherence of action
and effective integration, in accordance with the objectives and
priorities of the government concerned, of the various sectoral
inputs from the United Nations system;

-~ the UNDP country programming process should be utilized as a frame
of reference for the operational activities of the United Nations
system;

- overall responsibility for, and co-ordination of operational acti-
vities for development carried out by the system at the country
level should be entrusted to a single official (resident co-ordinator)
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who should exercise team leadership and evolve a multidisciplinary
dimension in sectoral development assistance orograrmes;

~ subject to the requirements of individual countrie<, sieps should
be taken to unify the country offices of the various I'nited Naiions
organizations.

9. These guidelines emphasize the need for ccherence, efficiency a:a effective-
ness, as well as a more cohesive and integrated thrust of Unitec Nations system's
operations at the country level. As a result, they have a direct besring on the
technical co-operation leadership role of UNDP and its field offices in support

of host governments' prerogatives for the co-ordination and managemen. of al:

external development inputs. Subsequent intergoverumental decisions have speci-
fically sought to enhance UNDP's team leadership and central role in the system's
development co-operation effort. Thus, General Assemnly resolution 34/213

provides that the UNDP resident representative "would normally be designated as
the resident co-ordinator', while Economic and Social Council resocluvtion 1981/59
reaffirms '"the central funding and co-ordinating role of UNDP in the field of
technical co-operation within the UNDP system" in conformity with the 1970
Consensus and General Assembly restructuring resolution-

10. Interagency co-ordination at the country level, though complex, is
necessary if the system's technical co-operation activities are to produce
optimal impact with scarce resources. For UNDP's field leadership and co-

ordination role to be meaningful and effective, a degree of coherence and con-
sistency is necessary at the central United Nations intergovernmental and
intersecretariat levels, while at the country level the active support and
participation of all the parties involved under the tripartite concept will
remain an indispensable prerequisite. Therefore, the extent to which UNDP and
its field offices can discharge their mandate depends largely on the co-
operation of host and donor governmente as well as the executing agencies in
applying at the operational level the restructuring measures listed in paragraph
8 above.

B. Roles and restcnsibi.lities

1. Govermrents
1t. The co~ordination ~{ atl forms of developmernt assiscance is the prerogative
of the government o7 the recipient country zs emphasized in the Consensus and
the restructuring resoiution. The role of the resident representative and ihe
field offices over the decade has been essentially to assist govermments in the
exercicse of that prercgative in respect of UNDP-funded operaiicns.
12. However, developing countrices differ considerably in their relative levals
of socio-economic development and governmeni changes, administrative procedures.
operating capabiliciee, 'nternal co-ordinaticn policies and rechanisms and
skilled manpower endowment. Thesa variables often detrermire ihz scope and
effectivencss of UNDPF's ceuntral role at the country lcvel as well as the co-
herence of United “Nations systen's operatlicns ir goaeral. Sim*leriy, the
extent to which nost govermments rely or UNDP's Fizld >ffice netwovn for the
co-ordination and implementation of development assistance programmes can differ
widely from one couniry o anoiher. For example, while UNDP's central role can
be expecled to be m.nimal in some relatively advanced ccuntries, that role in the
least developed countries can in certain cases cover a broad spectrum cf deveiop-
ment progrsmmes, including those funded by some bilateral agencies.
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13. Furthermore, United Nations system policy co-ordination at the global and
regional levels is not without implications for interagency co-ordination at the
country level. Similar approaches to development issues by the legislative
bodies of the various organizations of the United Nations system promote coherence
of the system's activities at the country level and therevv facilitate the role

of UNDP and the field offices. At the regional level, the restructuring reso-
lution has conferred on the regional commissions expanded interagency co-
ordination responsibilities and a more active role in support of regional co-
operation programmes. The main policy organs of the regional commissiions are
composed of Ministers for development planning and economic affairs who in many
cases are responsible for development co-ordination in their respective govern-
ments, and therefore head UNDP's liaison or '"counterpart'" ministries. This
disposition should in principle enhance harmony and integration of Unitred Nations
system activities at the regional and country levels, provided the field offices,
which also represent the commissions in their respective countries, are more
closely involved in regional programmes and projects assisted by the United Nations
system.

14. The multiplicity of funding channels and special purpose trust funds
supported by donor governments tend to conflict with Member States' recognition
of UNDP as the central funding channel for multilateral technical co-operation,
and to compound host governments' and UNDP's co-ordination difficulties. The
integration of these funds under the "frame of reference' of the UNDP country
programming process as well as the achievement of maximum uniformity of adminis-
trative procedures, budget and programme cycles as recommended by the restructur-
ing resolution would improve the coherence and cost-effectiveness of the system's
development co~-operation activities. Also, and particularly at the present

time of economic crisis, host governments may find it more economical to unify
the country offices of the United Nations system under common premises, as
already done in some countries, and to provide adequate facilities and support

to organizations of the system represented in their countries.

2. The United Nations Development Programme (UNDP)

15. As noted above, the scope of responsibilities and activities of UNIP

field offices depends very much on individual country situations and the extent
to which host and donor governments rely on the offices for the co-ordination
and implementation of external development assistance programmes. Additiorally,
as focal points of the system at the country level, the field offices are in
direct working relationships with the govermment's central co-ordinating ocgans
and sectoral ministries, experts and headquarters, multilateral finamcial insti-
tutions, the regicnal commissions and, informally, with bilateral programmes and
non-governmental crganizations.

16. In general, the nature and magnitude of work and responsibilities carried
out by the field offices have evolved markedly over the last decade. Whereas
resources under the first programme cycle were relatively homogeneous in that
UNDP accounted for about 80 per cent of the system's grant technical co-
operation funding, the situation had evolved by the end of the decade into a
complex technical co-operation funding pattern involving some 13 special purpose
funds, an ever-increasing vuiume of cost~-sharing arrangements, agency funds-in-
trust and regular hudget expenditures, and other multilateral technical co-
operation funding, notably by the World Bank and regional development banks.
Although UNDP's share in this overall funding effort has declined to about 50
per cent, its service role at the country level has increased considerably over
the decade (see Chapter IT1T). The field office worklcad and in particular the
volume of services providea by these offices to governments and the UN family
can therefore no longer be viewed only in relation to the level of UNDP's
programme resources.



-5 -

17. While the Inspectors recognize that international ecorom’z qevelopment is

at present in a state of crisis, they are nevertheless concerned about the

current dramatic decline in contributions channelled through UNDP, not least
because this decline may adversely affect the wviability of UNDP's role and
operations. For example, the present resource crisis has impelied a reducrion

of 45 per cent in illustrative IPFs approved by the Cowncil, which might sigpifi-
cantly disrupt forward planning, weaken the co-ordinating role of tte r1ecident
representatives and the field offices, and diminish the significance and zelevance
of the UNDP country programming process. However, this may not necessariiv b

the case if full effect is given, at the operational level, to the concep. of
resident co-ordinator and that of using the UNDP country programming process Aas
the "frame of reference" for the system's activities at the country level.

18. Notwithstanding its declining role as the central funding organizatior

for the system's co-operation effort, UNDP can still cwercise its co-ordinaticn
and leadership responsibilities on the one hand through high quality performance
by its field offices and, on the other, by enhancing its analytical role and
serving as a creative force linking worldwide technical co-operation and devz=lop-
ment research and concepts, and their application at the field level.

19. As the main technical co-operation organization of the system, UNDP has

not been as active as it might have been in assuming leadership for the analysis,
dissemination and application of innovative technical co-operation ideas and
concepts, with the possible exception of technical co-operation among developing
countries and integrated rural development. Other important concepts such as a
unified approach to development and self-reliance have not yet been sufficiently
analyzed or applied by UNDP. But such an achievement requires the collaboration
of both donor and host governments and agencies of the United Nations system.

20. In their report on the United Nations system's technical co-operation
activities in Sri Lanka (JIU/REP/79/16), the Inspectors found that many basic
policies which had been established to guide United Nations system technical
co-operation activities were not being applied effectively because of a lack of
understanding of these policies and the failure to translate them into opera-
tional terms, disseminate them to the field level and assess their recsulis. The
Inspectors recommended that ACC conduct a study summarizing these pria.iples anu
their key inter-relationships so as to clarify and encourage their ap- 'icat’/rn
at the operating ievel. The Inspectors believe that this recommendati o rerai s
valid and that UNDP should take action to promote -ts irplementation.

21. In this regard, WHO provides probably the best example in the United Nations
system of effective support to policy application in a given sector, through irs
programme of "Health for All by the Year 2000". WHO has prepared excellent
brochures 2/ to serve as implementing guidelines thet can be applied iy govern-
ments which wish to do so.

3. The Executing Agencies

22. Organizations of the United Nations system hzve a fundamental role :o play
in the achievement of a more equitable world order. This ~ol= is unicue not so
much because of the resource and technical capabilities of the system &3 beccuse
of its universal membership and framework of internationally agreed policies 2wd
global strategies for resolving development protlems, The 1980 report on cor-
prehensive policy review of operational activities of the United Navi 9s -~ysten
(A/35/224), stressed the need for interaction end cross-fertilization., boib

2/ See, for example, Formulating Strategies for Health for All by the Year
2000; Managerial Process for National Health Development {guiding principles)-
Health Programme Evaluation, etc.
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between the normative research and policy analysis functions of the organizations
of the system and the operational activities supported by the same organizations
and among organizations in order to promote a multidisciplinary approach to
development. This should apply at the stages of programming and implementation,
coupled with a rigorous process of evaluation.

23. It would appear that this linkage is not as effective as would be desirable,
judging from criticisms by UNDP field offices about inadequate technical back-
stopping of projects by some executing agencies of the system. The Inspectors
believe that a more active UNDP performance control and evaluation role, as
suggested in a JIU report on UNDP's evaluation system, would contribute to
correcting this shortcoming. Naturally, UNDP's effectiveness depends on the

full co-operation of organizations of the United Nations system.

24, Furthermore, while the diversity, sectoral responsibilities and technical
expertise are basic strengths of the United Nations system, the restructuring
reforms listed in paragraph 8 above emphasize the need for effective co-ordination
to improve the coherence and integration of the United Nations system sectoral
inputs. The co-operation of all organizations of the system in applying these
reforms in the field should go a long way towards facilitating the roles of
governments and UNDP under the tripartite concept.
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ITI. FUNCTIONS OF UNDP FIELS OFFICES

A. Core Functions

25. The core functions of field offices are to:

(a) assume the leadership role and act as the focal point for thz co-
ordination of UNDP-assisted programmes and other Unjted Nations system oprogrammes,
when called upon to do so, particularly in countries where thc UNDP residenc
representative has been designated resident co-ordinator of the Unitec Nations
system; where appropriate, field offices also support projects financed f{rom
other sources within the area covered by the office;

(b) assist governments in preparing and reviewing their country programmes
and in the formulation, approval, monitoring, evaluation and follow-up of UNDP-
assisted projects;

(¢) provide local programme support services in the United Nations system;
and

(d) represent several entities of the United Nations and some specialized
agencies having agreements with UNDP.

26. This summary description, however, does not adequately reflect the exten-
sive workload of these offices viewed in the light of their staffing level. A
more complete examination of their activities is necessary in order tc determine
the measures which may still be needed to ensure that they operate effectively
in serving the international community. The following sections of this report
are not intended to enumerate in detail all these activities, but toc stress the
most important tasks and their scope.

B. Substantive Support

1. The country programme

27. The country programme is a technical co-operation framework thet shuuld
reflect the develooment priorities of the host government and guide United Natlons
system development operations towards those priorities. At present th2 sericus
decline in UNDP's programme resources is likely to affect the country pro,reamise
process and its direct relevance to national development efforts. However ., irf

the UNDP country programming process is effectively used as a "frame of roferencel
for all activities funded and asssisted by the United Nations system, as recor rended
by the restructuring resoluticn, then tne reduction in UNDP resources would notl
necessarily affect the country programming principle and its practical apriication,
In this case, the workload of UNDP field offices is Likely to increase whilie
agency participation in the different programming stages would be r>re active

28. The introduction of continuous programming by objectives may reduire more
systematic consultative arrangements with the government and executing agencies
and, equally important, more regular analysis of country developnent situaticns,
sectoral trends, rigorous evaluation processes and feedback mechanisme. In
brief, the UNDP finid offices will have to constitute a greater prograzmming aul
analytical force than heretofore in support of the system's operations at the
country level. As presently operating under a flood of routine paper work, the
field offices in the majority of cases cannot fully perform the strong treative
and supportive role described above.



29. The Inspectors concluded in their report on United Nations system technical
co-operation activities in Sri Lanka that the leadership of the resident repre-
sentative, particularly if he is to be the official United Nations system resident
co-ordinator in the country, must be based on his knowledge of the United Nations
system programmes and not merely on his ability to provide administrative services,
however important and useful, and that it was the work of the UNDP resident
representative and his staff to provide the perspectives and actions that would
give coherence to the programme and facilitate the teamwork called for in the
restructuring resolution. Therefore, programme snalysis and programme leadership
should be at the top, if continuous programming is to be meaningful.

2. Support to non-IPF programmes and projects

30. The UNDP field offices provide services to many funds and programmes which
are under the responsibility of the UNDP Administrator, such as the United Nations
Financing System for Science and Technology, the United Nations Volunteer Pro-
gramme, the Revolving Fund for Natural Resources Exploration, the United Nations
Capital Development Fund, the United Nations Sahelian Office, the Energy Account
and other funds and activities such as the United Nations Fund for Population
Activities (UNFPA) and Technical Co-operation among Developing Countries (TCDC).
This support involves assistance in the preparation, implementation and monitor-
ing of the projects, including administrative backstopping.

3. Promotional activities

31. Besides their participation in technical conferences sponsored by

United Nations organizations and NGOs, and support to visiting technical missions,
the field offices are also expected to promote the application of the system's
development policy strategies, such as the Plan of Action on TCDC, the Action
Plan on Water Development and Administration, the International Drinking Water
Supply and Sanitation Decade, etc. This supportive role is extremely useful

even though in many cases it does add significantly to the field office workload.

C. Administrative Support

32. Administrative support services are provided to country and inter-country
programmes and projects as well as to other similar activities of the organiza-
tions of the system, including technical missions, humanitarian relief, public
information, headquarters visitors and support for bilateral development co-
operation inquiries. This ''service function" is undertaken in the interest of
the programme and in the context of the respective responsibilities of the
government, UNDP and the participating organizations.

33. In all cases, and particularly in the least developed countries, the UNDP
field office administrative workload is extremely heavy and varied. The volume
of services provided and the consequent overwhelming demand on office staff is

a serious cause for concern, especially as this service function tends to weaken
the capacity of the field office to attend properly to substantive matters.
However, these services seem to be necessary for the daily conduct of programme
activities.

34. The tasks involved range from the simple front-desk information function
to advisory opinions; administrative or representational duties; briefing of
experts, missions from headquarters and potential investors, security arrange-
ments; medical or evacuation services for sick or injured staff; monitoring
of non-UNDP funded projects; arrangements for equipment delivery and customs
clearance; duty-free imports; housing and travel; support to conferences,
seminars and workshops; interviews for United Nations system job applicants;
library and documentation, etc.
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35, The Administrator's 1980 report to the UNDF Governing Council states that,
on the average, one-third of the field staff is devotel to administrative
activities not directly related to UNDP as a funding source, including advisory
work and representational services on behalf of other organizatiors >f the
United Nations family 3/.

36. The central service function has proved to be vealuable i: expanding ond
strengthening the framework of the country programme: by ensuring tlie necessary
linkages through an integrated approach; reducing the total administratiwve
costs of the system's development operaticns; solving bottlenecks; £filling
gaps, and facilitating the programming and delivery of inputs in accordance with
the needs and priorities in each case established by the hos. govermmeat. Tabie
I of this report shows the extent and variety of these functions.

D. Representational functions and public relaticons

37. Besides the normal and full representation of UNDP and the funds and
programmes under the aegis of UNDP, the field offices provide support to many
organizations, agencies, programmes and funds active at the country level,
including the regional commissions and other regional organizations, financial
institutions and entities involved in the development process and relying on
UNDP services. Hence, the total gamut of their working relationships with

the UNDP field offices should be taken into account in the organization and
staffing of these offices in order to equip them to play fully the central role
expected of them.

38. Also, considerable time of the resident representative and his deputy
must be devoted to representational, quasi-diplomatic activities and social
gatherings. These functions are unavoidable. They are a useful and important
aspect of the resident representative's promotional and leadership functions and
can contribute to practical results.

39. The special case of the United Nations Information Centres was thoroughly
examined by the Joint Inspection Unit in several reports (see JIU/REP/76/10,
79/10 and 81/2). Special steps are now being taken to strengthen the relation-
ship between United Nations Information centres and resicdent reoresentat:.ves.

E. Bilateral programmcs and non-govarnmental organizations

40. There is a potential role that the field offices could play, whon the host
government so requests, in facilitating effective utilization of both multi-
lateral and bilateral resources. Although informal, this could have an important
promotional value by enlarzing the support for development assistance effnrts and
supporting the absorptive capacity of developing courcries. The experience of
project {inancing by a mix of resources has already been tried, and rhe general
benefits of the experience are worth exploring further. This is particulariy
true in countriec which decide to include in their UNDEF country programmes pro-
visions and plans for the use of external assistance from all sources, including
bilateral programmes.

3/ This estimate was confirmed by the UNDP field office workiosad survey
completed 1n F-bruery 1982. "Some 34 per cert of the itime expended by the
UNDP field staf’ related to such services. 13 per cent on totally non~-UNDP
related business and 21 per cent on doing things for tlhe agencies. Lla terms of
costs, as distinct from time spent, this extra effort revresents some 25 per cent
of field office costs'. (DP/1982/INF.5)
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SUMMARY OF UNDP FIELD OFFICE FUNCTIONS

"able I

I

IT

IIT

v

General Functioms

Specific Programme Management
Functions

Programme & Project
Support Services to
non-IPF activities

Administrative and Log.stical
Suppoit

A. Representational Role

The Resident Representative
(RR) represents the follow-
1ng 1n country of assign-
ment

1. UNDP Administrator.

Z. UN organs and funds, inclu-
ding 1n particular, WFP, UNFPA,
UNDRC, UNHCR (where no office
cr1sts), Regional Economic
Commissions, DTCD, UNEP,
HABITAT, UNCTAD/ITC, UNIDO,
UNFDAC.

3. Special Funds & Programmes
administered by UNDP UNCDF,
UNRENRE, Interim Fund for
Science & Tech. for Dev.,
UNSO, UNV, TCDC Unit & Fund,
Office for Projects Execu-
tzon (OPE).

4. Small UN specialized agen-
cies 1in general (ICAD, IMO,
ITU, WIPO), & other agen-
cies which specifically
designate RR as their coun-
try representative.

5. In many cases the RR 1s
also director of the UN
Information Centre 1in the
country of assignment.

B. Team Leadership & Promo~
tronal Functions

1. As principal UN system team
leader 1n country of assign-
ment, the RR organizes and
chairs periodic 1inter-agency
meetings.

2. Resource mobilization and
fund raising activities.

3. Promotional campaigns con-
nected with UN Decades and
Plans of Action adopted at
special global and regional
conferences sponsored by the
UN, such as the International
Drinking Water Supply and
Sanitation Decade, lnterna-
tional Year of Disabled
Persons, etc.

C. Co-ordination Functions

1. Prancipal channel of commu~-
nication between the host
Government and UN system.

2. Assisting the host govern-
ment, when requested, in the
co-~ordination of operational
development activities car-
ried out by the system at
country level.

3. wvolving a multidisciplinary
dimens10on 1n sectoral develop-
nent assistance programmes of
tte UN system at Lhe country
level.

4 Central source of informa-
tion on assistance available

through the UM system and on

the development programmes of
the system.

5. Point of contact between UN
system and bilateral, multi-
Tateral and non-governmental
assistance programmes.

|

|

A. Country IPF Programme

1. Assistance to the host
Govt. in the formulation of
the country programme,

2. Preparation of periodic
country programming reviews,

3. Support to Govt. agencies
in the preparation of project
proposals within approved
Pprogramme ,

4. Collection and analysis of
sectoral development data,

5. Appraisal of project pro-
posals,

6. Preparation of project fact
sheets,

7. Liaison with UN system
country representation on pro-
gramme -=nd project 1ssues,

8. Apprication of UN system
policy directives in opera-
tional development activities
(unified approach to develop-
ment, new dimensions, TCDC,
ete),

9. Visits to project sites and
Govt. implementing agencies,

10. Correspondence and coordi-
nation with executing agencies
and project managers on pro-
ject activities,

11. Participation in tripar-
tite review meetings and pre-
paration of reports,

12. Briefing and debriefing of
experts,

13. Preparation of technical
assessment reports,

14. Processing of expert
clearance, fellowship place-
ment and monitoring of equip-
ment orcdering and delivery,

15. Assistance to and associa-
tion with protect evaluation
missions

16. Maintenance of con’rol sys~
tem for annualized budgetarv
commitments through IPF led-
gers, including project expen-
diture monitoring mechanism,

17. Revision of project docu-
ments and budgets,

18. Periodic reporting to HQs.

B. Inter-country IPF Programme

Although most of the substan-
tive work connected with in-
ter-country programming and
project 1s at present done at
UNDP HQs, field offices are
nevertheless usually 1involved,
1n varying degrces, 1in the
planning, implementation, moni-
toring evaluation and follows-
up activ tics 1n respect of
inter-courtry projects based
in che.r host countries. This
involvement will certairly in-
crease, and add to field cffice
workload, as management res-
ponsibility for subregional &
regreoial projects 1s 1ncreas-
1ngly decentralized to govts.
in accordance with new policy
guide] ines.

A. Special Funds

and programmes
administered by UNDP
(UNCDF, UNRFNRE,
Interim Fund for Sc.

and Tech., TCDC,
UN3O, UNV, etc)

1. Analysis of sec-
toral studies lead-
1ng to project iden~
tification,

2. Assistance 1n the
formulation of pro-
ject documents and
budgets,

3. Project revisions,

4, Consultation with
govts., executing &
bilateral agencies,

5. Assistance 1in pro-
Ject appraisal and
preparation of pro-
Ject fact sheets,

6. Monitoring of pro-
Ject activities in-
cluding correspon-
dence, project
visits, consultation
with govts & agen-
cies, tripartite
reviews & evalua-
tion & preparat:ion

of reports thereon.

7. Project follow-up
activities.

B. Regular activities,
programmes & Funds-in-
Trust of organizations

of the UN system

When requested

1l Assistance 1n pro-
ject identaification and
formulation,

2. Support for the pre-
paration and circula-
tion of project docu-
ments as well as for
the appraisal and
approval of projects,

3. Implementation and
monitoring, 1including
correspondence, project
visits, consultation
with govts & executing
agencies, tripartite
reviews, mid-term esal-
uations, project revi-
eions, follow-up actir-
vities, etc.

4, Support to seminars,
study tours & conferen-
ces sponsored by UN
system organizations.

A. Adminietrative Suppert to the
IPF Programme

1. Personnel administration
cluding locally recruited staff,

in-

2. Orientation and staff train-
ing includirg on-the-job trai:-
1ng,

3. Preparatiun, administratior
and control of office budget

4. Administration of wmprest
account, operation of bank
accounts, payments and submis-
sion of monthly accounts and
statements,

5. Administration and coordina-
tion of common system mutters,
incluaing UN system personnel
secur1ity 1ssues, protection of
UN system property 1in host coun-
try, local salary surveys, cost
of living surveys, surveys for
purposes of daily subsistence
allowance and fellowship stipend
rates, housing surveys and ad-
ministration of housing subsi-
dies, preparation and distribu-
tion of reports on living condi-
tions.

6. General services Teg stry
and communications, travel
arrangements, customs clearance
of equipment, goods and person-
nel effects, management of spe-
c1al facilities including office
and transportation equipment.

B. Administrative Support to Non-
IPF Activities (UNDP-sdministered
funds and programmes, Agency
regular budget activities and
funds-in-trust, special services

to the UN system )

1. Assistancc to project person
nel in housing, travel arrang -
ments, visas, ID cards and =x-
tension and renewal of various
permi.s.

2. Delivery o€ personn~i effects.

3. Payment of salaries, travel

1

{
i

advances and claims.

4, Transportation, especially to
and from the airport arrival and
departure.

5. Interviewing candidates and
assistancc in the recrurtment of
personnel for agency employment.

6. Induction, oricntaetion, braief-
ing and training of project per-
sonnel.

7. Assistance in Lhe selection,
placement and adm nistration of
fellowships.

8. Preparation of dara and .nfor-

mation, and ~speclasly comple-
tion of gquaestionnai us at the
request of organizations of tle
sysiem.

9. Support to UN system visiting
officials and special technical
mLSS10ONS.

10. External relations and pro-
tocol funct.ons.

1

i

!

{
i

]

|
|
t

|

|
1
|
!
|
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F. Regorting

41. The reporting function of the offices is also extensive, and covers
programme and project monitoring and review processes, evaluation and follow-up,
in addition to reports concerning the office management, finance, personnel and
general administration, security matters, etc.

42. This is an important function which the UNDP field offices must carry out,
in most cases on a priority and timely basis. Routine administrative work,
statistical and other factual information may be handled by assistants, but
reporting on programme and project development processes, or matters related to
international co-operation, policy implementation, effectiveness, etc., require
a resident representative's personal judgement.

43. The focal role of the field office and its central services to the system
as a whole have substantially increased reporting responsibility. In particular,
the field office is responsible to the Administrator on matters connected with
the management of the programme; to the Secretary-General of the United Nations,
through the Director-General for Development and International Economic Co-
operation; and to the heads of the organizations that utilize the office as
their representative, on matters concerning their activities at the country and
inter-country levels.

4. The timing and quality of these reports should be carefully reviewed as
they are related to the efficacy of the support provided by the system and
constitute a basic tool for the sound management of scarce resources. The
number of required reports, however, places a considerable burden on the field
offices and needs to be reviewed.
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IV, STAFFING, ORGANIZATION, DIRECTION AND STRENGTHENING
A. Staffing

1. Staffing trends

45 . Table II illustrates UNDP's overall staffing levels and trends between 1572
and 1982, which appear to reflect cyclical changes in UNDP's programnme vesources.
Thus, while total core posts {those for the UNDP central programme) incrsased
during the first and second cycles by 7 and 8 per cent respectiveiy, they declined
markedly at the beginning of the third cycle by 14 per cent, mainly as e result

of UNDP's present resource constraints.

46, The field office core posts increased by 10 per cent and 16 ser cent in the
first and second cycles respectively, but dropped by 8 per cent in the 1982-1983
biennium, reflecting the general reduction in UNDP-budgeted staff posts announced
by the Administrator in DP/1982/52. In 1982, each UNDP field office had on
average virtually the same number of budgeted professional posts (3.6) as ten
years ago, notwithstanding the dramatic expansion in recent years of field level
operations supported by these offices, as seen in the preceding chapters, and the
consequent need for increased programming and management efforts.

47. Furthermore, although the proportion of total field office posts to head-
quarters posts increased moderately in the first and second cycles, that propor-
tion has remained virtually unchanged in the recent past, which happens to
coincide with the period in which UNDP headquarters has undertaken extensive
decentralization of administrative functions and management responsibilities to
the country level, over and above the onerous field office workload already noted
above.

48, The actual situation may be worse than these trends indicate because of

the long field vacancies noted in the course of this study, the high field staff
turnover rate, and protracted assignment and recruitment processes, particularly
in the so-called difficult duty stations. The fact that UNDP has been operating
under a recruitment freeze since July 1981 has reduced the numbec of s:tafl wail-

able to fiil all the vacancies. UNDP believes, however, that its reassignment
olicy, with its built~in feorward planning elemsnt, will! alleviate to a large
49 b P

extent the problem of protracted vacsncies in the field offices f{see paragrapn 53 ).

49, The increase in fieid office posts, especially in the second cycle,
occurred mainly in the general service category, which may be attributed to
efforts by the UNDP administration to hold down administrative and programme
support costs by relying increasingly on locally-recruited staff. But the

trend may also indicate an orientation of the field office role towards aamiuis-
trative and service functions, which can be to the detriment c¢f subsiantive work.
Although some of the local staff, especially the Local National Officers ‘LNOs),
perform progranmme support functions et the para-professional level, the average
number of LNOs per field offic» in 1982 was 1.5 compared with a total average of
25.3 general service staff posts per field office.

590. This trend mey be reinforced in the third programming cycle if an addi-~
tional layer of logistic and administrative support functions is nlaced nrn these
offices, as suggested in DP/1982/35 entitled Additional and alternative ways of
financing and providing development assistance through UNDP and the funds
administered by UNDP" motwithstanding the reduction of field staff poste by 8

per cent. licwever, this does not necessarily mean that the service function
would be exclusively in the field of logistic and adminiscrative supporz. Such
services could include assistance in project formulaticn for example and document
DP/i982 /35 states that organizations and governments who wish to use the [ield
office structure should reimburse UNDP fully for the services provided.
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51. While the central administrative and service functions performec by the
field staff are important and appreciated by the system at the country level,

the Inspectors are concerned that the present trend is increasiangly diverting
field office activities away from their substantive programme and manage¢ment
functions. The findings of this study confirm the conclusion reached by the
Inspectors in the 1979 JIU report on the Evaluation of Technical Cu-operation
Activities of the United Nations System in Sri Lanka (JTIU/REP/79/16), namely,
that the heavy administrative burden of the UNDP office was a serious obstacle

to effective country pregramming and hampered substantive analytical work, and
that the Fflood of current work had led to the neglect of such important functions
as forward plamning, current situation analysis, and assessment of past prcgramme
trends and performance. As a result, the field staff tend tc te confined to a
piecemeal proiect approach at the expense of interdisciplinary programme snalysis
and effective application of technical co-operation concepts and apprcaches. Tt
was found in most cases that the field staff, especially the Junior Professional
Officers (JPOs), did not fully comprehend the details of such basic policy con-
cepts as self-reliance, new dimensions or a unified approach to development. A
training programme has been initiated and may correct some of these weaknesses.

52. The Inspectors commend the Administrator's efforts to hold down staff

costs in accordance with Governing Council decision 80/44, which estahlished

12 per cent of total programme costs as an initial policy objective for the

UNDP administrative and programme support costs budget. But they also believe
that the application of this decision need not necessarily be detrimental to the
adequate staffing and capacity of the field office network to scrutinize programme
quality, for which the Administrator is also accountable to Member States. It

is recognized that several factors at present influence the staffing of these
offices, such as programme size and mix, internal country practice, extent of
government management and staff quality. Whatever criteria are employed,
however, it is essential that UNDP staffing reflect its primary field vocation

and orientation, and in particular its programming and analytical leadership

role at the country level, including assistance in project formulation, appraisal,
monitoring and evaluation. Another JIU study entitled "United Nations System
Co-operation in Developing Evaluation by Governments" (JIU/REP/82/12) discusses

in detail what is expected of UNDP in this crucial area. The Inspectors suggest
later im this study some measures for strengthening the field offices.

2. Assignment of staff

53. The long vacancies that too often occur in field office posts have alreaay
been noted and fully documented in the UNDP field survey study. Improved
planning ie needed in order to 1imit as much as possible the duration of such
vacancies., UNDP's reassignment policy should Jead to more structured moves in
line with the need for improved planning. It is unavoidable, however, that
certain vacancies will always occur, in particular at the level of resident
representative, in view of the required clearances, and factors beyond the
control of UNDP may ot make it possible to always adequately plan and f*11
vacancies in time. Headouarters staff aire being assigned temporarily to he'od
offices, particularly the small ones, but headquarters staff cannot be drawn
away from their regular Zunctions for too long a period of time, as the head-
quarters service furnction vis-a-vis the field offices would otherwise sulfer.
The re-deployment of four posts to Roving Officers should prove helpful, althougn
they were not intended as backstop officers in cssas where vacancies cccurred.

54, There is at presenc a tendency to fill posts in LDCs and other countries
considered "difficult" with new, untrained staff, including JPJs, perhaps
because of the difficulty of attracting staff to these countries. The need

for administrative and technical backstopping is more extensive in the IDCs,
and the Inspectors welcome the Administrator's intention to give priority to
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the staffing needs of these countries. The establishment of Roving Officer
posts is evidence of this commitment. More efforts are nevertheless required
to ensure that offices in LDCs are adequately staffed and that qualified,
competent and experienced staff are assigned to them. The classification of
duty stations by the ICSC has already led to the introduction of a number of
incentives which should make it more attractive for staff to work in the truly
hardship duty stations. UNDP is attempting, but with only limited success, to
convince the rest of the 'common system'" to more effectively tailor the -ondi-
tions of service to the requirements of staff in the field. It should be
realized, however, that even if conditions of service in these duty stations
were brought in line with the conditions offered by the foreign services of
certain governments, or even the private sector, the Administrator woull siill
be faced with a number of constraints in terms of assigning staff. These
constraints include the schooling of children of staff members, medical reasons,
language abilicy, the careers of spouses and various personal reasons. Although
none of these constraints is, or need be, an overriding factor in the assignment
of staff to field offices, good personnel policy dictates that, to the extent
possible, they should all be taken into account, if only to avoid a toc high
turnover in staff. The reassignment policy which provides for rotation between
the headquarters, field offices with normal conditions, and hardship duty
stations, should also improve the calibre of staff being assigned to hardship
duty stations.

55. UNDP statistics indicate that in 1981 there were 106 reassignments: 26
per cent headquarters to field, 23 per cent field to headquarters, and 51

per cent field to field. In the latter case, only about 20 per cent moved from
one region to another. It would be desirable to ensure a higher rotation of
staff among geographic regions, and to avoid assigning staff to a succession of
difficult duty stations. On the whole, the Inspectors endorse the new UNDP
reassignment policy and particularly urge a greater rotation of staff between
headquarters and the field in order to redress the preent situation whereby a
large number of headquarters staff (48 per cent) has never served in a UNDP
field office. This figure is quite high for an organization whose actual
business is in the field.

56. The Inspectors recognize that not all UNDP st2ff are required by funccion
to serve in the field. The job classification exercise scheduled for 1983/84
will determine which posts in the organization should be classified as generalist,
subject to rotation, and which posts specialist. UNDP alsoc believes that while
staff serving in the Division for Programme Development Support and Evaluation,
who are primarily Technical Advisers, should have "field'" experience in their
area of specialization, this does not necessarily have to be in a UNDP field
office, as such experience would be only marginally related to their present

functions. Thus, according to UNDP, if one excludes all staff labelled
"specialists'" and Technical Advisers, the ratioc of headquarters statf who have
never been to the field would be around Z0 per cent. However, the Inspectors

consider that it would be beneficial for the great majority of professional staff
to have field experience.

3. Office staff mix

57. For an organizaticn like UNDP with a glcbal network of 114 offices serving
some 153 countries and territories, it would be difficult to recommend a standard
detailed mix of staff skills, experience, background, grades, international anrd
local staff, etc., that would be needed for the field offices to function
efficiently and achieve better results. The appropriate combination of the
above elements wculd be dictated by the conditions and factors prevailing in

each country.
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58. It is vital, nevertheless, to ensure that each country offics has 3 certain
combination of skills, experience, background, and international and local
development perspectives, with a concomitant clear distribution of responsibili-
ties and tasks among the officers so that full and continuous attention is paid
to substantive programme and analytical functions on the one hand, ard to admini-
strative work on the other. The question of how best to staff the fieid offices
concerns the broader management question of how best to deploy and utilize
presently diminishing UNDP staff resources so that the Administrator's accounta-
bility for the quality of the programme and management of resources can continue
to be fully discharged. The Inspectors believe that this is a critical question
deserving UNDP's priority attention in the years ahead, not least becaus: overall
resources are now declining whereas UNDP's field responsibilities and services to
the international community are expanding.

59. Field offices have at present, on the average, four international officers,
namely, the resident representative, the deputy and two assistant resident rep-
resentatives (ARR) - one for programme and the other for administration - or

one ARR and a junior professional officer. This international team is assisted
by a complement of local staff, usually concentrated in administrative areas, but
which increasingly includes national programme officers with qualifications and
experience very similar to those of the international staff. The Inspectors
have found that although the distribution of work among these staff categories
still leaves a lot of room for improvement, the field offices have generally
been successful in developing a cohesive team spirit and a dedicated commitment
to their work. Management responsibility for the field office lies with the
resident representative, whose functions have been discussed in the preceding
chapter. Some selected staff categories are further treated below.

60. Deputy Resident Representatives (DRR) Where field offices have deputy
resident representatives, they give broad overall assistance to the resident
representative. This experience permits the deputy resident representative to
serve in place of the resident representative when necessary. The resident
representative, of course, remains in charge and is responsible for the work of
his deputy. However, the deputy can assist the resident representative in his
broad overall functions and serve as a major element of co-ordination among the
various functions and activities of the field office. In smaller field offices,
the deputy could take charge of one function, programme matters or adminisciation
in addition to his broader responsibilities as a deputy representative. The
position of deputy resident representative is essential only where the magnitude
of the programme is considerable and the complexity apparent. In every case, an
experienced deputy resident representative should be selected to assist resident
representatives who are appointed without UNDP field office experience.

61, National officers In 1975, UNDP took the initiative of restructuring its
existing extended general service level in field offices by separating those
functions which were essentially clerical from those that were procfessional in
nature. It was agreed that qualified local staff perfcrming functions at the
professional level would be entitled to the functional title of National Programme
Officer or National Administrative Officer while still retaining their local
recruitment status. The number of national officer posts increased from 22 in
1975 to 192 in 1982/83. They are paid on the basis of the best prevailing local
rates.

62. The use of Local National Officers can promote self-reliance and upgrade
the efficiency of the office. In a ieast developed country, fewer National

Officers may be available but even in such countries it shonld be possible to
recruit and train the few persons required. In a country that has a planning
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and cc-ordinating mechariem in the government end as svi .able qualif.cl national
staff, the UNDP international staff presence coutd be re luced somewhat sitce cle
government could be expected to do a greater part of tle work e.d w.thin ti. UNDP
office itself more use could be made of national staff. Thus, s the zovernment
developed its capacity to plan, formulate and utilize external cc-cperatic, the
workload of the UNDP office would correspondingl, be r-cu.ed cr redsifiec.

63. The Inspectors received positive comments abrut the higa perforra-:e ~f
Local National Officers and fully endorse the expansinn of th's scheme -~= it 1is
consistent with the goal of self-reliance. However, it is importani te ma.n.ain
in each office a good mix of international and local staff capable of providing
balanced advice to the government. The senior international sctaff. parc cuta:zly
at the level of the deputy resiagent representative, should be fullv livolved in
programme and analytical work, because they usvally rave 1= expericuce 1in
international developmenrt assistance.

64, Junior Professional Officers (JPOs) now represent ?20-25 per cent of the
total professional staff in field offices, increasing from 87 in 1980/81 to 134
in 1982/83. This programme first had its emphasis on the training aspect, but
has moved more and more to regular assignments becsuse o” the pressure of work
which has also led to some decline in formal training. In general, the
programme has been a good one and certainly has been helpful to the field by
attenuating budgetary constraints and workload increases.

65. In several cases, JPOs have joined the programme without prior bLriefing
and orientation regarding their job and the UN system, in spite of the fact that
in some field offices they are heavily involved in programme support work. Some
resident representatives are concerned about the long time necessary to train
them on-the-job. UNDP headquarters has started a training programme for JPOs.
The JPO programme should not, however, prevent the expansion of the LNO scheme.

4. Staff secondments and exchanges

66. There can be several scurces of persnnnel in addition to the establi<hed
career service. These could include secondmen-s fr-m natiocnal governoe .ts,
doner governments urder tne JPO programme, executing agencies anu nat’'ounal
establishments, such as universities. These suurces would offer ULIDY Ar nuloide,
and probably a diff{erent perspective, whici: could be very wsefu’. g coubocaly,
secondees would requivre scone orientation t{hrough fraining depending .pon i
backgrounds of the individuals. The training sectic~ of JINDP h~ns the resolLrces
and plans to take care of these factors. Although 'INDP is pursuing a policy of
secondments and ex-~han~es, such seccndments ani exchanges are not cusi-effective
if they are for a short pericd of time. Secondmerts or ex.hanges cnould
preferably be for a minimum period of two to four years.

67. When secondees returned to their establismments, they woula probably take
with thern knowledge and support for UNDP activities, which might be useful in
their new assignments. In some cases, these secondments .ocald pe paid for by
the national or donor governments. This would be a usefur wnatriburion to
UNDP in its present period o1 declinirg rcsources.

68. Exchanges between UNDP 9nd executing agen.ties would p-ing subst rtlive
benefit and serve both UNDP and the executing agencies with bet _er mutual o
standing. DTCL ana UNDP arc ceontemp’ ating sucn ex_naigrs.

dep-
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5. Recruitment

69. UNDP personnel policies stipulate that "UNDP is committed to the develop-
ment of an international career service" and that '"outside recruitment is
concentrated as far as possible at the junior level. Individual vacancies
open for recruitment are identified after an exhaustive review of internal
candidates.

70. Although UNDP does not have a geographical quota system, it does attempt
to maintain a broad geographical balance and ensures an adequate spread of
nationalities. UNDP has also taken significant action to recruit women in the
professional category. In 1979, for example, half of the appointments at the
P.1 through P.3 levels which were approved by the Appointment and Promotion
Board were female.

71. In general UNDP attempts to recruit staff who have qualities that will
allow them to progress to the top of the career system. Therefore, special
attention is paid to the potential of the person in management and supervisory
areas. Heavy stress is placed on leadership qualities, growth potential,
adaptability, broad intellectual abilities, maturity, judgement, and language
skills, all of which suggest high academic recruitment standards and various
backgrounds, mostly ''development related". It is increasingly recognized that
some field office functions, such as project planning and evaluation, cost
accounting, financial management, etc., will require the training of some staff
who have general background in order to meet the needed technical requirements.

72. UNDP has not yet completely recouped some of the young talent it lost in
the aftermath of the 1975 liquidity crisis. There is consequently a need to
recruit young staff and build them up systematically through proper career
planning as discussed below. In this regard, UNDP should examine the possi-
bility of utilizing the competitive examinations organized by the United Nations
Office of Personnel Services as a recruitment source for some categories of
junior officers. Also, more vigorous efforts are required to avoid politically-
induced recruitment.

73. In the last two or three years UNDP has recruited 23 resident representa-
tives: 13 from the agencies, five from government counterpart national planning
or related offices and five from donor countries' bilateral programmes. In
addition, 31 career UNDP staff were appointed as resident representatives during
the same period. It should also be noted that no less than 60 career staff
members rose to the rank of resident representative during the last five years.
The relatively high number of recruitments of resident representatives from

the agencies - 13 - can be seen in the light of UNDP's policy to have an active
exchange with the agencies. Of the total number of UNDP resident representa-
tives more than one half worked with organizations of the United Nations system
in one capacity or another before joining UNDP. The exchange programme works,
of course, both ways and currently there are 40 UNDP staff members on second-
ment to the agencies.

6. Career development

4. Undoubtedly, it will not be possible to develop the ideal plan which will
satisfy all staff members. UNDP is committed to the development of an inter-
national career service, based primarily on merit. Although UNDP has a
medium-term career development plan, it has tended to emphasize more the short-
term reassignment plan, as it responds to the immediate needs of the staff
members and those of the Organization.
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75. The Division of Perscnnel is aware of the importance of identifying and
planning future staff requirements. In developing an inter-ial plan Persoune!l
takes into account various factors, including gqualifications, preferences,
schooling, health, etc. The identification of staffing needs requires constant
monitoring and adjustment.

76. The Inspectors recognize the progress being made on career development and
the fact that this is a sensitive issue. Although the effort has been commend-
able, there should be more counselling of individual staff members so that *they
may have a more realistic indication of what their future might be. Farly
identification of those who might serve in senior positions is important. Once
this is done a series of assignments and training activities will move the person
in the most desirable direction. More should be done in developing long-term
career possibilities for all staff members.

77. As resources decline and there is a logical shift teo local staff as at
present, career developrent may have problems. There is alsc concern that
career development in UNDP is hampered by limited possibilities for upward

staff movement as the number of positions is reduced, but active staff exchanges
with the rest of the system do offer a promising avenue. The local professional
officers who have acquired a certain number of years of field office experience
could form a valuable source of recruitment for the entire United Nations system.

78. Finally, the importance of periodic training and re-training of staff
cannot be over-emphasized in order to avoid intellectual stagnation and build
up professionalism.

B. Organization

79. In 1973 a Management Inspection Service (MIS) circulated general guidelines
for the organization and management of UNDP field offices, recognizing that
considerable flexibility had to be allowed. The guidelines outlined a model
field office structure:

(a) an integrated programme section, including programme suppor’
functions;

{(b) administrative section, including personnel, finance, gene>..
services and communications unite;

(c) necessary linkage hetween the two sectioms.

Although there were other elements, such as delegation of authority, "on-the-
job" training, planning, advisory pannels, etc., most of the field offices still
follow the basic model with necessary local adaptation. Field oflice ~zgani-
zation should be kept as simple as possible with flexible sharing of workl.ads
whenever necessary. UNDP is currently undertaking the proper organizatin o°f
each office on the basis of the approved 1982-83 staffing levels in order 1o
streamline and ilmprcve the ovperation of the field office network.

80. Managerial style 1s an important element in field offices and this, o7
course, veries considerably depending on the background interests :f the 1 _sident
representatives. Open comumunications and sharing of problems usually br e
better organizational production as well as higher staff moraie. Whern unit=
function in a somewhat isolated fashion, which is sometimes the case, .confacin.
duplication, and other failures are usually the result. Gaps between prograriae

and administration need to be narrowed and this can often be done through regular
staff meetings. These two activities are intimately linked and complementary.
and cannot be set against each other, although as noted earlier in this rveport,
the administrative function has tended to expand to the detriment of substant:ve
programme matters.
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81. The programme support function needs greater attention in field offices

in the LDCs, especially as it relates to programme management. There is a need
to have available current status of country programmes and accurate estimates on
actual delivery of projects.

82. A field office must function as a team, under the leadership of the
resident representative. The Inspectors found merit in the basic guidelines
on the organization of field offices and urge that they be applied throughout
all UNDP field offices. The guidelines include a useful suggestion regarding
"on-the-job" training, including the expansion of skills of office staff by
sharing experiences in the various parts of a field office.

83. It could be argued that the division between "administrative" and
"programme" staff is not necessary in the field and merely creates problems.
However, specialized support functions such as finance, accounting, travel, etc.,
should be handled almost entirely by qualified national staff, even though the
resident representative remains responsible. The international staff should
have some awareness of administrative functions, but should concentrate on the
substantive programme management functions described in columns II and III of
table T.

C. Direction and review

84, At present, UNDP headquarters is the strong directive force of UNDP but
there has been considerable decentralization to the field over the past two
years. Headquarters has the responsibility for providing policy direction,
but the field offices are the ones which will maintain the activity, direction
and prestige of UNDP itself. Therefore, the field offices must be adequately
equipped in order to meet the many requirements placed upon them. The
Inspectors have concluded that there might be some additional decentralization
to the field from headquarters. The question is dealt with in section D below.

85. As decentralization continues to take place, there should be careful
monitoring by headquarters of the effectiveness of field office performance at
their current staffing level. At present, there is no special evaluation of

field offices from the standpoint of cost effectiveness but the audit and
management reviews appear to have partially filled this gap.

86. Headquarters direction of field offices should include active suppor: for
the articulation and implementation of United Nations system technical co-
operation policy concepts and approaches, periodic visits by Area officers
whenever feasible and prompt responses to the field cffices when they need
support to solve specific problems with the government and agencies. For
exampie, many field offices have reported lack of directives and guidance from
headquarters on how to veflect policy concepts such as self-reliarce, unified
approach, new dimensions, etc. in the programming process and project strategies.

D. Strengthening measures

87. The preceding chapters have reviewed the increasing responsibilities of
the UNDP field offices as well as the growing variety ard complexity of
technical co-operation programmes that have to be supported by these offices.
Moreover, the UNDP field office survey has revealed that these offices perform -
and will continue to do so in the foreseeable future - much of the work,
particularly administrative, generally assumed to be the responsibility of host
governments and the executing agencies.

88. This problem arises from the need to review and re-define the tripartite
responsibility for the system's technical co-operation efforts at the country
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level, and drastically improve the system's present country representational
structure in the light of new trends and such policy directives as the
restructuring resolution and the principles of government management and execu-
tion of projects.

89. In the meantime, the Inspectors have come to the conclusion that, el:hough
the situation varies from one country to another, the field offices in the
majority of cases are unable to give adequate attention to the quality of
programmes because of their extensive workload, which is heavily administrative.
They therefore consider that the strengthening of many field offices should be

a question of priority if programmes are to be executed effectively, although

it goes without saying that effective implementation of projects by the agencies
and government support are equally important factors.

90. However, the Inspectors are reluctant to make any recommendations that
might increase costs, and they note in this connection that the UNDP Governing
Council at its twenty-ninth session endorsed, by decision 82/37, the Administra-
tor's action to reduce staff in the light of current resources as proposed in
the revised biennium budget 1982-83 (DP/1982/52). They have therefore sought
means of strengthening the field offices without detracting from the decision

of Member States to hold down programme support and administrative costs.

91. One: 1In DP/1982/52, the Administrator mentions the possibility of
negotiating with host governments in connection with their obligations under
agreements with UNDP to provide specified services and facilities as well as
cash contributions towards local field costs and to seek governments' contribu-
tions to defray the extra costs arising from cost-sharing where this mode of
funding exceeds 25 per cent of the country IPF. By decision 82/18 the
Governing Council authorized both courses of action which, if successful, would
enable the field offices to perform their functions more effectively. It is
recognized, however, that these negotiations will take some time to produce
results that can be reflected in the budget.

92. It is also important for host governments to provide adequate support to
the various orguanizations which may be represented in their countries in order
that the office space, equipment, staff salaries, etc., which they make availabie
do not give any one organization disproportionate advantage vis-a-vis anctn_r.

93. Two: The Administrator alsc stated in DP/1982/52 his intention rco und =-
take ngggtiations with individual executing agencies regarding activities such
as funds-in-trust programmes which the field offices carry out on the agencies’
behalf, and for which, under present arrangements, UNDP is not reimbursed.
However, the executing agencies take the view that these activities, which are
mainly administrative, are duties of the UNDP field offices. The Governirng
Council, by its decision 82/33, authorized the Administrator "“to continue ¢
provide at the present levels those services which are in accordance with the
aims and responsibilities of UNDP and are currently provided without charge to
the agencies'. The decision, however, left room open for possible "edzqate
arrangements' with agencies which require field offices to perform additional
tasks that "significantly increased" field office workloads 4/.

4/  The issue of reimbursement by agencies for the cost of services
provided by UNDP field offices has been settled following interagency consulte-
tions in the light of UNDP Governing Council decision 82/33. See UNDI/ADM/636
of 20 January 1983.
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94. The Inspectors believe that more effective agency implementation and
backstopping of projects financed by UNDP would contribute substantially to a
reduction of UNDP field workload and increase the effectiveness of technical
co-operation. The UNDP field survey has found that improved agency backestop-
ping of projects is needed in many cases, thus confirming the findings of a 1977
JIU report on Some Aspects of Backstopping of Technical Co-operation Activities
of the UN System (JIU/REP/77/6).

95. Three: 1In describing the status of decentralization from UNDP he.dquarters
to the field, document DP/1982/52 states that while the process will be pursued
whenever a possibility is identified, the scope for further decentralization "is
now limited since the Administrator's accountability must be fully respected'.

%6. The Inspectors concur in the need to maintain the Administrator's accounta-
bility, but believe that one of the most effective means to that end would be to
decentralize some staff from headquarters in order to reinforce the field office
network, where the mandate of UNDP is essentially discharged. It should be
noted, moreover, that the expansion of UNDP responsibilities over the last decade,
as described in the preceding chapters, has occurred mainly at the field office
level, whose staffing ratio to headquarters has by and large remained stable in
the recent past as shown in table TI. The Inspectors therefore conclude that
redeployment of some headquarters staff to the field, particularly to the least
developed countries, is both feasible and necessary, even though UNDP maintains
that its current resource difficulties do not allow for an expansion of field
office staffing strength.

97. In conjunction with the above, a trimming or even elimination of some field
administrative functions, especially periodic reporting requirements, would be
desirable in order to enable the field staff to devote sufficient attention to

programme quality and results. The rationalization and simplification of admini-
strative processes recently undertaken at headquarters should be extended to the
field office network as well. A careful review of reporting should be undertaken

in order to determine what is required and what would best serve the essential
needs of UNDP.

98. Four: Yet another option would be to encourage selected host governmnents
to make available to their UNDP field offices a number of persons to serve as
programme officers. The Inspectors have found that nationals of the host
country when employed in UNDP field offices have made excellent contributiors,
Their knowledge of the social and economic systems and practices of the country
and of local languages effectively complements the experience and background or
the internationally recruited staff. While the resident representative and the
deputy should always be recruited internationally, many of the remaining profes-
sional staff of the field offices should be nationals of the host country and
preferably persons with governmental experience in such areas as development
planning, research or in sectoral areas. It would be in the interest of both
the host government and UNDP to have such persons in each office performing the
functions of programme cfficer for a sector or group of related sectors corres-~
ponding to the main fields of activity of the governmental ministries and the
organizations of the United Nations system.

99. Such persons could be seconded by the host governments to the UNDP field
office for periods of three to five years. At the end of their periods of
secondment, they wculd return to government service, or they could be considared
for assignments with the UNDP or other organizations of the United WNaticne system
in other countries. The experience they gained while working in tiie UNDP field
office would be useful for both types of assignment.
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100, The salaries of the seconded government officials siiould be paid by UNDP

to make it clear that as long as they serve in the field these officiale are staff
members of the United Nations, who receive their instructions and professional
guidance from the resident representative. Each liost govermment should pay the
UNDP field office as "local costs" an amount equal to the salary and allowance
they were paying the seconded officials when they were in government sezvice.
However, UNDP would pay the seconded officials according to its own salary scale
in the light of the duties and responsibilities, provided that tiie salary should
never be less than that earned as a government official. Some exceptlions might
be made for the least developed countries under which UNDP would require less than
full payment under local costs.

101. Since the seconded officials would be staff members of UNDP, they should
be selected and appointed by the resident representative from amcng candidates
proposed by the host government. The staff regulations and ruies c¢f the
United Nations would apply to the seconded officials during their terms of
service with UNDP. The number of seconded officials required by each UNLP
field office would vary considerably depending on the country and field office
needs.

102. Five: Another alternative would consist of a 'core' budget, financed
from the United Nations regular budget, for certain field activities. This
"core" budget would be justified in the sense that it would finance activities
relating to the United Nations system and therefore not strictly related to
UNDP responsibilities. This would not include all of the costs now resulting
from UNDP services to the system and governments. If this alternative were
adopted, UNDP would naturally continue to finance all other international field
costs directly related to its responsibilities, in addition to secondments from
host governments as suggested above. A logical possibility would be to add te
the United Nations regular budget charges for certain functions of the resident
co-ordinator which had added considerable work to field offices.

103. Six: The last option relates to the concept of resident co-ordinator under
whom the UNDP field offices will more and more be serving the entire Urited Nations
system. These offices are now an important feature of the structure ¢f the

United Nations system. It would seem reasonable thet some consideration be

given to financing certain aspects of their work from the regular budgets with

some contribution being made by all the organizations they serwve. Sowever, the
Inspectors are aware that such a proposal is not likely at present to meet with

the approval of governments or the organizations. Therefore, they supgest theat
its practical applicability be studied for consideration when the financial sicua-
tion is more propitious.

104, All the above options are not mutually exclusive. ‘m the contrary, their
combined application would be more effective in achieving the objective of
strengthening these field offices without which the Administraror's accountz-
bility for the quality and effectiveness of the programme would be s-riocusly
impaired.
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V. CONCLUSIONS AND RECOMMENDATIONS
A. Conclusions

105. UNDP field offices have become the centre-piece of the technical co-operation
efforts of the United Nations system at the country ievel. The signiiicant role
played by these offices ‘s demonstrated by the expanding range of services they
provide at the operational level to host governmenis, organizations of the

United Nations system, some bilateral development programmes and non-governmental
organizations (NGOs). For UNDP in particular the field offices constitute its
main resource and strength., especially iu the exercise of its technical co-
operation leadership functions in the United Nations system. 1he Inspectors
therefore consider it to be of the utmost importance to ensure that UNDF field
offices are adequately staffed, organized and supported so that they con serve
the international community with optimal efficiency and effectiveness.

106. The Inspectors, however, recognize that multilateral technical co-operation
is currently in a state of crisis as is evident by the sharp decline in real
terms of resources channelled through the United Nations system, and especially
through UNDP. As a result of UNDP's critical resource situation the field
office staffing level has been reduced by 8 per cent and recruitment frozen

at a time when these offices are barely able to cope with their extensive range
of services on behalf of governments and the United Nations system. A good
deal of these services are not specifically related to the IPF programme but to
a variety of funds and activities of the United Nations system, besides cost-
sharing arrangements which are emerging rapidly as a dominant mode of funding
technical co-operation as IPF resources decline. Therefore, until full reim-
bursement for the costs of these services can be obtained by UNDP, its field
offices will face the crucial challenge of doing more with far less staff
capacity than has ever been the case in the history of UNDP.

107. The Inspectors believe that this challenge can be met in large measure if
governments and UN system organizations co-operate and actively support the
application of the restructuring directives in respect of the operational
activities of the system. These directives emphasize increased co-ordination
and integration of administrative, budget and programring procedures with a view
to reducing costs and achieving coherence, efficiency and effectiveness of the
system's operations at the country level.

108. TImproved co-ordination arrangements at the central policy end inter-
secretariat levels as well as at the regional level are essential proereguisites
for coherent programming and interagency cohesion at the country level. More
significant, however, is the co-ordipnation role of the host government and the
quality of support of UNDP field offices in the cov-ordination and programming
of the system's inputs.

109. The core fuactions of UNDP field offices inctude support to the host
governments in the preparation, implementation, evaluation and day-to-day
management of IPF-funded projects ard programmes; co-ordiraticn ¢f the sectoral
activities of the system; and the provision of central adminisirestive support
and logistical services zo the system at the country level. The rapid expan-
sion of these services as noted above has outstripped the staffing level of the
field office network, and the decentralizaticn of functicns rfrom JNDP head-
quarters to the field has not been accompanied by a corresponcing redeploynent
of posts. Because ci.e field starf is hardpressed by voutine administrative
tasks, substantive programre maragement, analytical and evaluation functions
tend to he neglected, and new technical co-operation techniques and concepts
are inadequarely articulated in the developm=nt co-operation process. The
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Inspectors conclude that these offices should ve strergtheoned, first hv me.nc of
more systematic field staff assignment, career develcopmeni .nc recriitment
policies, including the increased use of local professicnal offic s and system-
wide staff secondments and exchanges 6 and second throug:. a careful revi.w and

selection of some or all of the specific policy options. Thesc include ‘rcreased
government contributions to local field costs; redeployment of mnre .os's from
UNDP headquarters to the field, especially to tre LDCs; secondment of goverrment

officials to the field offices for specific periods; the financing of some fie.d
office functions from a "core' budget supported o: the Jnited Natiors regular
budget, and finally, the eventuai merging cf the svstem's country representation
to form field offices or the United Nations system, financed through froportional
contributions of United Nations organizations anu agencies.

B. Recommendations

110. The following principal recommendations relate primarily .o the rols znd
functions of the resident representative and the UNDP field offices, the cenrtral
purpose being to suggest specific ways of strengthening the UNDP field e=tablish-
ment so that UNDP can more effectively discharge 1ts expanding fieid resporsi=-
bilities. Tf the JIU undertakes a study on the resident co-ordinator ir the
future, the broader aspects of the functions attached to that office will be
covered by such a study.

RECOMMENDATION 1: Strengthening field offices

The Governing Council decision 82/18 on increased host governmen. contribu-
tions to local office costs should be implemented in order to reduce the burden
of the UNDP field establishment on UNDP's administrative and programme support
budget. In addition, the practical feasibility of the following options should
be examined with a view to strengthening the field office network:

(a) Host governments should, for cost-effective reasons, consider the
possibility of unifying the country offices of the United Nations system under
common premises, and should provide adequate support and facilities to the various
organizations which may be represented in their countries {pzragraphs % and 91);

(b) Governments should be encouraged to second offi_ials tec the ~ = »n
offices in their countries for snecific per.ods in the con.ext of JINTJ S arional
Officer sch-me (paragrephs 97-100)};

(¢, Redeployment >F sciwe posts from UNDP headquarters to rhe field,
especially to the 1DCs (paragraphs 94-%2 and 110};

(d) The financing of a ''core'" of field office centra: functions r-or . he
United Nations iregular budget, especially in cases whuere tne residest co-ord.~ator
positicn has clearly increased field o:fice workinad (paragreoph 101 };

(e) Although it is recognized that the figancirg o f-ela offices { cm the
regular budgets of the various organizations servcod by UNDP rmight not be accept-
able at the present time of economic crisis, the possibili_y shovld be carefui'y
considered of gradually integrating 1ne existing country represenfaticos of
United Nations organizctions and agencies [.ato field oftrices of the Unicend hations
system finaced, when eccromically appropriate, through pioportional cencridutions
of United Nations syscein organizations (paregrapb 102).

RECOMMENDATION 2: Tolicy imnlementation

In exercising 1te responsibilitv for co~ordinat~r of tle system's techntr al
co-operation activitie= at the cozaantry level, UNDP should gz ve special attention
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te the application and articulation of the system's development strategies and
operational policy concepts, To this end, the co-operation of all organizatioms
and agencies would be needed. Specific guidelines should be developed for the
implementation of and compliance with these policy concepts within the context

of the country programming process (paragraphs 19-22).

RECOMMENDATION 3: Substantive programme functions

UNDP should maintain as a priority the rationalization of field office
administrative functions in order to permit field offices to devote more time
to substantive programme management, analytical work, forward planning and
evaluation (paragraphs 27-29, 48-51).

RECOMMENDATION 4: Personnel questions

UNDP should consider the implementation of the following measures:

(a) The reassignment policy should be actively pursued and staff rotation
between geographic regions and between the field and headquarters should be
increased (paragraph 54);

{(b) The competitive examinations organized by the United Nations Office of
Personnel Services for external recruitment of young professionals should be
utilized by UNDP as a source for recruiting young competent staff into the UNDP
career system (paragraph 71);

{(c) United Nations system organizations should be encouraged to recruit
staff from the pool of local professional officers who have had some years of
experience in UNDP field offices (paragraph 76);

(d) Career planning for UNDP staff should include the possibility of
increased staff secondments and exchanges with United Nations system organizations
(paragraphs 65-67).





