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EXECUTIVE SUMMARY

The Council of the International Civil Aviation Organization (ICAO)
requested the Joint Inspection Unit to make an urgent review of its technical
co-operation programme. The first part of this review, a report issued in
October 1991, assessed the operating deficits in the programme and offered
possible solutions. This report concentrates on actions needed to ensure a
strong and effective ICAO technical co-operation programme for the future.

International technical co-operation activities have recently undergone
major changes. New requirements for planning, funding, and implementing
programmes and projects are being introduced. Many competent organizations are
eager to provide development services and expertise in ail fields. And rapid,
continuing politico-economic changes are having dramatic and substantial
impacts in all internaticnal sectors, including civil aviation.

The technical co-operation activities of ICAO have not yet responded to
all these fundamental changes. ICAQ's own reviews have acknowledged that ICAC
has not yet related its technical co-operation efforts to its overall
objectives and organizational structure, preparec a strategic action plan,
developed a more imaginative and competitive octlook, ¢r changed management
practices and attitudes in its techrnical co-operation work.

ICAO0 has considerabls skills and capacaities to assist all its
contracting States to play a full role in a safe, ordersliy, and interdependent
international c¢ivil aviation gystewm. Buf ICA2 s only one of many
organizations - international, governmental, non-governmental. and private -
competing for scarce funds to meet urgent development needs in civil aviation,
and civil aviation is in turn only one of many competing economic and social
sectors with urgent needs.

To achieve its overall objectives and strengthen international civ:ii
aviation, ICAO must above all demonstrate through high-quality performance
that it can respond effectively to new challenges and needs, and that its
technical coc-operation programme and services deserve increased funding
support.

The Inspector recommends, first, a cluster of improvement actions at the
policy and programme level. ICAO should:

— systematically develop a much more competitive attitude to drive its
technical co-operation work;

— prepare and adopt a basic programme strategy;

—— establish a firm evaluation and review process to enhance programme
quality; and

— develop substantive reporting and review processes in its new
Technical Co-operation Committee.

A second set of actions should match the above new strategy and
processes with more dynamic and flexible structures and systems that help ICAO
staff and performance to keep on improving. ICAO should:



integrate regular programme and technical co-operation activities;
streamline Technical Co-operation Bureau activities, in order to
concentrate on technical co-operation work rather than general
administrative and operaticnal work;

enhance planning, programming, and analytical capacilty;

increase corganizaticnal flexibility; and

balance all these structural adjustments with full consideration of
the interests and concerns of the ICAC staff who will implement them.



I. INTRODUCTION

1. in April 1991 the Council of the International Civil Aviation Organization (ICAQO) requested the Joint
inspection Unit (JiU), as a matter of urgency, to include in its 1991 programme a review of the Technical
Co-operation Programme of ICAQ. Specifically, the Council requested JIU to

"make an in-depth review, evaluate, comment and make recommendations, both
short-term and long-term, on the management, financing and operation”

of the programme, including examination of operating deficits; cost allocations, cost measurement, and
forecasting; and the efficiency and effectiveness of the Technical Co-operation Bureau (TCB) and other
offices and units of ICAO involved in the technical co-operation programme '

2. Because of the importance and complexity of the subject and the tight time schedule involved, the
Inspector decided to prepare two reports. The first, presented to the Council in October 1991, assessed
the annual deficits of the Administrative and Operational Services Cost Fund (AOSCF) 2 1 provided an
overview of the technical co-operation (TC) programme of the past decade; reviewed and analyzed the
deficits, which have increased fairly steadily and have become more and more pressing each year since
1983; and discussed the factors which have contributed to them. JIU presented several possible
short-term solutions, and recommended five specific actions to deal with the deficit probiem.

3. The first JIU report also concluded that ICAO must act to ensure that its future TC programme will
fulfil ICAO TC objectives and purposes while avoiding the problems of the past that is, ICAO must
establish a more flexible, efficient and effective TC organization geared to operating in 2 complex and
rapidly changing gicbal TC environment. JIU cited major long-term considerations that had been
stressed in recent ICAD studies (those of the Working Group of the Whole 3, the "Brown report” 4, and
the Internal TA Task Force °): responsiveness, competitiveness, restructuring, organizational pianning
and sfrengthening, computerized administrative systems, and the "core staff’ concept.

4. This second JIU report concerns itself with these ionger-term issues. In conducting the study, the
Inspector reviewed all available budgetary, work programme, annual, status, review, evaluation and other
relevant reports and documentation on the TC programme for the last decade, as well as internal
procedural guidance and about 35 recent project evaluations, surveys, and studies. Between June 1991
and January 1992 she conducted more than 60 interviews with ICAC Council members, senior
secrelariat staff, TCB section and unit heads, and officials of other organizations, during three missions
to Montreal, visits to the ICAC regional offices in Bangkok and Nairobi and two missions to United
Nations Development Programme (UNDP) headquarters in New York. She aiso gathered information
from organizations with similar programmes in Geneva: the International Air Transport Association (1ATA),
the International Telecommunication Union (ITU), and the Worid Intellectuali Property Organization
(WIPO).

5. The Inspector is grateful to all those involved for the very constructive dialogue she had with them,
and the useful ideas, information, data and perspectives which they provided.

6. As the study progressed, it became clear that the annual AOSCF deficits are only a symptom of more
fundamental problems. For some 40 years ICAO has organized and implemented a series of efficient,
competent civil aviation TC projects and fellowships around the world. However, during the past several
years there have been dramatic and rapid changes in the environment and process of international
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tachrizal co oHperation for developmer: (and in global vl aviatior 2s welll. This hos resulied i a vastly
~ore complex and compeiiive situaton for alf the parbciparts, including sl Uniter Nations sysiem
agencies anc not least NDP, viveh ne ICAD TC proegramme rehes or so heawily.

7 apparenty because 1 s s2sl prorect sucossses, the ICAT T progranvre mas ¢ ot ¥t 2 veloped
dee srategic invang ane | agramite sebntives that # needs to -aeet the chadengss o the 18%0s arvdd
nevond fre weas 2000 JUs review disciosed throe kev probdamis which not onvy miahe 2 proper
v, gion of ansing TE ackvimes san dilfinglt, but 2lsc sency 8l Famper ICACT ability *o adapt these
rvesen: actvilies ' new cikocumsiances:

@t I0AG T convwin 38 W6 be 2 codecion of inaridus! prosects, wihich oo ro- agd un ¢ o Loherent
T programme A1 weell pefived obecdves and a clear srategy for achieving them

{b) Programime assessments, avaluations, and audit reports on TC have been mnited to individual
projgecis o relatively namrow procedural matiers. they have not provided ICAQ decision-makers with the
informaton on programme parformance, probiems, and opporturnities which they need to make policy
and programme improvements.

{c} Management processes are being closely scrutinized fo improve efficiercy and sut costs, but
ey have not been considered i terms of how they might best ensure a coherent and responsive TC
programine structure for the future.

& ICAD must urgently address these bagsic problems if it is to establish a2 strong TC programme for the

1990s. The inspector therelore decided rot to dweli on past proxct performance, or 1o discuss again

many of the staffing, cost, and procodurdl mefters covered in detall in the "ecent reviews cited in
2graph 3 above and aise considered in the above-mentioned first JIU report of Sotober 1991,

9. instead, this report can be most usefid to ICAD by highiighting actions needec io establish and
maintzin a dynamic TC programme that can properly fcresee and respond to r2pid continuing changes
in giebal civil aviation and in related TC needs. With this goal in mind, Chapter I! following discusses four
critical components needed to establish and maintain a sound overall programme process for iCAO TC
work. Chapter lil identifies measures to better utilize the considerable substantive and managerial
resources of ICAQ in this re-organized TC programme, and Chapter IV summarizes the Inspector's
conclusions and recommendations.
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IT. POLICY AND PROGRAMME ISSUES

10. To enable its TC programme to meet the many external challenges of the future, ICAO should
establish four central programme elements. First, it needs to systematically develop a much more
competitive and responsive attitude to guide its technical co-operation work. Second, it must formulate
and apply a basic programme strategy to best apply its scarce resources to priority TC needs and
opportunities. Third, it should finally fill the long-frozen Evaluation Officer post, as part of a firm follow-up
process to use performance data to ensure a high-quality programme. And fourth, ICAO needs stronger
senior management and Council guidance and leadership to steadily improve the entire TC programme.

11. The advantage of a slow start in reform efforts is that an organization can benefit from the hard-won
experience of other organizations. The Inspector refers - particularly in this Chapter - to recent studies
of TC performance and relevant actions and initiatives taken by TC programmes very simiiar io those
of ICAO. Primary atiention is given to new policies and actions underway in UNDP, since UNDP provides
the maijority of ICAO TC funding, and since the present ICAC TC system is modelied so closely on
UNDP procedures and requirements.

A. Competitive attitude

12. In 1988 the UNDP Governing Councii requested the Administrator to examine UNDP's capacity to
respond to the changing world development chalienges of the 1890s. The resulting report 5, based on
extensive consultations inside and outside the United Nafions system, concluded that UNDF ang the
executing agencies should provide more catalytic, responsive and high-guality services to nelp build
national capacities and better help governments manage development. The Governing Council endorsed
this general theme of bolstering selfreliance /. 1t has since continued 1o establish significant new policy
directions of great importance i ICAC and other executing agencies, as rotod in the following sections.

13. A landmark resoluion of the Unitec Nations Seneral Assembly in Decemnber 1989 reafiirmed the
guiding roie of recipient countries in gevelopment, and the need for United Nations systern or ganizations
to better respond ¢ ther paricular needs 8 The Genera Assembly wrged agencies tc resfruchure and
improve couniry level operations, shift from project to programme approaches, and improve and ensure
full accountability for development activities. especially thwough a reorientation towards national
execution and a more programme-oriented approach. it further requested firm follow-up reports on these
matters.

14. A number of ICAO documents have followed the progress of these very significant policy changes.
A 1888 working paper on implications of the UNDP "1880s” study expressed concern about the
difficulties that ICAO could face if it had to bid competiively for execution of development projects 9
A February 71990 assessment of UNDP's proposed new support cost arrangements for executing
agencies recognized that the proposais reflected majer changes in the partnership and support services
relationships between UNDP, governments and executing agencies suct as ICAQ, but it concenirated
on the severe financial pressures which reduced UNDFP payments could place on TCB operations 0
The "Brown report” of May 1990 urged iCAO toc better empioy both regular orogramme and TCB
resources in & srong TC prograrnme which could attract addiional funding, adjust to a much more
competitive TC environment {or risk heing left out), and stand ready to make further fundamental

changes to respond to rapidly changing development realities ' .

15. Ancther ICAQ report in October 1990, on the future role of the ICAD TC programme, noted that the
evolving UNDP concepts {national execution, expanded UNDP technical support services, competitive
bidding, new support cost arrangements, and agency cost-sharing) could iead to major changes, many
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of which were inevitable, and which could have a significant impact on ICAO's own activities. However,
although the report stated thati contingencies would have to be formulated and plans drawn up in
anticipation of these major changes, its proposals concentrated primarily on structural and administrative
changes within the TCB to improve efficiency and cut costs 12,

16. The ICAQ Council then formed a special Sub-Working Group on technicai assistance in November
1990, to consider the tong-term cbjectives, effectiveness and finances of the TC programme. The Group
reported in February and March 1981 that it had been unable to consider the policy, future financing,
and operational effectiveness issues, because the financial {deficits) probiem had become so crifical. But
the Group did state its belief that "a more positive, imaginative and competitive outlook will have to be
adopted”, and that changes in management practices and attitudes would be an "essential prerequisite”
if the iICAO TC programme is to flourish in the future. The Council then decided 1o request JiU to carry
out this study .

17. From the vantage point of early 1992, it is clear that the major changes in the "old ways of doing
things", as foreshadowed in the 1988-1389 UNDP documents and in the subsequent ICAQ papers, have
come to pass and are continuing to evolve at quite a rapid rate. The drastic operational changes now
underway are summarized by reports and decisions of the thirty-eighth session of the UNDP Governing
Council in 1991. They stressed the pursuit of national execution as the "ultimate modality”, new support
cost arrangements to provide strong programme and project technical support services, and the need

tc enhance the quality, openness, and competitiveness of UNDP-assisted programmes "

18. Unforiunately, ICAQ policy-makers have been preoccupied with measures to cut the AOSCF deficit
and to streamline current operations. A parallel effort to mobilize ICAO's considerable intellectual
experience and resources to provide it with a fully competitive and responsive TC programme for the
1990s has not yet really begun. Although the challenge seems (and is}) rather daunting, there are recent
experiences and examples which can help ICAQ to establish the new TC attitude and approach which
it needs.

19. In January 1992 (almost simultaneously with completion of this study), the JIU issued a report
entitled "United Nations system co-operation with multilateral financial institutions” '°, which is being
submitted to ICAO and all other participating organizations of JIU for action. The report observes that
the technical co-operation field which the United Nations system formerly dominated is now crowded
with many very active and competent participants: the international and regional development banks,
development consulting firms, national research organizations, non-governmental organizations, foreign
direct investors, and more critical and demanding donor and recipient governments. In addition, there
are many pressing new factors and issues in development: "human resources development”, "structural
adjustment”, "institution building”, "sustainability”, "national execution”, "democratization”, "popular
participation”, "privatization”, new technologies, major political and economic shifts, tight resource
consiraints, and urgent new refugee and humanitarian needs.

20. JIU found in its research that the key factor in improving co-operation among development
organizations is performance. If the organizations involved have high-quality programmes and can deliver
them promptly and efficiently, a mutually beneficial partnership can begin and continue. But the many
sources that JIU consulted emphasized that the drastic changes noted above also present an urgent
and fundamental challenge to the operational activities of United Nations system agencies. As one
veteran development assistance official bluntly put it, the organizations must "change or die"” and they
must keep changing.
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21. From discussions of these issues with more than 100 international development officials, the JIU
derived a list of ten important factors which enable organizations to establish more effective co-operation
with other development organizations (and to enhance their own technical co-operation success in the
vastly more competitive development field which now exists):

1. Performance: timely, effective delivery of a needed service;

2. The niche: identification or development of an area of
comparative advantage;

3. Value-added requirement: addition of a value which others
cannot match;

4. Pragmatic relationships: concentration on meaningful
co-operative contacts at appropriate leveis;

5. Strategic approach: formulation and articulation of a
soundly conceived approach to development;

6. Market-oriented outiook: flexible responsiveness to
clientele needs;

7. Organizational flexibility: action-oriented and adjustable
organizational structure;

8. Factual self-promotion: realistic publicity concerning
capabilities and accomplishments;

9. Competitiveness: constant performance improvement;
10. Quality control: concentration on results.

22. Two other very recent, in-depth studies of TC programmes also stress the importance of developing
a strong competitive attitude based on performance, responsiveness, and continual improvement. A final
report by the Nordic UN project 15, drawn from 18 earlier reports on United Nations system operational
activities, observed that these activities had evolved in an ad hoc way from earlier "political assembly”
functions, and are now ripe for thorough analysis and reform. The report recommended many actions
to strengthen operational quality and impact in the organizations. it urged the organizations to better
define their individual roles, improve their own performance, concentrate on their areas of comparative
advantage, and emphasize and improve their advisory and analytical functions as "centres of excellence".

23. A second set of 11 reports, prepared for the Danish Government, analyzed the effectiveness of
multilateral assistance agencies - both United Nations system and non-UN system - at the country level,
to enable better analysis, monitoring and improvement of their performance '’. This study also
stressed the need for each agency to better utilize its comparative advantage, and to increase
programme transparency, cost-effectiveness, and impact. it recommended that agencies "concentrate
on what they do best’, and give more emphasis to country strategies, appropriate staffing in the field,
and open policy dialogue to ensure more effective co-operation in the 1990s.
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24. An excellent example of an agency's beginning to put these new pclicy guidelines into practice is
provided by the international Telecommunication Union {ITU). Like ICAQ, itis a smaller, highly technical,
specialized agency which relies heavily on UNDP to fund its development activities. Also like ICAQ, its
Administrative Council requested JiUJ in 1986 to review its technical cc-operation activities to consider
deficit financing problems (as in ICAO, thete was no regular budget financing) and operational
improvements "8 In 1984 an independent commission of experts had reported on ways in which ITU
could stimulate the expansion of the worldwide telecommunications network, particularly in developing
countries 2. In 1991 another high-level group reported on [TU's structure and functioning in light of
a changing telecommunications environment: it noted that the ITU Plenipotentiary Conference of 1989
had given "Development” equal status with Standardization and Radiocommunication in the substantive
waork of ITU, and it re-emphasized the importance of TU development work 2

25. In 1989 the TU Plenipotentiary Conference had already established 2 new Telecommunications
Development Bureau, to replace the old Technical Co-operation Department and provide [TU with a
more aclive role and expanded scope of action for telecommunications development worldwide. A 1991
{TU publication 21 clearly shows this new Bureau's strong competitive attitude. It begins with the
statement of the Secretary-General that

“the very purpose of the [Bureau is] to be your partner, at your service for
the development of telecommunications worldwide".

26. The ITU publication emphasizes that the Bureau represents not only an executing agency for
projects financed by UNDP, but a specidlized agency that continually analyses global
telecommunications status to advise Member States on telecommunication development poiicies,
standards, and programmes. It summarizes [TU's advisory services, sectoral studies, planning skills and
telecommunications data-bank, and notes that the [TU regular budget now provides a considerable
portion of the total funding for the Bureau's activities. it discusses its new Resource Mobilization Unit,
which seeks to raise and co-ordinate additional resources, summarizes major ITU categories and types
of development activities at country and regional levels, and ends with an invitation to readers to send
in a tear sheet for further information on the Bureau and its development activities in any of 12 topic
areas. ITU recognizes that this very positive competitive and service attitude is only a starting point that
must be sustained by high-quality performance, but it has taken the first steps quite decisively.

27. The underlying theme of this approach is all about the development of the sector (for TU it is
telecommunication and for ICAO international civil aviation) on a global scale, in particular the
developing countries where most development is needed, as part of the overall, integral work in the
sector. This concept of development is a much more comprehensive one, in which TC - in its traditional
and current form - is only one of the means or approaches in promoting the development of the
particular sector to the established standards.

28. This notion clearly shows the inherent and unavoidabie rationale for conceptually considering
development to meet the regulatory requirements as one of the main purposes of ICAQ, if not the main
one. Following from this, there should be no conceptual distinction between regular programme (e.g.
regulatory aspects) and TC (broadened to the comprehensive concept of development).

29. As the [TU example and the new JIU report on co-operation with multilateral financial institutions
indicate, a significant element of a strong competitive attitude is to reach out to other participants to
establish co-operative, mutually beneficial development activities. The major new emphasis on "national
execution” of TC projects funded by UNDP will highlight even more the need for ICAO and other
executing agencies to increase their collaborative TC work. In addition, ICAO needs to consider:



"oz sownuesfoid pue saibojess Agunod uo Ajesipouad SSIAPE 0} pue ‘AQunod yoeo
ul sowwesBo.ud 1o suonmgsul Aoy maj e oddns o) ypompau isieroads feuogewsaiul ue buisn diysseurred
a|grey ‘wel-buo; e w ‘segoedes feuogeu pynq o) Budipy aq pinoys sausbe pazieldads ay) eyt
ponb.e podas ay) ‘pessu| “suogeziuebio 109ioxd ews Auew Huowe pasleds SO2IN0SAS JUDLIBACD
20.1e9s pue ‘spoafoxd Bunes,, 03 pOLBAIP SIS ISife1oads ‘Bumas-Aiuoud Jo o] e “saanddfqo pue subisap
10alo.d osifeasIn 0] Speay }| “510ay0 aanebau snoues sey ‘. sagoaloxd,, o s1oaloud jrews Auew Suibeuew
yiim sapusbe paziferoads jo uogedndoooaxd Bunsixe auyi yey papnpuod Apmis ysiueQq 1661 Ul "€

sz spoefod jo uoneluswaidwil pue uogeaSIIRUPE JYy) Ui 910 syl Dursearnap apym “syudwusonob
o} @oInpe pue Apoedeo fesafeue syl aSeEaOUl 0 sausbe ayl psbin ose ‘aosueisul Joj ‘podal
feuy 109loid o1pION 2uj uOd Sues Sy apew aaey S0 pue ‘saydseosdde awwesbo.d o} oafoxd
woy yys 0} souabe pabin sey ‘Aisnomnexd psuocpuawl se ‘AiuISssSYy [eJouar) suogeN pajiiun ayl 2g

Ab33je13s ouwweiboid -d

~swwesboud 71 ayl Jo ssao0xd ybiseao Apoq Bumseaob onueuAp asou yonw e pue ‘sassaooxd
dn-mojjo} pue maa. ‘uogeneas sebuops ‘ABajens awwesfoxd pajeinopse “Jead e ore Aaug 1S
jou op Aguesaxd YoM SJUSWISP [eRUISSD JBUYI0 3oAy dOoRASP OSIe ISnWw O] 1Byl SaAd1Rq J0j0adsul
ayl ‘renuajod aannadwos sy Buoueyud jo sseocoxd pepodcu Apuabm snjy Jusweidw Apadoxd o) “1g

-s855200.4d Hunued pue JuowAoydep ‘uonedoje
asay} ojul oeq sbuipuy paa) pue ARie.MoJe SNsal 2.MNSESW 0} $S30040 uonenieas pue mamal e (p)

pue ‘souewnopad anoxdun 0} sAem Ajquepi 01 poye Huiuuerd e ()
ssawwresfoxd aagesado-0o ul ajediogred 0} puuossed Burlojdep o) uealb Ayuoud poldxe ue (q)
$90.n0s31 JO uogedoje aenbope ue (e)

awweiboxi uonesndo-0o ORIy} S Ut a:msod aaggodwod e jo
SIUBWIBI JOYI0 pue Wawano.xdwi soueuwiiouad paureisns ‘ssaudaisuodsal ‘Apageasd 10)so) AfreonewsisAs
ajow 0} suogoe Bumojio} ap axer OVl eyl .vm suognpsul [eueuy feljeminw yim uogendo
-09 uo podal (I MdU Ay} WOoH ‘SpUWILIOID) Jojoddsu) ay| -abudjeyd sip o1 spuodsas ¥ YoM
ui Aem oYy Aq 1red a6.e) Ul poUNLISIOP Q [IM UOREIAE JIAID [euoleuRiul BuloueApe Ul SS300NSs aumny sy
JUBWIUOAAUR feqoib Buibueyo-Apides e ui Aidde 0} s22.Mn0$3. JUBWdOPBASD feuoneusd)ul 82Jeds jJoeje
0} s10)99s Auew ui Bugadwod suoneziuefi o Auew Buowe suo “AjgepioAeun ‘mou st Oyl ‘wns uj "0g

quasax ye posn yoseoxdde 364 pe pue rewiojul ayj ueyy
BYjel ‘siseq opewalsAs e uo soupred aanedo-09 pue $s30.nos Suipuny dopasp 0} ‘180430 uUoneziqon
30.IN0SAY € 1SE| Je Jo JuN UOREZIIIqOW SSOMNOSIY B YSHQEISO pInoys U ‘Nl 9l “Sydsym (9)

(g SenAROE OV JO UORUDW
Ou jsowre Yy ‘suogeziuebio UOREE [IAID UBJLSY SNOLRA UIM pue eousy inoybnoayy juawdopaap
podsuen se ul 9j01 aAgoe ARA Sy SSNOSP ‘oidwexd 10} ‘BoUyY JOJ UOISSIUWOD) SRUOUOD]
ay) Jo spodal [enuue JuddDJ) SUOISSILIWOD [euoiBal suogenN PauN Y YIm uom Josop)  (q)

"7z SIEP O} SSOO0NS PO PUB SAREIUS} 3y} puoAaq
‘suogeziuef.10 UOJEIAE IO JBYIO0 Yim pue ‘sueq Juawdopasp [euoiBal aifi pue sueg PUOM 9 JO SHI0YD
201995 podsuen 3yl yum uogouniuod Ul YUOM )] UOREBIAR [IAID p3oueyud Joj saniiqissod ayl (e)

L



8

34. The Governing Council of UNDP reaffirmed in 1991 that the new support cost arrangements are
intended to increase government management of United Nations financed programmes, competitiveness,
and agencies' technical support service quality, while minimizing their administrative and operational
support functions. The new arrangements began in January 1992 for the five largest executing agencies,

with transition arrangements for the others to follow 27

35. The new arrangements call for a major strengthening of technical support efforts from both agency
regular programmes and UNDP-funded activities at the programme and project levels in developing
countries 28, They place strong emphasis on national programme frameworks, sectoral and
sub-sectoral studies, country programmes, and advisory services, ad hoc assistance, and enhanced
monitoring and review 2° (see also Annex 2 of this report). UNDP has also cited the basic relationship
between programme approach and national execution, and the need for more programme-oriented

mechanisms in technical co-operation to better support national programmes 3

36. Unfortunately, ICAO has not yet formulated a basic strategy that will enable it io develop and
implement a sound programme approach. The October 1930 report on the future of the ICAO technical
co-operation programme acknowledged that

"ICAO's own [technical co-operation] programme grew in parallel to that of the

United Nations and although monitored by Council no attempt to relate the programme
to the overall objectives of ICAO was ever given serious consideration. For many

years the programme was able to operate on its own but now that financial conditions
have changed it is timely to take a much closer look at the purpose of this programme,
and if found to be part of the objectives of ICAO as Mr. Brown states in paragraph 19
of his report, to integrate this programme in the overall structure and activities of

the Organization 3 n

37. ICAO's subsequent actions during 1991 to begin to develop a strategic action plan to meet the major
challenges facing civil aviation are a very significant organizational initiative 2 Unfortunately, again,
they omit the TC programme. Although a number of Member States and other organizations noted the
need to consider TC issues and the needs of developing states in the strategy, they were not specifically
identified as a priority challenge. in fact, instead of highlighting the need for a TC sfrategy, the May 1991
status report stated that development of a sfrategic action plan should not detract from the ongoing
reassessment of the technical co-operation programme.

38. Existing documents in support of the TC programme do not clarify the purposes, priorities, initiatives,
and approaches which are being employed to maximize programme effectiveness:

(a) the triennial and annual AQSCF budget estimates are confined to quantitative data and
explanatory footnotes;

(b) the sections of triennial Work Programmes on the TC programme have only described the
responsibilities of, and services provided by, TCB units, with litle change in content over the past
decade;

{c) the sections on TC in the Annual Reports of the Council have discussed activities in the
regions, summarized the status of categories like experts and fellowships, and provided narratives on
many individual projects, again with litle change in format in recent years, and providing the reader with
litde understanding of programme direction and priorities;
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However, the IMO training experience and that of the International Labour Organization (ILO) are also
useful guides (and the extensive aviation training courses provided by IATA are particularly relevant to
future ICAO fraining efforts). Both the 1989 JIU report on IMO and the 1991 JIU report on co-operation
with muitilateral financial institutions cited the ILO, IMO and UNCTAD programmes as innovative
responses to worldwide training needs in the transport field, in accord with the international standards,

agreements and conventions developed in each organization's substantive programmes 37

44. These many existing training programmes lead to two final observations about a future TC
programme strategy. First, the fact that basic responsibility for the TRAINAIR programme rests in the
ICAO regular programme underscores the need for a proper TC programme strategy for ICAO to include
both relevant regular programme and AOSCF activities, rather than the present concept of a rather
isolated TCB.

45. The new UNDP processes, recent assessments, and other agency experience make it clear that
United Nations system agencies cannot be competitive "centres of excellence” in their TC fields unless
they bring the entire Organization's expertise to bear on TC matters when needed. A very good example
is ILO's productive relationship with the World Bank, as discussed in the new JiU report on co-operation
with multilateral financial institutions, which involves that entire organization in co-operative TC work 38
The Inspector agrees with the Brown report that there is a close interaction between the ICAO regular
programme, technical co-operation activities, and the basic objectives of ICAO in global civil aviation,
which must be clearly established and defined in an ICAO TC programme strategy >°.

46. Second, preparation of a TC programme strategy should not be a one-time event, but must be a
continuing process to ensure a responsive programme. A 1991 consultants’ report on UNDP's senior
management structure, requested by the UNDP Governing Council, concentrated on the lack of a
commonly shared and accepted vision and strategy in UNDP. It observed that, despite some promising
initial steps, this lack of focus led to management and staffing complications. The consultants concluded
that UNDP needs an on-going process that is much more programmatic than in the past, and provides
a vision and sftrategy to guide operations, streamfine staffing, and enhance performance 0. This same
analysis and need for a much improved process of strategic thinking is also very applicable to ICAO's

TC efforts.

47. For all the above reasons, the Inspector believes that a sound programme strategy is essential for
a successful and effective future ICAO TC programme. She therefore recommends that ICAO prepare
and adopt as an urgent priority a programme strategy statement for its TC programme. This strategy
should incorporate:

(a) the relationship of the programme and its objectives to ICAO's overall mission and objectives;

{b) a coherent presentation of ICAO regular programme and TCB elements
involved in the programme;

(c) a statement of the overall strategy to be followed, based on
programme progress made to date;

(d) a statement of the major programme priorities;

(e) provisions for periodic discussion and updating.






