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NOTE

Part I of this report subtitled "Deconcentration and Managerial processes" embodies the
main analysis of physical and functional decentralization issues in respect of the United Nations
system. Part I also includes the general introduction as well as the conclusions and
recommendations of the Inspector. The present part II of the report subtitled "Comparative
Approaches" briefly describes the decentralization policies, approaches and experiences of
individual organizations of the system. The Inspector’s synthesis of these experiences is presented
in Chapter III of Part I of the report. The present volume (Part II) can therefore be considered
as an addendum to Part I, which is the main body of the report.



1. UNITED NATIONS SECRETARIAT

1. Following the United Nations General Assembly resolution 41/213 which launched the
process of reform and renewal of the United Nations, a clear momentum is now underway to
restructure and revitalize the United Nations intergovernmental machinery and secretariat
structures in the economic, social and related fields. All Member States attach great importance
to this restructuring and revitalization process, as evidenced by statements and position papers in
recent successive sessions of the General Assembly, the Economic and Social Council and notably
in the "Ad Hoc Working Group on Enhancing International Co-operation for Development: the
Role of the United Nations system."

2. The first phase of UN Secretariat reforms introduced early 1992 led to the establishment
at UN headquarters of several major Departments integrating formerly disparate organizational
entities. In his 1992 report (A/471/1) on the work of the Organization, the Secretary-General,
announcing the second phase of the restructuring process, expresses "his firm belief that the focus
of the United Nations must remain in the field where economic, social and political decisions take
effect". He also indicates his intention to extend the reform process to other parts of the United
Nations to achieve an "Organization-wide distribution of responsibilities and balance between
functions performed at headquarters and those carried out by the regional commissions and other
United Nations organs and programmes”.

3. The above paragraph suggests that the provisions concerning the regional commissions
contained in Chapter IV of the annex to General Assembly resolution 32/197 and reiterated more
recently by Assembly resolutions 45/264 and 46/235, are finally being implemented by the
Secretary-General who fully recognizes that the focus of UN activities should be in the field.

4. Indeed, as noted earlier by the regional commissions in 1987,1 while phase one of the
restructuring process initiated under resolution 32/197 was accomplished in a matter of months,
"remarkably little agreement has been reached in the course of ten years for the decentralization
of responsibilities and resources to the regions. Despite the unequivocal affirmation of Member
Governments in a series of resolutions of the General Assembly and the Economic and Social
Council beginning in 1960 and culminating in the restructuring resolution of 1977 (32/197),
decentralization has not become a policy of the Secretariat. Consultations which have taken place
between headquarters and the regional commissions have not resulted in a systematic identification
of activities and resources which could be decentralized, nor in any meaningful delegation of
greater flexibility and accountability to the regional commissions".

5. These concerns have been fully documented and shared by the Joint Inspection Unit in
a series of reports on the regional commissions since 1969, and have more recenily been amplified
in the recommendations by the regional commissions' governing bodies to the forty-seventh

1 Note by the Executive Secretaries of the regional commissions on their meeting in
Bangkok, 12-13 February 1987.
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session of the General Assembly2 (see annex 1).

6. The Committee for Programme and Co-ordination (CPC) and the Advisory Committee on
Administrative and Budgetary Questions (ACABQ) have pointed out some substantive
shortcomings in the first phase of the ongoing reform process, including notably: a mechanical
approach to restructuring consisting essentially of an amalgamation of units without a
corresponding restructuring of programmes; lack of a clear relationship between reform and
programme delivery requirements; piece-meal approach reflecting continuity rather than
innovation; inadequate rational redeployment of human and budgetary resources to reflect the
evolving priorities of the organization, etc. A number of Delegations in the Fifth Committee of
the Forty-Seventh Session of the General Assembly have made similar remarks.

7. If the second phase of the reform process is to fulfil the Secretary-General's vision and
advocacy of a more integrated approach to development issues as stated in several of his reports,
it must perforce redress those shortcomings noted in the first phase by Member States. To that
end a holistic review must be initiated of the nature, scope and continuing relevance of the
functions and activities performed by the regional commissions, the Department of Economic and
Social Development (DESD) and UNCTAD in particular. The list is of course not exhaustive, but
because of the similar and no doubt duplicative nature of many of their endeavours, these
Secretariat entities must provide the Secretary-General with greatest opportunity to translate into
programmatic and functional reality his vision of a more integrated approach to development by
the Secretariat, operating coherently with an esprit de corps and focusing squarely on the field

level.

8. In this perspective some unique assets of the regional commissions should again be
highlighted:
(a) They represent the organic and vital interface between global programmes and

strategies on the one hand and field realities on the other. As argued in Part I,
Chapter IV of this report, the application of global strategies can be effective only
to the extent that they are adapted to the specific and concrete realities of each
region through substantive analysis cross-fertilizing with technical co-operation
on the ground. The regional commissions are better positioned to deepen and even
expand that vital function because of their physical proximity to and intimate
knowledge of the countries of their respective regions, in addition to their network
of regional and sub-regional institutions supporting regional economic co-
operation and integration efforts, today more important than ever before,
especially in the developing countries.

(b) The regional commissions between them have a spectrum of specializations within
a multidisciplinary and inter-sectoral framework probably broader (though not

2 Recommendations of the regional commissions on the implementation of General
Assembly resolution 46/235 (Annex to the report of the Secretary-General on
restructuring and revitalization of the United Nations in the economic, social and related
fields (A/47/534).
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necessarily deeper) than those of DESD and UNCTAD. This implies that the
regional commissions, if well equipped (which is not yet the case for all of them),
can provide through osmotic processes most of the field inputs needed by the
global entities for their analytical functions as well by the governing bodies for
their policy-making processes. By extension therefore all the UN policy organs
in the economic and social fields would be "serviced" substantively as much by the
global entities as by the regional commissions in the context of a more functional
integration of Secretariat entities in the economic, social and related fields. That
requirement is explicit in paragraph 21, Chapter IV of the annex to resolution
32/197 which inter alia stipulates that the "regional commissions should provide
inputs for the global policy-making processes of the competent United Nations
organs and should participate fully in the implementation of the relevant policy
and programme decisions taken by these organs".

(c) One of the major reasons advanced by the global entities against decentralization
towards the field is their professed requirement to "service" and relate to their
respective governing bodies at headquarters. Despite the fact that they can obtain
information from the field offices, these entities generally tend to source their
analytical raw material more from the permanent missions at headquarters than
from the regional commissions which have such material "camera ready” and in
an integrated, multidisciplinary regional context. The data collection and
processing function of the UN system which has been stressed by several
delegations and by the Nordic countries® can be performed better and more
rapidly by the regional commissions through first-hand empirical processes on a
regional basis than by global UN entities and agencies. This comparative
advantage of the commissions therefore needs to be strengthened and refined, not
duplicated by the global entities which should better concentrate on global

methodologies, analyses and syntheses.

(d) The regional commissions have established, with varying degrees of success and
intensity, co-operative relationships through joint units with other UN entities
(UNEP, HABITAT, or Centre on Transitional Corporations (CTC) and with some
specialized agencies, (FAO and UNIDO). The global UN entities do not enjoy
similar practical, field-focused collaborative mechanisms with the rest of the
system. If the commissions could develop more joint divisions or units with other
appropriate UN specialized agencies they would:

(1) become "the main general economic and social development centres within
the United Nations system for their respective regions" (32/197/), and
"exercise team leadership and responsibility for co-ordination and co-
operation at the regional level" (idem);

(ii) their analytical, programmatic and operational capabilities as well as their
multisectoral, interdisciplinary lens would be significantly reinforced;

3 See the final report of the Nordic United Nations project and reform proposals by the
Nordic countries in document A/C.2/46/17.



- 4 -

(iii)  their comparative advantage vis-a-vis UN global entities and the
multilateral development banks would equally be enhanced in no small

measure;

(iv) they would, more important still, largely fulfil one of the main
recommendations of this report concerning the feasibility of pooling the
regional structures and resources of the UN system, including
headquarters-based technical assistance delivery units, to form UN system
integrated and multidisciplinary regional development structures akin to
the Regional Development Banks. In that event the commissions could
simply be renamed UN system regional commissions - a more integrated
and technological regional equivalent of the Administrative Committee on
Coordination. The benefits to be derived from such an institutional
evolution are enumerated in Chapter IV of Part I of this report.

9. The five regional commissions, as of now, vary markedly in some respects in their
analytical, co-ordination and project executing capabilities as well as in operational efficiency.
As noted in the past by the Joint Inspection Unit in its reports on the regional commissions, they
must earn the responsibilities and roles envisaged for them in Chapter IV of the annex to
resolution 32/197. Indeed, for the commissions to evolve into veritable ceatres of gravity for UN
system co-operation at the regional level, they must build a reputation for high quality analysis,
strategy and programme formulation as well as operational effectiveness. They would also need
to modernize staff profiles and cluster their present wide range of programmes around burning
priorities in their respective regions. In virtually all cases, but particularly so for the regional
commissions for Africa and Latin America and the Caribbean, a clear shift would be necessary
towards regional strategies for private sector development, with emphasis on indigenous resource
creation, investment promotion and development, economic integration processes, illiteracy and

poverty eradication; etc.

10. Therefore, to attain the objective of decentralization as advocated in this report, a
comprehensive review would be necessary of the programme structures and operations of the
regional commissions individually and in relation to the global entities, with a view to sharpening
where necessary their programme thrusts and operational efficiency, on the one hand, and
instituting functional integration at all levels of the Secretariat, on the other hand, in the
economic, social and related fields. The comparative advantages identified in paragraph 8 above
suggest that the bulk of the inputs needed for the analytical, conceptual work of global entities
and by the governing bodies at headquarters would originate from the field structures, thereby
ensuring that documentation submitted to the policy organs is more credible and objective because
fully informed of field realities and perspectives.

i1. It follows from the above that the role of headquarters programmes and related entities
should be limited to highly conceptual, comparative and synthetic work, and that project
executing functions now associated with DESD (from former DTCD) should be decentralized fully
to the regions. Where functions and units cannot be decentralized to the field without incurring
additional costs, they should be deconcentrated from headquarters to one of the regions and
performed interregionally, thus reinforcing co-operation among the regions and countries. While
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the Centres on Transnational Corporations and Science and Technology for Development could
for valid reasons remain located at headquarters, the same may not be true for all other divisions
of the Department of Economic and Social Development. Some of these could be based in the
developing regions while continuing to serve all the countries and at less cost to Member States.

12, Additionally, the Departments of Political and Humanitarian Affairs and Centre on
Human Rights could also maintain a minimum of early-warning intelligence services within the
Regional commissions as they may ultimately be reorganized in the context of the
recommendations addressed by this report to the Economic and Social Council.

IL JOINT CONSULTATIVE GROUP ON POLICY (JCGP)

13. This group comprises UNDP, UNICEF, WFP, UNFPA and IFAD, essentially funding
organizations currently accounting for 76 per cent of the system's expenditures on operational
activities for development. JCGP, which as a group is highly decentralized in world-wide staff
deployment and field office networks as well as in delegated authority to the field, has clearly
taken the lead in implementing UN General Assembly resolution 44/211. It has working groups
on specific subjects, such as simplification and harmonization of procedures and programme
cycles or the sharing of common premises and services in the field.

14. JCGP members recognize that the new modalities of technical co-operation, such as
government/national execution, building of national capacities and shift to a programme approach
require increased field capacity and harmonized delivery mechanisms.

15. The United Nations Development Programme which is the central funding mechanism for
the UN system's operational activities for development as well as the centrepiece of the system's
country-level representation, is probably one of the organizations directly seized with the issue
of decentralization. In addressing the thirty-ninth session of the UNDP Governing Council in
May 1992, the Administrator called for "maximum possible decentralization to the unified (UN
system) field office from the headquarters of each of the organizations"; and stressed that true
programme co-ordination was only possible at the field level.

16. In addition, UNDP has conducted an extensive management review? of its head -quarters
and field operations so as to enhance its responsiveness under the new modalities of technical co-
operation. An internal sirategy paper on decentralization states that "it is difficult to conceive of
an environment in which the principle of decentralization could have more force than an
organization spread over 115 countries and mandated to be responsive and sensitive to the needs
of each and every one of them. In this sense, decentralization is embedded in the principles
underlying the UN operational system".

17. UNDP's decentralization policy is to be guided by the following general principles suggested
in the internal strategy paper:

4 A Strategy-Based Senior Management Structure for the United Nations Development
Programme (Kienbaum report), DP/1991/50, and comments thereon by the Administrator.
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(a) The organization's operational capacity should be designed from the country level

outwards;

(b) key management decisions on UNDP's response to country requirements should be taken
where the work is done;

(c) the location of units at Headquarters and in the field should be closely related to the
technical requirements of the programme and to cost effectiveness;

(d) functions should be carried out where most cost-efficient and effective, and duplicative
and redundant functions should be minimized or eliminated.

(e) information must be managed on the basis of different units needs for clear decision-
making and to streamline basic support functions within the framework of a coherent and

cohesive Management Information policy.

(f) resourcessupporting "line" functions should, to the extent possible, be integrated into "line

structures”.

(g) decentralization must emphasize the primacy of the Organization’s policies over unit or
field offices' individual approaches, thus securing and highlighting responsibility and
accountability.

18. These principles, if indeed applied, may suggest the gravity of purpose guiding UNDP's
approach to decentralization. Since the organization's strategic framework for achieving a results-
oriented system of decentralization has several elements in common with the existing policies of
other JCGP members, those of UNICEF in particular, the Inspector believes that the framework
could constitute the basis for refining and consolidating a unified JCGP approach to
decentralization, in the first instance, and subsequently for a system-wide policy plank on the

issue.
III. THE WORLD HEALTH ORGANIZATION (WHO)

19. This Organization deserves its reputation of being a unique model of decentralization
among the UN specialized agencies. The model derives from several factors.

20. Firstly, the design of WHO's Constitution, adopted in 1946, seems to have been heavily
influenced by the desire to accommodate the Pan American Sanitary Organization, later renamed
Pan American Health Organization (PAHO), which had already been in productive existence since
1917, thus predating WHO by 30 years. This may explain why chapter XI (articles 44-55) of the
Constitution gives special prominence to "regional organizations”, which consist of a regional
committee (policy organ) and a regional office (secretariat). There are at present six regional
organizations: Africa {AFRO), Americas (AMRO/PAHO), Eastern Mediterranean (EMRO),
Europe (EURQ]), South East Asia (SEARO) and the Western Pacific (WPRO). Aithough the
Constitution stipulates that "each regional organization shail be an integral part of the
Organization", the regional structures maintain a large degree of autonomy vis-a-vis headquarters,
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and PAHO in particular continues to operate in management and budgetary terms as a separate
organization. WHO presently finances only about 25 per cent of its budget.

21. Secondly, the Regional Directors who head the regional offices are another major factor
in WHO's system of decentralization. Under Article 52 of the Constitution, the Directors are
appointed by the Executive Board of WHO in agreement with the regional committees. In
practice, however, they are elected by the governments of their respective regions and
automatically endorsed by the Executive Board. The Director-General therefore has no role in
the selection and appointment of the Regional Directors who are, however, expected under the
Constitution to be accountable to him as "chief technical and administrative officer of the

Organization".

22, Another comparable UN specialized agency with several elective offices is the
International Telecommunication Union (ITU) where the Secretary-General, Deputy Secretary-
General and eight other officials are elected by the Plenipotentiary Conference, although this
number is expected to be reduced in 1994. In UNIDO and WIPO the Deputy Directors-General
are appointed by the Director-General after approval by the policy organs. WHO Regional
Directors differ significantly from their elected peers in other organizations in that they enjoy
"sovereign attributes™ constitutional writ, legislature, exclusive regional territory, a political
constituency comprising heads of state or government and ministers of health, a distinct budget
and an administrative organ. While the Constitution gives explicit overall responsibility and
authority to the Director-General for the management of the Organization, in reality these
prerogatives are shared with the Regional Directors who have significant political and managerial
roles. The organization's decentralized system thus hinges on the political power relationships
between the Director-General and the Regional Directors. For example, no constitutional or
manual provisions exist for disciplinary action against the Regional Directors in case of evident
professional misconduct. In many ways they define the practical relationships between the
Director-General and the Member States of their respective regions.

23. Furthermore, WHO's programme policy is geared towards devolution of programme
implementation responsibility to the Member States in the context of its global "Health for All
strategy by year 2000". The Organization's programmes are in general identical to and supportive
of the health programmes of its Member States. Empbhasis is thus on a programme approach,
which is the technical co-operation modality now increasingly urged on other organizations of the
system. WHO's model is therefore not simply a question of decentralized structures only but even
more fundamentally one of programme concept and policy.

24. This is borne out more explicitly by yet another factor: the central role of the regular
budget in the funding of technical co-operation and the programme budgeting process. The
regional offices which represent the organization's technical co-operation arms in their respective
regions are financed essentially from the regular budget, close to 60 per cent of which is at present
devoted to technical co-operation programmes. The World Health Assembiy resolution 29/48 of
1976 makes it mandatory to allocate at least 60 per cent of the regular programme budget in real
terms towards technical co-operation and provision of services to Member States. The programme
budget formulation process starts from the country level with the assignment of allocations to each
country depending on a set of factors. The proposed country allocations form the basis for
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preparing regional programme budget estimates which are approved, in the first instance, by the
respective regional committees, and then consolidated by headquarters for the approval of the
Executive Board and Health Assembly.

25. The foregoing factors are some of the main determinants of WHO's decentralized model
which seems to have the ingredients necessary for it to function perfectly in an ideal world. But
reality would have it otherwise. Several fruitless attempts have been made in the past within WHO
itself to change the present system, however modestly, in order particularly to secure more
rational utilization of the organization's overall programme resources and to increase
accountability to the Director-General. The following major constraints may be worth

mentioning:

(i) The potential for management difficulties between an elected Director-General and
elected Regional Directors.

(i) WHO is decentralized in effect from headquarters to the regional level but not sufficiently
to the country level where its operations need strengthening.

(iii) The present mandatory pattern of allocating the regular programme budget between
headquarters and the regions as well as governments' automatic entitlements to country
budget allocations have significantly narrowed the organizations's options and ability to
address new programme priorities and to match resources to high profile problems rather
than to countries and regions as at present.

(iv) This limited control by headquarters over the distribution of the regular programme
budget and its applications has partly contributed to an increasing trend to centralize
extrabudgetary programmes at headquarters on the grounds that they are global, high-
technology-driven programmes best delivered directly from headquarters.

(v) The regional offices very much operate in isolation from one another and seem to be more
strongly identified with their respective regions than with the Organization as a whole.
With few exceptions, these offices are predominantly staffed by persons from within their
regions, and have thereby seriously weakened their world-wide international character.
This is aggravated by limited staff mobility among the regions and between the regions
and headquarters. Staff appointed by one Regional Director may not be acceptable in
another region.

26. These constraints are further discussed in a separate report on WHO's system of
decentralization to be issued shortly by the Inspector.

IV. UNITED NATIONS EDUCATIONAL, SCIENTIFIC AND CULTURAL
ORGANIZATION (UNESCO)

27. The subject of decentralization has received considerable attention in recent years within
UNESCO which specifically requested the present JIU report. Meanwhile in April 1991 the
Special Committee of the Executive Board reviewed an internal in-depth study it had
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commissioned on the subject. The study which gives an X-ray account of UNESCO's
decentralization experience over the years, is succinctly summarized below:

In-depth study on decentralization in UNESCO?

The study prepared by the Special Committee of the Executive Board traces in detail the
history of decentralization policy and practice in UNESCO since 1947. It notes that, as early as
the fifth session of the UNESCO General Conference, decentralization was held to be "a matter
of vital importance which UNESCO should tackle to make its activities more effective". The very
first experiments in decentralization were therefore made forty years ago in Science and
Technology followed by the Education Sector.

The study observes however that, despite the numerous discussions of the subject over the
decades and the resolutions of the General Conference, it was not until the early 1980s that several
more offices were established in different parts of the world. These new structures were "highly
sectoral” and had very limited authority and role in the formulation and implementation of

UNESCO's programmes.

The study sees 1987 as marking the onset of genuine efforis to decentralize the
Organization. The new momentum was promoted by a "broader plan to reform the structures,
methods and working procedures of UNESCO", the aim being to consolidate its presence in the
Member States as well as its participation in operational activities for development. Endorsed by
the Executive Board and the General Conference, this new trend has, according to the study, been
exemplified in several structural changes and other initiatives within UNESCO, such as the
creation of the Bureau for the Co-ordination of Field Units (BFC), promotion of intersectorality
or integrated field offices, modernization of communications and information systems,

computerization of duty travel, etc.

The study commends these initiatives but concludes that "the level of decentralization
achieved is still not satisfactory, and it does not fully correspond to either theory or practice.
Moreover, the implications for UNESCO of United Nations General Assembly resolution 44/211
call for special attention to be paid to the theme of decentralization, its improvement and its

practical limits",

28. The subject was discussed again at length at the 1992 Executive Board session of UNESCQO
which adopted measures defining the broad framework of the organization's decentralization
policy. This policy should:

(a) be based on UNESCO's constitutional mandate and its international responsibilities
for intellectual co-operation;

(b) provide a catalytic and multiplier effect on its activities;

(c) strengthen its presence in each region;

5 UNESCO document: 136 EX/SP/RAP/1, 12 April, 1991
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(d)

(e)
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(h)

(i)

»

(k)
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be flexible and adapted to the particular features and priorities of each region and

sub-region;

incorporate regional perspectives into the universal vision, to the mutual
enrichment of both;

cater more effectively to the needs of Member States;

take into account the fact that UNESCO is neither a fund nor merely a technical

assistance agency.

Unesco's presence in the field should reflect its universal, moral and intellectual
objectives in addition to its specific technical co-operation activities;

authority and resources should be decentralized not only from Headquarters to
certain large Regional Offices, but also among all the units within each region,
thereby necessitating changes in attitude and practices as well as procedures;

decentralization should on no account lead to the creation of mini-UNESCOs in
the field, and the improvement of telecommunication ukages should serve to
carry out field activities more effectively;

UNESCO's staff within each region should reflect the Organization's universal
character, etc; (see annex 2)

The decentralization policy would have the following aims:

(a}

(b)

(c}

{e;

to stimulate the processes of consultation and active participation by Member
States and their National Commissions in close association with field units, in the
identification, formulation, implementation and evaluation of the Organization's
programmes and projects, promoting co-operation between UNESCO and the
inteilectual community in Member States;

io contribute to the reform process designed to bring about changes in the
structure, procedures and working methods of the Secretariat;

to improve the capacity of field units to identify, design, implement and evaluate
new programme activities and operational and extra-budgetary projects;

10 give wider publicity to UNESCGQ's message and to the importance of its work:
to adapt UNESCOQO's programmes better to the particular conditions of the
tilferent regions sub-regions and countries and enable it to respond more quickly

aad more efficienily to requests from Member States;

to acrease JWESCO's couniry-level effectiveness, having regard to United
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Nations resolution 44/211, which calls for greater integration of the work of the
United Nations agencies in country programming.

30. The Director-General's follow-up actions since 1991 have included notably the
strengthening of the Bureau for External Relations and a set of instructions on decentralization
contained in DG/Note/92/3. These instructions particularly stress the inter-sectoral character of
UNESCO's field units, the need to interact more effectively with the intellectual and technical
communities at field level including inter-governmental and non-governmental organizations, the
development and strengthening of regional resource networks, information dissemination, the
strengthening of the administrative and resource capacities of the field units, etc. The
Organization has also taken steps to improve the staff profiles, technical competence and
administrative functioning of these offices. Other more specific circulars have been issued
spelling out the responsibilities, authorities and roles of the field units in all areas of UNESCO's

activities.

V. FOOD AND AGRICULTURE ORGANIZATION OF THE UNITED NATIONS
(FAO)

31 Like UNESCO, FAO has in the past couple of years intensified efforts at decentralization
pursuant to the directives of its policy organs. In terms of geographic coverage, the Organization
currently has one of the largest representational networks in the UN system, with 74
Representatives accredited to over 100 countries, in addition to five regional offices. A
Decentralization Support Unit established at headquarters since 1981 is supposed to represent a
key node in the Organization's strategy.

32. The field network is backed by the Field Programme Development Division (DDF) which
"plays the central role for the development of a field programme which renders satisfactory
services to member countries' development efforts in line with the Organization's overall policies
and priorities for agricultural, fisheries and forestry development". The Division performs a
number of functions which could be considered eligible for decentralization to the country or
regional level. This is especially true of the Regional Bureaux located within the Division but
which could more suitably be located in the Regional Offices. The administration of field
programmes and projects remains highly centralized at headquarters, where the area officers
support an average of 40-50 projects each.

33. Another feature of FAO's decentralization is that, while Article VI of the Organization's
Constitution implies a strong regional focus in calling inter-alia for "regional commissions", and
"regional technical conferences" or for the establishment of regional offices, the latter are in fact
overshadowed by the network of country offices, which have become the real spear-head of
decentralization. The regional offices are responsible mainly for intercountry activities and
promotion of regional policies within FAO's spheres of competence. Also, these offices are
excluded from the chain of command and routine communications between the country offices
and headquarters, and their resource allocations have recently been curtailed in order to strengthen
the country offices. This is the converse of WHO's decentralized model.

34. The Inspector's discussions with FAO officials suggest that the Organization's recent
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record on decentralization is generally commendable but that much more remains to be done
because significant resources and authority remain centralized at headquarters. For example, an
increased direct technical co-operation role by the regional offices in support of country activities
would not only strengthen the cost-benefit justification for these offices but also would
considerably relieve work pressure on headquarters staff. The fact that FAO's country offices are
severely strapped financially as noted in the 1989 report of the Programme and Finance
Committees on the Review of FAO's Goals and Operations, may justify a selective strategy of
country representation clearly based on a system of priorities, focusing on problems rather than
on broad geographical representation.

35. Furthermore, the present system of decentralization may need to be reviewed in order to
reduce what appears to the Inspector to be duplicative or overlapping structures of
decentralization. It would seem necessary to redefine more tightly the respective indispensable
roles of the following with respect to field operations. National project directors and chief
technical advisers; country offices; regional offices; FAO joint divisions with the regional
commissions, which could take on the responsibilities and functions of the regional offices;
Decentralization Unit and Regional Bureaux at headquarters. Together these represent six
different layers concerned with decentralization. Reference is also made here to one of the main
recommendations of this report concerning UN system integrated regional development
mechanisms, which would lead to significant savings in overhead cosis “or FAO in particular and

for the UN system in general.
VL INTERNATIONAL LABOUR ORGANISATION (ILO)

36. Article 38 of the Cosstitution of ILO provides for the convening of regional conferences
and establishing of regional agencies as may be desirable to promote the aims and purposes of the
Organisation. There are at present five regional offices (including the European regional office
which is located at ILO headquarters). These offices oversee a network of 35 area/country offices
in developing and developed countries, four regional vocational training centres, four regional
employment teams and five regional labour administration centres.

37. The regional conferences which meet every 5-6 years and the regional advisory
committees which meet annually, represent an important intergovernmental mechanism in the
Organisation's model of decentralization. That mechanism is however purely technical and
consultative in its relations with the ILO's General Conference and Governing Body. In this
respect IL0's regional intergovernmental structures differ in powers and functions from WHO's

regional commitiees.

38. Since 1985 ILO has conducted studies on its technical cooperation programme, structures
and functions of its regional centres and relations between headquarters and field units. Following
the conclusion of these studies, the Organisation has taken steps to reflect more adequately its
iripartite characier in its field activities, to delegate increased authority to the field offices and
o trim its adminisirative procedures. Furthermore, the regional advisers who are an essential
element in the ILQ's decentralized structure, are being transformed into multidisciplinary advisory
leams with the mandate to bring the ILO as close as possible to its constituents. In this regard,
the Inspector believes that the Regional Office for the Middle East still provisionally located in
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Geneva should be moved back close to its constituency now that the situation in Lebanon has

returned to normal.

39. More recently, the Director-General issued a circular (Series 6, No. 478 of 15 April 1992)
which aims to strengthen the field orientation of ILO and more specifically to promote and
formalize a system of staff rotation between headquarters and the field. The circular states inter-

alia:

"The new directions of ILO programmes call for changes and adjustments in relations
between the field and headquarters. A more active dialogue between the Office and ILO
constituents has become necessary. ILO services at the national level will move
progressively from a project orientation to a programme-based approach. More effective
and quicker service to constituents will require a strengthening of field programmes and
increased integration of programmes in the field and those carried out in headquarters..".

40. This circular, the full text of which is to be found in annex 3 to this report, is important
in that it seeks to develop a decentralization ethos for the ILO and staff:

- changes and ad justments in headquarters in support of an increased thrust in the field;
- integration of regular programme activities with the technical co-operation programme;
- the concept of field service as a coherent part of career planning and development;
- institution of a country programme-based approach in the field;
- systematic staff rotation between headquarters and field offices; etc.

This initiative is certainly worth emulation by other agencies.
VIL INTERNATIONAL TELECOMMUNICATION UNION (ITU)

4]. A relatively small UN ageney originally concerned almost exclusively with iis
standardization and regulatory mandates, ITU has madeimpressive progress since the mid-eighties
to integrate development issues within the mainstream of its activities. Several ITU studies having
demonstrated the pervasive socio-economic impact of telecommunications in the development
process, the Organization moved in 1989 to amend its constitution and to establish a
Telecommunication Development Bureau (BDT) as a separate permanent organ of the Union,
concerned exclusively with technical co-operation. The BDT has already established twelve
regional and area offices and is assisting in various telecommunications fields including training
institutions and satellite communication projects in the developing countries. A new concept in
the BDT is the institution of World and Regional Development Conferences where
telecommunication development policies and financing strategies are discussed and adopted by
governments themselves at both global and regional level.
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VIIL UNITED NATIONS INDUSTRIAL DEVELOPMENT ORGANIZATION (UNIDO)

42, UNIDO has been involved since 1987 in the restructuring of its secretariat in order to
adapt it to reflect the needs of industrialization of the developing countries and to strengthen its
regional and interregional focus, among other objectives. The Organization's field representation
rests on the UNIDO Country Directors (UCD) who number 36 at present. Following a 1989
Memorandum of Understanding between UNIDO and UNDP concerning the integration of the
UNIDO field service within the UNDP Field Office, the UNDP Resident Representative has in
effect become the formal UNIDO representative in each country, the UCD serving as his deputy
in each case. The UNIDO field representation is thus fully integrated within the UNDP field
offices. This arrangement may be explained by the fact that close to 80 per cent of UNIDO's
UCD programme is financed by UNDP under sectoral support allocations. In accordance with the
Memorandum of Understanding, the UCD may have direct contacts with the host government in
all matters of programme development and formulation, but must use the UNDP channel of
communication in all other areas of activity. UNIDO retains responsibility for the personnel and
financial administration of the UCD programme based on its staff and financial regulations, but
support staff attached to the UCD can hold contracts with either UNIDO or UNDP. UNIDO
relies extensively on Junior Professional Officers (JPOs) who are provided cost-free by donor
governmenis. The JPOs, who number about 50 at any given time, are selected by UNIDO but
hold UNDP contracts.

43, In his discussions with UNIDO officials the Inspector noted a strong body of opinion to
seek revision of the Memorandum of Understanding with UNDP, which many UCDs view as an
undue restriction on their operating autonomy. It would seem that there is a strong desire both
in the field and headquarters to expand UNIDO's field representation, but that such expansion
would be difficult to achieve under present financial arrangements with UNDP and so long as
UNIDO's policy organs for lack of rescurces continue to oppose the use of the regular budget to
fund the UCD programme.

44, Another non-negligible feature of UNIDO's decentralization consists of its joint divisions
with the UN Regional Economic Commissions in the developing countries. Under these
arrangements the Organization provides regional advisory services in the area of industrial
development to the commissions and benefits from the latter's cross-sectoral perspective on

regional development issues.
IX. INTERNATIONAL ATOMIC ENERGY AGENCY (IAEA)

45. The TAEA has two regional offices, one in Tokyo and the other in Toronto. The two
offices provide safeguard inspection services in their respective regions in a more effective and
efficient manner than is possible from the Agency's Vienna headquarters. These offices are
directly linked to the Agency's central Department of Safeguards. Twenty-three of the 500 staff
members withir the Department are assigned to the two regional oifices, where they facilitate the
carrying out of inspections required by Article 3 of the Treaty on the Non-Proliferation of
Nuclear Weapons and are utilized for other purposes mutually agreed upon with the Member

States.
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46. The Agency operates a substantial technical co-operation programme valued at $50 million
in 1991, which provides expertise, equipment and training in a wide variety of nuclear
applications. A total of 1160 man-months of expertise were provided in 1991 through 1463 expert
missions, and 2351 persons received training as fellows, training course participants or through

scientific visits.

47. Whereas the funds for technical co-operation programme are based on voluntary
contribution by Member States, the Agency's Department of Technical Co-operation, which
programmes and implements the assistance involved, is financed from the Agency's regular
budget. In addition, all departments of the Agency are actively involved in the appraisal and
technical backstopping of the technical corporation programme and technical co-operation related
functions are an integral part of the workload of technical officers in all substantive divisions of
JAEA. They often also carry out expert missions to developing countries under various technical
co-operation projects. Separate from its Technical Corporation activities the Agency also operates
a Co-ordinated Research Programme through which in 1991 a total of 521 research contracts were
awarded to scientists and institutes in developing countries.

48. Probably unique in the UN system is the FAO IAEA Joint Division, which deals with
nuclear applications in agriculture and constitutes a successful example of inter-agency
collaboration. The IAEA's Seibersdorf Laboratory in Austria, in addition to doing scientific work
and backstopping technical co-operation projects, also functions as a training centre which in
1991 received 104 fellows and hosted three training courses. However, the training courses
programme of the IAEA is largely decentralized: of the total of 109 training courses organized
by IAEA in 1991, 88 took place in developing countries. Notwithstanding the fact that most
training possibilities for the sophisticated techniques the Agency deals with are located in
industrialized countries, around 20% of Agency's individual fellowship holders are placed in
institutes in developing countries.

49. The Agency has been actively stimulating regional co-operation. Under its aegis a
Regional Co-operation Agreement for Asia and the Pacific (RCA) covering 14 countries has been
successfully promoting peaceful applications of atomic energy in agriculture and medicine and,
with particular effect, in the industrial field. A similar programme exists for Latin America
(ARCAL) and another has recently been established for Africa (AFRA). It is the view of the
Inspector that the Agency should further strengthen its presence in the developing regions taking
advantage of recommendation 6 in Part I of this report and without prejudice to its central
constitutional role.

X. OTHER ORGANIZATIONS

50. The International Civil Aviation Organization (ICAQ) has six regional of fices whose role
in technical co-operation appears inhibited by a host of internal factors reviewed in a recent JIU
report: "Forward-Looking Assessment of the Technical Co-operation Programme of the
International Civil Aviation Organization" (JIU/REP/92/3). The report urged ICAO to follow the
example of ITU by integrating its technical co-operation programme with its regular programme
so as more effectively to assist the developing countries to play their full part in fostering the
planning and development of safe, orderly and efficient international air transport. In this
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respect, the International Maritime Organization (IMO) should be commended on its internal
reform efforts of the last decade to achieve a technical co-operation strategy based on a network
of training institutions and activities around the world. The Organization has successfully moved
beyond the separation in other small agencies between technical co-operation and normative,
standard -setting functions. It currently has five regional advisers who, together with the World
Maritime University in Sweden and regional networks of technical co-operation among developing
countries (TCDC), represent the ceniral feature of its decentralized, out-reach strategy.

51. The World Meteorological Qrganization (WMO) has three small regional of fices responsible
for programme development in Africa, Asia and Latin America. The Asia office is located in
Geneva. Further decentralization is currently not under active consideration in WMO.

52. The Universal Postal Union (UPU) has constitutionally decentralized structures consisting
of regional postal unions which serve as technical transmission belts between the Organization's
headquarters in Bern (Switzerland) and the postal administrations of its Member States. In
addition, UPU has recently established regional advisory services comprising six technical co-

operation experts.

53. The World Intellectual Property Organization {WIPO), which is among the most centralized
organizations, reports that is has two small offices away from its Geneva headquarters: one in New
York (one staff member) and the other in Vienna (three staff members). WIPO further observes
that "further decentralization per se would involve significant overhead costs which would be
relatively expensive for such a small Organization". The Inspector does not share this view since
other organizations even smaller than WIPO, such as IMO and UPU, have found it necessary and
feasible to establish a minimum field presence, and decentralization should not be considered

exclusively in terms of overhead costs.

54. WIPO argues, nonetheless, that its programme activities reflect interactions with its
Member States, notably through the services of 52 national and regional patent offices, CD-ROM
technolegy which is made available to the Member States, and widespread venues for meetings.
In the view of the Inspector, however, these methods of interaction with the global constituency
are equally used by virtually all UN system organizations and cannot therefore be considered an
adequate substitute for effective decentralization of staff to the field level in order to nurture
more closely WIPO's expanding technical co-operation activities.
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ANNEX 1

RECOMMENDATIONS OF THE REGIONAL COMMISSIONS ON THE
IMPLEMENTATION OF GENERAL ASSEMBLY RESOLUTION 46/235 ON THE
RESTRUCTURING AND REVITALIZING OF THE UNITED NATIONS IN THE
ECONOMIC, SOCIAL AND RELATED FIELDS.
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Recommendations of the regional commissions on the implementation
of General Assembly resolution 46/235

1. In paragraph 6 of the annex to its resolution 467235 of 13 April 1992 on
the restructuring and revitalization of the United Nations in the economic,
social and related fields, the General Assembly called for the regional
commissions to be enabled fully to play their role under the authority of the
General Assembly and the Economic and Social Council and for the strengthening
of their effectiveness. It also requested the regional commissions, in this
context, to provide recommendations for comnsideration by the General Assembly

at its forty-seventh session.

2. Each of the five regional commissions has responded to this request by
the General Assembly as follows:

(a) ECE: The Economic Commission for Europe adopted, at a special
session on 5 October 1992, resolution 1 (1992-S) on restructuring and
revitalization of the United Nations in the economic, social and related
fields: Strengthening the role and functions of the regional commissions,
particularly the Economic Commission for Europe:

(b) ESCAP: The Economic and Social Commission for Asia and the Pacific,
through its resolution 48/12 of 23 April 1992, directed the Advisory Committee
of Permanent Representatives and Other Representatives Designated by Members
of the Commission (ACPR) to seek the views of members and associate members
and to draft a response to the General Assembly. ACPR, on 21 September 1992,
agreed to its response to General Assembly resolution 46/235 on restructuring
and revitalization of the United Nations in the economic, social and related

fields:

(c) ECLAC: The Economic Commission for Latin America and the Caribbean
adopted, on 15 April 1992, resolution 520 (XXIV) on restructuring and
revitalization of the United Nations in the economic and social fields: role
and functions of the Economic Commission for Latin America and the Caribbean;

(d) ECA: The Conference of Ministers of the Economic Commission for
Africa adopted, on 22 April 1992, resolution 728 (XXVII) on the restructuring
and revitalization of the United Nations in the economic and social fields:
strengthening the role and functions of the regional commissions, and
resolution 726 (XXVII) on strengthening the Economic Commission for Africa to
face Africa's development challenges in the 1990s;

(e) ESCWA: The Economic and Social Commission for Western Asia adopted,
on 2 September 1992, resolution 191 (XVI) on the restructuring and
revitalization of the United Nations in the economic, social and related

fields.

/e
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3. The texts of the above resolutions and responses are reproduced below.

I. RESOLUTION 1 (1992-5) ENTITLED "RESTRUCTURING AND
REVITALIZATION OF THE UNITED NATIONS IN THE
ECONOMIC, SOCIAL AND RELATED FIELDS: STRENGTHENING
THE ROLE AND FUNCTIONS OF THE REGIONAL COMMISSIONS,
PARTICULARLY THE ECONOMIC COMMISSION FOR EUROPE™,
ADOPTED BY THE ECONOMIC COMMISSION FOR EUROPE ON

5 OCTOBER 1992

The Economic Commission for Europe.,

Recalling General Assembly resolution 46/235 of 13 April 1992 on the
restructuring and revitalization of the United Natioms in the economic, social
and related fields, and noting in its paragraph 6 that the regional
commissions are reguested to provide recommendations, for consideration by the
Geneval Assembly at its forty-seventh session, on strengthening their

effectiveness,

Bearing in mind its mandate, for raising the level of European economic
activity and for maintaining and strengthening the economic relations of the
European countries both among themselves and with other countries of the
world, and conscious of its role as an instrument for the implementation of
the principles and aims of the United Nations Charter at the regional level,

Noting that the ECE membership has increased from 34 in 1990 to 42 at tbhe
present time, among them a conside.apie number orx aew.y iddepesndent States, a
further increase being likely to occur,

Aware that this recent development adds a new dimension to the Commission
and has placed new and urgent demands on ECE and its secretariat, in terms of
economic cooperation and assistance, in particular in the context of the
transition process,

Convinced that the strengthening of cooperation in the economic and
related fields within the framework of ECE comnstitutes a major contributicn
from the United Nations system to the efforts presently undertaken in the
region to assist countries in their transition to market economies and their
integration into the world economy, and represents an important contribution
to global economic and social development,

Taking into account the increased efforts made by the international
community to assist the economies in transition by actions taken in other fora
such as, among others, IMF, IBRD, EBRD, OECD and the G24,

Noting the recognition by the Conference on Security and Cooperation in
Europe in its Charter of Paris for a New Europe (November 1980) arnd in its
Helsinki Summit Declaration and Decisions (July 1992) of "a key rcle" to be
played by ECE, together with EBRD and OECD, in the construction of a new

Europe,

FAPIa
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Convinced of the necessity to ensure, in response to Economic and Social
Council decision 1992/43, that all ECE member States can participate fully and
effectively in the work of the Commission,

1. Draws the attention of the General Assembly to the following
elements:

(a) The comparative advantages of ECE as a multilateral forum for
all-European cooperation in the economic and related fields, with an important
trans—-Atlantic dimension, where all member States participate on an equal
footing; the longevity of cooperation among all countries of ECE region, which
has over the years provided ECE with a profound knowledge of those countries,
their problems and their priorities; its well-established intergovernmental
machinery and network of government contacts; and its capacity for an
interdisciplinary approach and for the adaptation of its programme of work;

(b) The important contribution made by ECE tc the process of
restructuring and the revitalization of the regional commissions of the United
Nations, called for in General Assembly resolutions 32/19%7 and 45/264, through
its decisions O (45) and P (45) adopted, on 14 December 1990, in response to
the rapid and radical changes in the region after an in-depth review of its
programme and methods of work, namely by establishing five priority areas of
work and by streamlining the structure and the activities of the Commission;

(c) The necessity to strengthen the cooperation and the coordination of
activities between ECE and other international organizations, institutions and
programmes both within and outside the United Nations system in order to avoid
duplication of work and to ensure optimal use of resources:;

2. Stresses:

(a) The concern of the ECE member States regarding the timely provision
of adequate resources for servicing of the priority sectors of ECE, requested
in its decision B (47), and hindered by the temporary suspension of external
recruitment; the protracted procedure for the appointment of staff; and delays
in the allotment in ECE's budgetary allocation;

(b) The importance of a speedy and effective implementation of the ECE
programme in favour of the countries in transition initiated by ECE decisions
D (45), O (45%5) and D (47), and the need to explore ways and means of releasing
and obtaining adequate resources for this programme;

3. Recommends, in the light of the experience gained by ECE since its
internal restructuring and revitalization process started in December 1990 and
in order to continue in the future to fulfil efficiently its mandate, that the
following measures should be taken:

{a) As recommended in paragraph 26, section IV, of the annex to Assembly
resolution 327197, the necessary authority should be delegated from

VAR
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Headquarters to ECE and adequate budgetary and financial provision should be
made to enable ECE to implement its mandated programme of work and to
discharge its responsibility for coordination and cooperation at the regional
level within the United Nations system, in close cooperation with the efforts
undertaken by other relevant international bodies;

{b) 1In order to avoid duplication of work under way in ECE by other
United Nations programmes and to ensure a more rational use of available
resources, action should be taken to achieve a more effective distribution of
responsibilities and a better balance of functions between ECE, on the one
hand, and Headquarters and global programmes outside Headquarters, on the
cther hand;

(c¢) The results of ECE activities should continue to constitute regional
inputs for global policy-making processes and conferences of the competent
United Nations organs, and ECE should be invited to participate fully in the
regional implementation of the relevant policy and programme decisions taken
by those organs;

(d) The results of ECE's programme and operational project activities,
wherever appropriate, should continue to be made available for the benefit of
the countries of the other regions, by means of a strengthened outreach
programme, such as UN/EDIFACT, and interregional cooperation with the other
regional commissions and the global programmes of the United Nations;

4. Also recommends that the activities undertaken at the regional
level, in the economic, social and related fields, by relevant United Nations
organs, be regularly and efficiently evaluated, in order to reach a high
quality of work and an efficient use of available resources;

5. Decides to transmit this resolution to the forty-seventh session of
the General Assembly of the United Nations as a contribution of ECE for the
restructuring and revitalization of the United Nations in the economic, social
and related fields being currently undertaken by the General Assembly.

I1. RESPONSE OF THE ECONOMIC AND SOCIAL COMMISSION FOR ASIA
AND THE PACIFIC TO GENERAL ASSEMBLY RESOLUTION 46/235 ON
RESTRUCTURING AND REVITALIZATION OF THE UNITED NATIONS
IN THE ECONOMIC, SOCIAL AND RELATED FIELDS

At its forty-eighth session held at Beijing in April 1992, the Economic
and Social Commission for Asia and the Pacific took note of General Assembly
resolution 46/235 on restructuring and revitalization of the United Nations in
the economic, social and related fields. It focused its discussion on
paragraph 6 or the annex to that resolution, in which the regional commissions
were requested to provide recommendations for consideration by the General
Assembly at its forty-seventh session.

VAN
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In view of the need for comprehensive study, the Commission, through its
resolution 48/12, directed the Advisory Committee of Permanent Representatives
and Other Representatives Designated by Members of the Commission (ACPR) to
seek the views of members and associate members and to draft a response to the
General Assembly. ACPR, after receiving responses to the letter sent by the
Executive Secretary on its behalf, agreed to the points set out below.

1. Members and associate members of the Commission noted that the
effectiveness of the regional commissions, particularly those located in
developing countries, should be strengthened in terms of their activities and
participation in the operational activities of the United Nations system.

2. In the restructuring and revitalization process under way in the
economic and social fields of the United Nations, due consideration should be
accorded to the usefulness of the rgqgional. multidisciplinary aund
multisectoral approach which has characterized the workx or the Commission,

3. Strengthening the participation of regional commissions in the
United Nations system would reflect their advantageous position in identifying
common approaches and translating these into concrete proposals for all the
parties concerned. They can also make a positive contribution in promoting
constructive dialogue within the United Nations system regarding economic and
social development issues.

4. The process of strengthening regional commissions and improving
their responsiveness to the needs of members and associate members can be
enhanced through further consensus-building, broad democratic participation,
and transparency in all decision-making processes. The importance of
political will and commitinent in enhancing international cooperation,
particularly in the United Nations system, should also be noted.

5. ESCAP members and associate members wish to emphasize to the General
Assembly that the recent experience of the Commission in agreeing to, and
commencing the implementation of, a new intergovernmental structure subsidiary
to the Commission represented an important contribution to both the
restructuring in the ESCAP region and the United Nations system as a whole.

6. The new thematic approach will, in the view of ESCAP members and
associate members, considerably improve the responsiveness of the Commission
to the needs of members and associate members and therefore contribute to the
revitalization of the United Natioms. They also believe that this
restructuring will contribute to an effective, as well as accountable and
transparent, utilization of resources in achieving the goals of the
Commission,

7. ESCAP members and associate members recognize that the strengthening
of the role of the regional commissions must be accomplished despite zero
growth in the regular budget of the United Nations, and must reflect the
overall objective of an efficient organization, which underlies the
restructuring and revitalization process.

VAN
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8. The members and associate members of ESCAP, therefore, recommend
that in the restructuring and revitalization of the United Nations in the
economic, social and related fields being undertaken by the General Assembly,
the desirability of the following should be considered:

(2) Increased decentralization in the execution of activities in the new
organizational structure of the United Nations, based on the concept that
endeavours of the Organization in these fields can be carried out more
efficiently and effectively at the regional and subregional levels:;

(k) Enhanced access by the Commission to more of the resources under the
regular programme of technical cooperation of the United Nations available
under section 12 of its programme budget; and increased funding from
programmes and agencies of the United Nations system for the regional
technical cooperation activities of the Commission;

{c) Revised allocation to ESCAP of regular budget resources taking into
account the region's share of the world population, gmographical scope,
expanding membership, considerable economic and social diversity, and active
Commission programming, and efforts to restructure work programmes based on a
thematic approach;

(4) 1Improved effectiveness of the technical cooperation activities
provided by the United Natioms to countries, through strengthening the
technical and financial capacity of the Commission to undertake relevant and
balanced coperational activities and technical cooperation projects at the
regional and subregional levels in Asia and the Pacific. The Commission, by
virtue of its mandate and in the light of its structural reorientation, is in
a better position to respond effectively to the changing needs of the region:;

(e) Improved coordination and Secretariat-wide coherence by reinforcing
the activities of the regional commissions aimed at mutually supporting the
activities of the specialized agencies of the United Nations system in their
vespective regicns through, inter alia, intensifying joint activities,
programming exercises and coordinating meetings:

(£) Clearly divided responsibilities between the regional commissions
and the fuading agencies of the United Nations on regional and subregional
technical ccooperation activities. In view of the decision of the Governing
Council of the United Nations Development Programme (UNDP) to reduce the UNDP
and United Nations Population Fund (UNFPA) allocations for regiomal IPFs
{indicative planning figures), regional and subregicual programmes must be
pricritized to avoid costly duplication, in the course of project fermulation
and subseguent implementation and monitoring;

{g} Mendating ESCAP ag the primary executing agency for regional and
subregional programmes, within the United Nations system, so as to centralize
coordination tasks and reduce costs. Regional commissions have been
designaced as the lead coordinators of inter-agency functiomns and regional
activities, and as the mein general economic and social development centres

Feus
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within the United Nations system for their respective regions for coordination
at the regional and subregional levels. This mandate should not prevent the
regional commissiors from inviting other United Nations funding agencies to
function as team leaders for specific programmes, when appropriate:

(h) Strengthening of the professional capacity of the Commission, so as
to improve the technical response of ESCAP to specific needs and requests of
developing countries, particularly the least developed, land-locked developing
and island developing countries and in relation to new issues identified by
the Commission of which transitional disadvantaged economies are examples;

(i) Establishing more pragmatic and flexible rules relating to the
provision of non-reimbursable loan experts at the regional level so as to
increase the will ¢of donor countries to raise the level and importance of
their contributions in kind in response to priority needs;

(1) With a view to strengthening and increasing the effectiveness of
regional institutions under the auspices of ESCAP, considerawion should be
given to providing financial support from the United Nations regular budget;

(k) Broader participation in Commission sessions and regional
intergovernmental meetings from countries facing onerous travel expenses
through the provision of special travel funds from the regqular budget for
land-locked developing, least developed and Pacific island dewveloping
countries.

III. RESOLUTION 520 (XXIV) ENTITLED "RESTRUCTURING AND
REVITALIZATION OF THE UNITED NATIONS 1N THE
ECONOMIC AND SOCIAL FIELDS: ROLE AND FUNCTIONS OF
THE ECONOMIC COMMISSION FOR LATIN AMERICA AND THE
CARIBBEAN", ADOPTED BY THE ECONOMIC COMMISSION FOR
LATIN AMERICA AND THE CARIBBEAN ON 15 APRIL 1992

The Economic Commission for Latin America and the Caribbhean,

Recalling General Assembly resolutions 40/237, 41/213 and 43/174 on the
review of the efficiency of the administrative and financial fanctioning of
the United Nations,

Bearing in mind General Assembly resolutions 44/103 and 45/177 on the
restructuring and revitalization of the United Nations ir the economic arnd

social fields.

Bearing in mind also section IV of the annex to General Assembly
resolution 45/264, which calls for a review of the subsidiary podies of the
Economic and Sccial Council to be carried out at the forty-sixth session of
the Assembly with the objective of possible restructuvring and revitalization
and with a view co avoiding duplication,
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Noting the steps already announced by the Secretary-General regarding the
restructuring of the Secretariat in order to respond effectively to the
challenges facing it,

Noting also General Assembly resolution 46/235,

Recalling Committee of the Whole resolution 419(PLEN.14) on the
rationalization of the institutional structure and the pattern of meetings of
the ECLAC system, and resolution 489(PLEN.19) on the intergoverummental
structure and functions of the Economic Commission for Latin America and the
Caribbean,

Re-emphasizing its conviction that the activities entrusted to the
Commission by Economic and Social Council resolution 106 (VI) are fully
consistent with the development efforts of its member countries, within the
broader context of a revitalized programme of the United Nations in the
economic and social fields,

1. Expresses its appreciation for the effective work performed by the

Commission and for its significant contribution to economic thinking and to
Latin American and Caribbean development efforts in both the analytical and
operational fields and in the realm of intraregional and international
economic cooperation;

2. Expresges its conviction that the restructuring and revitalization
process under way in the economic and social fields of the United Nations

should accord due consideration to the usefulness of the regional,
multidisciplinary and multisectoral approach which has characterized the work
of the Commission;

3. Recommends that the restructuring and revitalization of the United
Nations in the economic and social fields being currently undertaken by the
General Assembly consider the desirability of:

(a) Increased decentralization in the execution of activities in the new
organizational structure which is being created, based on the concept that
the endeavours of the Organization in these fields can be carried out more
efficiently and effectively at the field level on a regional and subregional
basis;

(k) Improved coordination and Secretariat-wide coherence by reinforcing
the activities of the regional commissions aimed at mutually supporting the
activities of the organizations and agencies of the United Nations system in
their respective regions through, inter alia, intensifying joint activities
and emphasizing joint programming exercises and meetings;

(c) A clear division of responsibilities regarding regional technical

cooperation activities between the regional commissions on the one hand and
the United Nations Development Programme and the United Nations Population

leos
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Fund on the other, in particular by requesting coordination prior to the
submission of regional projects and activities to Governments:

(d) Improved effectiveness of the technical cooperation activities
provided by the United Nations to countries - through the intermediary of the
reqular programme of technical cooperation - by decentralizing more of the
resources allotted to the Commission under section 12 of the budget and by
strengthening its capacity as an agency responsible for executing operational
activities and technical cooperation projects at the regional level in Latin
America and the Caribbean, where the Commission, by virtue of its programme of
work, is in a better position to take action;

4. Expresses the conviction that the simplicity of the

intergovernmental structure of the ECLAC system (which includes ILPES and
CELADE) and the procedure of holding meetings of the Commission in biennial
sessions have proved to be effective in meeting the objectives of the

Commission;

5. Decides to transmit this resolution, together with the relevant
section of the report of the twenty-fourth session of the Commission and, as
background paper, the document entitled "Restructuring and revitalization of
the United Nations in the economic and social fields: role and functions of
ECLAC" (LC/G.1716(SES.24/18)) to the intergovernmental bodies which are
currently charged with the restructuring exercise.

a

IV. RESOLUTIONS ADOPTED BY THE CONFERENCE OF MINISTERS OF
THE ECONOMIC COMMISSION FOR AFRICA ON 22 APRIL 1992

The nferen f Mini s,

Recalling the terms of reference of the Commission as adopted by Economic
and Social Council resolution 671 (XXV) of 29 April 1958 and amended by its
resolutions 674 D.I (XXXVI) of July 1963, 1343 (XLV) of 18 July 1968 and
1978/68 of 4 August 1978,

Recalling further the Economic and Social Council's decision to endorse
ECA Conference of Ministers resolution 718 (XXVI) of 12 May 1991 on the
revitalization of the mandate and operational framework of the Economic

Commission for Africa,

Bear g in mind General Assembly resclutions 45/177 of December 1990,
45/264 of 13 May 1991 and 467235 of 13 April 1992 on the restructuring and
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revitalization of the United Nations in the economic, social and related
fields, in which the regional commissions should be enabled fully to play
their role under the authority of the General Assembly and the Economic and
Social Council and those located in developing countries should be
strengthened in the context of the overall objectives of the ongoing
restructuring and revitalization process,

Convinced that the Economic Commission for Africa plays a vital catalytic
role in the coordination and execution of intercountry programmes and projects
aimed at strengthening regional cooperation and integration, especially by
pursuing the establishment of the African Economic Community,

T 1. Reaffirms the continuing validity of the role of the regional
economic commissions as important organs of the United Nations for promoting
the socio-economic development of their respective regions;

2, Appeals to the Secretary-General that, in the context of the ongoing
restructuring and revitalization of the United Nations im the economic and
social fields, due recognition is accorded to the vital role of the regional
commissions.

B. Resolution 726 (XXVII) entitled "Strengthening
the Economic Commission for Africa to face
Africa's development challenges in the 1990"

The Conference of Ministers,

Recalling the terms of reference of the Commission as adopted by Economic
and Social Council resclution 671 (XXV) of 29 April 1958 and amended by its
resoluticns 974 D.I (XXXVI) of July 1963, 1343 (XLV) of 18 July 1968 and
1978/68 of 4 August 1978,

Recalliing further the various resolutions that have implications on the
mandate and operations of the Commission including, in particular, General
Assembly resolution 32/197 of 20 December 1977 on the restructuring of the
economic and scocial sectors of the United Nations system, and General Assembly
resolutions 337202 of 29 January 1979 and 44/211 of 21 December 1989,

Noting with appreciation the endorsement by the Economic and Social
Council of ECA Conference of Ministers resolution 718 (XXVI) on the
revitalization of the mandate and operational framework of the regiomnal
commission for Africa,

Bearing in mind General Assembly resolutions 457177 of 1% December 13§90,
45/264 of 13 May 19981 and 46/235 of 13 April 1992 on the restructuring and
revitalization of the United Nations in the economic, social and related
fields, in which the regiomal commissions should be enabled fully to play
their role under the authori:y of the General Assembly and the Econcmic and
Social Council, and those located in developing couatries strengthened in the

Seos
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context of the overall objectives of the ongoing restructuring and
revitalization process,

Reiterating the validity of the general orientation of the work programme
of the Commission as outlined in the medium-term plan for the period
1992-1997, including the identified individual subprogrammes,

Convinced that the many and important changes that are taking place in
the member States of the Commission, the international environment as well as
in the United Nations system as a whole will necessitate new approaches by the
Commission in carrying out its mandate and new relationships with its
constituency and partners, with a view to increasing its impact,

Having examined the in-depth analysis made by the Acting Executive
Secretary of the Commission as contained in document E/ECA/CM.18/4 entitled

"The Economic Commission for Africa in the 1990s: a policy and management
framework for facing Africa's development challenges",

1. Congratulates the Acting Executive Secretary of the Commission for
the initiative he took to establish a Task Force to review and appraise the
Commission's policy orientation, programmes and management capacity and for
the excellent analysis of the pertinent issues and useful and innovative
proposals he has made:

2. Requests the Executive Secretary of the Commission to ensure that
there is a clear and concrete balance between the research and operational
activities of the secretariat of the Commission and to sharply focus all such
activities of the Commission on the specific realities and characteristics of
the African region and of individual subregions:

3. Also requests the Executive Secretary of the Commission to ensure
that its activities are fully grounded in sound data and information systems,
through the strengthening of the Pan-African Development Informatiom System,
which should be provided with adequate financial resources;

4. Further requests the Executive Secretary to ascertain that the
implementation of all subprogrammes contained in the work.programme of the
Commission is geared tc the full attainment of the identified basic indicators
of achievement of the cbjectives of the Commission with regard to:
strengthening its advisory role on socio-economic questions; promoting
regicnal cooperation and integration; enhancing the efficiency of the public
sector; promoting private initiative and entrepreneurship: promoting the
development, dissemination aerd utilization of science and technology: emnsuring
a desirable balance between food supply, population, human settlements and
environment:; fostering human-centred development; securing the structural
transformaticon and diversification of African eccnomies; and promotion of
women in development;

5. Welcomes the process of frequent and close censultations of the
secretariat with the member States and donors through the regular briefing
sessions held with their representatives at Addis Ababa, Ethiopia:;

’
LA Y
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6. Recommends the establishment, within existing resources, of a
consultative mechanism that would advise the Executive Secretary on the
grouping of conferences along specific themes, including scheduling and the
preparation of conferences, meetings, seminars and workshops, taking into
account the need to harmonize them with those of the Organization of African
Unity and the African Development Bank, to avoid duplication and achieve
greater efficiency;

7. Urges the Executive Secretary of the Commission to explore every
possibility of establishing or strengthening the relationships of the
Commission with African intergovernmental organizations, the United Nations
specialized agencies, bilateral and multilateral development cooperation
agencies and non-governmeantal organizations including, in particular, the
possibility of establishing joint units or special programmes with the various
United Nations specialized agencies, and the creation of a special unit within
the secretariat of the Commission to coordinate its increased joint activities
with non-governmental organizatioms;

8. Expresses appreciation to the General Assembly for providing
additional resources to the Multinational Programming and Operational Centres

(MULPOCs) and consequently recommends that in conformity with ECA Conference
of Ministers resolution 702 (XXV) of 19 May 1990 on transforming and
strengthening the MULPOCs of the Economic Commission for Africa, the Centres
should be further strengthemned through redeployment of resources and be given
specific assignments with respect to technical assistance and advisory
services for the execution of joint projects of member States within the
framework of the intergovernmental organizations, in their respective
subregions, and thus be enabled to act as the major suhrscig=~? Fnr:l points
for the collection and dissemination of information on w.i acpeucs Ot ecounomic
cooperation and integration;

9. Also expresses its gratitude to the General Assembly for providing a
grant to the African Institute for Economic Development and Planning for
funding four additional posts for the 1992-1993 biennium thus enabling the
Institute to contribute to the process of strengthening the operational
capacity of the Commission in meeting the challenges facing Africa in the
1990s, and requests the redeployment of resources which would emable the
Institute to assume additional responsibility;

10. Requests the Executive Secretary, in close cooperation with the
Secretary-General of the Organization of African Unity, to undertake a
thorough examination of the problems and constraints facing the ECA-sponsored
institutions and subsequently to make concrete proposals aimed at alleviating
their various problems including consideration of such optxons as the merging
of some of the institutions;

11. Appeals to bilateral arnd multilateral donors to increase their
financial and other forms of assistance to the Commission to enable it to
shoulder its responsibilities to the member States by conducting
extrabudgetary operational activities;

VAN
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12, Requests the Executive Secretary to undertake, as may become
necessary, reforms in the structure of the secretariat so as to achieve full
consistency with the new orientations recommended herein so as to boost the
efficiency and capability of the secretariat as an effective tool for the
economic and social development of Africa;

13. Requests the Executive Secretary to report on the progress made in
the implementation of this resolution to the nineteenth meeting of the ECA
Conference of Ministers and twenty-eighth session of the Commiasion.

V. RESOLUTION 191 (XVI) ENTITLED "RESTRUCTURING AND
REVITALIZATION OF THE UNITED NATIONS IN THE
ECONOMIC, SOCIAL AND RELATED FIELDS", ADOPTED BY
THE ECONOMIC AND SOCIAL COMMISSION FOR WESTERN
ASIA ON 2 SEPTEMBER 1992

The Economic and Social Commission for Western Asia.

Recalling General Assembly resolution 32/197 of 20 December 1977 on the
restructuring of the economic and social sectors of the United Nations system,
and the leading role therein assigned to the regional commissions as regards
the coordination of activities of the system within their regions,

Recalling also General Assembly resolutions 45/264 of 13 May 1991 and
46/235 of 13 April 1992 on restructuring and revitalization of the United
Nations in the economic, social and related fields, and in particular
paragraph 6 of the annex to resolution 46/235 concerning the strengthening of
the regional commissions,

Recalling further the terms of reference of the Commission as contained
in Economic and Social Council resolution 1818 (LV) of 9 August 1973,

Referring to Commission resolution 175 (XV) of 18 May 1989 on the
strengthening of the role and performance of the Economic and Social
Commission for Western Asia,

Aware of the advantages to be derived from the capacity of the regional
commissions in operational activities, particularly at the regional level,

Noting the steps already taken by the Secretary-General in restructuring
the Secretariat,

1. Expresses i reciation of the manner in which the secretariat of
the Commission has addressed the obstacles encountered as a result of recent
events in the region, regaining a level of operations close to the pre-crisis
level in a relatively short period of time;

2. Commends the secretariat for the valuable services rendered to
countries of the region in convening major meetings, providing advisory
services and preparing analytical reports:

VAN
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3. Reiterates its conviction that the Commission has a central role to

play within the United Nations system and in coordination with other concerned
entities to improve economic and social conditions in the region;

4. Recommends that the potential of the Commission for coordinating,
initiating and realizing development activities for the benefit of member
States be strengthened:

5. Recommends also in this connection that the following objectives be
made part of the process of the restructuring currently under way in the
United Nations:

(a) Decentralization of those activities that could be more effectively
undertaken by the regional commissions and of the human and financial
resources required (e.g. as regards regional advisory services):;

(h) Improvement of the arrangements for coordinaticn of development
activities carried out by parties inside and outside the United Nations
system, through exchange of information among agencies and institutions
involved:;

(¢) Promoting joint programming of the activities of the United Nations
involving the regional commissions and active participation of the regional
commissions in the programming and budgeting process as it relates to their
activities, inter alia, thorough representation on the Programme Planning and
Budgeting Board; a/

(d) Strengthening the role of the regional commissions as executing
agencies for regional and subregional technical cooperation projects in
particular;

(e) Confirmation of the distinction between funding and executing
agencies;

(£) Pursuit of joint activities with other organizations of the United
Nations system, as appropriate;

6. Authorizes the Executive Secretary to reorganize the secretariat of
the Commission in consultation with the Secretary-General to enhance the
effectiveness of its activities;

7. Invites member States to replenish the Trust Fund for ESCWA Regional
Activities in order to bolster the operational activities of ESCWA for the
benefit of countries of the region and requests the Executive Secretary to
follow up with member States:

a/ With reference to the report of the Secretary-Gemeral on regional
cooperation (E/1992/65, para. 169 (c)).

faas
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8. Decides to transmit the present resolution and the ESCWA report on
the subject b/ to the intergovernmental bodies with the current restructuring
process of the United Nations Secretariat.

b/ E/ESCWA/16/10.
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MEASURES ADOPTED ON DECENTRALIZATION BY THE EXECUTIVE BOARD
OF UNESCO AT ITS 136TH SESSION IN MAY 1991.
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Ttem 3.3 — In-depth study on decentralization (136 EX/SP/RAP/1 and Corr.)

At the close of the discussion on this matter, the Special Committee
recommended that the Executive Board adopt the following draft decision:

The Executive Board,

1.

10.

Considering the important part played by the decentralization
process "in efforts to reform the structure, procedures and working
methods of the Organization,

Recalling the resolutions of the General Conference and the
decisions of the Executive Board endorsing the decentralization
policy, particularly 25 C/Resolution 15.22 and 132 EX/Deci-
sion 5.1.2(iv),

Recognizing that resolution 44/211 of the General Assembly of the
United Nations implies that UNESCO should increase its presence in
Member States, both to participate in country programming and to
increase its effectiveness in regard to the requirements of each
Member State,

Having noted the Director-General's preliminary report on
decentralization in document 135 EX/25 and the measures he has
already taken to rationalize and improve the procedures and working
methods of the Organization in response to those resolutions,

Convinced that a sound policy of decentralization applied with
necessary flexibility to accommodate the distinctive features of
individual regions will help to enhance the universality of UNESCO's
message, in keeping with its role as an International agency for
intellectual co-operation,

Having examined the report by the Working Group of the Special
Committee on decentralization,

Congratulates the Working Group on the excellent quality of its work;

Endorses the Special Committee's initial recommendations which are
annexed to this decision;

Notes that a clear policy and strategy of action for
decentralization, taking account of its financial programme and
other implications will have to be further elaborated in the light
of the Working Group's report;

Invites the Working Group of the Special Committee to explore
further, in collaboration with the Director-General, what pattern of
decentralization would best serve the specificities of each region
and subregion in the context of existing financial constraints and
repcrt back to the 137th session.
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SECTION I: Recommendations concerning the general decentralization policy

1. UNESCO mneeds an explicit and coherent decentralization policy, duly
concerted and formulated and based on its mandate under its Constitution and
its role as an international organization for intellectual co-operation. This
policy will be a catalyst and will have multiplier effects on its action and
assignments so as to strengthen UNESCO's presence in the different regions of
the world and enable it to be attuned to its Member States in order bhetter to
respond to their needs.

2. A healthy decentralization policy should not be designed in response to
non~recurrent needs or conjunctural pressure, but should be defined within the
general framework of the Organization's programme of work and as one of the
key elements of the reform of its structures, procedures and working methods.
Decentralization is viewed as a working tool, a strategy and a working
mechanism for enhancing the efficacy and quality of UNESCO's action. It is a
means and not an end in itself.

3. The decentralization policy should be designed so as to facilitate
interaction between regional perspectives and emerging universal vision and
thus to stimulate mutual enrichment. The degree of decentralization must be
determined in the light of the broad purposes and goals of UNESCO as enshrined
in its Constitution, especially with respect to its specific mandate for
intellectual co-operation, and how these may be pursued more widely and
effectively at the level of the Member States.

4, The decentralization policy should be flexible, in that it should adapt
to the particular features and priorities of the different regions and
subregions of the world.

5. The decentralization policy should take into account the fact that
UNESCO is neither a funding body nor a technical-assistance agency, but an
agency for intellectual co-operation.

5. The process of decentralization must take into account the diversity of
the programmes to be implemented, as well as the particularity of the regions,
subregions and countries and in all cases it must achieve the setting up of a
partnership with the local intellectual community.

7. Decentralization should be implemented as a process having very clear
cbjectives and keeping pace with the strengthening, in every sense, of the
field offices. A pre-condition for its implementation is the existence, in all
sectcrs of the Secretariat, of a decentralization ethos that can generate an
attitude Tavourable to the process. It is hoped that the process could achieve
its objectives within a reasonable period - i.e. one or two biennia.

8. We recommend, for the present time, that the following, inter alia, be
considered the ends or aims of decentralization:

(a) to stimulate the processes of consultation and active participation
by Member States and their National Commissions, in close
association with field units, in the identification, formulation,
implementation and evaluation of the Organization's programmes and
projects, promoting co-operation between UNESCO and the intellectual
community in Member States;

(b) to contribute to the reform process designed to bring about changes
in the structure, procedures and working methods of the Secretariat;
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(c) to improve the capacity of field offices to identify, design,
implement and evaluate new. programme activities and operational and
extra-budgetary projects;

(d) to give wider publicity to UNESCO's message and to the importance of
its work;

(e) to Qdabt UNESCO's programmes better to the particular conditions of
the different regions, subregions and countries and enable it to
respond more quickly and more effectively to requests from Member
States;

(f) to increase UNESCO's country-level effectiveness, having regard to
United Nations resolution  44/211, which <calls for greater
integration of the work of the United Nations agencies in country
programming, taking into consideration its mission and its own
capacity. )

9. Decentralization can only be effectively managed if the directors/heads
of field offices assume authority over and responsibility for all staff,
programmes and projects assigned to those offices irrespective of the
Headquarters sectors from which resources are obtained. Similarly, effective
management of decentralization alse requires that sufficient authority for
taking decisions in the field is decentralized to them.

-10. With special emphasis, we recommend that it be borne in mind, for the
purposes of the decentralization policy, that in accordance with the Ghartgf
of National Commissions as approved by the General Conference, the Rationdl
Commissions should play an important rcle in the implementation of
decentralization, as the Commissions are the most appropriate bodies for
liaison between UNESCO, national authorities and the academic, scientific and
artistic communities of Member States. Duly strengthened by their own
governments, and also, whenever necessary, by means of the measure provided
for under Article VII.3 of UNESCO's Constitution, the National Commissions
should be one of the faciiitators of the decentralization policy,
co-ordinating their action closely with the offices established by UNESCO in
the field and with their own governments. For this purpose, the Executive
Board and the Director-General should develop a specific strategy for
assisting governments in order to ensure that their National Commissions are
able to discharge their constitutional responsibilities as per Article VII of
UNESCO's Constitution.

SECTION I{: Recommendations concerning the structure and functions of field
offices

S Within UNESCG's network of fieid offices, there should be a clearly
designated ‘contact point' established by UNESCO for each Member State, to
represent the whele Orgenization, provided with full and relevant
infermation and to ©be its intermediary in the field. Its area of
responsibilicy coulid cover several Member States. (The memo
{DDG/M/91/Meme 237) recently ecirculated in the Secretariat is wholly
consistent with tois recommerdation.)

2. We recommend the integrated intersectora’l office formula. The guestion
cf whether, durirg the first stage, emphasis should be laid on regional or on
subregional c¢ffices should be approached in the light of the needs of each
region.
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3. The ‘'integrated offices®' model and the interaction between offices and
institutions in a region would transform the present markedly unisectoral
profile of the Regional COffices. Each UNESCO field office should represent the
main sectors of the Organization and its staff would constitute an
indispensable minimum number o¢f specialists (’'ecritical mass') in UNESCO's
fields of competence, with emphasis on those fields most relevant to the
priorities of the region or subregion. The composition of the staff should
reflect UNESCO's international make-up, although mnational and regional
expertise should be recognized and represented in the Professional staff of
the regional and subregional offices. It is understood that the strengthening
of personnel in the Regional Offices should not undermine the ‘critical mass'
at Headquarters for programme purposes.

4, We recommend that UNESCO abandon the strictly diplomatic form of
representation by cne person, which serves practically no useful purpose. Now
that those offices have been attached to programme sectors in document 26 G/5
they should be given specific programme responsibilities. Their role and
powers in relation to regional/subregional offices and to Headquarters should
be clearly determined and stated. All this presupposes that regroupings will
be carried out only after negotiation with the interested Member States, since
they will be the ultimate beneficiaries of this new strategy.

5. In future, UNESCO field offices should be identified c¢nly as UNESCO
offices followed by the name of the c¢ity in which they are located: UNESCO
Office, Nairobi; UNESCO Office, Bangkok; UNESCO O0ffice, Caracas; UNESCO
Office, Santiago; UNESCO Office, Cairo; and so forth.

6. The personnel of the field offices should as necessary be strengthened by
staff from Headquarters and other Regional Offices on short assignments,
without ruling out longer tours of duty under a genuine staff rotation policy.

7. With a view to strengthening the staff of the field offices, we took note
of the creation of a new category of Professional staff consisting of national
Professionals hired for fixed periods and paid salaries in 1line with the
salary scales of the other United Nations agencies for this category but
including health insurance, life insurance and other advantages that would
make these positions attractive. The authority for hiring such National
Professional Officers (NPOs) should also be delegated to the directors/heads
of the field offices, as 1is the case with consultants. The recruitment of
Professionals from the region to serve in regional and subregional offices on
similar terms should be examined.

8. We recommend that Professional staff transferred to field offices be
chosen ftom the most competent and experienced staff at Headguarters. In
future, the majority of UNESCO staff members and specialists should ideally
have both Headquarters and field experience. A policy of rotation between
Headquarters and the field should be applied, to this ena. Field experience
should be an important factor in staff evaluation and promoticn.

9. We recommend that, given consensus on the new decentralization policy,
periodic visits of appropriate Headguarters staff to the field offices should
be intensified in order to see how decentralization is progressing. We further
recommend that an in-depth evaluaticon be carried out, region by region, of
each and every UNESCO field office by teams composed Jointiy of staff with
experience in the region and independent consultants, whose terms of reference
would be:
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(a) to examine on the spot the mnature of the office's mandate,
structure, functioning, working methods and staff situation in the
context of the priority obJjectives identified;

(b) to evaluate the means at its disposal for accomplishing the tasks
assigned to it;

(c) to observe the degree of decentralization achieved;

(d) to recommend, as appropriate, in each region the restructuring or
régrouping\ of existing units in accordance with the new
decentralization policy, including the possible closure of some of
them or their restructuring;

(e) to recommend the desirability or otherwise of reviving the post of
Regional Co-ordinator, at least for some regions;

(f) to evaluate the effectiveness of communication linkages and measures
for sharing information with UNESCO's partners within the Member
States.

Field offices should participate in these evaluation exercises which should
also include Headquarters services and units which are concerned with
decentralization. These in-depth evaluations undertaken in consultation with
the host country and the countries concerned would inter alia enable the
Director-General to mnegotiate the restructuring or closure of these offices,
as and where advisable.

SECTION III: Recommendations concerning the support that Headquarters should
provide for decentralization

1. As the field offices take on more programme tasks, the chain of command
to Headquarters should underscore the programme aspect of their work while
continuing to provide the necessary co-ordination for the administrative tasks
without, of course, prejudicing powers and functions delegated to them.

2. The working group considers that there is a need - both at Headquarters
and in the field - for streamlining the role and responsibilities, as regards
decentralization, assigned to the Bureau for Co-ordination of Field
Units (BFC) bearing in mind the fact that BFC was set up to support the
decentralization policy by means of practical measures.

3. We recommend the reinforcement of systematic participation by field
offices in the preparation of the (/4 and C/5 documents. This participation
should be a 7reality and not simply a matter of ferm. In this regard, the
group recommends that field offices be informed in good time of the steps
being taken in the preparation of such documents, starting at the stage when
the Director-General makes preliminary proposals, so that they may make their
contribution in sufficient time to enable Headquarters to take them into
account, and Headguarters should in turn send comments on those contributions
back to the field cffices as part of an indispensable feedback loop.

4, Headquarters should improve the guality and timeliness of its replies to
field o¢ffices. ©nly in this way will it be possible toc establish a
constructive and rewarding dialogue Tbetween Headquarters and {its field
offices and therzby overcome the sense of isclation felt by some of the
latter. Dialogue will be achieved not by demanding more and more reports but
by keeping them tc¢ a reasonable numbear and taking steps to ensure that they
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are read and commented on by Headgquarters. For example, the six-monthly
reports that directors of field units send to Headquarters should be commented
on by Headquarters -~ and their comments should be sent to the directors
concerned without delay.

5. The sectors at Headquarters should reinforce the participation of the
field offices in the preparation and implementation of the regional and
subregional ‘Programme Execution Plans' (PEPs).

6. Given the priority nature of field activities, which should be preserved
as far as possible, whenever budget reductions are decided, Headquarters
should not cancel programmes or projects, nor should it freeze Professional or
support posts, without previously informing and consulting the field offices.

SECTION IV: Specific administrative and financial recommendations

1. The director of a regional or subregiomal office should assume authority
over and responsibility for all staff, programmes and projects assigned to it,
irrespective of the Headquarters sector from which resonurces are obtained.
Accordingly, there should be a singie budget for administrative costs for each
ffice under the overall authority of the Jdirector. It 1is noted that such a
measure 1is foreseen by DDG/M/91/Memc 234 for the next biennium. Measures
ould be pursued with a view to facilitating the day-to-day administrative
mac b1ncry; such as a simplified coding structure. This will enhance the degree
of autonomy required for a successful operation of field activities.

O

{

~

2. The key to successful decentralization lies in sound administrative and
financial management of field offices. We therefore recommend that the
DirectorwGeneral review current arrangements for all field offices and appoint

competent administrative officers (A0s) to deal afficiently with

adrinistrative and financial matters in those offices thal have significant
budgetary and staffing responsibilities. The officers in quescion should be
thorowughly familiar with Headquarters administrative and financial procedures,
which means that they should have had at least a few years' experience at
Hzadquarters before being transferved to the field office. Tne A0s assigned to
tnha2ge offices should have experience in Thandiing TJboth rtegular and
extra-budgetary programnes.

2, Headquarters should deiegate to fie

igd ces sufficient authority to
~zble them to discharge it fuli the duties as o]

them and to take

isc
fie

A

< A
~--isicng In the 1d within the general context of tuc zims being pursued
through delegated activities and projecrs. 3uch a delegation of authority
wo1ld he a token of the confidence that Headquarters should place in the

3

4iractors, of the offices. 8ea ring in mind the nsed four soungd management of

fizld offices through adequate delegation of authority and resources,
requiring in turn accountability both of a technical and fipancial nature
based on an effective reporting and inrcermation system, the Director-General
should ensure that the measures introduced for these purposes by
Administrative Circulars Nos. 1741 and 1742 of 30 COctober 1990 are fully
implemented. Moreover, it should be Dborne in mind that under the
decentralization policy the responsibility of the directors or chiefs of
field offices will be enhanced, since they will all represent UNESCO both
intersectorally and as a whole in their relations with States and other
organizations. Confidence is therefore of the essence.

4, The directors of field offices must be informed fully and in good time
of anything involving UNESCC in the country, subregion or region in which they
operate. W¥We steongly recommend that tihey be advised of a:l Headquarters
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missions, all contacts and all mnegotiations ©being conducted. Nothing
undermines the authority and credibility of directors more than a situation in
which the national authorities know what UNESCO is doing before they do.
Moreover, decentralization should bring about a situation in which Regional
Offices take responsibility for a larger number of missions in their own
regions thus reducing the need for missions to be dispatched from
Headquarters. The new system of bimonthly plans for field missions might help
to overcome these problems.

5. It would also be advisable for OPI to send the field offices more
information and -publicity hand-outs on UNESCO programmes for distribution to
the media and through educational networks. The aim will be to ensure that
UNESCO becomes increasingly well known in each Member State. It 1is also
important that National Commissions and field offices should send OPI
information (in the form of texts, photos, videos, etc.) which could be
distributed in other world regions.

6. The Participation Programme, in full or in part, could wusefully be
decentralized particularly in so far as national and subregional requests are
concerned. To this end, apart from informing field units systematically about
the approval of all requests submitted by the Member States covered by field
units,; the possibility should be studied of gradually inveolving field offices
in the evaluation and approval of such requests, taking into account their
capacity and competence. This should form part of the efforts to respond more
rapidly and efficiently to requests made by Member States under this
programme. We also recommend that the payment of funds under the Participation
Programme to national institutions should be effected in accordance with the
instructions of the Member State in whose territory they are situated. Such
payments should not be sent through UNDP where a UNESCO field office in that
country has the administrative and financial capacity to effect them.

b

7. UNFPA projects should also be completely decentralized where possible.

8. The field offices should have an adequate operational budget covering,
among other things, the cost of maintaining premises, if this is not borne by
the host country. This budget should be separate from the funds provided by
the sectors, which are intended for programme activities.

9. In the distribuation of support costs, no efforts should be spared to
strengthen the involvement of field offices in the participation of
extra-budgetary activities, commensurate with their growing responsibilities.
The regulation allocating to field offices at least 50 per cent of the
overheads from extra-budgetary projects (other than UNDP-financed) executed by
them should be applied equally to all field offices. For the distribution of
overheads earned on the execution of UNDP projects executed by field units,
reinforced emphasis should be given to the application of the same principle.
In all cases, the sharirg of overneads between units at HHeadquarters and in
the field shouid pe decided in such a manner that ctheir actual
responsibilities and achlievements are taken fully into consideration.

10. The fieid oflices should also have adequate funds specifically to cover
travel by their directeors to countries to which they are accredited as UNESCO
representatives. The directors should te able to meke such visits as
representatives av least twvice a vear to each Member State to which they are
accredited.

11. 1Income from sales of <heir own publicarions should remain in the coffices
to strengthen the publcations aspect. For some of rhose offices such income
is atr presen: remitted to ieadgusrters, which does movr always allocate
sufficiem furas to the c¢rfices 1ncer that hmeacng, with the result that che
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offices are obliged to use extra-budgetary funds for their publications. If
not already existing, appropriate arrangements should be made to provide
adequate resources to the offices to cover the costs they incur in undertaking
sales of Headquarters publications. The cost of publications printed by the
Regional Office at the behest of Headquarters should be reimbursed to the
former.

12. The size of the imprest account should be proportional to the activities
delegated. Another aspect to be considered in regard to determining the
ceiling of the imprest account is the constant fluctuation in currency values.
To this end, we approve of the current system whereby imprest ceilings are
established on the basis of the average of two and a half months expected
expenditure and recommend that these ceilings should be regularly revised and
adjusted to changing circumstances. In addition special advances should be
made as required to ensure that specific activities and projects can be
implemented efficiently, bearing in mind the need to avoid dispersal of the
cash resources of the Organization and the risks of losses on exchange from
excessive holdings of national currencies.

13. The need for timely reporting of field office expenditure and the
recording thereof in the Headquarters accounts are essential for the overall
financial management of the Organization. Field offices should keep their
accounting systems up to date in order to monitor their own budgets, financial
commitments and bank accounts. If this is done expenditure reports could be
sent in accordance with prevailing instructions within ten working days after
the end of each month to allow timely replenishment from Headquarters. Where
certain vouchers or receipts cannot be sent before the prescribed reporting
deadline, the field office should explain the problem and in such
circumstances Headquarters should not delay replenishments. Headquarters
should continue the current practice of replenishing any field offices that
experience delays with the diplomatic pouch service, on the basis of a telex
or electronic message confirming dispatch of the imprest report. Moreover, as
currently envisaged, a system of auto-replenishment should be introduced on an
experimental basis for offices that report in a timely and disciplined manner,
whereby a zero-balance facility 1is opened giving the office limited but
adequate direct access to cash resources in a central Headquarters bank
account.

14. Within the budgetary limits laid down, the directors of field offices
should enjoy ample latitude to authorize travel and missions for staff from
their offices within the region or subregion concerned, a copy of the
authorization being sent to Headguarters. To this end the provisions of
Administrative Circular No. 1742 of 30 October 1990 which clarified and
confirmed such delegation of powers to field offices, should be fully
implemented.

15. All matters relating to appointments and training of local support staff
(General Service) should be decentralized.

16. The sums directors may spend locally without prior authorization from
Headquarters should be reviewed in the light of the general increase in costs.
The ceiling for the purchase of local equipment should likewise be reviewed.
For the time being, Administrative Circular No. 1742 of 30 October 1990 which
doubled the ceiling for the purchase of local equipment to $20,000 per item
should continue.

17. Field offices in conjunction with National Commissions can play an
important part in publicizing post vacancies, in close co-ordination with
national authorities. We recommend that they maintain a roster of possible
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local candidates for Professional posts at UNESCO and that such a roster be
communicated, periodically, to the Recruitment Section of PER in order to be

incorporated in the Central Roster.

18. We consider that many of - the current problems and delays in
administrative and financial matters in the field may be largely overcome when
field offices are linked up to the Headquarters mainframe computer, since this
will give them direct access to the financial and administrative data stored
in it and make it easier for them to base their commitments on updated
budgetary data. We therefore recommend that every possible effort be made to
speed up this: vital connection, which will be a key factor in the
decentralization process. We also recommend support for the efforts of
Headquarters in developing the Information Exchange System and the Regional
Management Data Bases. Furthermore, we view with great interest the promising
outlook for information exchange offered by the fully operational UNESCO
Clearing-House. )

19. We recommend that the Secretariat should endeavour to develop models
based on experience with a few selected offices, to allow the analysis of the
cost/benefits of decentralization and to determine model(s) best suited to
each region.

SECTION V: Specific recommendations concerning the role of the National
Commissions in decentralization

1. The National Commissions should be among the main actors in the
decentralization process, duly strengthened by their Member States and
supported by UNESCO, as stated in Recommendation No. 8 in Section I.
Collaboration and mutual support between National Commissions, through
bilateral agreements or other arrangements, should also be encouraged.

2. We believe that new UNESCO regional structures are not needed in some
regions that are close to Headquarters. In those regions the National
Commissions are the obvious interlocutors of Headquarters.

3. Taking into consideration the Charter of National Commissions, we
recommend that the National Commissions take on the role of implementing a
range of programme activities or to serve as intermediaries between
Headquarters and other parties that could assume responsibility for the
execution of such activities, including universities, NGOs and UNESCO Clubs,
and the intellectual community.

4. While recognizing that it is up to each Member State to define the
structure of its own National Commission, we recommend the adoption of the
interministerial structure suggested by UNESCO's Constitution. In the light of
the experience of some countries with that structure, it might be desirable
for other countries to reconsider the present dependence of their Commission
on a single ministry and to associate it more closely with their ministries of
foreign affairs, planning and multilateral co-operation, thereby giving it
access to decisions concerning the distribution of external co-operation
activity.

5. UNESCO's field offices should improve their co-ordination and information
relations with the National Commissions. Headquarters, moreover, should
provide them with timely information on missions, projects and other
activities in their respective countries. The Secretaries of Commissions
should be given the opportunity to visit Headquarters on some regular basis so
as to familiarize themselves further with the running of the Organization and
to promote greater co-operation from UNESCO for their countries.
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6. National Commissions should be informed by Member States of the requests
they submit under the Participation Programme. They should alsc be informed of
the decisions made on those requests, in common with UNESCO's field units.

7. UNESCO should promote closer contacts between National Commissions in one
and the same region or subregion in an effort to promote greater participation
in the preparation of the (/4 and C/5 documents, and for the framing of
regional and subregional policies. It would be sound practice for them to meet
as frequently as possible under UNESCO's auspices, and their meetings could be
co—ordinated by the UNESCO offices in their region or subregion.

SECTION VI: Recommendations relating to relations between UNDP and UNESCO in
the field

1. In view of the marked decrease in UNESCO participation in the
implementation of UNDP-financed operational projects, and given the reports
the working group received concerning the low level of field participation
UNDP Resident Representatives accord to UNESCO in the programming of those
projects, we recommend that relations between UNDP and UNESCO be reviewed at
the highest possible level so that they may be clarified and made more
constructive, with an undertaking by both agencies to give specific
instructions on the matter to their field representatives in the interest of
better results.

2. We recommend that Member States truly desiring greater UNESCO
participation in UNDP projects should make this desire abundantly clear in the
UNDP Governing Council and when drawing wup their respective country
programmes. UNDP should be asked to raise the level of the country IPF so as
to provide more funding to projects related to UNESCO's fields of competence
according to pricrity areas of the governments.
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ILO0 CIRCULAR

Series: 6 -  PERSONNEL No.: 479
Distribution: A1 Date: 15.4.92

Mobility of staff between field and headquarters assignments

1.  The new directions of ILO programmes call for changes and
adjustments in relations between the field and headquarters. A more active
dialogue between the Office and ILO constituents has become necessary.

ILO services at the national level will move progressively from a project
orientation to a programme based approach. More effective and quicker
service to constituents will require a strengthening of field programmes
and increased integration of programmes in the field and those carried out
in headquarters. It is essential that ILO staff, whether in headquarters
or in the field, have a good understanding of work at the national level.
Similarly, ILO staff need experience at headquarters to keep abreast of
new policy directions, of changes in technical orientations, which affect
the capacity of the ILO to provide services, and to gain a fuller
understanding of the ILO’s tripartite foundation. Sufficient
opportunities exist, both in administrative and in techrical areas, to
enable most officials to have at least one assignment in the field, and
for those who have spent most of their careers in the field to have an
equal opportunity to serve at headquarters. Field service should be a
coherent part of career planning and career development. I have therefore
decided to issue new policy guidelines and instructions to facilitate the
rotation of staff, which are set out below. This circular updates and
replaces Circular Series 6, No. 180, entitled "Transfer of Staff Between
Geneva and the Field". It does not apply to technical cooperation
experts.

General principles

2. Service both at headquarters and in the field is essential for
officials in the Professional category in most areas of work. Such
service will be a prerequisite for virtually all management positions at
headquarters. The Director-General will exercise judgment in deciding on
senior and management appointments so as not to penalise officials who
have not had reasonable opportunities for field service. Field service is
also important for Professional jobs at other levels and will be taken
into account in the selection criteria for all relevant jobs.

3. Professional staff in the field should have headquarters
experience. Headquarters experience will normally be a prerequisite for
appointment to Professional category posts in the field, except in genuine
technical co-operation projects funded from extra-budgetary sources.

1 To each official.
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4. Under Article 1.9 of the Staff Regulations, the Director-General
has the authority to assign staff to jobs at headquarters or in the field
in the interests of the Office. Without prejudice to this underlying
authority, the officials concerned will be consulted on transfers between
duty stations, and for jobs within its terms of reference, the Selection
Board will be consulted.

5. Personal considerations such as family-related matters will be
taken into account by the Office in decisions concerning the planning and
timing of rotation.

6. In accordance with article 4.3 of the Staff Regulations, rotation
does not apply to General Service and local staff. However, separate
measures will be explored to facilitate short-term assignments in the
field and at headquarters as part of staff training and career
development.

Specific measures

7. A1l officials newly appointed to the Professional category will
normally be assigned initially to headquarters. Those with career
expectations will be clearly informed that field service will be
required. Every effort will be made to give them a field assignment
within three to five years of joining the ILO.

8. A series of measures will be introduced to facilitate the
implementation of the rotation policy. These will include:

(a) monitoring of vacancies in the field and in headquarters,
posting of prospective vacancies and monitoring requests
for transfers between duty stations, to enable a smooth
planning of transfers. Plans for the movement of staff
between duty stations should be part of the on going
staffing reviews carried out by the Personnel
Department. To the extent possible, plans should be
established well in advance, say one year, to enhance
career planning as well as to enable the identification
of positions for officials completing field assignments.

(b) serving Professional officials, and in particular those
who have many years of ILO service ahead of them, will be
strongly encouraged to seek field assignments;

(c) proposals for transfer within grade without the need for
an internal competition will be made to the Selection
Board for appropriate vacancies at headquarters to enable
officials to return after a field assignment. P/DEV will
present an analysis of staff due for transfer to ensure
that claims of all field staff wishing a transfer are
properly considered by the Board;
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(d) field vacancies will normally be filled by competition or
by transfer in the same grade, and in the case of
management positions, by calls for candidatures. This
does not preclude the possibility of selecting an
official directly for a field assignment if necessary in
the interests of the Office;

(e) programme managers will be requested to review with the
Personnel Department any recommendation that might lead
to recruitment, in order to ensure that the vacancy
cannot be filled by a serving official, either at
headquarters or in the field;

(f) programme managers will be requested to review with each
official, during the biennial review or during the
performance appraisal, possibilities for field
assignments. Brief summaries of these discussions should
accompany the submission of the biennial review or the
performance appraisal to P/DEV;

(9) the normal length of service in a field assignment will
be from three to five years.

9. Where rotation to the field through direct selection entails an
assignment to a job at a h]gher grade than that of the official, the
official will normally receive a special allowance. Subject to a positive
assessment of performance after a period of one year, the higher grade
will be confirmed and the official will retain this grade upon transfer to
headquarters.

10. Depending on the nature of the assignment and its relevance to
ILO objectives and programmes, assignments to technical cooperation
projects or field assignments with other UN agencies may count as field
service for the purposes of this circular. Officials on such assignments
will revert to their previous grades upon return to headquarters, unless
they win a competition at a different grade.

Supportive and practical measures

11. To encourage rotation and to place it firmly within the context
of career planning, a service of individual consultations and counselling
will be developed. A mobility and career development officer will be
appointed in P/DEV. This officer will provide information and gquidance on
field and headquarters assignments and will assist with planning careers,
taking into account practical problems and issues related to family
responsibilities, such as the education of children, that may arise.
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12. The Office will do its utmost to facilitate mobility. The
Personnel Department has been requested to examine and introduce a number
of measures, including short-term mission status to field duty stations,
missions to headquarters and to regional offices on a more regular basis,
limited special leave to deal with relocation matters and ways to improve
current provisions concerning the storage and moving of personal effects.

13. I have also requested the ILO staff training programme to place
greater emphasis on measures to facilitate mobility. Priority measures
will include training programmes for upgrading of skills upon transfer
back to headquarters or transfer to the field. Other programmes, such as
training of field office directors in financial, administrative and
personnel issues, as well as intensive language training, will be put in
place shortly.

*kkkkkkk

14. I have instructed the Personnel Department to put this policy
into practice immediately and to give priority in the first instance to
the transfer to headquarters of officials who have had long service in the
field. The Personnel Department will report to me every six months on
overall progress made. I rely on the collaboration of all officials at
all levels to co-operate fully with the Personnel Department in the
implementation of this policy.

Michel Hansenne,
Director-General.









