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Report of the Office of Internal Oversight Serviceson the
evaluation of linkages between headquartersand field
activities: areview of best practicesfor poverty eradication
in the framework of the United Nations

Millennium Declaration

Summary

The present report fulfils the request of the Committee for Programme and
Coordination that the Office of Internal Oversight Services (OIOS) conduct a pilot
thematic evaluation of “Linkages between headquarters and field activities: a review
of best practices for poverty eradication within the framework of the United Nations
Millennium Declaration”. The report assesses the effectiveness of such linkages and
identifies the best practices to be promoted.

The report concludes that linkages between headquarters and the field are
crucial to a comprehensive, multisectoral and coordinated approach to poverty
eradication. Within the headquarters/field transmission line, a highly complex system
of linkages connects and coordinates the poverty eradication activities of
headquarters, regional and field offices, with linkages flowing in multiple directions
and often dependent on personal connections and ad hoc agreements. This
complexity is not conducive to the consistent and systematic transmission of
knowledge, guidance and experience.

While the conventional headquarters/field paradigm is one of mutually
reinforcing normative, analytical and operational roles and functions, in practice it is
characterized by a wide diversity of roles and activities, unfulfilled
complementarities, shifting boundaries and a limited role for non-resident agencies.
A combination of strong institutional linkages, knowledge-sharing in respect of
activities of mutual interest, good working relations and mutual trust is required to
utilize fully the complementarities between headquarters and field offices.
Furthermore, better integration of regional entities, in particular the regional
commissions, into the headquarters/field transmission line would strengthen
linkages. Both inter-agency and intra-agency coordination at the headquarters level
are required to ensure that a common agenda and strategy for poverty eradication are
submitted to the field, while the capacity of the resident coordinator system must be
strengthened in regard to coordination not only at the country level but also with
headquarters entities. Linkages must also be supported by management practices,
work tools and communication strategies which facilitate interaction, collaboration
and joint activities.

Best practice linkages facilitate coordination, collaboration and synergy among
headquarters, regional and field offices and tap into the collective capacity of the
United Nations system to foster the success of poverty eradication activities. Such
linkages include the effective use of knowledge management networks, inter-agency
partnerships built around thematic dimensions of poverty, informative websites and
other electronic forums, and a strong resident coordinator system and country team
practices that promote effective coordination with headquarters.
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OIOS makes nine recommendations to the Secretary-General, the United
Nations System Chief Executives Board for Coordination, the United Nations
Development Group, the Department of Economic and Social Affairs and the
regional commissions. These recommendations include enhancing collaboration
among inter-agency coordinating bodies, introducing a more strategic approach to
system-wide knowledge management networks, increasing the exchange of
information between country teams and non-resident agencies and regional
commissions, strengthening management practices in relation to administration,
training, performance appraisals and staff secondments, and further strengthening of
the resident coordinator system.
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I ntroduction

1. At its forty-fourth session, the Committee on Programme and Coordination
requested the Office of Internal Oversight Services (OlIOS) to conduct a pilot
thematic evaluation of “Linkages between headquarters and field activities: areview
of best practices for poverty eradication within the framework of the United Nations
Millennium Declaration”.1 Its objective was to assess the effectiveness of linkages
between headquarters and the field and to identify best practices to be promoted.
The evaluation uses poverty eradication as a case study for discussing linkages but
does not provide an independent assessment of the poverty eradication activities.
The evaluation was conducted within the context of United Nations reform aimed at
greater harmonization in the United Nations system. The report has been reviewed
by the relevant departments and offices; their comments are included in italics,
where appropriate.

2. Within the United Nations Organization, the traditional headquarters/field
paradigm makes a distinction between norm setting, policy formulation and
analytical activities at headquarters and operational and assistance activities carried
out in the field. Regional and subregional offices are mid-level units in the
paradigm. Not all United Nations entities have a field presence; for work in the area
of poverty, the United Nations Secretariat has a more limited presence than the rest
of the United Nations system. Given this variability, assessing how the various
entities coordinate efforts and collaborate is especially important. For the purposes
of the evaluation, linkages are considered to be the policies, guidelines, mechanisms
and tools that connect the activities undertaken at the headquarters, regional and
field levels. Effective linkages are intrinsic components not only of reaching poverty
eradication goals, but are important in relation to other United Nations activities.

3. Linkages between headquarters and the field cannot be fully discussed without
acknowledging the part played by Member States in bringing different expectations
and perspectives to the role of the United Nations in poverty eradication. In
intergovernmental bodies, Member States shape global agendas and priorities, while
at the national level, they have principal responsibility for coordinating external
assistance, including that provided by the United Nations. Given the primacy of
national Governments in pursuing development activities, the role played by the
United Nations at the country level is ultimately shaped by national needs and
priorities.

Background

4.  Poverty eradication is complex and multidisciplinary. Thereis no single agreed
definition of poverty: the simplest refers to lack of the minimum resources needed
to sustain an acceptable standard of living. The latter is relative, dependent on the
culture, economy and polity to which it pertains. This simple definition does not
spell out vital aspects of poverty eradication, such as access to education, health,
water and sanitation and work. In addition, poverty has significant dimensions, such
as gender, age and ethnicity. In order to quantify its extent and distribution, statistics
are needed.

1 Official Records of the General Assembly, Fifty-ninth Session, Supplement No. 16 (A/59/16),
para. 399.
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5. It is generally recognized that poverty eradication is tackled both through
overall economic growth and through the more equitable distribution of that growth.
Hence, economic management and governance are vital to the task. In resolving to
halve the poverty rate by 2015, the General Assembly, at the Millennium Summit,
laid down a major challenge to the world and to the United Nations. In the final
analysis, the challenge must be met at the country level. The task of the United
Nations is to bring to bear its experience, expertise and resources in providing
support to countries in reaching their development goals.

6. By resolution 50/107 of 20 December 1995, the General Assembly proclaimed
the first United Nations Decade for the Eradication of Poverty (1997-2006).
Subsequently, by resolution 51/178 of 16 December 1996, it recommended that,
within the context of overall action for the eradication of poverty, special attention
be given to the multidimensional nature of poverty and that the causes of poverty be
addressed in the context of sectoral strategies, such as those on environment, food
security, population, migration, health, shelter, human resources development, fresh
water, rural development and productive employment. The Assembly, by resolution
55/2 of 8 September 2000, adopted the United Nations Millennium Declaration,
which sets out eight specific, time-bound Millennium Development Goals which are
to be met by 2015. These Goals include that of eradicating poverty and hunger, a
goal measured by two targets: (a) halving the proportion of the world’s people
whose income is less than one dollar a day; and (b) halving the proportion of people
who suffer from hunger.

7. Linkages among poverty eradication activities must be understood within the
context of the reform measures laid out by the Secretary-General in 1997 and 2002,
which call for greater coherence within the United Nations development system,
improved coordination and further clarification of institutional roles and
responsibilities. The table below identifies three inter-agency coordinating bodies
relevant to poverty eradication,2 of which the Chief Executives Board is the only
system-wide mechanism.

2 Other inter-agency bodies, such as the Executive Committee for Humanitarian Affairs, are also
relevant.
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United Nations System Chief
Executives Board for Coordination

United Nations Development Group

Executive Committee for Economic
and Social Affairs

Established 2001 1997 1997
Purpose To provide aforum for To improve the impact, To act as an instrument of
bringing together effectiveness and policy development,
executive heads of all efficiency of United decision-making and
organizations withtheaim  Nations operations at the management on economic
of increasing coordination  country level in pursuit of and social issues
and cooperation the Millennium
throughout the United Development Goals and
Nations system national needs and
priorities, through
increased coordination and
collaboration among
United Nations
development organi zations
and agencies within the
framework of the resident
coordinator system
M ember ship 28 entities 25 entities and 5 observers 17 entities
Chair Secretary-General Administrator of the Under-Secretary-General
United Nations for Economic and Social
Development Programme Affairs
Secretariat Secretariat of the Board Office of the United Department of Economic

Nations Devel opment and Social Affairs

Group

8. The post of resident coordinator was established in 1981 to provide coherence
and coordination at the country level among United Nations operational activities.
The resident coordinator system was established in 1995 to encompass all
organizations of the United Nations development system. Resident coordinators are
designated representatives of the Secretary-General and lead country teams in more
than 130 nations. Since 1998, country team activities are increasingly coordinated
through the common country assessment and United Nations Development
Assistance Framework (UNDAF) processes. These processes establish United
Nations goals and priorities, in agreement with Governments, and are based on
national strategies and plans, including poverty reduction strategy papers. The office
of the resident coordinator is intended to be the main conduit through which
headquarters activities are linked with the field.

9. The 2004 report of the Secretary-General on the triennial comprehensive
policy review of operational activities for development of the United Nations
system (A/59/85-E/2004/68) assesses the capacity of the United Nations
development system to assist developing countries in poverty eradication, economic
growth and sustainable development. Having considered the report, the General
Assembly, by its resolution 59/250 of 22 December 2004, stressed the need to
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continue strengthening cooperation and collaboration and called for enhancements
in linkages among headquarters, regional and country-level activities.

M ethodology

10. The following seven methods were used for the evaluation:3 (a) an analysis of
2004/2005 programme data in the Integrated Monitoring and Documentation
Information System; (b) a survey of a non-random sample of 44 subprogrammes?*
engaged in poverty work at the headquarters level; (c) a survey of a random sample
of 50 resident coordinators;s (d) interviews with headquarters and regional staffé
engaged in poverty work; (e) case studies based on field missions, which included
consultations with country team members, national Governments and civil society
groups; (f) a desk review of pertinent reports and other documents; and (g) an
electronic discussion on the topic of linkages between headquarters and the field.”
The findings of the present report are based on evidence obtained through an
analysis of these quantitative and qualitative data sources. The criteria used to
identify effective linkages include: systematic sharing of knowledge and
information; mechanisms for strong communication and ongoing feedback; adequate
work tools and management practices; and consistent policies and mandates.

11. The evaluation methodology had several limitations. First, recognizing the
complexity involved in defining poverty, the evaluation does not attempt to engage
in that debate. Further, given that the substantive work of nearly all United Nations
entities has some relevance to poverty eradication, it was necessary to narrow the
assessment to those working most directly on poverty. Lastly, the evaluation does
not purport to be a comprehensive appraisal of the United Nations development
system.

12. The scope of the evaluation is confined largely but not exclusively to linkages
between the Secretariat and the field. However, given the breadth and nature of the
evaluation topic, it was necessary to examine these linkages within the wider

w

With the assistance of development and management experts.

The subprogrammes represent the Department of Economic and Social Affairs, the Economic

Commission for Africa, the Economic Commission for Europe, the Economic Commission for

Latin America and the Caribbean, the Economic and Social Commission for Asia and the

Pacific, the Economic and Social Commission for Western Asia, the Office of the United

Nations High Commissioner for Human Rights, the Office of the High Representative for the

Least Developed Countries, Landlocked Developing Countries and Small Island Devel oping

States, the United Nations Conference on Trade and Development, the United Nations

Environment Programme, the United Nations Human Settlements Programme (UN-Habitat), the

United Nations Industrial Development Organization and the United Nations Relief and Works

Agency for Palestine Refugees in the Near East. Of the 44 subprogrammes, 30 responded. In the

present report, respondents to the survey are referred to as programme managers. The survey

was conducted during the period from September to December 2004.

5 Of the 50 resident coordinators, 27 responded. The survey was conducted during the period from
October to December 2004.

6 Staff of the secretariat of the Chief Executives Board for Coordination, Department of Economic
and Social Affairs, Department of Public Information, Economic Commission for Africa, the
Economic Commission for Latin America and the Caribbean, Millennium Project, Office of the
United Nations Development Group, United Nations Development Programme, United Nations
Population Fund and United Nations Children’s Fund.

7 The discussion occurred on the Millennium Development Goals Network.

IN
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context of the United Nations system. At the headquarters level, the evaluation
focuses on the Secretariat entities which appear in the biennial programme budget
and to a lesser extent on funds and programmes.8 At the field level, it focuses on
country teams.

Evaluation findings

The complexity of current linkage structuresisnot conduciveto
effective and efficient collaboration between headquartersand the
field in eradicating poverty

Headquarters/field transmission line

13. Effective linkages between headquarters and the field are crucial to a
comprehensive, multisectoral and coordinated approach to poverty eradication.
Given the multifaceted and multidimensional nature of poverty, virtualy every
entity of the United Nations system contributes to its eradication. Each entity
responds, at its headquarters, with expertise and strategies designed to tackle the
poverty dimension in which it works. These are then disseminated to the field.
Ineffective linkages between headquarters and the field may have three undesirable
consequences. (a) promotion of activities of low relevance and priority to the
country concerned; (b) unnecessary competition; and (c) duplication of effort. Some
duplication, if complementary and not contradictory, may be necessary. In India,
unnecessary duplication has been addressed with the establishment of a knowledge
management exercise that gives focus to poverty eradication through the country-
wide community of practice on poverty alleviation. This involves United Nations
agencies, the national Government and civil society and, according to one country
team member, it ensures that individual mandates lead to activities which are
harmonious, coherent and have demonstrable sustai nable development impact.

14. A headquarters/field transmission line links the activities carried out at one
level with those at the other. Figure 1 illustrates how this transmission line ideally
works to support national Governments.

8 “Headquarters’ refers to programme headquarters offices located in New York, Geneva, Vienna
and Nairobi.
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Figure 1
Headquarters/field transmission line

Headquarters
Mandates
Policies

Guidelines
Best practices

National
Governments

Lessons learned

Feedback on guidelines
Development challenges Resident
coordinator
system

In this transmission line, headquarters ensures that mandates are known and
understood at the country level; provides policy guidelines; collects, analyses and
disseminates experience and best practices, and liaises with other headquarters
entities for a coordinated and cohesive United Nations response. Country-level
activities focus essentially on policy dialogue, with advice provided to Governments
and civil society, on preparing and implementing United Nations cooperative
operational activities, and on providing feedback to better inform future efforts. The
transmission line must also incorporate, where relevant, the contributions of
agencies that have no field presence. Headquarters programme managers state that
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inadequate coordination with country offices is the biggest challenge that they face
in their poverty eradication work.

15. OIOS notes that statistics is one poverty dimension in which the transmission
line has worked well. Promulgating statistics on poverty measurements are
commonly seen as important for eradicating poverty. It is generally agreed that the
headquarters role is one of coordinating policy and developing methodologies,
instruments and databases. In turn, these are transmitted to the field and integrated
into operational activities and national Government practice. An assessment of their
relevance and usefulness must also be fed back to headquarters. Noteworthy in this
context is the global release in June 2004 of Devinfo, a database for monitoring
progress made in achieving the Millennium Development Goals, originally
developed by the United Nations Children’s Fund (UNICEF) and used at the
headquarters, regional and country levels.

16. The need to align a common vision, strategy and action plan for combating
poverty necessitates that headquarters and field offices be strongly linked. OIOS
noted concurrent projects on several poverty dimensions, such as governance and
gender, being separately undertaken at the headquarters, regional and field levels,
with little or no coordination among them. Effective linkages in these instances
would ensure a more harmonized and cohesive approach to poverty eradication
goals.

Linkage structures

17. Given the complexity of poverty and the absence of an agreed definition, a
highly complex system of linkages exists to connect and coordinate the poverty
eradication activities at headquarters, regional and field offices. Lack of coherence
and coordination at the intergovernmental level and inconsistent messages among
the governing bodies of the various United Nations entities contribute to the
complexity. While OlIOS recognizes that complexity is not inherently unfavourable
and to some extent must be expected, it concludes that, given the multidimensional
and multifaceted nature of poverty, such complexity does not consistently and
systematically allow for the effective and efficient transmission of knowledge,
guidance and experience. Programme managers and resident coordinators identify
many entities with which they regularly link in connection with poverty activities.
Based on an analysis of their survey responses and a review of common projects,
these linkages are often dependent on personal connections and ad hoc agreements;
systemic mechanisms for linking activities are more limited. However well personal
linkages may work, they are inadequate as the sole means of working together, since
they hinge upon personalities and are not durable.

18. Current linkages in relation to poverty eradication lack a consistent and well-
organized structure. Figure 2 shows the multidirectional structures of current
linkages.
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Figure 2
Current linkage structures
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In some instances, linkages flow directly from headquarters to country offices. In
other instances, they flow from headquarters to the region and from there to the
field, or from the region to the field with little or no headquarters input. Linkages
also flow between field offices and between headquarters offices. Not uncommonly,
linkages between headquarters and the field are bypassed entirely when
headquarters works directly with national Governments: the Department of
Economic and Social Affairs, for example, works directly with some African

11
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countries in preparing poverty reduction strategy papers. These multidirectional
linkages, while potentially enhancing synergies and exploiting the full capacity of
knowledge and expertise in the United Nations system, also create vulnerability
insofar as lack of coherence and consistency. In the same country, for example,
young people can be addressed as a vulnerable group requiring special treatment, or
as the future labour force that must be prepared to make a strong contribution to the
socio-economic development of the country.

19. Differences in the organizational structures of agencies also create complexity
in linkages. For example, headquarters typically consists of several major
departments, each with a distinct field of work; regional offices, if they exist, are
often located in different countries and carry out different functions. Also, some
field offices are responsible for groups of countries rather than one country, and
field staff undertake representational and/or technical roles. Furthermore, lines of
authority and reporting are not always consistent within and across agencies; for
example, in some agencies administrative functions are located exclusively at
headquarters, while in others they are located at regional and country offices. While
recognizing that organizational differences among agencies are unavoidable, and
that the lines of authority and roles and responsibilities assigned by headquarters to
field units cannot be the same across all entities, these differences do impact upon
the effectiveness of collaboration between headquarters and the field. OIOS noted
an example of thisin one country in which collaboration between two field agencies
on a poverty mapping project was impeded by lengthy headquarters/field reporting
requirements. OlOS supports the initiatives of the United Nations Development
Group to align the regional structures of member organizations and to simplify and
harmonize planning and programming procedures.

In practice, the headquarters/field paradigm for poverty
eradication is characterized by a wide diversity of roles and
activities, unfulfilled complementarities, shifting boundaries
and alimited role for non-resident agencies

Poverty eradication roles and activities

20. A wide diversity of perspectives, roles and responsibilities are associated with
poverty eradication. While ideally these collectively contribute to a system-wide
approach to combating poverty, OIOS noted that headquarters and field staff
perceive of poverty eradication within a narrower context of individual programme
activities. In 2004, the comprehensive policy review of operational activities
confirmed that institutional mandates and identities continue to be the driving forces
for most staff, and maintained that a system-wide culture among staff was
increasingly recognized as a necessity, but was not yet areality (A/59/85-E/2004/68,
para. 50). The dominance of institutional mandates constrains effective linkages.
Efforts at both the intergovernmental and inter-agency levels should am at
simplifying and harmonizing policies and procedures in a mutually reinforcing
manner.°

9 OIOS notes that, in April 2004, the Chief Executives Board approved the establishment of a
Senior Management Service in the United Nations system to enhance inter-agency cohesion and
coordination and to support the creation of a common management culture, among other goals.
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21. At the headquarters level, poverty eradication activities encompass various
facets. Twenty-nine subprogrammesl© explicitly refer to poverty in their 2004/2005
work programme in the Integrated Monitoring and Documentation Information
System (IMDIS). This includes 107 different outputs that specifically refer to
poverty; most are publications, parliamentary documentation and expert group
meetings. Only 8 of the 107 outputs are field projects. Furthermore, within the
context of their work, headquarters programme managers define poverty eradication
in various ways: in relation to economic growth and sustainable development,
statistics and monitoring, capacity-building of Member States, human settlements
and the environment. They view their overall role in poverty eradication as one of
offering advice, recommending policy and/or providing technical assistance.

22. At the field level, poverty eradication is perceived within the context of
providing support to national Governments. A majority of resident coordinators
report spending 50 per cent or more of their time on poverty work.11 Most report
that the support provided by their country team to national Governments includes
assistance with assessments, policy and strategic planning, programme or project
design and implementation, and knowledge-sharing; they indicate that policy and
strategic planning is their highest priority. Nearly all resident coordinators state that
the national Government accepts and welcomes the United Nations role in poverty
eradication.

23. Both headquarters and field survey respondents consider their poverty
eradication mandate to be clear. Most programme managers report having been
given an explicit directive to guide and focus their poverty activities based on the
outcome of a United Nations global conference (such as the World Summit on
Sustainable Development) or on a General Assembly resolution. Similarly, almost
all resident coordinators report having a clear and sufficient mandate to guide their
poverty work. However, OIOS observed that respondents are often not as aware of
how their work fits into the overall poverty eradication activities of the United
Nations system.

Unfulfilled complementarities

24. The roles and activities discussed above comprise the headquarters/field
paradigm, and OlIOS concludes that, in order for the paradigm’s complementarities
to be fully realized, a combination of strong institutional linkages, knowledge-
sharing in regard to activities of mutual relevance, good working relations and
mutual trust is required. However, OIOS observed that poverty eradication linkages
are often structured around specific projects and not incorporated into standard
operating procedures. Headquarters staff report being most likely to work jointly
with other agencies on research and training projects and less likely to work
together on programme development and implementation. Field staff report being
most likely to work with headquarters staff on specific projects, such as
publications.

25. OIOS also observed insufficient knowledge and mutual understanding between
headquarters and field staff. One fourth of programme managers volunteer that a
lack of knowledge about related activities being undertaken by other agencies

10 Of the 134 subprogrammes with a specific programme of work in IMDIS.
11 Based on the results of the survey, there is no correlation between the time spent on these
activities and the region in which the office of the resident coordinator is located.
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results in weak linkages between headquarters and the field. In addition, most
resident coordinators cite the absence of field experience among headquarters staff
as the main obstacle to effective linkages, a common concern was that visions at the
headquarters level do not match capacity at the country level. On the other hand,
some headquarters staff consider that their work in supporting intergovernmental
processes and debate and translating global agreements to the country level is not
fully understood and appreciated by field staff as important components of the
United Nations role in eradicating poverty. They also emphasize the importance of
flagship publications; for example, the World Economic Situation and Prospects,
which in 2005 will be jointly produced by the Department of Economic and Social
Affairs, the United Nations Conference on Trade and Development and the regional
commissions, analyses the national and global economic environment from the
perspective of their impact on development, including poverty reduction. OlOS is of
the view that staff secondments between headquarters and field offices could
address this lack of common understanding.

26. Contributions made by each actor in the headquarters/field paradigm must be
considered to add value, which OIOS has determined is not always the case. In
particular, headquarters directives are not consistently viewed as helpful. When
asked about poverty work guidelines, one half of resident coordinators rate the
usefulness of the guidelines as fair or poor, and one third consider that the country
team has not been provided with sufficient tools to assist in implementing poverty
eradication activities. Regarding field level contributions, some respondents
maintain that country-level capacity is not always sufficient to provide the technical
expertise required to assist with national development needs and priorities.

Shifting boundaries

27. OIOS noted that, with technological advances and new organizational
structures, boundaries between traditional headquarters and field functions are
shifting; normative, analytical and operational functions are no longer exclusive to
any one entity or level. OlOS endorses this shift as strengthening linkages between
headquarters and the field, provided adequate steps are taken to avoid overlap and
duplication. In the Department of Economic and Social Affairs, for example, the
Division for Public Administration and Development Management creates a
practical linkage between the policy directives issued at headquarters and its
country-level capacity-building initiatives, especially in providing advisory services
in the establishment of pro-poor institutions and processes. At the United Nations
Development Programme (UNDP), the headquarters-based Regional Bureau for
Latin America and the Caribbean has linked its poverty activities with the field both
analytically and operationally through, inter alia, fielding poverty-related missions,
providing advice to countries on poverty reduction strategy papers, publishing
poverty-related books and coordinating multi-agency meetings on the Millennium
Development Goals.

Role of non-resident agencies

28. One of the biggest challenges with regard to linkages between headquarters
and the field is the lack of a field presence by several agencies, particularly in the
Secretariat, engaged in poverty work. The General Assembly, in paragraph 46 of
resolution 59/250, stressed that the specialized agencies, the regional commissions
and other United Nations agencies with no country representation or limited
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country-level presence should contribute their accumulated analytical and normative
experience so as to enable the use of all capacities available within the United
Nations system. For this to occur, mechanisms must be in place to ensure that the
contributions of non-resident agencies, if they are to be of relevance to the
development needs of the country, are consistently and regularly incorporated into
field level activities. At the Chief Executives Board retreat in October 2004,
concrete proposals were made to engage more systematically non-resident agencies
in programming efforts and services at the country level, including by the increased
use of videoconferencing. However, OlOS observed that currently there is no direct
service line to non-resident agencies. With regard to these agencies, country teams
must know whom to contact and how to contact them, and must adapt by making
such contacts a regular part of their working methods. OIOS concludes that non-
resident agencies should determine their primary role in poverty eradication and
successfully inform and build partnerships around it.

29. OIOS aso abserved a difference in how headquarters and field staff view the
resident coordinator system as the main mechanism for linking non-resident
agencies with the field. The General Assembly, in paragraph 69 of resolution 56/201
of 6 March 2002, encouraged enhanced dialogue, feedback, participation and
interaction between the resident coordinator on the one hand, and, inter alia, the
regional commissions and organizations of the United Nations system without field
level representation on the other. OIOS observed some disparity in this regard.
Programme managers report that non-resident agencies are more likely to link with
country teams through regional offices or national Governments, and not through
resident coordinator offices. In contrast, nearly one half of resident coordinators
maintain that non-resident agencies link with country teams through their offices.

30. While field presence is often not possible, some country-level representation
can have a positive impact by more directly utilizing the expertise of the agency
represented. The 2004 report on the comprehensive policy review states that, in
particular, field presence should reflect priority sectors and issues (A/59/85-
E/2004/68, para. 110). One example is field staff of the United Nations Human
Settlements Programme (UN-Habitat) in Ethiopia.12 Having a programme manager
there has buttressed the importance of improving human settlements — specifically,
developing small and medium-sized towns — to the overarching national goal of
poverty eradication in the country.

Better integration of regional entities, in particular the regional
commissions, into the headquarter s/field transmission line would
strengthen linkages

Role of the regional commissions and the regional offices of other
United Nations entities

31. Therole of the regional commissions and the regional offices of other United
Nations entities varies from one entity to another. At present, poverty analysis and
achievement of the Millennium Development Goals constitute a high priority for all
regional commissions. The regional level offers an opportunity to exchange national

12 UN-Habitat has a partnership with UNDP, whereby it attaches its staff to some UNDP field
offices.
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experience on interrelated policy areas which are of crucial importance to
eradicating poverty. Regional offices play analytical and operational roles, such as
conducting research, undertaking technical cooperation projects, providing a forum
for harmonizing policy perspectives among countries in their respective regions and
providing direct support to country teams. Respondents generally agree that the
value added is their ability to mobilize regional stakeholders and to discuss and
contribute to poverty eradication from a regional perspective. Significantly, several
programme managers attest to the importance of the regional level in linking
headquarters and field activities; one third state that they link with the field most
commonly through a regional entity.

32. The role of the regional commissions was often raised during the conduct of
the present evaluation, and OIOS noted that linkages between the regional
commissions and country offices are particularly weak. The 2004 report on the
comprehensive review of operational activities stated that the involvement of the
regional commissions in country programmes remained limited, although it did state
that country teams recognize the potential benefit of closer collaboration with the
regional commissions on issues with cross-border, regional and global dimensions
(A/59/85-E/2004/68, para. 63). In paragraph 76 of resolution 59/250, the Assembly
called for improved mechanisms for access to the technical capacities of the United
Nations system at the regional and subregional levels. There is a need for both the
regional commissions and country teams to be proactive, especially in the
preparation of the common country assessment and UNDAF and in the
incorporation of relevant cross-border, subregional and regional elements. Many
field level respondents agree that the regional commissions currently play a limited
role in their work. Fewer than one half of resident coordinators report linking on a
regular basis with the regional commissions in regard to work on poverty
eradication (the one exception being statistics, which several identify as an area in
which an important contribution is made by the regional commissions). Where the
regional commissions do interact with country offices, interactions are most likely
to pertain to a specific activity or project. Respondents suggest that the regional
commissions should inform country teams on a regular basis of new research and
products, along with the relevant contacts. The Regional Commissions New York
Office stated that it is necessary that the Resident Coordinator and country team
seek the involvement of the regional commissions and other entities at the regional
level in order to give greater and more systematic consideration to the regional and
subregional dimensions of development and to maximize the opportunities offered by
the incorporation of the regional dimensions of development into their country-level
processes. Further, the regional commissions can assist in building partner ships and
monitoring the implementation of the Millennium Development Goals from a
regional perspective. There is also potential for the resident coordinator and
country teams to utilize the regional coordination arrangement established under
Economic and Social Council resolution 1998/46 of 31 July 1998, for which the
regional commissions serve as the secretariat.

33. In no other region is the goal of poverty eradication more urgent than in sub-
Saharan Africa. The work of the Economic Commission for Africa (ECA) is
therefore especially significant. OIOS noted several recent ECA poverty-related
projects that are of relevance and utility to country teams in Africa. For example,
one ECA division has prepared spatial poverty maps for Africa. Another ECA
project involves the development of a model and guidebook for collecting,
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analysing and disseminating gender-specific poverty data. These projects, however,
have not been disseminated to country teams in Africa. Respondents at ECA admit
that interaction with country teams in Africa could be strengthened and, despite the
physical proximity of their offices, members of the country team in Ethiopia have
limited awareness of the work of ECA. In this regard, OlOS commends recent ECA
efforts to brief that country team about its work.

34. Several factors appear to limit the integration of the regional commissions into
the headquarters/field transmission line. Currently, few if any systemic mechanisms
link their activities to those of country offices. Language is another factor. For
example, the Economic Commission for Latin America and the Caribbean (ECLAC)
has produced several reports on poverty-related topics in Spanish only; without
translation into English, their value for other regions is limited. When asked about
the feasibility of translating executive summaries, ECLAC staff responded that the
funds were not available. OIOS considers that there should be central support
resources for disseminating important regional information, not only to the field but
to other regions.

35. In addition to feedback on the regional commissions, feedback from country
teams indicates less satisfaction with the regional support provided by their own
agencies. One fourth of resident coordinators assess regional support for their
poverty eradication activities as fair or poor (their overall rating of headquarters
support is higher). One view offered on regional officesisthat they are too far away,
and there is no specific support plan for real engagement with country offices.

36. OIOS noted that linkages between regional and headquarters offices were
generally stronger. In the Department of Economic and Social Affairs, for example,
linkages exist with the regional commissions in regard to joint publications and
follow-up to world conferences and summit meetings. At UNICEF, regional offices,
in addition to acting as policy advisers to country teams, also act as conduits for
transferring field experience back to headquarters.

Srengthening the regional presence

37. Steps are being taken to enhance the interlinkages among the regional
commissions, and OlOS endorses these as facilitating stronger overall linkages. In
particular, OlOS notes that the role of the regional commissions in the achievement
of the Millennium Development Goals is discussed at the periodic meetings of the
executive secretaries organized by the Regional Commissions New York Office,
which facilitates the exchange of experience and best practice among the regions.

38. In addition to the regional commissions, other United Nations entities are
increasingly utilizing regional offices. In Africa, the mandate of the Eastern African
Regional Office of the Office of the United Nations High Commissioner for Human
Rights covers five areas: partnering with ECA, strengthening the African Union
human rights agenda, collaborating with country teams, participating in initiatives
undertaken at the subregional level and advocating increased awareness of human
rights issues. OIOS notes that this Office plays an important role in advocating and
providing training on a human rights-based approach to poverty work. At the United
Nations Population Fund, nine region-based country support teams provide strategic
technical support and develop capacity at the regional and country levels. They also
provide a field-based regional perspective and undertake knowledge-sharing at the
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organizational and regional levels. At UNDP, greater regionalization is evident in
the increasing decentralization of its functions.

39. Regarding intraregional harmonization, in order to strengthen and streamline
the support provided by regional offices to country teams in 10 Southern African
countries in response to the triple threat of food insecurity, HIV/AIDS and
weakened capacity for governance, the Executive Committee of the United Nations
Development Group initiated a regional directors team pilot project, located in
Johannesburg, South Africa. The team, which will be initially chaired by UNDP and
which comprises regional representatives and/or directors of seven United Nations
entities, is charged with providing coherent, coordinated and efficient support to
country teams, drawing upon the collective expertise and experience available at
their respective regional offices, with a view to ensuring an effective United Nations
response to the triple threat in the affected countries. An issue under discussion but
so far not addressed is how to incorporate ECA into the model and how the pilot
project should relate to the work of ECA on regional issues of relevance.

Sronger headquarters and field level coordination would facilitate
mor e effective linkages

Coordination at headquarters

40. A common vision and agenda at either end of the headquarters/field
transmission line are needed for effective linkages in relation to poverty eradication
work. At the headquarters level, inter-agency coordination is required on normative,
analytical and operational issues; however, OlOS noted that such coordination does
not consistently occur. Each of the headquarters inter-agency bodies previously
discussed (Chief Executives Board, United Nations Development Group and
Executive Committee for Economic and Social Affairs) has a different perspective
but all share common objectives. The Chief Executives Board and its structures deal
with the overal policy framework which often impacts upon country-level
operational activities, while the United Nations Development Group serves as an
instrument for policy implementation. Given that all three address issues of
relevance to poverty eradication, coordination among them is particularly important.
While common membership is often cited as meeting the need for coordination,
OlIOS s of the view that this must be practically translated into substantive dialogue
and exchange. A clearer delineation of responsibilities among these inter-agency
bodies would also be helpful.

41. Despite the significant progress made in inter-agency coordination over the
past decade, the autonomy of governing bodies in several United Nations entities
can have a detrimental impact on linkages between headquarters and the field. This
is especially true given the multiple dimensions of poverty. At the country level, for
example, overlapping headquarters mandates often result in numerous agencies
working in the same poverty sector (such as health); in addition to resulting in
unnecessary duplication, this also means that other, more relevant dimensions of
poverty eradication in the country may be insufficiently addressed. Field staff in one
country allude to this by stating that the emphasis of other United Nations agencies
on social issues in the country has resulted in insufficient attention being given to
private sector development and enterprise. The 2004 report on the comprehensive
policy review of operational activities states that agency mandates coming from
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headquarters are likely to have more priority than inter-agency agreements made at
the country level; it further states that inter-agency agreements reached at
headquarters are not consistently interpreted at the country level (A/59/85-
E/2004/68, para. 61). OIOS concludes that, ultimately, the success of common
efforts made towards the broad goal of poverty eradication depends upon shared
vision and commitment. A system-wide strategy is needed as a basis for mutually
reinforcing and complementary actions between headquarters, between headquarters
and the field, and within and among field offices.

42. Intra-agency coordination is also necessary in offices at headquarters in order
for headquarters to function as a cohesive unit. One task of any headquarters is to
coordinate field activities; another is to translate the policies and mandates of its
governing body into directives and guidelines for regional and country offices. On
cross-cutting issues such as poverty, it isimportant that all relevant units understand
the agency’s mandate so that they can contribute fully and in a coordinated manner
towards its fulfilment. Similarly, it is desirable that directives and guidelines to
regional and country offices pass through a filter so that the messages sent are
mutually coherent, even if they emanate from different headquarters units. This
point was raised by field staff from one resident agency with headquarters offices in
both New York and Geneva, one concerned with field support and finances and the
other with political matters. Despite this division of functions, field staff state that
policy transmission and reporting lines are not always coherent. OlOS considers that
appropriate management structures are needed to address this lack of coherence.

Coordination in the field

43. At the field level, the resident coordinator system is the primary United
Nations mechanism for coordinating country-level activities and coordinating field
activities with those at headquarters. While various frameworks and work tools for
field level coordination have been established, OIOS observed that the effectiveness
of the resident coordinator system depends on the capacity of the office to fulfil its
field coordination role as well as the calibre of the country team and resident
coordinator. The post requires thorough knowledge and understanding of the United
Nations system and its complex interrelationships, which is particularly significant
for establishing strong headquarters linkages. In attempting to bring about
coordination and cohesion to various country-level activities of the United Nations,
resident coordinators have limited managerial authority; they must rely on
leadership qualities and the power of persuasion, as well as the support of their
agencies’ headquarters.

44. OIOS observed that the capacity of the resident coordinator system as a
linkage mechanism needs strengthening. Effective coordination requires sufficient
resources and working methods, including adequate support staff, regular and ad
hoc meetings, local intranets and other communications systems, and training in
team building. Many respondents emphasized the insufficient capacity of the
resident coordinator system, in particular as regards its ability to coordinate
effectively with headquarters. An OIOS analysis of the composition of country
teams reveals that their size ranges from 2 to 31 members.13 In a few countries, only
UNDP is present, while in others, 22 agencies are represented. Clearly the

13 The analysis was undertaken in October 2004.

19



E/AC.51/2005/2

requirements for the large teams, in terms of policies, procedures, working methods
and linkages with headquarters, differ significantly from those for the small teams.

45. OIOS concludes that if the resident coordinator system is to work well as a
linkage mechanism, all country team members must respond as part of the United
Nations system to the overall mandate assigned by the General Assembly and the
Economic and Social Council in the area of poverty eradication; in addition, they
must respond to specific mandates from their own executive bodies. Mandates are
invariably broadly compatible, but these are occasions when the priorities and the
financial resources attached to them are at odds. Multiple agencies can be engaged
in projects related to improving health conditions at the country level (such as
establishing rural health centres or working to reduce infant mortality), but their
activities must be aligned around common goals and strategies if they are to be most
effective. OIOS noted that, in one country, 11 agencies are involved in the same
social service sector. Feedback from the OlOS resident coordinator survey alludes to
this problem. One third of resident coordinators indicate that there is no agreed-
upon division of labour among country team members in regard to poverty
activities; one fourth report unnecessary duplication of effort among the various
agencies in the country. For example, the resident coordinator in one country states
that there is overlap in the good governance projects engaged in by several agencies
working with the same subnational unit or governmental agency. Strengthened
coordination and linkages within headquarters entities, as well as between these
entities and their field offices, would alleviate these problems by addressing
unnecessary duplication.

Effective linkages between headquarters and thefield need to be
supported by clear and systematic management practices, work
tools and communication strategies

M anagement practices

46. Management practices in regard to administration and human resources are
necessary for effective linkages. Currently, not all practices adequately meet the
coordination needs of multilevel functions. Concerns about the effectiveness of
management policies, including the lack of sufficient training, were common among
OIOS respondents. At present, there is no system-wide training programme on
coordination practices and tools, particularly for headquarters staff.14 Nor is there
training that specifically promotes headquarters/field knowledge-sharing in relation
to common activities of relevance to poverty. OlOS notes, however, that the United
Nations System Staff College has various training programmes, including training in
joint programming and the common country assessment and UNDAF, and an inter-
agency simulation game to promote coordination among agencies. The United
Nations Development Group, together with the Staff College, has a programme for
training country teams and regional staff in coordination tools. Notwithstanding
this, most resident coordinators report not having adequate training, including on
such topics as best practices. OlOS encourages the provision of training for regional
staff and country teams such as that conducted by the Office of the United Nations

14 Although training in team building is offered by the Office of Human Resources Management, it
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Development Group, which includes training in specific tools, team building and
quality assurance.

47. While administrative tools should foster linkages between headquarters and
the field, they may also hamper linkages. OIOS noted several examples of this,
including field staff using two different financial reporting systems because of a
field level partnership between different agencies and the inability of field managers
to hire personnel promptly in response to a humanitarian crisis owing to a lengthy
hiring process handled exclusively by headquarters. Field disruptions are also
caused at times by delays in obtaining budget allotments from headquarters.

48. Finally, regarding performance appraisal, there must be an incentive system to
promote interaction, collaboration and linked activities. A common view was that it
is always easier not to link or coordinate and that as long as there is no serious
performance system linked to the issue of cooperation and linking there will never
be a harmonized United Nations system. Management must recognize that
coordination is a time-consuming but vital job requirement of country
representatives and reward it accordingly. Individual performance appraisals, for
headquarters and field staff, must consistently and uniformly address and recognize
the ability and willingness of an individual to work effectively as a fully functioning
team member.1> OIOS supports the integrated system for accountability and
performance appraisal of resident coordinators and country teams being developed
by the United Nations Development Group.

Work tools

49. Work tools are the means through which linkages happen, and OIOS observed
a tendency to rely on tools that require personal interaction, such as meetings and
workshops, rather than systemic tools such as knowledge management networks. In
particular, most respondents to the OIOS survey reported that meetings and
workshops deliver the best results. Despite this preference, however, meetings and
workshops are also most commonly cited by respondents as requiring the most
improvement. This suggests a need for developing and disseminating more effective
meeting protocols.

50. Other effective tools for headquarters/field linkage include joint training,
common programme planning and multi-agency missions. It is important that joint
training incorporate both policy papers and case studies to ensure that headquarters
and field perspectives are considered. Joint programme planning, while more likely
to occur within headquarters and field entities, is less likely to occur between the
two levels. OIOS is of the view that more consultation on future work programmes
would strengthen linkages; for example, such consultation could occur among the
units of the Department of Economic and Social Affairs and the regional
commissions that deal with similar subject matters.

Communication strategies

51. Effective communication strategies provide an opportunity to institutionalize
linkages so that there is less reliance on personal connections. OlOS observed that
currently there are few system-wide information networks, except in such areas as
humanitarian assistance; at the Chief Executives Board retreat in October 2004,

15 Team work is one of the core competencies of the current performance appraisal system.
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senior management recognized that such systems are crucial to enhancing system-
wide, coordinated engagement and support. Another common concern observed by
OlO0S is that of information overload: there is a need to strike a balance between too
much and too little information by taking a more strategic approach and prioritizing
the information shared.

52. Currently, there are limitations in the headquarters/field communication
processes. At the headquarters level, the Department of Public Information is
concerned with communicating with an external audience, but there are few
strategies for internal communications that specifically address headquarters/field
functions. OIOS also noted that the Office of the United Nations Development
Group had started to develop its own communication strategy only in 2004. At the
field level, resident coordinators are responsible for coordinating communications,
based on the priorities established at headquarters. All new resident coordinators are
given a day of training in communication skills during their induction workshop;
however, support beyond this is more limited. A further concern of field staff is
inadequate feedback from headquarters on field reporting.

53. Crucial to communication is the dissemination of best practices. Current
institutional mechanisms for feedback on lessons learned are limited, with each
agency adopting its own approach. For poverty eradication, the dissemination of
best practices is particularly significant given the extensive research on poverty.
This emphasizes the need for the effective dissemination of information so that
viable solutions are promoted and failed policies identified. Currently, the main
United Nations entity for sharing best practices in poverty eradication is UNDP.
Regional offices, including the regional commissions, must also fully realize their
potential to disseminate regional best practices in poverty eradication through their
websites and publications.

Best practices address weaknesses in linkages between
headquarters and thefield

54. OIOS concludes that best practice linkages facilitate coordination,
collaboration and synergy among headquarters, regional and field offices and tap
into the collective capacity of the Organization to foster the success of poverty
eradication activities. OIOS determined that the factors contributing to strong
linkages are: strong communication; ongoing feedback; systematic sharing of
information, research and data; a combination of personal and institutional
networks; a common understanding of objectives, priorities and strategies; and
mutual trust. OlOS noted several current best practices for effective linkages.

Utilizing knowledge management networksto transmit guidelines, knowledge
and expertise between headquarters and field offices

55. Knowledge management networks have increasingly enhanced linkages
between headquarters and the field. In particular, UNDP maintains numerous
knowledge management networks around six communities of practice.16 Of greatest
relevance for poverty eradication are the Millennium Development Goal Network

16 UNDP uses the term “community of practice” to refer to a broad thematic area, such as poverty,
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(MDGNetwork), open to all participants, and the poverty network, restricted to
UNDP staff. In the knowledge management field, it is generally agreed that these
networks should be moderated and managed by a facilitator. The utility of the
networks also depends on the timeliness of responses. Recently, MDGNetwork was
used by staff of the International Labour Organization in Sri Lanka following the
South Asian tsunami disaster. Within two days of posting a request for information
on conducting a rapid needs assessment, 12 replies had been received offering
specific studies, methodol ogies and instruments.

56. Electronic networks can be used to share knowledge and experience, to
formulate and transmit policy and guidance and to obtain expert feedback. Two
recent examples illustrate the effective use of these networks. First, in 2004,
following the release of the Millennium Project draft report on achieving the
Millennium Development Goals, a discussion was launched on the poverty network,
focusing on the input of UNDP in establishing Goal-based poverty reduction
strategies. Second, a discussion launched by the Bureau for Development Policy of
UNDP on MDGNetwork aimed at sharing concrete experiences with regard to
initiatives for localizing the Millennium Development Goals and identifying gaps
for further research. The discussion’s introduction stated that its outcome would be a
guidance note for localizing the Goals, based on feedback from headquarters and the
field.

57. OIOS is aware that knowledge management networks have their limitations.
One is language, which can restrict participation.1” Another is that networks are not
the definitive source of information for questions raised. Further, the massive inflow
of messages from multiple sources can be so great that subscribers do not read them,
highlighting the need for a more strategic approach to structured knowledge-
sharing. Perhaps most significantly, access to the networks must be broadened.
Currently, approximately 60 per cent of subscribers to MDGNet are UNDP staff
(most at field offices), and the rest are from some 55 different United Nations
entities as well as other groups. Based on OIOS survey results, field staff are more
likely than headquarters staff to rely on knowledge management networks as a
linkage tool.

Forming inter-agency partnerships and promoting regular networking and
consultations around poverty dimensions

58. Inter-agency partnerships can be a successful medium for pooling headquarters
and field level expertise, experience and resources in regard to poverty eradication
issues. OIOS noted several such examples which are significant in that they revolve
around thematic poverty dimensions rather than individual projects and include
headquarters, regional and field level participation. The Rio Group on Poverty
Statistics (of which ECLAC isthe technical secretariat) is an inter-agency group that
brings together the experience and concerns of the various organizations working on
the measurement, interpretation and use of poverty statistics. The Global Partnership
on Forest Landscape Restoration is an inter-agency partnership bringing together a
broad range of expertise and perspectives on sustainable forest management. The
secretariat of the United Nations Forum on Forests in the Department of Economic
and Social Affairs and the Food and Agriculture Organization of the United Nations
(FAO) are among its partners; one of its projects in Senegal involved a group of

17 Both the poverty network and MDGNetwork provide translations of consolidated responses.
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village women restoring their degraded environment and thereby improving their
livelihoods. This partnership illustrates an effective collaboration between an entity
with no field presence (United Nations Forum on Forests) and one with a field
presence (FAO). FAO also partnered the United Nations Environment Programme
(UNEP) and the International Center for Tropical Agriculture in connection with the
poverty mapping initiative, which produces and promotes the use of poverty maps.
Finally, UN Water is the United Nations system-wide inter-agency mechanism for
follow-up to the water-related decisions of the World Summit on Sustainable
Development and the Millennium Development Goals. UN Water works at the
global, regional and country levels to ensure coherence and integration among
member agencies.

59. Regular networking and consultations among agencies, incorporating
headquarters and field perspectives, also create strong linkages. The Department of
Economic and Social Affairs, for example, links on a regular basis with UNEP, UN-
Habitat and UNDP in preparing for meetings of the Commission on Sustainable
Development. These consultations provide important perspectives on
environmental, human settlement and other sustainable development issues. The
Department also regularly consults with UN-Habitat and the International Labour
Organization on youth employment matters, which are also of relevance to poverty
eradication.

Utilizing websites and other electronic forumsto disseminate best practices and
lessons learned in regard to poverty eradication activities at the headquarters
and field levels

60. Websites have the potential to effectively disseminate knowledge and best
practices within and between headquarters and field entities, and agencies typically
use their respective intranets as another means of linking their headquarters and
field offices. OIOS noted three websites as good examples for poverty eradication.18
The first is the website of the Division of Sustainable Development of the
Department of Economic and Social Affairs, discussed in a OlOS report issued in
2004 in which OIOS stated that the website is comprehensive, easy to navigate,
current and rated highly by users (E/AC.51/2004/4, para. 24). The second is the
website of the Statistical Division of the Department, which contains a Millennium
indicators database and relevant publications on issues related to poverty statistics.
The third is the website of the United Nations Development Group, which contains,
among other features, useful information on work tools, publications and best
practices.

61. The regional commissions also maintain websites. A review of these reveals
variability in case of navigation, content, web search limitations (language and
technical) and contact information, as well as in the availability of statistical
information. Only one contained specific information on best practices in the area of
poverty eradication. Despite this variability, these websites can be utilized to
publicize regional publications on poverty issues, as well as regional best practices
for poverty eradication activities.

18 Other programme websites are also relevant to poverty-related topics. The three websites
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62. Other electronic forums are being used to share information on poverty
eradication activities. UNDP recently launched the Poverty Reduction Practice
Workspace, an electronic forum for resources, lessons learned, tools and research on
poverty. The forum can be accessed only through the UNDP Intranet. In addition,
the regional commissions have recently established a web board to strengthen
interregional cooperation and provide the necessary tools for the more effective
exchange of information on programmes, projects and activities of common interest.
Topics currently being discussed include water resource management and trade.
However, the web board is accessible only to regional commission staff. Also, the
Executive Committee for Economic and Social Affairs recently launched a website
on economic and social development, organized according to 11 thematic clusters.

Srengthening theresident coordinator system to link more effectively
with headquarters

63. It is commonly acknowledged that the resident coordinator system must be
strengthened. The United Nations system will carry more weight with Governments
and donors when it is seen to speak and act consistently through a strengthened
resident coordinator system. To achieve this, country teams should be given
adequate resources for staff support for common initiatives and actions, access to
knowledge and experience, and training in interpersonal and communication skills.
Several initiatives are being undertaken by the Office of the United Nations
Development Group to strengthen the resident coordinator system. These include
enhancing the resident coordinator and country team selection and appraisal
processes, revising the job description of resident coordinator to take into account
the system-wide representational role, and assigning more responsibility to the
resident coordinator in regard to programme matters, including authority to design
and implement UNDAF. OIOS notes that any initiatives to strengthen the resident
coordinator system must also address the need to increase its capacity to link
effectively with headquarters entities.

Promoting country team best practices for linking with headquarters

64. OIOS noted several country team best practices for working together more
cohesively as a unit and for linking with headquarters. These include holding well-
prepared and structured monthly country team meetings, conducting facilitated off-
site country team retreats and participating in joint programming, all of which foster
knowledge-sharing and build an esprit de corps. Of particular note is the orientation
of country team work programmes towards the achievement of UNDAF goals
through the formation of inter-agency working groups around thematic issues, such
as gender and health (particularly within the context of Millennium Development
Goal needs assessments). A further good practice is strengthening the working
relationships between country teams and donors, for example, by establishing donor
assi stance groups.

65. OIOS observed that a commitment to working together and a common vision
of mission and purpose greatly enhance country team coordination. Such an
environment depends on the leadership abilities of the resident coordinator, the
willingness of the team members to be part of a cohesive group and their ability to
think and work beyond agency boundaries. While much can be achieved by a well-
functioning and motivated country team whose members collaborate and interact
well, it is equally important that country teams are guided and provided at the
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headquarters level with substantive and coordinated policy and administrative
support.

Conclusion and recommendations

66. In adopting the United Nations Millennium Declaration, Member Sates of
the United Nations committed themselves to fighting poverty. Given its
multifaceted nature, poverty must be tackled with a comprehensive,
multisectoral and coordinated approach, of which effective linkages between
headquarters and the field are a crucial component. The complementary
normative, analytical and operational roles of the headquarters/field paradigm
must be fully empowered to best utilize the cumulative expertise and knowledge
in the United Nations system. Periodic assessments should also be undertaken
to see how linkages can be improved.

67. The current complex system of linkages is not conducive to effective and
efficient collaboration between headquarters and the field. This is due to a
multitude of factors: a wide diversity of mandates, perspectives, roles and
activities in regard to poverty eradication; transmission lines that are often
dependent on personal relationships and ad hoc agreements; and linkage
structures that are multidimensional and multidirectional. One of the biggest
challenges with regard to linkages between headquarters and the field is the
lack of a field presence by several agencies engaged in poverty work and the
need more fully to inform field staff of the activities, knowledge and expertise
available at these agencies.

68. Effective linkages are also dependent upon coordination at headquarters
and in thefield, aswell aswell-integrated regional entities. At the headquarters
level, both inter- and intra-agency coordination must ensure that a common
strategy and agenda for poverty eradication is transmitted to the field. At the
regional level, more must be done to fully integrate regional offices, in
particular the regional commissions, into poverty eradication activities. At the
field level, the capacity of the resident coordinator system must be strengthened
not only to coordinate country-level activities but also to effectively coordinate
efforts with headquarters. Linkages must also be supported by management
practices and work tools which facilitate interaction, collaboration and joint
activities.

69. Several best practices for linkages between headquarters and the field
foster the success of poverty eradication work. These include the effective use
of knowledge management networks, the establishment of inter-agency
partnerships around thematic dimensions of poverty, informative websites and
other electronic forums, and a strong resident coordinator system and country
team practices that promote effective coordination with headquarters entities.

70. At its forty-fourth session, the Committee for Programme and
Coordination requested OIOS to include, in future in-depth and thematic
evaluations, “a brief section on questionsin which intergovernmental guidance
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and follow-up, by the Committee or other appropriate intergovernmental
bodies, would be useful”.19 In reflecting on the recommendations below, the
Committee may wish to consider ways in which to promote and enhance
system-wide coordination for poverty eradication, with a particular focus on
the operational issue of linkages between headquarters and the field. This is
particularly relevant given the Millennium Summit planned for September
2005.

71. Based on these findings, OlOS makes the nine recommendations set out
below. These recommendations are complementary to those adopted by the
General Assembly in resolution 59/250 on the triennial comprehensive policy
review of operational activities for development and to the work programme
and ongoing initiatives of the Chief Executives Board. Given the call for greater
harmonization within the United Nations and that no single part of the
Organization can work in isolation, several recommendations call for system-
wide action.

I nter-agency coordination

Recommendation 1
Enhance collaboration among inter-agency coor dinating bodies

72. The Secretary-General should appoint a working group to consider the
respective roles, responsibilities and contributions of the Chief Executives
Board, the United Nations Development Group and the Executive Committee
for Economic and Social Affairs, as well as practical measures to enhance their
coordination and collaboration in regard to common policy issues that are of
relevance to poverty eradication, with a view to bringing the United Nations
system closer together analytically and operationally. OIOS notes with
satisfaction the invitation extended by the Chairman of the United Nations
Development Group to the Chairman of the High-Level Committee on
Programmes of the Chief Executives Board to participate in meetings of the
Group’s Executive Committee, as well as the establishment of a task force to
review the implications of General Assembly resolution 59/250 with a view to
identifying concrete ways for the Committee and the Group to complement
each other’swork.

I nfor mation-sharing

Recommendation 2
Introduce a more structured, facilitated and strategic approach to system-wide
knowledge management networks

73. Knowledge management networks should be effectively utilized to
enhance the sharing of information and expertise in the United Nations. Two
ways of achieving this are to broaden membership of existing networks and to
create new system-wide communities of practices around poverty eradication
issues. In particular, participation in the poverty network currently

19 Official Records of the General Assembly, Fifty-ninth Session, Supplement No. 16 (A/59/16),
para. 383.
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administered by UNDP should be open to all staff engaged in poverty work in
the United Nations system. Information shared through networks must be
prioritized to safeguard users from information overload. This could involve
the consolidation of existing networks, as well as the creation of a continuum of
users linked through overlapping memberships. OIOS considers that the
United Nations Development Group, in consultation with UNDP and the Chief
Executives Board, isin the best position to take thelead in steering this process.
The current work of the Board and the Information and Communication
Technology (ICT) Network on developing a vision for system-wide knowledge-
sharing should be considered in this effort.

Recommendation 3
Better inform country offices about the work of Secretariat entitieswith little or
no country presence

74. |t isrecommended that:

(@ The United Nations Development Group, in consultation with the
High-Level Committee on Programmes of the Chief Executives Board (which
gives regular consideration to keeping country-level offices informed and to
promoting the flow of information between headquarters and regional offices
as part of its work programme), should determine how country teams can be
better informed about the activities of non-resident agencies whose expertise
and comparative advantage are relevant to national poverty eradication
priorities, and how to increase collaboration between country teams and these
agencies, including though inter-agency partnerships and through work on
joint projects and programmes. The United Nations Development Group
should also consider how country teams can be more proactive in involving the
regional commissions and other regional entities in the preparation of common
country assessments and United Nations development assistance frameworks;

(b) The Department of Economic and Social Affairs should determine
practical ways of informing country offices about its poverty-related activities,
including through strategic field missions and periodic news bulletins targeted
to country teams.

Recommendation 4
Establish mechanismsfor theregular exchange of information between the
regional commissions and country offices

75. The regional commissions should enhance their capacity to inform
systematically and work together with country offices on areas of mutual
interest in regard to poverty eradication activities and establish clear guidelines
on how this exchange would work. This can include, on a regular basis,
publication of newsletters, electronic bulletins, briefings with country teamsin
their respective regions and/or participation in the common country assessment
and UNDAF processes. The regional commissions should also consider how to
strengthen their websites as platforms for the exchange of regional best
practices and lessons learned. The Regional Commissions New York Office
should serve as a focal point in thisregard.



E/AC.51/2005/2

Recommendation 5
Review management and administrative proceduresin order to foster
effective linkages

76. TheHigh-Level Committee on Management of the Chief Executives Board
should assume the leadership in establishing guidelines for secretariat
departments to review their management and administrative procedures so as
to ensure that they do not hamper linkages between headquarters and field
offices. On a broader level, the review should examine linkage structures to
make certain that communication is clear and consistent in the
headquarters/field transmission line. At the working level, the review should
include an assessment of work planning processes, reporting lines, budget
protocols and personnel practices.

M anagement practices

Recommendation 6
Establish system-wide training on common coor dination methods and tools and
on thematic poverty issues

77. ltisrecommended that:

(@ The High-Level Committee on Management of the Chief Executives
Board, in consultation with the United Nations Development Group and the
Governing Board of the United Nations System Staff College, should assume
the leadership in promoting system-wide training that addresses the methods
and tools through which to achieve effective coordination, taking into account
the needs of inter-agency collaboration and communication. The training
offered by the Staff College, as well as the coordination training for country
teams and regional staff currently conducted by the Office of the United
Nations Development Group, can be considered for system-wide training and
particularly encompass both headquarters and field staff. The training should
disseminate common protocols for meetings and teleconferences in order to
enhance their effectiveness aslinkage tools;

(b) System-wide training on thematic issues of relevance to poverty
eradication should also be explored with a view to involving both headquarters
and field staff in order to exchange best practices and enhance awareness of
how their work fits into the overall poverty eradication activities of the United
Nations system.

Recommendation 7
I ncor por ate coor dination and collaboration in performance appraisals
and incentives

78. TheHigh-Level Committee on Management of the Chief Executives Board
should encourage and coordinate efforts by secretariat departments to
systematically and consistently incorporate the job elements of coordination
and collaboration for all staff, beyond the more general managerial
competencies of “building partnerships’ and “communication”, into individual
performance appraisal systems, including by establishing common indicators of
success. | ncentives for working on joint activities should also be explored.
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Recommendation 8
Encour age staff secondments between headquarters and field offices

79. The High-Level Committee on Management of the Chief Executives
Board, in consultation with the United Nations Development Group, should
promote staff secondments between headquarters and field offices to encourage
learning and an appreciation of their complementary roles and functions. OIOS
notes that, in April 2004, the Chief Executives Board approved a policy
statement on staff mobility, in which it stated that the executive heads would
actively promote inter-agency mobility.

Resident coordinator system

Recommendation 9
Further strengthen the capacity of the resident coordinator system asa
linkage tool

80. OIOS fully supports the recent efforts of the United Nations Development
Group to strengthen the resident coordinator system and enhance the capacity
of the offices of the resident coordinators to effectively bring about
coordination and cohesion in the various activities of the United Nations system
at the country level. Ol OS takes note of General Assembly resolution 59/250, in
which the Assembly urged the broader United Nations system to provide
further financial, technical and organizational support to the resident
coordinator system. In its effortsto strengthen the resident coordinator system,
the United Nations Development Group should pay particular attention to the
capacity of the resident coordinator system to link effectively with
headquarters offices and report to the Chief Executives Board on the progress
made in that regard.

(Signed) Dileep Nair
Under-Secretary-General for Internal Oversight Services




