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. PURPGCSE

1. Advance copi es of document DP/1997/16/ Add.7 were circulated to Executive
Board menbers in March 1997 as a framework for consultations. D scussions on
this subject continued at the second regul ar session 1997 of the Board and
subsequently at informal sessions on 11 April, 2 April and 1 May 1997. Through
t hese neetings, Board nenbers have provided guidance to the Secretariat on a
nunber of policy matters.

2. The Executive Board is an active participant in the change process and its
nenbers will see the guidance they have already given to the secretari at
reflected at the 1997 annual session. Accordingly, the present working paper
sets out those el enents of the change package that have been further clarified
or revised through the consultative process and updates earlier proposals in the
i ght of those discussions.

3. The updated or revised proposals relate to six policy issues that have been
grouped according to three defining characteristics of the new UNDP, as
presented in DP/1997/16/ Add.7. The six policy issues are: (a) the
accountability of the resident coordinator; (b) the role of resource

nobi lization in UNDP, its policy context and its relationship to programe
country needs; (c) the rationale and plan for establishing the proposed
subregional facilities, including estimated costs; (d) the place of the

Eval uation O fice in the new UNDP structure; (e) the possibility of
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decentralizing the regi onal bureaux; and (f) the respective roles of the Ofice
of United Nations System Support and Services (OUNS) and t he Energency Response
Division (ERD) in dealing with humanitarian energencies.

1. UPDATED PROPOSALS

A. Country focus

1. The accountability of the resident coordinator
and the role of the Ofice of United Nations
System Support and Services

4. The resident coordinator is ultimtely accountable to the Secretary-Cenera
for the effective coordination of United Nations systemactivities at the
country level. He/she will report to the Secretary-General through the

Admi ni strator of UNDP in his/her capacity as convenor of the Executive Committee
of the Devel opment Cooperation G oup.

5. QUNS wi || support the Administrator in discharging his/her oversight of the
ef fective functioning of the resident coordinator system OUNS will become nore
of an inter-agency unit, with about half its total staff seconded from ot her
United Nations entities. The unit is expected to remain lean. It will be

dedi cated to strengthening the resident coordinator systemand to pronoting
owner ship of that systemby other United Nations entities. GOher United Nations
funds and progranmmes have renewed their commtnent to these goals.

6. The UNDP regi onal bureaux will be responsible for the UNDP programe but
not for the resident coordinator per se. The regional bureaux w |l support the
operational activities of the resident coordi nator as co-owners of the resident
coordi nator system Such operational and systemw de activities will include:
preparation and nonitoring of the country strategy note (CSN); increased
attention to common country assessnments (CCAs); and support for the round table
and Consultative Group neetings

2. The role of resource nobilization in UNDP

7. In many programme countries, UNDP core resources alone are insufficient to
make a significant difference in the fight against poverty. The principle of
the resource nobilization target (RMI), approved by the Executive Board and now
part of each country cooperation framework (CCF), acknow edges this fact. Under
the resource nobilization strategy, country offices will be asked to give nore
attention to the RMI in order to attract nore funds for nationally defined
sust ai nabl e human devel opnent (SHD) goal s

8. In paragraph 9 of decision 95/23, the Executive Board recogni zed the

i nportance of non-core resources, including cost-sharing and non-traditiona
sources of financing, as a mechanismto enhance the capacity and suppl enent the
neans of the United Nations Devel opnment Progranme to achi eve the goals and
priorities as specified in decision 94/14. Accordingly, UNDP nobilizes
resources, not for the organization itself, but in order to finance nationa
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programes and capacity devel opnent in SHD and to maxim ze the inmpact of its
core resources. Resource mobilization is undertaken with the support of the
programe country Government. Funds raised by UNDP in the exercise of the
resi dent coordinator function need not be channelled through the organi zation
but should serve the goals of pronoting SHD.

9. Pol i cy consi stency nust be naintained in nmobilizing non-core programe
resources and the inpartiality of UNDP nust be preserved. Resident
representatives will be accountable for ensuring that all resources nobilized at
the country level: (a) fit into the UNDP SHD progranm ng framework; (b) neet
the sane criteria applied to all programmabl e resources; (c) support approved
CCFs. Non-core resources nmobilized under CCFs will remain subject to Executive
Board scrutiny through md-termreviews and progranme eval uations. The proposed
doubl ing of the UNDP resource base should be seen as an internal target intended
to alert country offices to untapped potential in the context stated in

par agraph 7 above.

10. Co-financing opportunities should be devel oped in a coordi nated manner
observing due protocol with donors and taking all steps to avoid unsolicited
approaches to donor capitals.

11. Resident representatives should | everage resources within the CCF as part
of their regular programme work in the focus areas of UNDP. Perfornmance
apprai sal s should provide incentives to encourage themto identify legitimte
opportunities for mobilizing non-core funds at the country level. Such
apprai sal s should recogni ze that not all countries provide the same
opportunities and shoul d take regional and national situations and prospects
into account. The strong positive correlation that exi sts between vi gorous
resource nobilization and high delivery, especially where core resources are
used to seed | arger, high-disbursing projects, should be brought to the
attention of all country offices.

12. As background, it nmay be noted that official devel opment assistance has
declined, and with it, the core resources that are the base of the UNDP
programme. Wile every effort nust be nmade to reverse this disturbing trend, it
presents a newreality that calls for new thinking about the role of core
resources. Unless those resources are used as base funds for |everage, UNDP
coul d becone a | ess effective devel opnent organization in the future.

3. Subregional resource facilities (SURFs)

13. Country offices need context-sensitive technical support to hel p programe
countries to achieve their national SHD goals. UNDP cannot provide such support
effectively from headquarters given the diverse requirenments of different
regions. Nor, with limted resources, can it build that type of support

capacity in each country office. The proposed SURF systemwi |l re-locate the
techni cal backst opping of country offices from headquarters to the subregi ona
level. A technical group has been fornmed to address issues arising in the SURF

system including the costs, final nunmber and criteria for the location of the
facilities.
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14. The SURF systemis not another managenent level. It is a technical service
to country offices. The systemw |l place two technical functions - expert
referrals and the capture of best practices in SHD - in subregional nodes I|inked
to a snall global hub at headquarters. The first function will inprove the

quality, relevance and responsi veness of the support UNDP of fers programe
countries through its country offices. The second will strengthen its
institutional know edge base with country- and regi on-specific informati on and
experience. Each SURF will be located in a country office. The regiona
bureaux wi Il oversee the managenment of the system while the Policy Bureau wll
provi de substantive gui dance.

15. SURFs will tap into United Nations system and non-governmental organi zation
(NGO expert networks and will not duplicate existing expertise. They wll
operate increasingly in a United Nations systemcontext and will develop with
regi onal comm ssions and United Nations funds and agencies in the field a menu
of services based on the respective conparative advantages of each United
Nations entity. To this end, UNDP will work closely with the United Nations
Children's Fund (UNICEF), the United Nations Popul ati on Fund (UNFPA) and ot her
funds and agencies that are decentralizing their technical support functions.

16. Wiile the two UNDP staff foreseen for each facility will be covered by the
core budget, expert services through the SURFs will be demand-driven. SURFs
that generate strong country office interest in their services will flourish
Those that do not will be phased out. The systemwi |l thus be self-regulating.
Moreover, it will make the maxi mum use of |ocal experts and national talent,

t hereby not only tapping but strengthening country capacity.

17. SURFs will be introduced gradually to allow for adjustrments in the |ight of
experience. One facility per region will be established each year over three
years. The one-time start-up costs of the systemare estinmated at about

$2.5 mllion and annual operating costs of the full system at approximately

$6.5 mllion. These estimates will be confirned in the budget proposals for the
1998-1999 biennium A plan for operationalizing the SURF systemis part of the
i mpl ement ati on plan being presented to the Executive Board at the current
sessi on (DP/ 1997/ CRP. 16).

B. Effectiveness and inpact

The i ndependence of the evaluation function

18. It is critical to ensure the independence and effectiveness of the

eval uation function in the new UNDP. This will be achieved by: (a) maintaining
the Evaluation Ofice as a separate unit, the head of which will report directly
to the Admi nistrator on the results and perfornmance of UNDP programmes;

(b) using professional evaluators to carry out the function; (c) naintaining
annual reports to the Executive Board through the Adm nistrator on eval uation

pl ans, activities and conpliance rates and providing the Board with strategic
eval uation findings; (d) holding regional bureaux and resident representatives
accountabl e for conpliance with nmandatory eval uati on schedul es; and

(e) providing for sanctions in cases of non-conpliance with accepted eval uation
findi ngs.
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19. It is also essential to close the | oop between eval uati on, | earning,

programe policy devel opment and programme quality. This will enable UNDP to
manage by results and build itself into a know edge-based organi zati on.

20. The rel ationship between evaluation and learning will be pronoted through a
series of neasures. At headquarters, the Devel opment Study and Learning
Comittee, consisting of representatives of the Evaluation Ofice, the Policy
Bureau and the Human Devel opnent Report Office, will meet regularly to identify
I i nkages and provi de feedback fromwork in their respective areas on a
continuous basis. At the country level, follow ng the decentralization in 1997
of the central eval uation database (CEDAB), country offices will make nore use
of evaluation findings in programe and project design. A training package on
how t o use CEDAB, which now has a nore user-friendly interface, is available to
country offices. In addition, the Evaluation Ofice will maintain and expand
its series of publications on "Lessons Learned", including its annual review of
eval uation findings.

C. Structure and infrastructure

1. Decentralizing the regional bureaux

21. The new UNDP structure reorgani zes three distinct components or functions
headquarters being those units whose functions concentrate on organi zationa
policy, a global know edge base, advocacy, managenent oversight and quality
control, and gl obal resource nobilization; operating units, conprising the
country offices and the regional bureaux; and common adm nistrative and

financial services. |In theory, only headquarters units need be located in
New Yor K.
22. In the light of the above theoretical principles, careful thought has been

given to relocating the regional bureaux in the field. The decision not to
decentralize these bureaux at this time is based on the follow ng practica
consi derati ons.

23. First, the overall decentralization plan is at an early stage and there
remains a need within operations for strong managenent oversi ght and gui dance
from headquarters to manage the transition. The regi onal bureaux will provide

t hat oversight and managenent. Second, the reorgani zation of headquarters into
corporate and operations groups is a new nove. Qite a few |linkages between the
two groups, as well as mechani snms, functions and processes that currently

i nvol ve both, still have to be clarified and new tools and practices put into

ef fect before the proposed headquarters managenent structure, including an
effective Executive Commttee, will fully materialize. Maintaining the regiona
bureaux at headquarters will allowthemto play their role in devel opi ng these
new structural nmechani sms and provi de a degree of continuity through change in
headquarters-country office relations. Third, the reformprocess at United
Nations Headquarters has recently entered a new, critical phase. Perspectives
on operations in the regions should be reflected in that ongoi ng process, a task
best acconplished by having the bureaux directors and their staff in New York.
Finally, a UNDP interface with the Bretton Wods institutions in operationa
matters is considered inmportant to the renewal of effective working relations
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under the new cooperation arrangenents recently worked out between UNDP, the
Worl d Bank and the International Mnetary Fund. The regional bureaux currently
provide that interface in their respective areas.

24. The location of the regional bureaux should be reviewed at the end of the
1998-1999 bienniumin the light of results achi eved through inplenenting the
change proposal s.

2. The roles of the Ofice of United Nations System

Support and Services and the Energency Response
Division in humanitarian contexts

25. The division of |abour between OUNS and the Emergency Response Division
(ERD) is as follows. As noted in paragraph 5 above, OUNS is expected to devel op
into an inter-agency unit and will support and nonitor the performance of the
resi dent coordi nator systemin humanitarian situations on a United Nations-w de
basis. ERD, on the other hand, will deal with the specific energency responses
and functions of UNDP. Since the latter functions are operational in nature,
ERD will be relocated in the Operations Support Unit (OSU) as part of the
Qperations G oup.

[11. | MPLEMENTATI ON PLAN

26. The proposed strategy for inplenenting the change proposals and the
corresponding time-frame and estinmated costs are presented in conference room
paper DP/ 1997/ CRP. 16, available to the Executive Board at the current annua
session. The plan establishes mlestones for neasuring progress towards the
obj ectives of the change process. It will constitute the basis of regular
reports to the Board over the two-and-a-half years during which inplenentation
will take place.



