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Geneva, 30 September 1969 

Dear Mr. President, 

When, at the Sixth Session, the Governing Council considered the 
proposal that I should be designated Commissioner to undertake a 
study of the capacity of the United Nations system to handle the r e 
sources made available by the United Nations Development Programme 
first, at their present level and, second, if doubled over the next five' 
years , the Council expressed the wish that it should receive my Report 
"directly and in unexpurgated form". 

I therefore now submit it to you for circulation to Members of the 
Council. Mr. Paul G. Hoffman will also be sending copies to 
Members of the Inter-Agency Consultative Board in order that their 
comments and viewpoints can be transmitted to the Council. Each 
member of the Panel of Consultants has received a copy and their 
observations will be sent to the Council directly. 

A final memorandum to the Council may be necessary after the 
Inter-Agency Consultative Board and the Consultants have commented 
on the Report; if so, I will submit it in due course. 

As it was the Administrator who commissioned me to undertake 
the Study, the Report is directed to him but, in view of the Council's 
express wish quoted above, I deem it desirable to write this le t ter to 
you, Sir, to draw attention to certain matters of concern to you and 
to the Council. 

As you will be aware, a Commission on International Develop
ment, under the chairmanship of the Rt. Hon. Lester B. Pearson, 
carried out a broad survey of development assistance at the same 
time as this Study was being undertaken. Mr. Pearson, with 
characteristic consideration, arranged for a copy of his 
Commission's Report to be made available to the Study immediately 
it was finished. In very general t e rms , it can be said that the 

His Excellency 
Ambassador Agha Shahi 
President 
Governing Council of the United Nations Development Programme 
United Nations, New York 



PearsonCommiss ionhas surveyed thema^orproblemsofdeve lop-
mentco-operat ion, whilst the Capacity Study has examined therole 
oftbeUnitedNations development system in that process. 

TbeRepor to f t heCommis s ionon International Development 
a r r ivedonly a f ewdaysbe fo re thecomple t i ono f theRepor to f the 
Capacity Study which, simultaneously, had to t ake in toaccoun t the 
conclusionsof the final meeting of theEnlargedCommit teefor 
P rogrammeand Co-ordination of ECOSOC. It can be said with con
fidence, however, tha t tbeconclus ionsof thePearsonCommiss ion 
and those of theCapacity Study wbensurveying similar problems -
andworking independently of eachotber - appear tobebas ica l ly tbe 
same. 

The Commissionon International Development has proposed that 
aconference should behe ld next year to discuss tbecreat ion of 
improved machinery for theco-ordinationof development assistance. 
Sucbaconference wouldobviouslyhavetotakecognizanceof the 
place and responsibilities of theUnitedNationsdevelopment system, 
which is t becen t ra l tbeme of theCapaci ty Study. l a s s u m e t b a t 
governments wi l l the re fo redec idebowthegrea tes t benefits could be 
derived from the work both of theCommission and the Study. 

I w i s h t o e x p r e s s n ^ y appreciationto al l those concerned, par-
t i c u l a r l y t o M r . Paul Hoffman, whomade it possible for me to 
undertake the S t̂udy. F r o m t h e outset, Ihavebeenconsc iousof 
myl imi t a t ions in making th issurvey; no one i s likely to be more 
cr i t ica lof it t h a n l a m myself. 

Despi te i t s shortcomings, Ishould be content if the Study con
tributed to the solution of son^e of thema^or problems that now 
threaten theeffectiveness oftbeUnitedNations system and, in turn, 
l imit i ts capacity to co-operate with tbedevelopingMember States. 
It is important that the internationalorgani^ationsshould function 
efficientl^yforthe sake of all mankind; it i s imperative that they 
shoulddo s o i n m^eetingthecornrnitrnents that tbeyhave now under
taken in co-operating wî th the less-privileged par t sof the world. 
My only reason for accepting this task was the hopethat the Study 
mfgbt ultimately help people in the developing countries. Ibelieve 
that thi^s work transcends anyotherbumanendeavour . If official 
repor ts wer^e ever dedicated, this onewouldbeded ica ted to the 
peoplesof the developing countries. 

Yours sincerely, 



FOREWORD 

In the middle of theCapacity Study, the Head of State inadeveloping country 

said tornea "By the t imeyour Study is finished, you'11 h a v e b a d a u n i q u e oppor

tunity toreviewtheent ireUnited^Nations development system. WhenyourRepor t 

is ready, write and tell m e a l l about it f o r l w a n t to help i f l c a n . " This is the 

l e t t e r l s h a l l w r i t e . It could serve, I think, as a f o r e w o r d t o t h e R e p o r t . 

D e a r . . . 

The Capacity Study is finished andacopy of the Report is enclosed. 

When last we met, y o u a s k e d m e t o l e t y o u k n o w w h a t l f e l t a t t h e e n d o f it 

all. H e r e i s t h e l e t t e r l p r o m i s ^ e d . 

We havediagnosed^the patient'^ sickness andwr i t t enap re sc r ip t i on . 

^ r e m a i n s to be s^een whether he wil l take the medicine. 

As you will recal l , the Study dealt with theUnited^Nationsdevelop-

m e n t s y ^ t e n ^ a n d i t s p a r t n e r s b i p i n t b e f i e l d o f tecbnicalco-opera t ionwitb 

the developing Member States - t h e 'Third World'. It reflects twelve 

monthsof intensivework by ha^f-a-do^en people whoreceivedexcept ional 

support on all s îdes^ Over lOOgovernments were consulted and ^ave us 

^their views; each of the organisations which make up tbeUni^tedNat^ions 

sys^tem-ther^e are about twenty of t hem-prov ided us with detailed 

information abbu ta l l tbe i r activities', andmanywise and experienced 

people, bothmside and outside t̂be system, gave us tbebenefit of their 

advice. 

As you anticipated^ b y t h é t i m e i t w a s a l l o v e r , I h a d bad an extra

ordinary insight into theUnited^Natiohs system. I w o u l d b ' t b e h u m a n i f I 

d i d n b t f e e l l h a d come full circle. I w a s a t the centre of things a^tLa^ke 

Success^âbout^wen^y years ago, and theroots^ of many bf today's problems 

weréáppáréntevén^tben, but, significantly, governments were not 

prepared to dea^ with them effectively. 



At the end of the Study, l a m left with several strong impressions. 

The f i r s t o n e i s positive. l amconvinced that technical co-operation and 

pre-investment ^re one of themost effective waysof assisting the developing 

countr iesinachieving economic andsoc ia lp rogress . Ibe l ieve theUni ted 

Nations, despite its present limitations, hasdemonstratedconclusivelythat 

it is the idea l instrument for the^ob. Virtually everyMen^ber State agrees 

with this andmanyof themwouldbewi l l ing to contribute substantially more 

fundsif t heope ra t ioncou ldbemade really efficient. Thisfunctionof 

development co-operation, by the way, i s n o w b y far the largest activity in 

the entireUnitedNations system. Thus, in surveying its development work, 

we werecompel led to look a t t h e m e c h a n i s m a s awhole. 

It would be an impertinence. Sir, for me to suggest what needs to be 

done todeve lopyourowncount ry . You know that better than any man. But 

we would both agree that t h e r e i s a t r emendous^ob tobedone , that decades 

ofwo^kl iëâhëad , and that your country, which we both love, is typical of 

about ninetyother nations in the world, al lof which will require technical 

co-operation for m^any years to come. Since the international system has 

shown that t h i s i s afield w h e r e i t c a n o p e r a t e effectively, the consideration 

o f t h e t h r e e studies of this ac t iv i ty - thePear sonCommiss ion , the Second 

Developm^entDecadeproposals and the Capacity Study-which are nowavai l-

able,provide governn^ents with the basis for aful l -scalereviewof their 

policies. This, in turn, wouldoffer an unprecedented opportunity t o r e -

vitalise theUnitedNations development system. 

T h e r e i s no doubt that this opportunity exists - b u t can the^overnments 

of tbewor ld grasp it7 This is where my second and predominantly negative 

impression emerges a n d l a m c o m p e l l e d t o s a y ^ ' O n t h e r e c o r d o f t h e l a s t 

twenty years , probably not . ' Only if youandacons iderable number of 

HeadsofS ta teand governments combine can weget decisive action. It is 

n o t t b a t l a r g e s u m s o f n^oneyare involved- technica lco-opera t ion is 

p robably themosteconomica lof all methodsof assisting developn^ent. The 

r e a l r e a s o n i s t h e great inertia of this elaborate administrative structure 

which no one, it seems, canchange. Yetchange is now imperative. 



This iŝ  my greatest worry and it is shared by virtually every r e s 

ponsible man and w o m a n l h a v e m e t , both within and without the system. 

Governmentscreated this machine - whichever t h e y e a r s h a s grown into 

what is probably the most complex organization in theworld . What i s it 

exactly7 Briefly, i t i s b u i l t u p o f t h e administrative s t ructuresof the 

UnitedNations and its component par ts , such as UNDP, UNICEF, UNIDO and 

UNCTAD, etc . , andof about adozen Specialized Agencies. In theory, it is 

under the control of about thirty separategoverning bodies; in the past, 

much of their work in dealing with administrative problems hasbeen self-

defeating. At the headquarters level, there is n o r e a l "Headpiece" - n o 

centralco-ordinating organization - which couldexercise effective control. 

Belowheadquarters, the administrativetentacles thrust downwards into an 

extraordinary complexof regional andsub-regionaloffices, and finally 

extend into fieldoffices in over ninety developing countries. This 'Machine' 

nowhas amarked identity of its ownand its power is so great that the 

question must be asked 'Who controls this 'Machine'7' Sofar , the evidence 

suggests that governments do not, a n d a l s o t h a t t h e m a c h i n e i s i n c a p a b l e of 

intelligently controlling itself. T b i s i s not because it lacksintel l igent and 

capable officials, b u t b e c a u s e i t i s so organised that manager ia ld i rec t ion 

is impossible . Inother words, the machine as a w h o l e h a s b e c o m e 

unmanageable in tbes t r i c t e s t use of the word. As a r e s u l t , i t i s b e c o m i n g 

slower and moreunwieldy, like someprehis tor ic monster. 

'What are the impl ica t ionsofa l l th is '7 youwi l lask . Before answer

ing that question, one can say immediately that the political side of the 

UnitedNations - t h e General Assembly and the Security and Trusteeship 

Councils - is not unduly affected. Twogreat international institutions are 

a lsolargelyuntouchedbecausetheyareindependent and well managed^ the 

International MonetaryFund and tbeWorld Bank Group. T h e r e a l t h r e a t 

f romthe machinéis where i t inhibi t s thedevelopment co-operation provided 

bytheUnitedNations system. UNDP is the principal organization affected 

by this situation. Asyouknow, UNDP does not operate itself, but rel ies on 



the Specialised Agencies for the execution of its projects. As a r e su l t , all 

of them are vitally affected though, fortunately, several of those with 

relatively smal lp rogrammes are less constrained. 

Thus, the answer to your question is that the developing countries 

a r e n ' t g e t t i n g a s g o o d a t e c h n i c a l a s s i s t a n c e service as they should, that the 

fu tureprogressof theU^N system is threatened, and, within that framework, 

thousandsofcapab lemenand women, whohave dedicated their careers to the 

idea lof theUni tedNat ions , areincreasinglyfrustrated. 

'What prevents us from bringing the 'Machine'under control7 'wi l l be 

your next question. There is no perfect answer. In theory, complete con-

t ro lo f the n^achine would require the consolidationofall thecomponent 

par ts - t heUn i t edNa t ionsand the Specialized Agencies - i n t o a s i n g l e 

organization, which is not within the realms of possibility. What could be 

doneimmediately, however, is to b r i n g a v e r y l a r g e part of it under reason

able control by introducingsystematic procedures for the effective manage-

mentof the predominant functionof development co-operation. This would 

r e q u i r e a s t r o n g central co-ordinating organization. The S t̂udy describes 

bow this could be done - essentially by res t ruc tu r ingUNDP-bu t the effects 

of thechanges involved would be so substantialthat they would be resisted in 

manyquar t e r s . Here, I s h a l l g i v e y o u o n l y t h r e e examples. In doing so, I 

do not imply any deliberate obstruction but rather refer to those whose 

official pos i t i ons r equ i r e themtosus t a in the status quo. 

F i r s t , many senior officials, whilst readily acknowledging that change 

is essential, would be impelled to res i s t it. They would do this on the under^ 

standablegrounds that they are soheavily committed to the present operation 

that they could not physically find time to introduceam^a^or^ reorganisation. 

I sympathise, but it is asi tuation which cannot be accepted for progress 

wouldon these t e rms be impossible. It m^ust never be forgotten, too^ that 

U^DP is today f inancingagrea t part of the operations of the Specialised 

Agencies and they themselves could not make ma^or c h a n g e s - e v e n if they 

were willing to do so - u n l e s s U N D P as the potential co-ordinating point took 

t h e l e a d . I n a s e n s e , it i s possible to think of U N D P a s a m a i n gearwheel , 

with each of the Agencies as another important wheels all of̂  which must mesh 



together if the mechanism is to function effectively and thus create a s y s t e m . 

It follows logicallythatUNDP must bereinforced with whatever managerial 

manpower is needed to in t roducethe necessary changes. 

Second, r e s i s t a n c e t o c h a n g e w i l l c o m e f r o m m a n y o f the Agencies. 

Supported by governments, most of them have nowbecom^e the equivalentof 

principalities, free from any centralized control. O v e r t h e y e a r s , like all 

such institutions, they have learnt to s a f e g u a r d e d increase their powers, to 

preserve their independence, and t o r e s i s t change. Al l these character is t ics 

are reflected in their individualpatternsof organization andadministrat ion 

and it is largely because of this that the machine is as it is . This would not 

matter somuch if the Agencieshad not become sogrea t ly involved, i n c o -

operationwithUNDP, in the processof development. Lacking any central 

control, they have naturally advanced independent sectoralpol ic ies , often 

without d u e r e g a r d t o t h e interests of either the deve lop ingcount r iesor the 

UNsystem. Therecordshowsconc lus ive ly tha t , whilethe Agencies may 

genuinelywant towork together collectively gandin s o d o i n g h e l p t o b r i n g the 

machineunder controls, theyhavebeen frequently prevented f r o m d o i n g s o b y 

forces outside their control. 

You, Sir, knowwhatyour Cabinet would be l ikeif you were not t h e r e t o 

take charge of it. Today, the Agencies -which have somuch to contribute -

cannot giveof their collectivebest because no individual andnoorganizat ion 

is pulling them together. There can be no equivalent in theUNdevelopment 

system t o a H e a d of Government, b u t a g r e a t l y strengthened UNDP, sensitive 

to theproblen^sof the Agencies, couldexercise a m o s t b e n e f i c i a l a n d c o n -

structive influence throughout theent i reUNdevelopment system. 

And that brings me to the third and f ina lexamplewherechangewi l l be 

resisted. It will be in theCabinetsof individual Member States. Our 

enquiriesrevealed example after example where Departmental Ministers 

have advocatedpol ic ies inthegoverningbodiesof the part icular Agency which 

concernedthem^e.g. aMinister of Agriculture inFAO, o r a M i n i s t e r o f 

Education inUNESCO^which were in direct conflict with hfsgovernment 's 

policies toward t h e U N s y s t e m a s a w h o l e . It follows logically. Sir, that 

unless ama^orityof Heads of Government of Member States, assisted by 



the i rMin is te r s of Foreign Affairs and of Finance, are determined to establish 

policies del iberatelydesignedto introduce the necessarychanges into the 

present 'non-system' andto ensure that theirDepartmental Ministers 

adhered to those policies in the variousgoverning bodies, then the present 

monster wi l lcont inuetopropagate , theUNsys temgenera l lywi l lde te r io ra te , 

and the economic andsocia ldevelopmentof the 'Th i rdWor ld 'wi l lbe 

frustrated at the very t in^ewhenauniqueopportunity exists to expand it 

significantly. 

Thus, the forcesof inertia resistingchange are ve rygrea t and lhave 

l i t t leopt imism for the future unless the Cabinets of many of the Member 

Statesdecide to t rea t th i sbas ic problem with theser iousness that it demands. 

Iknow that you andyour Government w i l l d o s o ; I hope very much that n^any 

others do likewise. 

In summary, w h a t l h a v e s a i d i s t h a t t h e U N d e v e l o p m e n t s y s t e m c o u l d 

d o a r e m a r k a b l e ^ o b i n c o - o p e r a t i n g with theThi rdWor ld , but theprospects 

a r e n o t very promising unless the n^achinecanbebrought under control. 

Probably thebes t answer that onecould hope for at thepresen t t i m é i s for 

governments to transformUNDP into astrongandeffect iveorganizat ion, 

andforUNDP, in turn, by the exerciseof enlightened managerialand 

financialprocedures, to secure the co-operation of the Agencies in bringing 

then^achineunder reasonablecontroland, by doing so, facilitating improved 

co-operation with theThi rdWor ld . 

B e f o r e l t u r n t o b r o a d e r issues, Ishould make three further comments. 

F i r s t , the machine can bereformed without anyan^endm^entstotheCharter 

of tbeUnitedNations or to the constitutions of the Agencies. Of course, if 

governments decidedtheywanted stronger and more decisive action, then the 

thing to do would be to centralize the budgets of a l l the Specialized Agencies -

except those of the IMF and IBRD - and bring them under effective co-or

dinated control in ECOSOC. Thenyou really would see oppositionto change' 

That battle was fought out w h e n l w a s a t Lake Success in t h e e a r l y days and 

the supporters of the sec tora lapproachwontheday . Whether that victory 

was good for theUnited ^Nations as a w h o l e i s a m a t t e r f o r t h e h i s t o r i a n s , but 

I amposi t ive that the progressof theThi rdWor ld would beadvanced if 



financial power could be used intelligently so as to ensurecollect ive action 

by theUNdevelopment system, especially in each of thedeveloping Member 

States. 

The secondcomment is prompted bytheques t ion that many thoughtful 

peoplehave asked me^ ' I s i t worthwhile going to a l l t h i s f u s s and bother to 

t ry andreformthemachine7 IBRD is efficient; w h y n o t l e t U N D P g o o n a s 

it i s , even if its capacity diminishes as the machine grows more unwieldy, 

a n d l e t t h e B a n k d o t b e r e s t 7 ' There are at l e a s t t h r e e r e a s o n s for re jec

ting thisapproach. The first is that it is in the interests of all Member 

States for theUnited Nations to carry on the technical co-operation work 

which it hasp ioneeredand has showncanbehandledsuccessful ly as an 

internationaloperation. Hence, UNDPshouldbe s t r eng thenedso tha t i t can 

effectively accomplish i t s r o l e and, simultaneously, h e l p t o b r i n g the machine 

under reasonable control. Next, evidence presented to the Study indicates 

that theThi rdWorldwould prefer t o remain ine f fec t ivepa r tne r sh ip with 

UNDPas far asdevelopment co-operation is concerned for, m u c h a s i t 

respects theWorld Bank Group ^and rightly so^, there are misgivings about 

its weighted voting and limited membership. Finally, al thoughlobviously 

cannot speak for thePres iden t of the Bank, Ihave the impression that the 

Bank would prefer to seeUNDPand theUNdevelopment s y s t e m a s awhole 

operating with efficiency and interlocking their ope ra t ions in the fieldof p r e -

investment with theBank Group. 

Third and last comment. All concerned must realize that the^ob to 

b e d o n e b y U ^ D P i s essentially an operation in contrast to the usual function 

of a sec re ta r i a t . Mostgovernmentshave accepted this distinction insepa^rat-

ing their nationalized industries fromthepern^anent governmental service. 

They must now take another step forward and accept theneed for the 

equivalent of an internationalized industry. 

l e a n now imagineyou sayings 'Look. You know t h e p r o b l e m s l h a v e 

in governing this country. l a g r e e with you fullythat the future of the 

UnitedNations i so f the highest importance. l a g r e e that thedevelopment 

co-operation ^obbas great possibilities^ it could well offset the limitations 

ofthe political bodies in theUnitedNations. l a g r e e that the 'Machine ' i s an 



impediment both to UNand the T h i r d W o r l d - b u t ^ u s t what do you want my 

Government, and other governments, t o d o 7 ' Andl th ink you would add^ 

'Remember Churchill7' " P r a y l e t m e h a v e o n o n e sheet of paper . . . " Ido 

not know if l o a n d o that, b u t l w i l l keep it as short as possible. The matters 

I w r i t e about now, of course, represent mydeepest impressions of ^11. 

F i r s t , before thinkingabout the problem of the machine, Iwouldask 

governments topu t both problen^s - theU^Ndevelopn^entsysten^ and the 

T h i r d W o r l d - i n t o a rea l i s t i cperspec t ive . Pleaseref lect carefully 

onou r experiences since t h e p r e s e n t U N s y s t e m w a s established - a 

period during which so many membersof theThi rdWorld achieved 

their independence. Next, take stockof the present. Consider what 

hasbeenachieved. A v e r y great deal. After that, thinkcarefully 

about what needs to be done. Look forward with vision and deter-

mina t ion toward theendof the century and mapout a s t ra tegyfor 

development that wi l l se izepeople ' s invaginations and givehope to those 

who a r e i n n e e d , and̂  inspiration to those whohave the power tom^ake 

great changes. FewMinis ters will have tirn^e to read al l this Report, 

b u t t h e p e r s p e c t i v e t o w h i c h l h a v e r e f e r r e d i s surveyed in it^ if they 

wi sh tocons ide r thep rob lemn^oredeep ly . 

Second, in looking to the futures recognise theextraordinary advances 

insc ience and technology and the power they nowgive us to rende r 

world conditions more tolerable for all mankind. 

Third, despite the present politicaldifficulties, recognize that the 

impactof those technologicalchangesmust inevitablyincrease t he in t e r -

dependence of nations, andcrea tebo th unprecedented opportunities and 

i r res is t ib ledemands for development as hundredsof millions of people 

s ee fo r themselves that t h e r e i s no reason t o r ema in underprivileged. 

Fourth, p l e a s e g r a s p t h e opportunities opened up by this unique com-

binationof circumstances and the existenceof an institution such as the 

United N^atfons, and decide to^equfp it with an instrumentality 



deliberately designed to co-operate with theTh i rdWor ld . Make 

certain that it is an organisation that could really respond flexibly and 

quicklyto the conditionsof the future. 

Fifth, governmentshave already laid down exce l len tpr inc ip les inGA 

resolution 2 1 ^ ^ ^ that should govern this co-operation between the 

UnitedNations and the Third World. Nowthey should applythem in 

practice. What does that mean in te rms of specific action7 

Sixth, it means agreement that theUnitedN^ations should beequipped 

wi thasui tab le operationalorganization - a proper 'Machines - t o do 

the^ob. T h e c o r e o f suchanins t i tu t ionexis t s already in theUni t ed 

Nations Development Programme, but it would h a v e t o b e g ivengrea te r 

power and independence andreorganizedsubstant ia l lyif i t w e r e t o b e 

transform^ed, a s i t should be, into the recognizedcen t ra l body for 

consol idat ingandexpandingco-operat ionwithal l the deyelopingMember 

States. 

Seventh, continue to provideUN^OP^ith the necessary financial 

resources while it i sbe ing restructured. G ive i t s ^bs t an t i a l l ymore 

moneyif it de^nonstrates that it can deliver the goods to the Third 

Wor ld - as it should certainly b^ able to do. As soon as possible, 

channelthemaximun^of all money provided for development co-opera

tion throughtheneworganizat ion so that it canachievecol lect ive and 

co-ordinated action by theexerc i seofwise f inanc ia lcon t ro l . At the 

same time, ensure that theHeadof the organization is fully accountable 

a t a l l t i ^nes fo r a l l fundsen t rus ted toh im. 

Eighth, recognizethat the Specialized Agencies have anexceptional 

contribution to make, but that their work in thefield of development 

co-operation must beco-ordinated^throughamodifiedUNDP^ like any 

departn^ent in government. Ensure that the Agencies receive the 

financialsupport necessary for t h e m t o p e r f o r m t h e i r constitutional 

functions. 



Ninth, and thedec i s iveac t . Above all, be certain that the new 
organization has the necessary manpower to surmount its present 

limitations and then to expand intoaninstrumental i tycommanding the 

powerful support of all Member States. This woulddemand managerial 

t a l en to faqua l i t y equivalent to that found in thegrea tes t institutions and 

commerc ia len terpr i ses . Hardtof ind7 Of course, but that one act 

bygovernmentswoulddom^ore thananyth inge lse toconso l ida te theUN 

system and t o a s s i s t theThi rdWor ld . 

'Well', you will say, ' Y o u d i d n ' t q u i t e g e t i t o n o n e s h e e t o f p a p e r , but 

what is the next s tep7 ' The answerhe re , of course, is that each govern

ment will need to consider individually its pol iciesin relation to the many 

recommendations m a d e i n t h e R e p o r t . Hence, Secretariesof Cabinet should 

be directed t oa r r ange for the Report tobes tud ied thoroughly and subse-

quen t ly toprepare submissions for the considerationof Cabinets. After 

that, government action should follow. But - even assuming that govern

ments supported the main recommendations in theRepor t - it would be 

e s sen t i a l t oensu re that their policies were followed consistently by their 

min i s t e r s in thegovern ingcounc i l s of theUN^ bodies. 

Governm^entsnowhave the Study. TheyhaveMr . Pearson's Report. 

They havetheout l ineproposa ls for the Second Development Decade. A s i 

have said, this offers themanunprecedentedopportunity for reviewing their 

policies toward the developing countries, and for taking deliberateand 

sustained ac t iontoresolve whatwe all k n o w i n o u r h e a r t s i s the problem 

of our t ime. Yet, tragically, too many people -including too many leaders 

in the affluent states -nowappea r to bel ievethat the plight of two-tbirdsof 

mankind can be safely swept under the political rug and left there. 

However, t h e s h e e r force of pol i t icalc i rcumstanceswil lcompel 

governments to act sooner o r l a t e r . The sooner they respond, the greater 



wi l lbe theprospec t s for abe t t e r world. The longer they delay, the 

greater will b e t h e d a n g e r s . 

MIRV, the Multiple IndependentlyTargeted Re-entry Vehicle, 

represents to me theu l t ima te folly ^so farcin man's unceasing efforts to 

find securi tybymea^^sofweaponsofdestruct ionwhich science now makes 

obsolete overnight. The twentieth century, o n i t s r e c o r d s o f a r , could 

well be called the 'Century of Destruction'. Neverbefore has mankind 

destroyed so much of its inheri tanceso quickly. We still h a v e t i m e t o 

do the most constructive^obin the history of the world. 

Ihave the honour to be. Sir, 

Your Obedient Servant, 

R. G. A. Jackson 
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Chapter One 

THE COMMISSIONER'S REPORT 

"Dos linages s ó l o s h a y e n el mundo, comodecfa 
una abuela mia, que s o n e l t e n e r y e l n o t e n e r . " ! ^ 

-Miguel de Cervantes ^1547-1616^ 

I. INTRODUCTION 

1. Whenlwascommiss ioned tounder take th i sS tudy , I w a s asked to a s sess , 

first, t hecapac i tyo f theUni t edNa t ionssys t emtomake effective use of the present 

resources of theUnited Nations DevelopmentProgramn^eand, second, its capacity 

to handle aprogrammeapproximatelydouble that of thepresent operat ionwithintbe 

next f iveyears . Detailed terms of reference will be found in Appendix One of P a r t V . 

As requested by the Governing Council, Ihave interpreted them liberally. 

2. Tbesameappendixdescr ibes the methodology used and theexper ience gained 

during the courseof the Study, s ince the les sons learnt maybe helpfulto other 

inquiries of thiskind. Very extensive consultations were held both inside andoutside 

the systemand the Study takes account of thethinking of many hundreds of people. 

My acknowledgementsarerecordedat the endofthis chapter; responsibility for the 

content of the Report, however, r e s t son ly with myself. 

3. The pattern of the Report conforms to the three-t iered approach originally 

adopted for the Study. Thecharac te r and content of the programme in the past, the 

present, and the future are contained in Par t II; proceduresfor planning andoperat ing 

theprogramme follow in Par t III; andorganization and theadministrat ion of resources 

are dealt with in Part IV. Part Vcontains statistical and o ther reference material . 

Ma^orrecommendations are listed at theend of eachchapter. Aproposed t ime

table for their implementation follows thepresent chapter, which seeks chiefly to 

convey thegeneral^enor of the Capacity Study findings, together with my personal 

conclusions. 

1^ " T h e r e a r e b u t t w o f a m i l i e s i n t h e w o r l d , as my grandmother used to say, 
theHaves and the Have-nots." 



4. I h a v e a l s o sought tofollow the secondin^unctionof the Governing Council that 

the views expressed should be outspoken and independent and that the Réport should 

not adhere to normal UNforms of language. I n d o i n g s o l h a v e been aware of the 

danger that some^udgements may there foreseem harsh, particularly s inceaStudy 

wh ichseeks to recommend far-reaching improvements n^ust inevitably pay n^ost 

attentionto the th ings tha t went wrong. Let metherefore declare f romthe outset my 

unshakenbel^ef that multilateraldevelopment co-operation through theUNsystem^ 

can be madetoworkeffect ively on behalf of itsdeveloping Member States. The very 

considerableaclnevements of UNDPand the Specialized Agencies, despite the s t ruc

tura l obstacles which they inherited, prove this t o b e s o . A t t h e s a m e t i m e , they 

fall short of what could be achieved with existing res^ourdes and what must beachieved 

in the future if those resources a re tobeef féc t ive ly inc reased and the challenge of the 

developing w o r l d s which i s a l s o probably the ma^or^ challenge to t h e U N s y S t e m ^ i s 

to be effectively met^ All of therecomméndátions^ in this Report aré directed toward 

the pos^tiveend of responding to that du^alchallehg^é. I f t h e w i l l e ^ i s t ^ it can be done. 

5. Some other fundamental considerations should be kept in mind when consider

ing thisReport^ 

F i r s t , theUnitedNationsDevelopment Programme repres^énts^at^uly 

co-operat iveanduniversalenter^prise between tĥ é Member ^ta^te^ahd^ 

theUnited Nations system; 

^econd, the only justification for its^exis^téhce^ ^hdfortheus^eofits^ 

funds by the UN development s^térn4 istohelpstim^la^tethepBoces^s 

of developmeht in the developing Member states; 

Third, the contribution of those states to ^hep^rog^arhmé inappreciably 

greater than that of the UN development s^s^m; 

Fourth, the basic objective of the R^ebOrf^to^s^ist the d^éVélopmg 

Member States^ while ehsu^ring^ the fullest re^sp^é t̂ for t h e ^ national 

sovereignty^ and 

Fifth, theR^epor^talso^sp^ré^toirnpBoVé^h^Oo^sOli^^éthéf^hO^ion 

of development co-operation Within th^ UN sy^té^a^nd^ by ^o doings to 

further the fundamental purposes of thé Charter of thé ^hitedNa^t^on^^ 
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II. GENERAL CONSIDERATIONS 

6. One of the first hurdles to be surmounted was howtodef ine"capaci ty" in the 

context of the Study. Athorough analysis o f t h e t e r m w a s therefore made. Its 

results a reg iven in schematic form in Par t V l ^ andprov ided the f r amework fo r the 

examinationof thepresent and future c a p a c i t y o i t n e s y s t e m i n C h a p t e r Three. 

7. Abas icconclus ionwas that capacity is indivisible. Onecannot measure in 

isolationthecapacity, say, of theUnited Nations Development P rog rammeand the 

Specialized Agencies for undertakingaspecif icpro^ect . Their capacity must also 

be related to the capacityof the country to absorb the project. Fur thermore , the 

concept cannotbeconsidered solely in te rms of quantity for quality is usually even 

more important. The Study accordingly adoptedapragmatic approachand, 

wherever possible, cons ideredcapac i ty in te rms of achievingeffectivedevelopment. 

3. T h e S t u d y h a d a l s o t o decide the fundamental objectives of tbeUni tedNat ions 

development system; 2^ in short, i ts capacity to dowhat7 Here, the Study decided 

that General Assembly resolution21^^^^^I^ enunciatesprinciples which provide 

admirable ob^ect ivesfor thesystem as awhole. 3^ All Member States couldwell 

adopt them^ as art iclesof faith. Herethey are: 

" ^ The maximumconcentrationof resources, at present and increasing 
levels, on programmes of direct relevance to Member States; 

^ Aflexible, prompt andef fec t ive response to thespec i f i cneeds of 
individual countries and regions, a s d e t e r m i n e d b y t h e m , within the 
limits of avai lableresources; 

1^ Appendix One, Terms of Reference and Methodology, Section II. 

2^ In the terminology used by the Capacity Study, theUNdevelopment system 
covers the organsof theUni ted Nations ^including^ UNICEF andWFP^ a n d t b e p r o -
fess iona land technica l secre ta r ia t swhichserve then^and the Specialized Agencies 
concerned in the promotionofeconon^icand social development. Where the lBRD 
and IMF are included, t h i s i s specifically indicated. Becausethe inherent ind iv ise 
bilityof capacity hasbeen accentuated in the caseof UNDPby theprac t i ce of operat
ing indirectly through other arms of theUNdevelopment system, it wouldhavebeen 
impossible to carry out the Study by examining UNDPonly. F o r t h i s r e a s o n , all 
thevar ious components and inter-relationships of theUNdevelopment sys t emhad to 
becons ide redas awhole. 

3^ The terms of th is resolu t ionspeci f ica l lycoverboth tbe operational and non-
operational activitiesof the system. In the Study, they have naturally been taken as 
referring to the former. 
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^iii^ Themin imumburdenon theadmin i s t r a t ive resources of Member States 
andof members oftheUnitedNationsfamily of organizations. 

îv^ The evolution of an integrated system^oflong-tern^planningona 
programn^ebasis; 

^ Theinsti tutionof systematic procedures for evaluating the effectiveness 
of operational and research activities. 

9. It soon becameclear to me that the Study would need to t ake cognizanceof not 

o n e b u t t w o v a s t andinter- re la tedquest ions . Thefirst of t h e s e r e l a t e s t o t h e U N 

system, whose development function now far surpasses any other activity. Over the 

l a s t twen tyyea r s , this system has evolvedintowhatmay well be the most complicated 

organization in theworld, ^ andact iontora t ional i^e it would nowbeessen t i a l even 

if it had not now become involved with the problemsof thé developing countries. 

10. Thenthere a r e t h e p r o b l e m s of thedevelopingcountries, whichthrust them

selves uponthewor ld ' s attention at a t i m e w h e n t h e U N system was itself evolving. 

Nothing could be more in keeping with theChar te r oftbeUnitedNations and thecon-

stitutionsof the Specialized Agencies than for themtoco-opera te with the developing 

countries. As they did so, the twoproblemsinter locked still further with one 

another, thusunderl iningtheindivisibi l i ty of capacity. For theUNdevelopment 

system^^ theinherent difficulties of organizat ionandadministrat ionhavebecome even 

n^oreacu tebecause tne original s t ruc tu rehadnotbeendes igned tounder takedeve lop-

men tope ra t ionsonany th ing l ike thep resen t scale. Accordingly, the Study first 

c o n s u l t e d a l l d e v e l o p i n g c o u n t r i e s i n o r d e r t o e n s u r e t h a t i t was well informed about 

their problemsin relation to the system. It then directed i t sma ine f fo r t s to f r aming 

proposalsfor the t ransformationofthepresentUNdevelopmentsystem^ into an instru

ment n^ore closely adapted t o thedemands made upon it. 

11. Cons idera t ionof theseques t ions led to theformula t ionof another general pro

position: the acuteneedfor á s e n s e of perspective, not only on t hepa r t of the Study 

but also on thatof theUNdevelopment system and i t sMember States. There is no 

signof the d e m a n d s o n t h e s y s t e m b e i n g exhausted. Moreover, theneeds are con

stantly changingand the system andthe methods have notalways changed sufficiently 

with them. Every th ingpoin ts to the conclusion that development co-operation, and 

1^ Aviewendorsed by theVice-Chairman of what is probably the largest 
comn^ercial enterprise in the world. 
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particularly multilateral development co-operation, will be required for many years 

to comeand that the c la imson it will be increasingly va r i edas count r iesprogress . 

The Study has thereforeconstantly tried t o k e e p t h i s longer perspectivewithin i ts 

sights. Todo otherwisewould have led to l imi tedrecommendat ionswhicbwould soon 

haveoutl ivedtheir usefulness. Inthc words of the Comm^issionon International 

Development, what is needed i s " a s t r a t e g y for the strengthening of in ternat ionalco-

operation for development". 1̂  Among other priority measures required for the 

fulfilmentof that strategy the Com^mission urges the need to strengthenthe multi

lateral aid system: "The international organizations m u s t b e p u t i n a p o s i t i o n to 

provide moreleadership andd i r ec t ionand tomake development a s s i s t a n c e i n t o a 

genuinely international effort." 2^ Ibelieve that the recommenda t ionsmadeby the 

Capaci tyStudycouldcontr ibutetothe attainment of that end. 

1^ Par tners in Development, Report of the Commission on International 
Development, p.14. 

2^ Ibid, p .21 . 
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III. THE FINDINGS OF THE REPORT 

A. The F i r s t Twenty-FiveYears ^ThePast^ 

12. Thestudy of capacity means looking back as well asforward. Many 

impediments are deeply rooted in theUNdevelopment system and are unlikely t o b e 

removed unless their origins arefully understood. For that reason the Studyhas 

surveyed the operation from itsinception. 1^ What constraints anddifficulties are 

revealed7 Fi rs t , there havebeen the growing pains of new nations andnewinter-

nationalorganizations. These were inevitablebut should be transient. I n t h e c a s e 

of theUN system, however, they havebeen sharpened by theaddit ion of anew 

dynamic - deve lopmentco-opera t ion- in toas^ruc ture not designed for that purpose. 

Second, t h e r e i s t h e s e c t o r a l a u t o n o m y of the Specialized Agencies and the consequent 

handicaps when they seek toopera te collectively. That is understandable andcapable 

of r e d r e s s i f firm measures are takenby governments. Up to now, however, it has 

beenexace rba t edby theb lu r r i ngo f thel ines of demarcation betweenexistingorganiza-

tions and the proliferationof new bodies. Third, thescopeof theco-operation 

of fe redbytheUN development system hasbeencur ta i led by the reluctanceof govern

ments to endow it withcapital for thedevelopingcountries. That, too, was under

standable, but unhappily shortsighted, given the magnitude of thechallenge. It is 

not irrevocable. 

13. Very much moreimpor tant than theliabib^ties a r e t h e a s s e t s . During the 

last quar terof acentury , thegrea tes tpeacefu l t ransfers of political power in 

h i s to ryhave takenp lace . Scienceand technology haverevealed l imit lessoppor-

tunities for progress . TheUNsys tem has taken its first groping stepsalong the 

r o a d t o w o r l d o r d e r . Almost unnoticed, i t h a s m o v e d i n t o a c t i o n s adevelopment 

ofprofoundsignif icance^ and in so doing it has demonstrated its aptness for co

operating with theThi rdWor ld . Lacking both capital resources and an organization 

specifically designed for thepurpose , it h a s y e t i m p r o v i s e d a m a ^ o r international 

se rv ice , that of technicalco-operat ionandpre- investment . In th i s process, the 

UN sys temand the developingcountr ieshavelaid the foundations of av i t a land 

universal partnership. T h e s t a k e s f o r a l l c o n c e r n e d a r e g r e a t . For the developing 

1^ Chapter Two. 
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countries, thisformofcoDoperationcould have immense in^plications for their future 

development. For the^United Nations, the operationcouldmeanadecisive move to-

wardapeaceful andcreative world and the consolidationof genuinely united action 

among all nations. Today, that partnership is not fully effective. 

14D The last two decades have ma^orlessons for all of us. First, those who know 

most about development now know now muchthey don't know. Atleast, n^ost people 

now realizethat there isno suchthingas "instant development". Second, each coun-

try'sproblems demand individual understanding and response. Thedecisivebattles 

for development will only be won in thosecountries^ not in the remote headquarters 

of international organizations. Third, many of the developing countrieshave made 

appreciably moreprogress with their planning and programming machinery than 

international organizations readily recognize. Finally, within theUNsystem, there 

basbeenalong and unresolved strugglebetweenthosewhoadvocatedcentralized 

directionof economic andsocialpoliciesandoperations, ^ndthosewhofavoured their 

decentralization among the Agencies. At present thebalance of advantageleans 

strongly toward the latter positions Thisis perfectly compatible with the constitutional 

instruments, but not necessarily compatible at alltimes with the needs oftheThird 

World. 

B. Constraints onCapacity^The Presents 

15. Itisagainstthisbackgroundthatthepresent and futurecapacityof the system 

must be assessed and the ma^or constraints identified.l^Thetaskisnot easy. One diffi

culty, that of definition, basalready been mentioned. Asecondisthe dearth of relia

ble facts and figures. Inmanycases, records apparently do not exist. In others, 

they are incomplete or contradictory. Thisunsatisfactory state of affairs wasprob-

ably inevitable, the price paid for the very rapidexpansion of theUnited Nations 

Development Programme. But it is amador drain oncapacity. Noone today in the 

UNdevelopmentsystem isfully informed about all aspectsof the present operation;^^ 

1̂  Chapter Three 

2̂  Thislackof information is alsocausing increasing concern togovernments, 
vide recent reports made by the Comptroller^General of the United States. The 
recommendations made in this Study for systematic programming and for thecollec-
tion, etc., of information, if introduced, would ensure that governments, as well as 
the system itself, were always well informed about all programmes and projects 
financed through UNDP. 



the efficiencyof management in many key positionssuffers accordingly. Clearly, 

this s i tua t ioncannotbeal lowedtocont inue. 

16. A more immedia te consequence for the Study is that the^udgementsexpressed 

i n t h e Report cannot always res t onestabl isheddata. 1^ Where figures are used, 

theym^y not conform exactly to theinforn^at ionavai lablef romevery conceivable 

sourcewi th in theUN development systembecause of the variations already noted. 

However, theStudyhas c ross -checkeda l l suchdispar i t i es and is satisfiedthat any 

marginof e r ro r is smal lenoughtoprec lude distortion. Wherever subjective opin

ions a re quoted, they reflect theviews of asubstant ial body of experienced people. 

l a m confident, therefore, t ha t t hep i c tu r ep re sen t edcon fo rmsbroad ly to the rea l i t y 

of the situation. 

17. Whenconsider ingthatpic ture , however, it is essen t ia l tokeepthepos i t ive 

achievements of tbeUnitedNations Development Programme constantly in mind. 

Not only does it exist as anac t iveprogramme, i t o p e r a t e s i n a h u n d r e d c o u n t r i e s , 

brings helpof the most varied k inds to theso lu t ionofanas ton i sh ing range of prob

lemas - in fact is the embodimentoftheUnited Nations to villagers and townspeople, 

a s m u c h a s t o senior c ivi lservants and ministers. It demonstrates D and uni

versal ly —that t h e U N s y s t e m c a n , anddoes act. 

1^. Ihave never forgottenthis, bu tna tura l lymy concern hasbeen primarily with 

the impediments to theef fec t ivenessof thepresent operation. 

19. The twoch ie fc r i t i c i sms leve l l ed at theUnitedNationsDevelopment Pro

grammée a r e t h a t i t i s s l o w a n d i s n o t y e t m a k i n g t h e b e s t u s e o f its resources. On 

the evidencebefore the Study, bothare^ustified. On the positive side, i t i s e n -

couraging that many officials withinthesysten^ recognize theseshortcomings and 

want to correct them. However, their efforts are often frustrated by the pressures 

o n t h e i r t i m e a n d b y t h e i n t r a c t a b i l i t y of theorganizat ionals t ructures . 

20. While ^udgementsare difficult, it is possible to identify thegenera l picture in 

quant i ta t iveterms -̂  referring primarily toperformance in the Special Fundcom-

ponent byUNDP itself and the four principal Executing Agencies^UN, ILO, FAOand 

1^ Even i f theseex i s t ed , there would still beg rea t difficulty in making any 
^scientific"^udgements about capacity. 
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UNESCO) which are responsible for about 80 per cent of the operation. Here, it can 

be shown that the operation has become slower as it increased in size and that, despite 

many efforts to speed up procedures, the time involved in each of the various stages 

of a Special Fund project is too long in relation to the urgency of development needs. 

Thus, the total genesis of a Special Fund project from the time it is first discussed 

until the moment that it starts operations as an approved project may take up to three 

or four years, or even more. In part, this long interval is conditioned by an exces

sively long pipeline which would now appear to contain some 1200 new or second-phase 

projects. More delays occur at the execution phase. On average, about half the 

operational projects are running behind schedule, for reasons partly attributable to the 

UN development system and partly to the recipient governments. Most completed pro

jects run six to eight months beyond their scheduled termination and, in financial 

terms, the delivery of the programme as a whole is about a year behind schedule. 

Moreover, many second-phase projects, at present accounting for approximately one 

in three of the new projects, may not respond to any long-term plan but may be neces

sitated by the failure of the first project to meet its objectives. Up to the present, 

final reports have not been delivered, on average, until nearly two years after com

pletion of the project, l / This situation must not be allowed to pers is t lest it reach 

a point where a government might have to wait for the better part of a decade after 

officially submitting a request for a five-year pre-investment project in order to learn 

its results. Moreover, while quantitative results in te rms of actual investment must 

be handled with care, the figures so far available give no cause for complacency. 

21. From a qualitative point of view, there is general agreement on a number of 

general aspects. As regards the character and content of the programme, for 

instance, the basic nature of "technical assistance" has changed very little over the 

years, and probably too much has been expected of it. There is widespread crit icism 

that those concerned with the operation are all too often ignorant of the subtleties of 

the development process, and insensitive to the needs of the developing countries. 

This has led to a "donor bias" - i.e., the initiative has come from an Agency and not 

from the country itself, and a failure to recognize the need for a comprehensive 

l / Drastically revised procedures were introduced inmid-1969 to remedy this, 
but it is too early to say whether they will be effective. 
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approachto development problems. Another general str icture is thatinsufficient 

emphasis hasbeen placed on training. A t t h e s a m e t i m e , thenumber of institutes is 

alm^ost certainly excessive, havingbeenstar ted without dueregard for locals manpower 

requirements and employment p rospec t sor for theal ternat ivepossibi l i t ies of multi

national institutes. Surveys, too, havebeenconce ivedonanexcess ive ly long- te rm 

basis , without sufficient attention t o t h e r e s o u r c e position of the country. 

22. This leads to a generalconclusion about the content of thepresentprogramme^ 

t h e r e i s , in my judgement, about 20pe r cent of "deadwood" in thep resen tope ra t ionD 

projec ts that are not worthwhile if subjectedtothe acidtest^ " i s i t essential for our 

developments" I n a p r o g r a m m e costing someUS^l^Omi l l ionayea r in projectcosts , 

they represent anexpenditure of roughly U S ^ ^ million. Obviously, it will not be 

easy politically toel iminate these, but it is clearly in the interestsboth of the develop-

ingcountr ies andoftheUNdevelopment s y s t e m t o d o s o , in order toge t the maximum 

use from available resources. F v e n 5 0 p e r cent success would permitUS^18 million 

per year t o b e d i r e c t e d t o b e t t e r use. 

2^. T h e r o o t c a u s e of these deficienciescan be identified by an analysis of the con

straints at each of the var iousphasesof r e p r o g r a m m e r 

^a) programming andproject formulation. Thepresentprogran^mingpro-

ceduresof theUNdevelopment sys t emdono t adequately reflect t h e r e a l 

needs of thedeveloping countries nor is t h e r e a n y f o r m o f integrated 

approach to theprob lemsof eachcountry. Alltoo often, projects a r e t h e 

results of Agencies^ "salesmanship" rather t h a n a r e s p o n s e t o p r i o r i t y 

needs 1^ and th i s i sencouragedbythe"pro jec t -by-pro jec t " approach 

1^ These v i e w s a r e s h a r e d by theOommission on International Development also^ 
^Theprol i ferat ionof U.N. agencies has often resulted in dispersed and unrelated 
effor tsat the level of the recipient countries where there i s a n urgent need for 
coordination. The main responsibility for this must rest with recipient governments, 
but their task is impossible if donors cannot ensuregreate^cqordinat ion among their 
own agencies. This applies to bilateral aid-givers as well as the United Nations^ but 
t h e l a t t e r seems^ inpar t icular needof better coordination, continuity, and concentra
tion inp r io r i ty areas . Aboveall, U.N. agencies should resis t the temptation to 
"sel l" lower priority programs in particular s e c t o r s . " o p . cit. p .21^. 
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adopted for the Special Fundcomponent. The consequence is "scat ter iza-

tion" of effort, less than effective impact, a n d a t e n d e n c y t o t h e self-

perpetuation of projects. 

^b) Execution. Difficulties here stem largely f romtheheavyopera t iona l 

burdens which have devolved so suddenlyonthe Specialized Agencies and 

which surpass thepresent capacity of several of the larger ones. This 

leads not only to delays in delivery but also t o a d e c l i n e in quality, 

especially a s r e g a r d s p r o j e c t p e r s o n n e l w h o a r e often not su i t edor p r e 

pared for assignments whichexact s o m u c h m o r e t h a n t e c h n i c a l e x p e r t i s e . 

^c) Evaluation, quantitatively, so much evaluation is now being attempted 

that it almost amounts to international hypochondria. It is adefinite brake 

onthecapaci ty o f thesys tem. qualitatively, the position is the more 

disturbing for very few peoplehave the necessary experienceand under

standing to undertakethis exacting function successfully. 

^d) Follow-up. ^ha t should be the most important p h a s e o f t h e p r o g r a m m e is 

often its weakest link, and insufficient attention i spa id to it as an integral 

phase in the wholeprocess of development. 

2^. F r o m a n organizational point of view, impediments tocapaci ty exist at three 

levels. Firs t , at the level of headquarters t h e r e i s n o c e n t r a l a d m i n i s t r a t i v e 

machinerydesignedfor the specificfunctionof co-operating wi ththedevelopingcoun-

t r ies . Thestructures of mostof the Agencies reflect their originalconstitutional 

functions and many are clearly st i l lexperiencing difficulties inequipping themselves 

with an operational staff. l^ey officials in the headquarters of UNDF and some of the 

Agencies with the largest programmes state that the s izeandcomplexi ty of t hep re sen t 

operationexceeds their capacity toworkeffectively. l a g r e e . 

25. At the field level, capacity suffersbecause the UNdevelopment system is not 

represented in an integrated fashion. virtually everyonewants the res iden t ^ e p r e -

sën ta t ive tohavegrea te r powers, but far morewould need t o b e done to g i v e h i m t h e 

necessary authority to operate effectively. Thesec to ra l i n t e r e s t so f some Agencies 

a rep ro jec ted th roughapa t t e rn of field representation that is not conducive to the best 

interests either of the country^sdevelopmentor of theUN development system, but 

which merely adds todiffuseness and bewilders the government. 
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2^. Organization at the regional level is now soconvoluted that theUNdevelopment 

sys temwi l l need to use it with great care if thecapaci tyof thepresent operation i sno t 

t o b e prejudiced. Ashor t study of Appendix Three in F a r t ^ a n d i ts accompanying 

chart is sufficient todemonstratetheadn^inis t rat ivejungle that governments and the 

UNdevelopmentsystem have created for themselvesat that level. 

27. A l l t h a t h a s b e e n said about capacity so far relates essentially t o t h e U N 

development system since t hep r imary purpose of the Study is to make suggestionsfor 

improving it. As to therec ip ien t governments, the main problems clearly relate to 

absorptivecapacity. ^ h e r e b o t t l e n e c k s t o a n y country^s ability to use m^oredevelop-

men tco -ope ra t i ona re identified, they should no tbe regarded a s a l i m i t i n g factor. 

f a the r , it should b e a p r i m a r y objective for theUNdevelopmentsysten^-^ always 

acting inconformity with thegovernment^s expressedwishes ^ t o h e l p t o b r e a k t h e m ^ . 

28. ^ h a t , then, is the capacity of the present systemand what are the prospects 

for thefu ture7 Obviously, noprec i se judgement can be expressed b u t l h a v e no doubt 

about my generalconclusion. 1 am convinced that the capacityof the presen topera-

t i o n i s over-extended i nce r t a inc r i t i c a l areas. 1̂  1 would list the major constraints 

as follows, noting that not all of them are exclusively the responsibi l i tyoftheUN 

development systems 

The inability, asye t , to develop fully effective techniquesfor transferring 
knowledgeandexperience. 

Thes low application of science and technology to m^ajorproblem^s. 

The difficultyof attracting manpowerof the quality andexperiencewhich 
theoperat iondemands. 

Theabsence of aneffective system for the control of the resources entrusted 
t o i t . 

The l acko f an organization specifically designed to co-operate with the 
developingcountries. 

The diffusion of responsibility throughout the system. 

The general reluctance of the Agencies ^with one or two significant excep-
tions^to contract outside thesys tem. 

1^ TheOommissionon International Development, referring toUNDFand the 
Specialized Agencies, states t ha t "The i rope ra t i ngcapac i tynow^^ seemss t ra ined 
to the limit", op. cit. p. 21^. 
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29. Theconstraints oncapacity described here are serious and must give causefor 

concern. They should not givecause for despair. Tothe contrary. Thepresen t 

overstrainof the operation is ac lea r ind ica t ionof theintensity of theneeds to whichi t 

is responding. TheUnited Nations s h o u l d d o e v e r y t h i n g i n i t s p o w e r b o t h t o respond 

to thosegrowing demands and to eliminate inefficiencies. Today^sproblems should 

under no c i rcumstancesbepermi t ted to c loudei ther the achievements of t hepas t , or 

thechallenging opportunities tha tnowexis t for the future. 

80. Afinal point bearing oncapacity i s b a s e d on my personalexperience. For 

many years , lhave looked for the"bra in" whichguidesthepol ic ies and operations of 

theUNdevelopment system. T h e s e a r c h h a s b e e n i n v a i n . Here and the re th rough-

o u t t h e s y s t e m t h e r e are offices and units collecting the informationavailable, but 

t h e r e i s n o g r o u p ^ o r "drains Trust") which is constantly monitoring thep resen t opera

tion, learning from experience, grasping at a l l tha t science andtechnology has tooffer, 

launching new ideas and methods, challengingestablishedpractices, andprovoking 

thought insideandoutside the system. D e p r i v e d o f s u c h a v i t a l stimulus, it is obvious 

that thebes t use cannotbemade of the resources avai labletothe operation. 

81. The Oeneral Headquarters of the military commandsof the Orea tFower s con

trol resources, use science andtechnology, and achieve results ^inthenegative sense 

of developing weapons of destruction) o n a scaleimmeasurably greater thanany other 

organization in the world. Thebes t commanded and bestorganized armies winwars . 

These military principlesapply also to the constructive taskof development. No 

general Headquarterscouldfunctionwithoutitsintell igence ^information) staff and its 

planning staff, for these formthe military brain. ^et theUNdevelopment system 

h a s t r i e d t o w a g e a w a r o n w a n t for many years w^th very l i t t leorganized "b ra in" to 

guide it. Its absence maywellbe the greatestconstraint of all oncapacity. ^i^thoutit^ 

thefutureevolut ionof theUNdevelopmentsysten^couldeas i ly repeat the history of 

thedinosaur. 

O. The Next Twenty-Five^ears^The Future) 

82. Since we can nowlook back for a q u a r t e r of acentury, it is not unreasonable 

to endeavour tolook forward for a s i m i l a r period. There canbe no doubt that in

telligent planningfor the future, b a s e d o n a r e a l i s t i c time scale, wouldgreat ly benefit 

the developing countries and s imul taneous lymakeposs ib le thebes tuse of resources . 

Oertainproblems D the food requirementsof the world, itspopulation, areobvious 
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examples D canbepro jec tedfor at least ageneration with reasonable certainty. 

Others a re less predictable, but there is no doubt that we are as well equipped to look 

forward to the endof the century as the founde r so f theUNsys temagene ra t ion ago. 

If theyhad sufficient faith top lan that far aheadD a n d m o r e - ^ w e c a n d o n o l e s s . ^ 

88. If thegovernmentsof theMember States will accept two fundamentalfacts, the 

next twenty-f iveyears could be r i ch ly rewarding forboth the developingcountries and 

t h e U N s y s t e m . 

F i r s t , many ofthedevelopingcountries wi l l con t inue toneed technica lco-

operationfor at least that period. 

Second, Member States themselves must assume an impor tan tpar t of the 

responsibility for that co-operation by fashioningasuitableUnited Nations 

instrument to do thejob. 

If a t i m e h o r i z o n of another twenty-five years is accepted, then virtually all the 

present problems confronting theUnited Nations development s y s t e m - o f procedures, 

organi^ationand^nanpower - could bereso lved . 

8^. Thoseconcernedwi th theprepara t ions for the Second Development Decade have 

a l sobeen applying their minds t o t h e future. In the short- to medium-term, the next 

Decade i s anappropr ia t epe r ioddur ingwhich thepresen t concept of developmentco-

ope ra t ioncou ldbebroadenedandmaderespons ive to ever-changing political, economic 

andsocialcondi t ions. It i s r e a s s u r i n g to find in thepreparatory work for the Second 

Development Decade acontinuing theme that international development i s m a d e up of 

the aggregates of individual nationalgoals ^ anattitude completely endorsed by the 

Study, for it reaffirms the"country approach". 

85. ^ut the f u t u r e s h o u l d a l s o b e s e e n in the more immediate light of tomorrow. 

Few factors worry m e s o much as t h e l a c k o f urgency which oftenpermeates develop

ment work. "Time is nowour most precious con^modity", wrote one resident r e p r e 

sentative. It is not on t he s ide of the developing countries. 

8^. ^ h a t should be done7 One must continue to hope thatone day the rich nations 

^preoccupied as they a r e w i t h t h e i r ownnationalproblems) w i l l d o m o r e t o co-operate 

with thedeveloping countries, by wayof capi tal t ransfers , debt relief and enlightened 

1̂  OhapterFour . 
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trade policies.!^ Meanwhile, effective technicalco-operation, giventhe unremitting 

support of these nations, could undoubtedly help the developingcountries enormously 

and t h e U N s y s t e m o u g h t t o b e i d e a l l y suited for that task. In the future, technical 

co-opera t ionwi l lneed tobecomemuchmoref lex ib le and much more readily available. 

It will need tobe recep t ive at a l l t i m e s t o a d v a n c e s i n science andtechnology and the 

meansby which they couldbeadapted for developingcountries. Above all, it will 

need to concentrate on the training and well-being of human beings D the ultimate 

objective of all development. A t t h e s a m e t i m e , oneof the first principles of develop

ment must neve rbe forgotten^ technical ass i s tancecanonly be ef fec t ivewherethere 

is awi l l to develop. 

87. F^elated^y, there is somerecognition of the desirability of directing more 

funds for developmentco-operationthrough multilateral channels. It is explicit, for 

example, i n theFrogramFresen ta t ion^ fo r 1970) to theOongress of theUnited States 

by the Agency forlnternational Development, and is reinforced by the recommenda-

t ionsof theFearsonOommiss ion .2^ Fersonal discussions with representat ives of 

manyofthem^ain donor countries have confirmedthatfurther substantial funds would 

be channelledthroughtheUnited Nations Development Frogramm^eif i ts ability to 

handle increased resources effectively could be established. 

88. In the village worldof tomorrow, i t w i l l b e m o r e i m p o r t a n t t h a n e v e r t o c o m -

prehendthespecif icproblems of eachcountry andi t s people. Otherwise, it willn^ani-

fes t lybe imposs ib le to increasegenuineunders tandingbe tweenMemberSta tes . 

1^ The great problemsinvolvedwi th t radeand financial t ransfers are not mat ters 
for this r epor t , but the Studyhas naturally taken them fully into account whenconsider-
inghowtheUN systemcould best co-operatewith the developing Member States, for 
t echn ica lco -ope ra t ioncou ldc lea r lyass i s tbo thprocesses in many ways. It is 
gratifying tono te that theOom^m^issiononlnternationalDevelopn^ent makes strong 
recommendations on both subjects ^op.cit. pp.1^-22). 

2^ repor t of the Commission on International Development, op. cit. p. 21. The 
recommendation states specifically t h a t " . . . t h e s h a r e of multilateral aid shouldbe 
raised from i t sp resen t level of 10 per cent of total officialdevelopn^entassistanceto 
aminimumof 20pe r centby!975. If official aid increases toO.70 per cent of ONF 
in that time, this target for aid would involve, on theaverage , channel ingless than 
one-thirdof the additional aid through multilateral agencies. Thus it doesnot amount 
toadisp lacement of bilateral aid, though it would result inafivefold increase in 
multilateral flowsduring this period." 
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Again, national sovereignty must r ema inadec i s ive factor until sucht ime as individual 

count r ies in their ownwisdom a r e p r e p a r e d t o y i e l d p a r t of i t t o some la rge r concept. 

89. At the same time, the country approach mus tbe effectively reticulated into 

the global and regional objectives for many fieldsof human endeavour, evolved by the 

Agenc iesunder the impulse of Member governments^ for example, FAO^slndicative 

^ o r l d F o o d F l a n for Agricultural Developments thewor ld Employment Frogrammeof 

lE^O^ the Indica t ive^or ld Frogrammeof Education prepared by UNESCO^ the 

Malaria Eradication Frogramme of ^HO^ ^ n d t h e ^ o r l d ^ e a t h e r ^ a t c h o f ^ M O . 

A n d s o t h e s t o r y c o u l d g o o n . The r e s o u r c e s o f t h e s e a , theexplorat ionof o^ter 

space, protein research, all havethei r implications, direct and indirect, forboththe 

developingcountries and the Specialized Agencies. These endless opportunities for 

co-operation betweenall countries and the international sys temwil l most effectively 

be translated into act ionwhenthey are fully accepted by each Member State and woven 

intonationaldevelopment plans. Moreover, Ihopetha t a l l those concerned with 

development planning anywhere in theworld in the futurewill never forget the plight 

of refugees. MoreimaginativeplanningD in the widest sensed- could undoubtedly 

help to absorbmany of these unfortunate human beings and give them^newlife. 

^0. ^lust as there a r e l e s s fortunatepeople in theworld, s o t h e r e a re less for tuna te 

countries. Special measures should t he r e fo rebe t aken tohe lp those developing 

countries whose need for co-operation is greatest. 

^ 1 . In i tseffor ts to look toward theend of thiscentury, the Study asked everyone, 

bo th in s ideandou t s ide the system, toadvanceunor thodoxandheret ica lproposals 

for newactions^ Theresponsewasdisappoint ing. T h i s i s h a r d t o u n d e r s t a n d , 

for surely manyelem^ents of theastonishing advances of scienceand technology 

in the las t fewdecades should becapable of application to the problems of the 

developingcountries. It is difficult t oescape the conclusion that thosewho 

command thiskind of knowledgeare unaware of the need, while those whostand 

in need have noaccess to the knowledge. Abridge is needed here , whichUNDF 

is well-placed to help construct. 
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^2. This againpoints up the essential need f o r U N t o h a v e a " b r a i n " with t ime and 

talent to consider such matters . If the past is any guide, scienceand technology are 

going to change themselves D andthel i fe of mankinds faster and moredramat ica l ly 

thaneverbefore . Theworld is very ill-equipped to copewiththis revolution. 

These changesmust create new p r o b l e m s f o r t h e U N s y s t e m D b u t the problems will 

be nothing compared to the opportunities. 

^8. How, then, wouldonewish to view the future7 Aboveall, with imagination 

andwithconfidence and with determinat ions nomatterhowdiff icul t the circumstances. 

Secondly, o n e w o u l d w i s h t o s e e a g r e a t e r association of the young w i t h t h e p r o c e s s of 

development. ^ h a t n e x t 7 Agreementbya l lMemberS ta te s that it is worthwhile to 

look forward t o t h e e n d o f t h e c e n t u r y and toc rea teanef fec t iveUni ted Nations develop

ment organization, specifically equipped to co-operate with the developingcountries. 

And after that7 The useof the new machinery toconsolidate and expand the existing 

partnership, to apply fully the resources of science and technology and, i n s o d o i n g , 

among many other things, to correlate national development objectives with regional 

and world plans. 
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FB. THEOF^OSS^OADS 

^ . And so we come to the crossroads. Two ways lie ahead. O n e i s a f a m i l i a r , 

wel l -beatentrack - t h e ad hoc "tinkering" methodsof thepas t . The other beckonson 

tonewhor i zons . 

^5 . I n t h e p a s t , governmentshaveconsistentlypostponed making n^ajor political 

dec i s ionsbear ingontheorganiza t ionof theUNsys tem. Even the fundamental 

problemof overlapping responsibilities has not been faced squarely, let alone 

resolved. 

^ . It is not only governments which haveside-stepped difficult issues. On their 

part , the Specialized Agencieshave a l sores is ted change, forperfectlyunderstand-

able reasons. Today, t h e r e i s agreementon all sides thatchanges must be far-

reaching if theUNdevelopment system is to expand effectively and the T h i r d ^ o r l d 

is t o r e c e i v e t h e s e r v i c e to which it is entitled. 

^7. ^ h i c h road will governments take7 In thischoice lies the crux of the matter. 

^8 . If governments continue to "tinker", then anobjective judgem^ent of the present 

capaci tyof theUNdevelopment systemwould limit the operation financed by UNDF 

toaboutUS^200-250 million annually. Theanalysis of capacity ^Chapter Three) and 

persona lobserva t ionover many yearsindicate that this am^ountof n^oneyis, if any

thing, somewhat more than the "system"canhandle effect ively^ with its present 

procedures andadminis t ra t ives t ruc tures . If governments are willing to provide 

additional funds for developn^ent co-operation, but are not willing to take action to 

reorganize the present "non-system", or consider theremedies presented in this 

r e p o r t as impossible toapply, then, in the interests of the developing Member States, 

any further funds should flow through other channels. 

^9. This i s a n intolerable prospect for theUnitedNations and for the developing 

countries. Member governments must therefore be prepared tog ra sp the political 

nettles and adoptclear-cut policies which would realize the objectives to which they 

have subscribed by supporting CA resolution 2188^^1). Amongst many important 

1̂  I t i s i m p e r a t i v e t o r e m e m b e r always that effect ivecapaci tyisnot simply 
limited tospending money ^quantity) but necessitates the spending of it well^quality). 
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changes, this would require the transformation of UNDFintoaneffect iveoperat ional 

organization a s the centre oftheUnitedNations development system. Al l the 

elements a r e t h e r e . c h a t i s needed is decision - andthenact ion. 

50. It is imperative, however, that the decision aboutUNDF^srole in the future 

should be based o n a p r o p e r functional analysis for it mus^taffect the en t i reUN 

system. In particular, t he re spec t ive ro l e s of UNDF and t h e w o r l d Hank Croup 

w i l l n e e d t o b e clearly defined. This i sessen t i a l in their own interes ts , f o r t h e U N 

sys temas awhole and, in particular, for thedeveloping countries. 

51. UNDF performs a d u a l s e r v i c e . The f i r s t - t e c h n i c a l co-opera t ion- i s o f 

l o n g s t a n d i n g a n d o n e i n w h i c h i t i s p r e - e m i n e n t ^although t h e r e i s still room for 

improvement). Theimporta^nce and scopeof this work is outof a l lproport ion t o i t s 

cost, which is very modest, for it serves all governmentsin their efforts to equip 

their countries with the skills, the knowledge and therecept ivi ty to new methods and 

ideas without whichdeveloprnent, however wellendowed, will not t ake roo t . 

52. The second service - "pre-investment" 1̂  - isdifferent in purpose, s ince i t 

aims specifically a topen ing theway to investment, but is also of the grea tes tconcern 

to the developing countries. In addition, it is of special interest to t h e w o r l d Hank 

Croupand to the sources of capital. These two separatebut interdependent facets 

of UNDF^soperations must alwaysbe kept in mind when considering its partnership 

with the Hank. 

58. Thero le of t h e w o r l d Hank Croup is essential lyin the fieldof capital invest

ment, but t h e F r e s i d e n t h a s r e c e n t l y emphasized the Hank^sbroad responsibilit ies 

in the field of development. 2̂  Four t h e m e s a r e of particular relevance toUNDF^ 

Fi rs t , rapidexpansion. TheFres iden thas s t a t ed" . . . I be l i eve tha t globally 

the Hank Croupshould during the next f iveyears lend twice as much as during 

the past f i v e y e a r s . " 8 ^ Figures speak for themselves. IHHDand IDA loans 

and credits have already r isen from US^95^ million in 1988 to US^l, 78^ 

million in 1959. The Croupes budget was US^8^ million in 1988. In 1989, 

^ Defined in its narrowest sense of projectsdesigned to attract investment. 

2̂  " . . . Thewor ld Hank is not onlyafinancial inst i tut ion- it is aDevelopment 
Agency." Address to the Hond Club of New^ork , l ^ M a y l 9 8 9 . 

8̂  Extract from hiss ta tement to the Hoard of Covernors, 8September 1988. 
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Second, newattachments. The Hank, with i t s g r e a t financial resources, has 

amagnet ic attraction for Specialized Agenciesseeking to expand. Already 

s t rongdi rec t links havebeendeveloped between IHl^DandFAOand also 

UNESCO. 

Third, country progran^n^ing. T h e F r e s i d e n t h a s decided to introduce 

country programming, an innovation in keeping with h i so ther enlightened 

policies. He was goodenoughtodescr ibeh i s policies t o m e andthe essential 

par ts a r e r e p r o d u c e d i n C h a p t e r F i v e . ^ Naturally, l a g r e e with the 

Fresident^s policy for it fits in with the line of thought pursued by the Capacity 

Study f romtheoutse t . One of the main tenets of this Heport is that theUN 

development system, under the leadership of UNDF, should programme its 

technicalco-operationandpre-investm^en^t services at the country level. The 

Commissionon International Development, too, identified this procedure as 

oneof t h e k e y s t o t h e successful administrationof multi- andb i l a t e ra l a s s i s -

tance. 2^ The Comm^issionhasalso emphasized the need forlHl^Dand IMF, 

" incoun t r i e swherebo thopera te , ^to) adopt procedures for preparing unified 

country assessments . . . ". 8̂  For the sake of thedeveloping countries, it 

is essent ia l tha tUNDF, as the leader of theUNdevelopment system at the 

country level, shoulda lsobe a p a r t n e r i n a n y "unifiedcountry"approach. 

Fourth, possibleorganizationalchange. I f therecom^mendat ions^n^adeby 

the Commissionon International Developn^ent were accepted, t he ro le of IDA 

wouldchangesignificantly, andtherespect iveresponsib i l i t iesof UNDFand 

IDAwould require precise definition. 

5^. Takentogether , these developments all point in onedirection. Thus, if the 

supply of pre-investment studies is inadequate in relation to the Hank^s rate of 

expansion, it will have noal ternat ivebut to prepare them itself. Again, IHHT^s 

arrangements wi thFAOand UNESCO const i tu teanewpre- investment axis, even 

Footnote to para. 58. 

Op. cit. p. 70. 

Op. cit. p. 220. 

Op. cit. pp. 222-227. 
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though muchof their work may bebasedonUNDF-f inancedprojec ts . So, too, with 

programming. If UNDFdoesnot take the lead in in tegra tedprogramminga t the 

countrylevelofpre-investment needs t o b e met fromthe concerted resources of the 

UNdevelopment system, then theHankwi l lonce again have no option but to do so, in 

suppor tof i t sown investment programming. 

55. The relationship betweenUNDF and thewor ld Hank Croup in the f ie ldsofpre^ 

investn^ent and investment must thereforebeof crucial importance. I t m u s t b e 

understood- a n d c l e a r l y u n d e r s t o o d - b y all concerned. In my judgement, there is 

a p r o p e r r o l e f o r each of these organizations. Thewor ld Hank Croup should be the 

chief arm of t heUNsys tem in thefield of capital investment, whi leUNDFshould 

perforn^the same function forbas ic technica lco-opera t ionandpre- inves tment . 

However, a s lhave ind ica ted , anumber of forces, nowconverg ingonbothorganiza-

tions -no t allof which are under their control - could produce a v e r y different 

balancebetweenthem. T h e r e i s , therefore, a v e r y rea ldanger that t̂he cent reof 

g rav i ty forpre- inves tmentworkcouldbe pulled away f romUNDFtolHHD. If this 

happened, the resu l t would be a n e g a t i o n o f o n e o f t h e b a s i c functions for which 

UNDFwas specificallycreat^ed^ to f i l l t he "pre-investmen^tgap". If governments 

do not g iveUNDFal l the resources it needs to play its full role, ^then, in plain 

language, it must become, by sheer forceof circumstances, a junior par tner of the 

^ o r l d Hank in that field. I s t h i s t h e w i s h o f governments7 

58. For myself, Ibe l ievecategor ica l ly thatUNDF could be transformed by 

governments into an efficient medium for providing both technical co-operation o n a 

substantialscale and pre-investm^ent projects in numbers andof a s t andardsu i t ab le 

for the Hank^s requirements. Of course, ne i the rUNDFnor theUNdeve lopment 

system is exclusive^ the l a t t e r cannot provide a l l thepre- inves tment studiesneeded 

by thedeveloping countries, and theHank cannot provide a l l the capi ta l theyneed . 

It is self-evident, however, thatUNDF^s operations mus t expanda t about the sam^e 

rate as those of theHank. 

57. The relationship betweenUNDF and thewor ld Hank Croup is not the whole of 

the problem, however. Nor is it, in essence, anew problem. It i s y e t another, 

and more striking, manifes ta t ionof thetwobasic and inter-related issues whichl 

described at thebeginning of this c h a p t e r - t h e pressing needsof the developing 
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countries onthe onehandand, onthe other, theinherent inconsistencies and 

s t ruc tu ra lde f i c i enc iesof theUNsys tem. 

58. So we comeback to thec ross roads . " t h i t he r theUnitedNations develop

ment sy s t em7" " t h i t h e r UNDF7" 

59. F e r m i t m e t o h a m m e r h o m ^ e what n^ay be themost important fact represented 

by the existence of this^teport. If i t i s b a s i c a l l y o n t h e r i g h t l i n e s - and lhope 

p ro found ly tha t i t i s - then , with the Hepor to f theCommiss ionon International 

Development and the docum^entation prepared for theSecond Development Decade, 

governments nowhavethebes^topportunity since the presentUNmachinery was 

established to examinei t as awhole, toel in^inate i ts obsolete parts andsop repa re 

it for the future. 

80. This Study describes howUNDF could be organized and equipped to travel 

a l o n g a n e w h i g h w a y i n t h e future and to undertakeeffect ivelyamuch larger and more 

responsible task. It rn^ust be emphasized that the n^ajorrecommendationsmadeby 

the Study a re then^ in im^un^lcons ideressen t ia l tobr ingsys ten^andorder in toUN^s 

developn^entco-operationworkand to perm^it it toexpand steadily. As a l l t h e m a j o r 

recommendations a re in te r - re la ted , pickingandchoosingindividualproposals would 

represent nothing more than a r e v e r s i o n t o "tinkering", withpredictable resul ts . 

81. Covernments will na tura l lywishtoknow what is entailed if they decideto take 

the new road signposted by the Study. T h e f i r s t e s s e n t i a l i s t o r e c o g n i z e t h a t , above 

a l l e l s e , theUni^edNationsDevelopm^entFrogran^memustbeconceivedas an 

operation. Th i sen t a i l s t he adoptionofmeasuresdesigned to ensurean integrated 

n^anagerialapproachtowarddevelopment co-operation at a l l l eve l so f theUN 

development system, and at a l lphases of the operation, i n o r d e r t o achieve optimum 

resul ts for the benefit of developingcountries and maximum use of resources. 

Hriefly stated, these measuresshould included 

F i r s t , the introduction of aprogramming method which would enable all inputs 

fron^theUNdevelopn^entsystemtobeprogran^n^edcom^prehensively a tone 

t^ime i n a p r o g r a m m e corresponding to the needs and the duration of each 

country^snationaldevelopm^entplan. 
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Second, effective andpromptexecutionof approvedprojects, having recourse , 

as necessary, to al lavai lablemethods and resources withinand without the 

system. 

Third, controlledevaluation, designed tomaintain the accountability of the 

Administratorof U N D F f o r t h e u s e o f a l l r e sourcescon t r ibu ted toUNDF, to 

measure resu l t s , to judge theeffectivenessof the methods used, and to draw 

conclusions which may be applied with benefit to future operations. 

Fourth, effectivefollow-up conceived as an in teg ra lpa r t of eachpro jec t f rom 

the outset. 

Fifth, the introduction of anefficient information system. 

Sixth, organizational reforms a t thecount ry , regionaland headquarters level 

designed tointegrate the componentsoftheUNdevelopment system more 

closely. These shouldcombine greater contrôlât thecentrewithm^axim^um 

decentralization to the field level, where the authority of theH^esident 

representative should be greatly strengthened. 

Seventh, proper staffing of theoperat ion at all levels, involving far-reaching 

measures to attract a n d r e t a i n t h e b e s t qualified people available. 

Eighth, a financial framework designed to ensure thesmoothrunn ingof the 

operation, through which the maximumpossible amount of funds entrusted to 

theUNdevelopment system for development co-operation should be channelled, 

thehead of the centralorganization being held personally accountablefor their 

use. 

Ninth, maximumuse of all modern managerialand administrative aids and 

techniquestoensure aneffective, expeditious andeconomicaloperation. 

Tenth, maximum flexibility on the part of governments a n d t h e s y s t e m alike 

to pern^it adaptability tochanging circumstances andaspeedyandef fec t ive 

responsetonewchal lenges andopportunities as they ar ise . 

These might be called the Ten Frecepts . Chapters Five to Ten of the r e po r t outline 

inde ta i l how they could be put into effect. 
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82. Hut let no one have any illusions about the future. It will be tough and 

difficult for allconcerned. If governments shirk the bas ic i s sues , t hepresen tUN 

development systemwil l remain p laguedwi tha l l i t sbureaucra t i c impediments and 

m a y w e l l b e c o m e l e s s effective. The developingcountries will suffer. The 

reputation anddevelopment of bo thUNand the Agencies wil lbe damaged at the very 

time that aunique opportunityexists to s t r eng then themasneverbe fo re . 
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^ . AFIJAN OFACTION 

88. T h e T e n F r e c e p t s d e f i n e w h a t h a s t o b e d o n e . I n e s s e n c e , they cover the 

remaining two t iers of theStudyD Thus, t h e i n i t i a l F r e c e p t s r e l a t e t o p r o c e d u r e s f o r 

planning andoperat ingtheprogramn^e, w h i l e t h e o t h e r s d e a l w i t h i t s organization, 

administration, and financing. TheTenth and last Frecept adds theindispensable 

elementof imagination and vision which must animate a l l the res t . 

A. Frocedures forp lanningandoperat ingtheprogran^me 

8^. Theseproposed new procedures containtwon^ajor innovations^ the design for 

an integrated programming system, theUN Development Co-operationCycle, and the 

conceptualdesign for an information systern. 

1̂) TheUN Development Co-operationCycle 

85. TheUN Development C o - o p e r a t i o n C y c l e ^ gathers together i n o n e c o m -

prehensive and integrated pat terna l l the interdependent processes whichtogether 

constitutethedevelopment co-operation activities of theUNdevelopment system. 

T h e p r o p o s a l s f o r t h e D e v e l o p m e n t C o - o p e r a t i o n C y c l e r e p r e s e n t t h e t h i n k i n g o f 

someof^hemostexper ienced people, both inside andoutside the system, and have 

been worked out in detai l to test their validity although, obviously, they do not 

attempt to dealwith every conceivable situation. Froperly applied, theprocedures 

recon^mended would lead to t h e e v o l u t i o n o f a s y s t e m ^ w i t h i n w h i c h e a c h p a r t inter

locks. Onlyin this way can aneffective and lasting solution befound. 2^ 

^ Chapter Five. 

2̂  At present, many efforts arebeing made by the External Auditors, АСАНОЙ, 
ACC and its sub-committees, ^IIU, e t c . , to resolve individual problems, most of 
whichare directly related to eachother , e.g. evaluation a n d t h e u s e of computers, 
common budgetary practices, andoverheads. It is s igni f icantthatmuchof this 
work ar ises fromoperations financed by UNDF. Aneffectiveco-ordinating 
organization, controlling the maxin^umoffundsn^ade availablefor developn^ent 
co-operation, should be able to t a k e t h e i n i t i a t i v e i n resolving themajor i tyo f these 
problems, in co-operation with all other component parts of the system, and thus 
substantially r e d u c e t h e w o r k o f the extraordinary number of committees andsub-
committees which are now involved with then^. 
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88. Theproposedsys tem res t s o n t w o m a i n p i l l a r s . F i r s t , programming proce-

duresflowing from the countrylevelD the decisive area of action. Second, the 

integrated programming of all inputs f romthevar iouscomponents of the UNdevelop-

ment s y s t e m s UNDF, UNICEF, ^ F F , Agency programmes financed byAgencies^ own 

resources , and the like ^ so tha t they complement oneanother, f i t in to thedevelop-

ment plans or objectives of therec ip ient country and bear adequate rapport t o the 

inputs f romother sources, particularly those of acapi ta l nature. Theroleof lHl^D, 

a s t h e a r n ^ o f t h e U N sys temrespons ib le for capital investment, i s the re fo reo f the 

highest importance. 

87. The Cyclecomprisesf ivephases^ 

F h a s e l The Country Frogramme and Annual review 

F h a s e l l Formulation and Appraisal of Frojects 

F h a s e H l Implementation 

F h a s e l l Evaluation 

F h a s e ^ Follow-up 

88. F h a s e l -̂ The Country Frogramme. Thecountry programme forUNDF 

development co-operation would beprepared by thegovernment and the Hesident 

representa t ive , the latter drawingon assistance from other components of theUN 

developm^ent sys ten^asnecessary . It would b e b a s e d o n a t h o r o u g h r e v i e w o f the 

economic situation, of the needs emerging f romthe national development planD indeed, 

it s h o u l d b e p r e p a r e d a t t h e s a m e t i m e D and the likely provisionof assistance from 

other sources. 1 hope that all otherUNsourcesprovidingdevelopm^entco-operation 

inputs would also agree to participate, i .e. , UNICEF, ^ F F and Agencies with pro

grammes of their own, so that thecountry p rogrammewouldcover thewholegamutof 

UNtechnica lco-opera t ionandpre- inves tment assistance. IHHDshoulda lsobec lose ly 

associated wi th theprocess . Thecountry programme would be drawn upwithin an 

indicative planning figure, or "order of magnitude",l^^ommunicated by the Adminis

t ra tor andcovering the wholeperiod of the national development plan.^ Thecountry 

programóme wouldalsobe projected for the durationof the plan andwouldconsist of 

agreedobject ives, supportedby a s i a t e of projects worked out i n g r e a t e r o r l e s s 

detail. It would besubmitted t o t h e CoverningCouncilfor approval. 

1^ See para. 180 below for further details. 



27 

89. It is p c s s i b l e t h a t a f e w c o u n t r i e s n ^ i g h t not w i s h t o p a r t i c i p a t e i n a p r o g r a n ^ -

m i n g s y s t e m o f t h i s k i n d . Assuming, however, that the ma jo r i ty a r e i n favour, then 

the introduction of the scheme should n o t b e held up. 

70. Annual r e v i e w . Eve ry yea r within the plan p e r i o d a s m a l l e r e x e r c i s e would 

be under taken t o r e v i e w t h e p r o g r e s s o f the country p r o g r a m m e , pro jec t f u t u r e p l a n s 

i n m o r e d e t a i l a n d m a k e a n y n e c e s s a r y adjus tments t o r e s o l v e d i f f i c u l t i e s . 

71. F h a s e l l D Formula t ion and Appra i sa l of F r o j e c t s . This d e c i s i v e p r o c e s s 

w o u l d a l s o b e under taken at the c o u n t r y l e v e l , w i t h m a x i m u m p a r t i c i p a t i o n b y t h e p r o s -

p e c t i v e E x e c u t i n g A g e n c y or agent, a n d p r e f e r a b l y of t h e p r o j e c t m a n a g e r him^self in 

t h e c a s e of l a r g e r p ro jec t s . E a c h pro jec t desc r ip t ion m u s t include a n e t w o r k ana lys i s . 

F ro jec t s w o u l d b e a p p r o v e d by the Adm^inistrator provided they w e r e i n c o n f o r m i t y with 

the objectives of t h e c o u n t r y programn^e agreed by the Coverning Council , but he should 

de l ega t eau tho r i t y for approving s m a l l e r p ro j ec t s , w i t h i n a s p e c i f i e d f inancial l imi t , 

t o t h e l ^ e s i d e n t r e p r e s e n t a t i v e . 

72. F h a s e l l l D Implementat ion. Two ma jo r changes a r e e n v i s a g e d h e r e . F i r s t , 

the Admin i s t r a to r m ^ u s t b e h e l d d i r e c t l y accountable t o t h e Coverning Council for a l l 

t h e r e s o u r c e s m a d e a v a i l a b l e t o U N D F ^ t h i s m e a n s that he m ^ u s t t a k e a m o r e d i rec t 

ro le in the c r i t i c a l phase of implementa t ion than h i ther to . Second, in o r d e r t o o b v i a t e 

t h e d e l a y s and o ther deficiencies observed i n t h e past a n d t o l i g h t e n t h e l o a d o n 

Agencies i n c a s e s where they a r e c lea r ly o v e r - b u r d e n e d o p e r a t i o n a l l y , much g r e a t e r 

r e c o u r s e m u s t b e h a d t o contract ing pro jec ts outside the sys t em, a p r a c t i c e for which 

l eg i s l a t i veau tho r i t y a l ready ex is t s . ^ h e r e t h e Admin i s t r a to r deemed th i s t o b e n e c e s 

sa ry , h e c o u l d s p e c i f y t h a t t h e A g e n c y m u s t subcontrac t on h i s b e h a l f when ass igning 

a p r o j e c t t o i t for execution, o r h e c o u l d d o s o d i rec t ly himself. This would, in 

effect, m e a n t h a t t h e Agencies no l o n g e r h a d the v i r t ua l monopoly of execution that has 

been t h e i r s in t h e p a s t . They should, however, continue t o b e u sed t o t h e m a x i m u m 

possible , consonant witheff ic iency. 

78. F h a s e F ^ D Evaluation. This c a n b e divided i n t o t w o aspects^ opera t iona l 

c o n t r o l a n d a s s e s s m e n t of r e s u l t s . The f i rs t , which is a c o n t i n u o u s p r o c e s s , would 

be facil i tated by the network analys is provided for each pro jec t , a n d s p e c i a l r e s p o n s i 

bil i ty would fall t o t h e r e s i d e n t r e p r e s e n t a t i v e , whowould need t o b e p r o v i d e d with 

the n e c e s s a r y staff. The second, which may b e ^ m i d - t e r m o r a n e x post facto 

operat ion, would b e c a r r i e d out m a i n l y b y a s p e c i a l Inspect ion and Evaluat ion unit in 
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headquarters. Inbo th these ways the Administrator wouldbekept accurately inform-

edabout al loperat ions. Many other authoritiesneed to evaluateprojects. Inorder 

toco-ord ina teand rat ionalizethese efforts, however, all such evaluations should be 

the subject of prior consultations withthe Administrator andthe government con

cerned. This wouldinno way affect the constitutional rights of those ^e.g., govern

ments) who are requi redto carry out this functionbut co-operation is obviously 

essential. Evaluationshouldbeundertaken onlyby experiencedandqualifiedofficials. 

7^. F h a s e ^ D Follow-up. Th i s i s of vital importances it demonstrates success 

or failure. Covernmental responsibility is clear, but withintheUN development 

s y s t e m i t s location i snotwel ldef ined . Inaccordancewi th thepr inc ip le of the account

ability of the Administrator of UNDF, responsibility for follow-up, within the system, 

m u s t b e p l a c e d squarely onUNDF. Theaction required mus tbe fo reseenwhen the 

project isformulated and kept inmindthroughout i t s lifetime, particularly at the 

Annual H^eview^ 

75. After the f ivephases hadbeen completed, the wheel would comeful lcircle . 

I n t h e y e a r t h a t each country prepared its newdevelopment plan, alldevelopment 

objectives would be rev iewedaga inand anew country programme would be drawn up. 

^ h e r e n o na t iona lp lan i s preparedth is wouldoccur every f iveyears . 

78. Theproposals advanced for the Development Co-operation Cycle would have 

many consequences. For the developingcountries, it would yield significant ad-

vantagesby g iv ingeachoneof them acomprehensiveviewof thetotalco-operat ion 

it might expect fromtheUNdevelopment systen^duringthe wholeper iodof i t s 

national developmentplan, thus e n a b l i n g i t t o p l a n t h e u s e o f its own resources more 

efficiently. If agovernment sowished, th i sprocess might extend to bilateral pro

grammes a l so . l^ 

77. For thedeve lopedcoun t r i e s , the new procedures shou ldg iveamuch clearer 

picture of the useof resources , facil í tateme forwardplanningof contributions, and 

offer opportunities, subject t o thewi shes of thehost government concerned, for 

harmonizing multilateral and bi la tera lprogrammes. 

1^ I n s e v e r a l c a s e s , thebasicobject ives of programming mightbeachieved by 
us inge i ther the consortia or consultativegroups established by the 1HHD. 
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78. For theCoverning Council, the mainchange would be tha t it wouldapprove a 

number of country programmes at each session insteadofindividualprojects . How

ever, the Councilwouldbekept constantly informedof projects au thor izedbythe 

Administrator wi thineachapprovedprogramme, a n d i n p r a c t i c a l t e r m s its control 

and authority would beconsiderably strengthened by t h e w i d e r v i s i o n o f t h e p r o g r a m m e 

as awho lewhich thenewsys temwouldg ive . 

79. ForUNDF, greatchanges would be involved. responsibili ty for the operation 

as awholeand for the funds to finance it, wouldbeclear ly a s s igned to the Adminis-

t ra tor^thepresentdiffusionof responsibility would be eliminated. UNDFshould 

accordingly take the ini t ia t iveinco-ordinat ingact ionwithintheUNdevelopn^ent 

sy s t emwhereve r i twas clearly the major element. For this purpose, it would need 

to divest itself of i t sprev iousunders tandable tendencytobe"headquar te rs -or ien ted" 

and delegate much moreauthor i ty to the countrylevel. This would beone of the 

greatest tests of n^anagement. 

80. Onthe otherhand, t h e r o l e of the Specialized Agencies would no tbe modified 

sosignificantlyasm^ight at first seemapparent. They woulds t i l lexecute the 

majority of t h e p r o j e c t s f i n a n c e d i n t h e i r r e s p e c t i v e s e c t o r s b y U N D F . Changes would 

be introducedonly i n c a s e s wherean Agency was clearly already overburdened. 

ThoseAgencies which still h a v e a r e s e r v e of operationalcapacity would in no way be 

affected. Even for those Agencies that wereaffected, the levelof operational 

ac t iv i tyent rus ted to themwouldnot change absolutely^ it would simply grow at a 

relatively slower pace than hi thertoin relation to theovera l l increase inUNDF 

resources. This should g ive themabrea th ing space inwhich to adapt themse lves to 

ah igher leve l of activity in the future. It should a l sopermi t abe t t e rba l ancebe tween 

their operational and their constitutional functions. I n a l l c a s e s t h e p a r t i c i p a t i o n o f 

the Agencies in the preparation of country programmées would b^ of great importance, 

particularly those Agenciesoperating their owntechnica lass i s tanceprogrammes . 

2̂) Inforn^ation systems concept forUNdevelopment co-operation 

81. During the course of the Study, the Coverning Council approveda t i t^Seventh 

Session, a proposal advanced by the Administrator 1̂  t h a t " . . . i nv i ewof the close 

1^ UNDF, question of Data Storage and re t r ieval , F r o g r e s s H e p o r t b y t h e 
Administrator ^doc. D F ^ . 9 9 ) . 
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relat ionshipthat any information system shouldhaveto anoveral l system for develop

ment planningand management, the ^information) study would be carr iedout as an 

extensionof the Capacity Study." It was agreed that, in the short t imeavailable, the 

most practical courseof actionwas to prepare a"conceptualdesign of an information 

storage and r e t r i eva l sys t emtowhich theUn i t ed Nations organisations would find it 

poss ible to subscr ibe." T ln shasbeen inco rpo ra t edas Chapter Sixof the Study 

because rt interlocks so closely withthe concept of theUN Development Co-operation 

Cycle. Since specia l izedterms had t o b e u s e d , that chapter differs somewhat in 

s t y l e f romthe rest of thel^eport. 

82. Thedec is ive impor tanceof this conceptualdesignD a n d t h e n e e d t o t u r n i t 

in toreal i ty-^ needs no emphasis. Throughout the Study, oneleading theme hasbeen 

the impera t ive requirement for accura teandt imely information, the lackof which 

constitutes a g r a v e h a n d i c a p t o effectiveoperations andanobs tac le to theexpans ion 

of capacity. Often the information required isknown to oneo r other parts 

of theUNdevelopment systembut is not readily available, either because communica

tion facilities areinadequate, or b e c a u s e i t i s "hoarded" by the Agency concerned. 

88. The conceptual design is intended tout i l izeexis t ing facilities within theUN 

system wherever poss ib leandto takeadvantage of workalready under way. It pro

vides for a n e a r l y practical start within thepresen tUNDF structure. l^ater, within 

the f rameworkof therecommended UN Development Co-operat ionCycleandthe 

recommendedorganizational structure, it would l e a d t o t h e gradual development of 

ahighly integrated system covering three major types of informations 

^a) Technical and Scientific^ 

^b) Economic and Socials 

^c) Operational and Administrative. 

8^. The first two of them are of interest togovernments . Agencies and UNDF 

alike. It i sp roposed that technical and scientificinformation should be dealt with 

b y a c o - o p e r a t i v e effortbetweendecentral izedcomputer-assisted facilities in the 

Specialized Agencies, the DagHammarskjold l i b r a r y , andanetwork of National 

DocumentationCentres. The second typewould be mainly collectedat the country 

level. The sub-system for operational and administrative information is designed 

specially for UNDF but cou ldbeex tended tocovera l lope ra t ions within theUNdevelop

ment system. It is es^entialtotheefficient^ administration and accurate costing of the 

UNDFoperation. 
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85. Much of the information would shortly, or eventually, be processed by compu

ters . ^ i t h the resources available, no attempt was made t o p r e p a r e a d e t a i l e d c o m -

puterfeasibility study, particularly sinceevidence from Agency personnelconfirmed 

the re^or t of theUN Hoard of Auditorsand the Study^sown view that t h e U N s y s t e m 

nowha^ excesscapacity. Indeed, thecos t of existing computer facilities and the 

extent of their use, is already giving concern both togovernmentsand to certain 

Agencies. The immediaterequirement is to make thebes t use of existing computer 

capability within t h e U N s y s t e m and to equip the InternationalComputer Centre so that 

it can meetUNDF^sinformation needs. UNDF^slinks to this terminalwould be con

ditioned by their respect ivegeographica l locat ions in the future. 

88. Several Agencies are now individually andco-operatively expanding and 

improving their information sys temsand early decision and action should therefore 

be taken by UNDF on the Study^s recommendations. The design has implications for 

the ultimate development of ahighlyint^egratedsystemthroughou^t^heentireUNgroup 

of organizations. The implementationof the recomm^endations would t h u s b e greatly 

facilitated if early agreem^ent couldbe reached between theheads of a l l t he component 

parts of t heUNsys tem on the principlesand policies that should govern s u c h a s y s t e m . 

Ihope tha tACCandgovernments will take the necessary action without delay. How

ever, implen^entationoftherecon^mendations s h o u l d c e r t a i n l y n o t b e h e l d u p w h i l e 

these principlesand policies a rebe ing defined. 
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H. The organization, administration and financing of the system 

87. T h e t h i r d a n d l a s t t i e r of the Study comprisesfour main aspects^ theorganiza-

t ionalstructure^ the mobilization of human resources^ the financial frameworks and 

t h e u s e o f other ancillary resources and facilities. They will be dealt with in turn. 

^1) Organization 

88. I n e e d h a r d l y en^phasizethein^portance of organization. As requested by the 

CoverningCouncil, "several models" of possibleorganizationalarrangements have 

beencons idered . l^ Howe^^r, if the lines of action proposed in this d e p o r t a r e 

endorsed, then therecommendedmodelv i r tua l ly selectsitself . This is shown 

graphically in the chart reproduced here. 

89. If onewere s tar t ingafresh but with thebenefi tof hindsight, n o d o u b t a p r e c i s e -

lyart iculatedorganizat ionwould besought, con^pris ingadynamicexecut iveaidedby 

acompact headquarters staff, vigorously direct inganoperat ion in partner^hipwith 

individual Statesanddecentral ized administratively to the countrylevel. An Inter

national Developm^ent Authority would be the idea l answer under idealconditions,2^ 

the Agenciesbeing fully used for scientific andtechnicaladvice. Idealconditions, 

alas, donot exist. 

90. Alternative mode l smus t the re fo rebe considered. One model eliminatesUNDF. 

The Study rejects this entirely. Another t rans fe rs i t spre - inves tment functions D but 

no t thoseof technicalco-operat ionDtolHl^D, or more specifically, IDA. The Study 

rejects thispossibi l i ty for the t imebeing. ^et another possibility was to" t inker" 

with the existing s t ruc turebyconcent ra t ingon procedural improvem^ents only. For 

t he r ea sons s ta tedear l i e r , the Study rejected this out of hand. 

91. Another model provides for acollective"Headpiece" composed of the leaders of 

thepresen t internationalorganizations. This variant was given very serious consider-

1^ Chapter Seven, para. 81 onwards. 

2^ This is as g o o d a p l a c e a s any to dispose of the canard that, for sonne myster
ious reason, aninternationalorganiz^tioncannot opera teasquickly as anational sys
tem. This i snonsense . At theheightof its operations, UNHHA- s t i l l the largest 
economic andsocialoperat ion ever t ack ledby theUN D wasmovingsupplies on a 
scale and at a r a t e u n s u r p a s s e d b y any military organization i n ^ o r l d ^ a r Two, as 
well as dealing withover eight milliondisplaced persons. T h i s i s blasting memorial 
t o t h e vision and l eade r sh ipofCovernorHerbe r tH . Lehman. 
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a t i o n a n d was r e j e c t e d w i t h r e g r e t , but e x p e r i e n c e h a s shown that p r e s e n t c i r c u m -

s t a n c e s a n d a t t i t u d e s a r e n o t conduc ive to effective collective d i rec t ion . A s t u d y o f 

t h e r e c o r d s over t h e l a s t twenty-odd y e a r s r e v e a l s the l imi ta t ions in th i s r e s p e c t . 1 ^ 

T h e s e w o u l d i n e v i t a b l y h a m p e r t h e a d m i n i s t r a t i o n o f a n o r g a n i z a t i o n w h i c h m u s t 

demand, a b o v e a l l , t h e s w i f t a n d d e c i s i v e a c t i o n e s s e n t i a l f o r o p e r ^ t i o n a l c o n t r o l . 

F i r s t , ve ry r e a l poli t ical p r e s s u r e s n o w s u r r o u n d many of the Agencies . The i r good 

intentions a r e not in doubtbut in p r ac t i ce it i s a l m o s t imposs ib le for t h e m t o sub -

o r d i n a t e s e c t o r a l i n t e res t s t o a c o l l e c t i v e p o l i c y . The i r posit ion is r a t h e r l i k e t h a t 

of individual government depa r tmen t s with the added complicat ion that t h e U N s y s t e m 

does not p o s s e s s a F r i m e M i n i s t e r ^ i n t h e g o v e r n m e n t a l s e n s e ) . Second, s o m e t w e n t y 

Heads of Agencies would be involved in s u c h a " H e a d p i e c e " and th i s w o u l d c l e a r l y b e 

unwieldy. F r o p o s a l s to lin^it the number e v o k e d a s t r o n g reac t ion f r o m s e v e r a l of 

these w h o w o u l d h a v e b e e n e x c l u d e d . Thi rd , al l the H e a d s o f Agencies a r e unde r such 

p r e s s u r e o f work that it would be exceedingly difficult to get them a l l toge the r at the 

t i m e s whichwould best suit an opera t iona l organizations without t h e i r p e r s o n a l 

p r e s e n c e , t h e " H e a d p i e c e " would be much l e s s effective. T h e r e c o m m e n d e d model , 

however, d o e s p r o v i d e s e v e r a l v i t a l l y i m ^ p o r t a n t a r e a s ^ f o r c o l l e c t i v e p a r t n e r s h i p 

which wil l be desc r ibed l a t e r . 2̂  

92. The recommended mode l desc r ibed by the Study t a k e s i n t o a c c o u n t p a s t 

exper ience , p resen t pe r fo rmance and poss ib le f u t u r e d e m a n d s . I b e l i e v e t h a t , in 

p r e sen t c i rcun^stances , the organiza t ional s t r u c t u r e p r o p o s e d i s t he one n^ost l ike ly 

to respond to the objectives of CA reso lu t ion 2 1 8 8 ^ ^ 1 ) . It i s b a s e d o n the p r inc ip l e 

that , even if the idea l is not feas ible , i t i s s e n s i b l e t o w o r k a s c lose ly a s p o s s i b l e 

toward it . F o l l o w i n g t h e c o m m o n - s e n s e p r e c e p t o f not " throwing out t h e b a b y with 

t h e b a t h w a t e r " , it u t i l izes a l l t h a t i s good in t h e e x i s t i n g mach ine ry . 

98. U N D F i s the obvious, and indeed, t h e o n l y foundation on which t o b u i l d the 

n e w o r g a n i z a t i o n because^ 

1^ That the problem i s n o t new is evident f rom the following ex t r ac t f r o m a l e t t e r 
dated 2 5 M a y l 9 ^ 8 from l ^ o r d H o y d O r r , w h e n D i r e c t o r - C ^ n e r a l o f F A O , t o t h e 
Commiss ione r , then Ass is tant S e c r e t a r y - C e n e r a l for Co-ordinat ion in t h e U n i t e d 
Nations^ " l e a r n e s t l y hope that y o u w i l l b e . . . a b l e t o d o w h a t l h a v e b e e n c l a m o u r i n g 
f o r i n t h e l a s t t w o y e a r s ^ br ing the h e a d s o f the Specialized Agencies toge ther , and 
t r y to get a c o - o r d i n a t e d d r i v e . " 

2^ See p a r a s . 97, 99 and 101. 



34 

F i r s t , it controls the largest part of the funds made available to the UN 

system for technical co-operation and pre-investment; 

Second, it is the natural focal point for co-ordinating development co-opera

tion within the UN system; and 

Third, it alone has a world-wide administrative network. 

The new structure is designed to secure the shortest line of authority between the 

Governing Council, on the one hand, and the governments of individual developing 

countries, on the other, through the medium of the Administrator and the Resident 

Representatives. In that sense, one should think of the future UNDP as a bridge 

designed on the cleanest of functional lines. 

94. The role of UNDP will therefore be crucial. Unless it can be made to operate 

effectively as the hub of the UN development system, then none of the other component 

parts dependent upon it - particularly the Agencies - will be able to function efficiently,. 

no matter what individual improvements are introduced. 

95. It cannot be stressed too strongly that the first need is for UNDP to decen

tralize the maximum of functions to the country level and to delegate the maximum 

of authority with a view to getting action - and getting it quickly. The staff in the 

Resident Representative's office would need to be strengthened, particularly as regards 

the provision of technical advice. This could be done through arrangements with the 

Specialized Agencies for the full- or par t - t ime secondment of personnel, or by 

recruitment from outside the system. 

96. Separate representation of Agencies at the country level should be restricted 

to cases where their non-UNDP activities are large enough to require it, and should 

be financed entirely from the Agency's regular budget. UNDP must not be put into 

the position of financing - either directly or indirectly - Agency representation which 

does not coincide with its own needs. 

97. At headquarters, the core of the operation would be four Regional Bureaux, 

forming a direct link between the Administrator and his Resident Representatives. 

The Programme Policy staff represent the critically important "brain": few appoint

ments in the entire system would be as important as the head of this office. A Tech

nical Advisory Panel, composed of officers appointed and paid by the Agencies, would 

provide sectoral advice on the various phases of the operation and would work hand in 

glove with the Programme Policy staff. An unprecedented opportunity would then 
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exist for the knowledgeandexperience of the Agencies to befed into UNDP, enabling 

collectivepolicies and proposals tobeputtothe Administrator. Collectiveaction 

wouldalsobegreatly strengthened by theconstantflowof data fromthe information 

system, tobesetupby the proposed management and Information Systems staff. 

Ctherunits whichwouldplayakey roleintheintroductionof someof thenewfeatures 

recommended by the Study are thePersonnelandTraining staff, which wouldbe res

ponsible, among other things, for establishingacareerUN Development Service;!^ 

the Contractingand Procurement staffs which is essential in relationto the new 

contractual relationsfor implementation; and the Inspection and evaluation unit. 

9^3. The Study hasproceededcautiously with recom^mendationsfornewarrange-

ments atthe regional level, because of the complexityofthepresent situation, 

already described. Drasticrationali^ationofthe existing confusedpatternof regional 

representation is imperative, andthatlies outside the competence of the Study. It 

isstrongly recommended that l̂ CCSCC shouldcommission an investigation to examine 

how thismightbe done. Thisdoesnotmeanthatnoprogress can be made in the 

interims The recommended modelalready provides for certainpoints of interchange, 

suchastheappointmentof UNDPliaisonofficerstothe Commissions, and is designed 

toprovidefor extensive administrative decentrali^ationtothe regional level later, if 

rationali^ationtakesplace. Thus, the Regional Bureauxcould then belocated in their 

respective continents, at the site of the Regional economic Comm îssions, and might 

eventually be fused with them. ĵ Iore immediately, the most important contribution 

madeby the Com^missionsandtheregionaloffices would be n^ainly in programming 

and pro^ectformLulation and general supportof country programme activities. Direct 

operational responsibilities should berestrictedtoafewwell-definedcases infields 

wheretheyhave special interest andexperience^ 

99. before dealing with inter-Agency relationships at the highest level, Iwishto 

stress threepoints about the Specialised Agencies. Pir^t, itisintheinterestsof 

UNDP, and of the world at large, to strengthen the Agencies in the discharge of their 

constitutional responsibilities and to assist themtobecomerecogni^ed world 

authoritiesin their various fields^ Second, the Agencies should beused to 

amaximuminallphases of the operation financed by UNDP, provided that theycan 

^ See para. 111̂  
^ The IBRD has indicated that it would be ready tohelp in setting up this unit. 
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participateefficiently. Great opportunities will exist toconsolidate the partnership 

betweenUNDPand the Agencies, particularly at the countrylevel and by day-to-day 

partnership at headquarters through the Technical AdvisoryPanel. Third, Heads of 

Agencies wi l lobvious lyexaminewi thcare ^ as many of them have done already D 

how far their organizationsbenefit when theybecome involved in theactualexecution 

of projects. ShouldanyAgency continue toassumeunl imi tedresponsibi l i t ies for 

executivefunctions, it would simply becon^e a la rge-sca le contractor. 

100. Theco-ord ina t ionofeconomicandsoc ia l development pol iciesat the highest 

l e v e l w i t h i n t h e s y s t e m i s n a t u r a l l y related to theproblemof collective leadership. 

l amconv inced that more could be achieved, and at less costof the time of overworked 

Heads of Agencies, by discontinuing lACBl^ and creating, i n a r e f o r m e d A C C , a m o r e 

effective forum for the discussion of economic andsocial policies a t the highest level. 

ACC might be renamed the Policy Co-ordinationCommittee and divided into two panels, 

one dealing with general policies of theUNsys tem, andadminis t ra t iveaspectsof 

the inter-Agency re la t ionshipDthe Policy and AdministrationCo-ordination P a n e l s 

whi le theo the r would beconce rnedwi th the co-ordination anddiscussionof general 

economic and social questions, withpart icular reference todevelopment-^ the 

economic and Social Policy Co-ordination Panel. The servicing of thesebodies would 

be of crit ical importance. j^SAwould have thepr imary responsibility in t hecase of 

thej^conomicand Social Policy Co-ordination Panel, but the Programme Policy staff 

of UNDPshoulda l somake animportantcontribution. 

101. The recommended closer relationship between UNDP and the components of 

t heUNsys t emwhich provide other resources for development co-operation, or have 

responsibilityfor non-sectoral policies affecting development, is reflected in the pro-

posedorganizat ionbyaDevelopment Resources Panel. Thisbody would meet with 

the Administrator as necessary in order to harmonize policies and the use of inputs. 

^ P P and UNIC^P would naturally be members, and so too would the l l ^ P , ^ IBRD, 

1^ Operational aspects of the present work of IACB would be taken care of by the 
Technical AdvisoryPanel. 

^ There are relatively few references to the I^IP in the Study, but its operations, 
of course, exerciseaprofound influence on development in the widest sense. Inope 
that UNDP-I^IP relations become much stronger: the more c lose ly the l^ IP , t h e ^ o r l d 
Bank Croup, and UNDP^as the co-ordinating body for the UNdevelopment systems 
could ^ork together at the countrylevel , the more effective would be the contribution 
of theUnited Nations to the developing member States. ^Seealsopara . 53^. 
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UNCTADandPSA. Consideration should also be given to the possibility of integrating 

the field networks of UNICPP and UNDP. effective co-operation with the inputs 

represented by the regular programmes of ^ H C and UNshould be secured through 

their participation in thecoun t ry programming procedures 

10^. TheUN itself is i n a s p e c i a l position. Certain operational functionsof PSA 

mi ghtbe transferred at anappropr ia te t im-e toother parts of the s y s t e m s o t h a t t h e 

Department could concen t ra t eon i t sp r imary function of evolving econom^icandsocial 

policy for the sys t emas awhole, and its specialized fields of econon^icplanning, 

finance, statistics, andpublicadministration. It would thuscol laborate very closely 

withtheProgram^me Policy staff of UNDPand would p e r f o r m a v i t a l servicing role 

for the reformed ACC. 

103. The final level is naturallythat of governments. Here, t h e r o l e o f PCCSCC 

mustremainparam^ount and should be progressively strengthened. It is essential 

for it tobeeffectively serviced. Again, a s t h e n e w o r g a n i z a t i o n e v o l v e d a n d i t s 

links w i t h U N I C P P a n d ^ P P b e c a m e c l o s e r , consideration should begiven to the 

amalgamationof their governing bodies^ 

104. Because of their constitutional responsibilities, thePxte rna l Auditors, ACABC ,̂ 

and^IIUcouldall influencethe effectivenessoftheneworganization. The Governing 

Council shouldconsider carefully what additionalchecks are indispensablein addition 

to thoseprovided by the new procedures for programming, evaluation, and the hand

ling of information, i n o r d e r t o v e r i f y that the organization is efficiently managed. 

Care should betaken to ensure that such inquiries do not hinder the implementation 

of theproceduralandadminis t ra t ive changes recommended here or interfere with 

the"operational" methods essent ia l for theprovis ionof successful development co

operation. 

105. The functions o f thePx te rna lAud i to r sa r e essent ialand there is evidenceon 

all sides of their understanding and progressive attitudetoward the problems of 

organization and management which now plaguethe system. Their r e l a t i o n s h i p s 

therestructuredorganizat ionshouldremainunchanged. 

106. ACABC^was crea tedover twenty years ago a n d h a s t o g r a p p l e w i t h a n e x t r a -

ordinaryrangeof administrative and budgetary problems embracingmost of theUnited 

Nations system. Because of thespecia lc i rcumstances surroundingUNDP, the 

Governing Council might consider whether theserv ice now provided byACABC^ 
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could no tbe s t r e n g t h e n e d b y t h e c r e a t i o n o f a v e r y small group, reporting directly to 

the Council, eachmember of which should have had successfulexperienceboth in the 

field of administration and development. 

107. In the case of ÎIU l ^ t h e i n t e r e s t s o f member States, particularly the develop-

ingcountr ies , m^ightbebetter served bydivid ingthepresent unit and seconding two 

o r t h r e e m e m b e r s permanently to serve theGoverningCouncil . 

108. Another alternative would b e t o c r e a t e a s i n g l e g r o u p D not exceeding four or 

fivemLembers -̂  who could provide for the Council^andthegovernmentsof all member 

States^ the services now performed both byACAB^ and the ^IlUas they affectUNDP. 

In the future, it will be essential for UNDP, because of its operational responsibilities, 

to be subject only to adviceandconst ruct ivecr i t ic ism of the highest standard. This 

is s t a t e d a s aprinciple; it hasno impl ica t ions in relation to the advicegiven or to 

cr i t ic isms made of UNDPin the past^ 

109. As indicated in the detailed time-table suggested later in this volume, imple-

mentationof these variousrecommendationsfor reorganization is envisaged in two 

phases, the first ending i n l 9 7 ^ a n d the second in !975 . P rogress shou ldbe 

reviewed in both years . The 1975 review would be of particular importance, coin

ciding with the n^id-point of the Second Development Decadeand the target date pro-

p o s e d b y t h e Commission on International Development for theattainment of increased 

flowsof aid, including that through multi lateralchannels. Iftherecomn^endations 

havebeenefficientlyimplen^ented, there i s e v e r y reason tobel ieve that, by that time, 

thecapaci ty of UNDPandoftheUNdevelopment systemwouldbeconsiderably 

expanded. However, i t r e s u l t s g a v e l i t t l e h o p e o f effective expansion of capacity by 

the date required, governments would need to consider seriously thepossibility of 

limiting the operational activities of UNDPand of theUNdevelopment systemgeneral-

l y t o a l e v e l w i t h i n their provencapacity. If suchapo in t were reached, it might 

well be necessary, in the interest of the developingcountries, to contemplate drastic 

measures , such as the transfer of UNDP'spre-investment functions ^but not those of 

technicalco-operation^ toIBRD, ormorespeci f ica l ly , IDA. Butsuchamomentous 

1^ In the first two years of i ts work, t h e ^ I U e s t i m a t e d t h a t 7 5 - 8 0 p e r c e n t o f i t s 
t ime wasspent on investigations of operations financed by UNDP. 
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decis ion shou ldce r t a in ly not be cons idered b e f o r e U N D P a n d t h e U N d e v e l o p m e n t 

sys t em h a v e b e e n g i v e n t h e fullest oppor tuni t ies , including the n e c e s s a r y policy 

d i rec t ives and r e s o u r c e s , t o p r o v e t h a t t h e y c a n e f f e c t i v e l y c a r r y out a s u b s t a n t i a l l y 

l a r g e r programm^eover the next f i v e y e a r s . 

^^ Human r e s o u r c e s 

110. Nothing i s m o r e impor tan t than human r e s o u r c e s i n d e t e r m i n i n g the capac i ty 

of t h e U n i t e d N a t i o n s d e v e l o p m e n t sys t em. T o b r i n g about success fu l deve lopment , 

n e i t h e r p r o c e d u r e s nor organiza t ional s t r u c t u r e s will suff icewithout the insight and 

i n s p i r a t i o n w h i c h a d e d i c a t e d staff alone c a n g i v e . 

111. A s a n e s s e n t i a l l y opera t iona l p r o c e s s , UNdeve lopment co -ope ra t i on enta i l s 

s e r ious e x e c u t i v e r e s p o n s i b i l i t i e s f o r i t s staff a n d a p a r t i c u l a r r a n g e o f spec ia l i zed 

t a l e n t s a n d e x p e r i e n c e . Thus , looking toward another qua r t e r of a c e n t u r y o f 

development co-operat ion, it obv ious lybecomes i n d i s p e n s a b l e t o c r e a t e a c a r e e r 

s e r v i c e f o r t h e p e r m a n e n t staff engaged in planning and adm^inis ter ingtheprogrammLe-^ 

a U n i t e d Nations Development S e r v i c e . 1 ^ This should be a p r e s t i g e c o r p s , based 

solely on m e r i t and ready t o s e r v e a n y w h e r e a t a n y t i m e . ^ 

11^ . This Serv ice should have the following c h a r a c t e r i s t c s : 

- Its geographical d is t r ibut ion should be as wide as poss ib le , but Ar t i c l e 101 

of the Char te r , w h i c h s t a t e s t h a t " the paramount c o n s i d e r a t i o n . ^ sha l l 

b e t h e n e c e s s i t y o f s ecu r ing the highest s t andards of efficiency, compe tence 

and integr i ty . . . " should b e a p p l i e d r i g i d l y in o r d e r t o e n s u r e m a x i m u r n 

se rv ice to the developing count r ies ; 

- The staff should be s m a l l in n u m b e r s and of the highest quality; 

- They should be t r a ined in a l l a s p e c t s o f development, spec ia l emphas i s 

being placed on management a n d " o p e r a t i o n a l - m i n d e d n e s s " ; 

1^ T h i s i s in keeping with the recommenda t ion of the Commiss ion on In te rna t iona l 
Development for the crea t ion of "nat ional and i n t e r n a t i o n a l c o r p s of t echn ica l a s s i s 
tance pe rsonne l with a d e q u a t e c a r e e r oppor tuni t ies" ^op . c i t . p .190 , r e c o m m e n d a t i o n l 9 ^ . 

^^ The p a r a l l e l w i t h naval s e r v i c e i s exact. Sa i lo r s a r e e x p e c t e d t o s e r v e at 
sea and to s p e n d a m i n i m u m of t ime in Admi ra l t i e s . The staff of t h e U N Development 
S e r v i c e s h o u l d see the i r c a r e e r s p r i m a r i l y in the field; at p r e s e n t too m a n y people 
r e t u r n t o h e a d q u a r t e r s a n d s tay t h e r e . 
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- Conditions of se rv iceshouldbe comparable, wherever necessary, to those 

offered by employersou ts ide theUNsys tem andmakeprovis ionfor 

peripatetic livingconditions;!^ 

- Ideally, there should b e a clean break withthe salary s t ruc tureof theUni ted 

Nations, but, shouldthis not bepossible , the la t t e r shouldbe appliedwith 

much greater flexibility; 

- The newService shouldhave its own Appointment andPromotion Board; 

- Capable andqualif iedpeoplewithinthe Service should have theopportunity 

of rising t o t h e t o p p o s t s i f they arefi t ted for them. Cutsiderecruitment 

for suchposts should thereforebekept toan^in imun^. 

113. Carefully selectiverecruitment at entry level should ensure effectivegeo-

graphicaldis t r ibut ionat arelat ively early stage, but provis ionwouldhavetoben^ade 

for some recruitment at middleand higher levels until first-entry staff could fill all 

positions; this shouldbe mainly f romother components oftheUNdevelopment system. 

Training would b e a v i t a l element. AStaffCollegeshould be established, possibly 

inco-operat ionwithUNlTAR, and sabbatical leaveshouldbegiven for study purposes. 

114. Theposi t ionof the Administrator of theUnitedNationsDevelopment P ro 

gramme shouldbe endowed with increased authority andshould be analogous to tha t 

of the President of the IBRDandtheJ^anaging Director of the II^IP. Uisappointment 

shouldbe madeby the General Assen^bly on therecomn^endation of the Secretary-

G e n e r a l . ^ 

115. Throughout the Study, the decisiveimportance of the role of Resident Represen

tative, and of the quality of men and women filling these posts, has been emphasized. 

1^ It i shoped tha tonebas i cpo l i cy would be that whereofficialcircumstances 
separate families, children^usually at school ino ther countries^ should bereuni ted 
with their parents for all holidays D apolicy nowadoptedby somegovernments and 
a great number of firms. 

^ This comment is obviously impersonal. It h a s n o r e f e r e n c e t o t h e p r e s e n t 
Administrator who has madeanunparal lel ledcontr ibution to the successof the opera
tion. The importance of theappointment is directly related to the imageof the 
operation: s e e p a r a . 149et seq. 
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They shouldberecrui tedin to thenewDev^lopment Service 1̂  a n d g i v e n r e a l 

authority. The highest posts throughout the organiza t ionshoulda lwaysbeopento 

themsincef i r s t -c lasss ta f f would be unlikely to^o in thenew Service, o r t o remain 

with it, unless theyhadthe opportunity to r each the top . Po l i t i ca lpa t ronage is in-

compatiblewith development and mus tbe eliminated. Cnlyvery exceptionally should 

any Resident Representat ivebeappointedfromoutside the Service. A s i n s o m e 

Poreign Services, amarg inof lOper centover establishedposts should be provided 

in order toprovide for advanced training, illness, family problems, etc. 

116. Anyof thepresent Resident Representatives unable toprovide thes tandard of 

service required in theneworganiza t ionshouldbe released, compensationbeing 

awarded. Thepresent average age of Resident Representatives isunduly high for an 

o p e r a t i o n s and younger peopleshouldbebroughtforwardquickly. 

117. Present conditions of service for Resident Representatives are inadequate and 

must be improvedwithout delay. The greatest need is for suitablehousing, properly 

equipped. ^hen necessary, housing shouldbepurchasedbyUNDP.3^ This has 

been talked about for yea r sbu tno th inghasbeendone . 

118. TheUNDPwill always needgoodconsultantsand should build up a " s t ab l e " 

of advisers whohaveproved their suitability. They shouldalwaysbe of high calibre. 

The quality of their workcancont r ibutegrea t ly to ^or detract frorn^ theinnage of 

theoperation. 

1^ Another cana rdcanbed i sposedof hereD thesuggest ionthat 90 f i rs t -c lass 
men and womencould not today be found t o f i l l t h e p o s t s of Resident Representative. 
T h e r e a r e nearly ^0,000 people nowemployed in theUN system. P r o m p e r s o n a l 
experience, 1 am convinced tha t the necessary number couldbefound. Thos^^ho 
fear t o m a k e t h e necessary changes wil ldo s c a t the expenseboth of the developing 
countries and theUnited Nations. 

^ Thepresent a v e r a g e a g e i s 55; only seven are u n d e r 4 5 y e a r s o f age. 

3^ It is difficultto envisage how this coujd represent anythingelsebut agood 
investment. Cne Pmbassyin theJ^ iddle Past, boughtinthe 1840'sfor approxi
mately US^4,000, is today valued at US^5,000,000. 
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119. I t u r n now to the manpower requi red to execute projects ^ the specialized 

pro^ectpersonnel. Thequality of personnelwil l always determinethe success of 

operations andtherecrui tment , briefing, and useof "experts" D not always ahappy 

desc r ip t ions must r e m a i n a m a t t e r of immense importance. 

1^0. There canbenodoubt about the genuinedifficulti es that exis t in recruiting 

suitablepro^ect personnel for theUN developn^ent system. The general position 

appears tobe improv ings lowly , according t o t h e Agencies, but governments continue 

t o b e s e r i o u s l y exercisedabout it. ^lorefrequent contractingof projects outsidethe 

s y s t e m w o u l d e a s e t h e b u r d e n o f direct recruitment and alsoprovide co-operation to 

the developingcountr iesmorerapidly. The Study advances other suggestions in 

ChapterPight which might lead to further improvement. 

1^1. j^Iuch greater useshould be made of associated staff, i.e., associate project 

personnel and volunteers. I warmly endorse therecent resolution of PCCSCC 1^ 

recon^mendingearly study of thepossibil i ty of setting upan internationalvolunteer 

corps. 

1^^. Counterpart staff a r e o f m a ^ o r i m p o r t a n c e t o t h e operation, butthey are 

frequently difficult toprovide, both in quality and in numbers. Nevertheless, it 

i s i n t h e i n t e r e s t of thedevelopingcountries to makeava i lab le thebes t national staff 

i n o r d e r t o e n s u r e t h e s u c c e s s o f eachpro^ect. TheReport advances some ideas fo r 

their training, assignment and retention. 

1^3. Tra iningl ies at the heart of technicalco-operation. It is difficultto evaluate 

training programmes so fa r ca r r i edou tby theUNdeve lopment system, but evidence 

sugges t s tha tmanyob^ec t iveshaveno tbeen fully achieved, either quantitatively or 

qualitatively. Greater imagination, m o r e r e s e a r c h , stronger emphasis oneduca-

tionalplanning, in the widest sense of theword, receptivity tonew ideas and tech

niques, a n d a r e a d i n e s s t o e x p e r i m e n t , will all b e e s s e n t i a l i n t h e future. 

1^ PCCSCC resolution 1444^1^111^. This has also received support from the 
Commission on International Development ^op. cit. p.190, r e c o m m e n d a t i o n s . 
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^ The financial framework 

1^4. The"power of the purse" is a v i t a l f a c t o r i n t h e m a n a g e m e n t of any system. 

Cn lyby thep rope rcon t ro lo f funds madeavailable for development co-operation can 

theop t imumuseof resourcesbe achieved.!^ ChapterNine deals w i t h t h e s e m a t t e r s . 

1^5. The fact thatUNDP now controls thegrea tes t proportion of these funds i s o n e 

of t h e m a i n r e a s o n s f o r advocating its evolutionas the centralco-ordinating organi

zation. Suggestionshave already been made f o r a c l o s e r relationship with UNICPP 

a n d ^ P P , both in the f i e ldand with thegoverning bodies. Until this can be brought 

about, maximumsynchronizationof the programm^ingof these inputs should beachieved 

ineachcountry where they operate. 

1^6. As t o t r u s t funds, the arrangements recently introduced for the Population 

Trust Pund fit in wel lwi th thegenera lapproachof the Study. The administration 

of any future funds of this natureshould follow the samepat tern. 

1^7. Inconformity with its philosophyof mobilizing the maximumof financial 

resources, theStudy does not recom^mend any immLediate change in the handlingof 

fundsprovidedfromregular assessed budgetsfor sec tora lprogrammes of assistance, 

such as those carried out b y ^ H C and UN. Governments may feel, however, that 

there would be advantage in stabilizing them at present levels. 

1^3. In the long run, the m o r e a l l t h e s e s e p a r a t e funds can gradually be n^erged into 

one central fund under enlightened management, t heg rea t e r will be the opportunities 

to achieve the objectives laid down in GAreso lu t ion^ l33^^I^ . 

1^ Th i sp r inc ip l e i s of cardinal importance. Adi f fe rence ina t t i tudesappears 
to exist. Dr. R. j^I. j^acy of the ^lUrecommendseffective control by UNDPof 
its funds ^doc. D1IU^RPP^68^ of ^4 August 1968^. The Committee f o r P r o g r a m m e 
and Co-ordination ^doc. P^4716, P^AC.51^36 of 30 ^lune 1969^"..^ especially 
welcomed the Inspector 'srecommendations o n . . . control of funds for Special 
Pund projects". ACC, however, considered that this important functioncould 
notbe separated f romthe technical responsibilitiesof the PxecutingAgency, and 
that the PxecutingAgency must therefore con t inue toberespons ib le for all project 
operations, including the control of funds ^doc. P^4698^Add. l o f 13^unel969^. 
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1^9. The Study'srecommendations would requ i reacomple te merger of Technical 

Ass is tanceand Special Pund accounts i n toas ing le fund. This should cause no ma^or 

difficulty. 

130. The financial system isdesigned to provideasui tab le framework for theUN 

Development Co-operationCycle, combined with improved financialcontrol. Gnthe 

basis of realisticestimLatesof futureresources , the Governing Councilwould approve 

global indicative planning figures for f iveyears , distributing resourcesbetween: 

- global programmes 

- regional and sub-regionalprogran^mes 

- country programmes 

- acontingency reserve 

The amount allotted for country programmes would f o r m t h e b a s i s for making pro

jections of indicative planning figures o r " o r d e r s of magnitude" for individual coun-

t r ies , whichwouldbe adjusted to the length of their national development plans or for 

five years where no plan is prepared. This would not b e a c o u n t r y target, nor would 

i tcons t i tu teaf inancia lcommitment , but would serve a s a g u i d e for planning purposes 

only. Global andcoun t ry"orde r s of magnitude"and global allocation ceilings^would 

beannual lypro^ectedone year further ahead, and programmes would be adjusted 

accordingly^ Governments will note that the proposed procedures are similar in 

nature t o t h e new policiesrecent ly approved by the Governing Council for theTA 

comLponent. 

131. In keeping with the basic objective of seeking to obtain thegrea tes t possible 

return from all resources available to UNDP, it would be necessary to bring the 

financing of the SPcomponent into line with that for the TA component. Transitional 

measures are proposed to avoid any distortion arising f romthe application of this 

recommendation, if the Governing Council agreed to accept it. 

13^. The budgetary system is ofgreat importance. At present such terms as 

"pro^ectcosts" , "programme support costs" and"general administrative costs" are 

not defined clearly. The system proposed by the Study would distinguish between them 

by dividing them into th reesepa ra te budgets: individual project budgets, approved 

by the Administrators ap rogrammesuppor t servicesbudget, approved by the 

Governing Counci leachyear; andagenera ladmin i s t ra t ivese rv icesbudge t , also 

1̂  Por detailed procedures, see ChapterNine, paras. ^4-30. 
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approved annually by the GoverningCouncil. In^his way, governments would h a v e a 

m o r e r e a l i s t i c p i c t u r e o f t h e c o s t o f particular services. 

1.33. The treatment of o v e r h e a d c o s t s i s a h i g h l y technical andcomplex problem 

which has caused^ a n d c o n t i n u e s t o c a u s e - muchdifficulty both fo rUNDPand the 

Agencies, and also forgovernments. The Study agrees w i t h e r . Maurice Bertrand 

ofthe^TUl^ t h a t s o m e f o r m o f cost accounting system must be evolved as soon as 

possible. It is imperative t o a s c e r t a i n t h e " c o s t " of the operation andof individual 

projects with reasonable accuracy. Otherwise, i t w i l l n e v e r b e p o s s i b l e t o d e t e r m i n e 

whether resources havebeenusedeffect ively or to in t roducerea lcompet i t ion into the 

executionphaseby eventually requiring Agencies to tender in much t h e s a m e w a y as 

an efficient contractor outside the system. The Study proposes a f i r s t s ^ e p i n t h i s 

direction by: 

^ calculating in project budgets all costsof the project, including i tems 

for administrative and technical backstopping by thePxecut ing Agency 

andretroact ive reimbursement of project formulation costs; 

^ paying for consultancy se rv icesofAgenc ies in the more general field 

of programming by entering intoarrangements s imilar t o those now 

exis t ingbetweenthe lBRDandPACandUNPSCC. The costs of this 

would be charged to theprogramme supportbudget. 

134. Another im^portantproblemarises over con^mon budgetary and accounting 

practices. The Study strongly endorses the recommendation in j^Ir. ^IcCandless' 

r epor t fo rACAB^ that Agencies couldand should start producingcompatiblebudget 

presentations. The new programming proceduresproposed by the Study forUNDP 

should facilitate this evolution. The Study also concurs withthe recommendations 

i n ^ r . Bertrand's latest report for programme budgets. Al l these moves point to 

theint roduct ionofcommonprinciplesof accounting. This development i s of extrem^e 

importance toUNDP, and must becomest i l l more so with any substantial increase 

of funds. 

1] Cf. Report on the Overhead Costs of Extra-Budgetary Programmes and on 
Methods of Measuring Performance and Costs (doc. JIU/REP/69/2) . 
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135. Government resources commi t t ed toapro^ec t towhichUNDP support is being 

given need t o b e identified and managed incon^unction with theUNDPcontribution. 

The obligationsfalling on recipient governments must be administered more flexibly.^ 

Project budgets must takeinto account, i n a c o m m o n - s e n s e w a y , the actual 

economic andfinancialconditions existing i n a p a r t i c u l a r country, but phased in such 

away that the government is ready t o t a k e o v e r full responsibil i tyforthepro^ect 

whentheUNDP contr ibutioncomesto an end. I t i sp roposed tha t theGovern ing 

Counci lwouldprescr ibe a s t andard fo rmulabu twouldau thor ize the Administrator to 

approve var ia t ionsf romthe"norn^al" formulawhereby governments with greater 

ability topaywouldprov iden^ore than thenorn^ , whilethose withrela t ivelyless 

ability topay would provide less. 

136. Under thesys temproposed , the Governing Councilwould retain responsibility 

for al ldecis ions of financialpolicyandwould be kept fully informedon financial 

aspects of theprogran^n^ethrough regular reports . Pinancialdecisions onopera-

t iona lmat te rs wouldbe takenby the Administrator withinthe overallauthority granted 

h in^bythe Council. Some of his powers relating to the approvalof individual pro

jects should be delegated to the directorsof Regional Bureaux and to Resident Repre

sentatives. 

137. Governments will naturally wish toknow the cost of implementing the Study's 

recommendations, a n d t h i s i s dealt with i n C h a p t e r N i n e . ^ In over-simplified terms, 

it appears that the annual cost of deliveringaprogrammeatthel9681evelwouldremain 

the same (US^49 millions but that UNDP's budget would r i se by about US^7 million, 

wi thacor respondingsaving in the regu la r budgets of the Agencies. This result was 

a r r i veda t after detailed analyses andwithoutfiddlingany figures. However, 1 

personally doubt whether apropor t ionatereduct ionintheAgencybudgets would, in 

fact, be made, and, a l thoughcrys ta lgazingis adangerous past-time, my own^udge-

ment i s t ha t governments would have topay abou tUS^3-4mi l l i onmoreas thep r i ce 

for introducingsystem andorder intothe organizations. But "cost" and"price" are 

misleading words; it is impossibleto es t ima te the"cos t " of wasteandefficiency 

1^ Again, t h e r e i s agreement withtherecommendations of the Commissionon 
International Development (op. cit. p. 177^. 

^ Paras . 94-100. 
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in thepresentopera t ion , nor the value of do ingamuchbe t te r^ob in the developing 

countries in the future. Of one th ing l amconvinced, however, and that is that an 

addi t ionalexpenditureofthisorder (assuming that the operat ionas a w h o l e w a s b e i n g 

efficiently managed^ wouldbe thebes t investment that today couldbem^adein the 

United Nations. 

(4^ Other resources and facilities 

138. Afinalchapter 1̂  deals with material resources and facilities that also directly 

affect capacity, namely, the provisionof equipment; communications; common 

premises at the countrylevel; andcommonserv icesboth at headquarters and in the 

field. 

139. Onequipment, somespecific recommendations are madefor improved 

selection, delivery and standardization. An aspect whichprovokes widely varying 

reactions, but w h i c h l b e l i e v e t o b e w e l l w o r t h further consideration, i s theposs ib i l i ty 

of setting upacent ra l izedpurchas ing system, such as is successfully operated by 

UN1CPP andson^e governments, at least for certain standard items. I t i s therefore 

recommended thatUNDPshould set up a s m a l l t a s k f o r c e o f specialists to exan^ine 

thisquestion. 

140. Communications throughout t hesys t em are not satisfactory. TheUN system 

itself is not aloneresponsiblebut several ma^or improvements could be made. 

In thepas t , advanced methods of comm^unicationhavefrequentlybeenre^ectedon 

grounds of cost, but theunrecorded costs arising frompoor communications may 

themse lvesbeveryheavy indeed. They lead to serious delays relating topro^ects 

now involvingatotalcombinedexpenditure of someUS^l,700 million. No la rge-

scale comn^ercialorganizat ionwouldhesi tatetoinvest heavily in f i rs t -c lass 

communications. UNDPshouldaccordingly arrange withUN, ITU, andUPUfor 

anexpert group to inves t iga te th is problem, and be prepared to inves t money, as a 

genuine economy, in establishingan effective service. 

141. Thead^antagesof commonpremises a t the f i e ld l eve lhave longbeenvaun ted , 

but, despitemany proposals and discussions, thes i tua t ion is still highly unsatis

factory. Progress onthis front would undoubtedly d o m u c ^ m o r e t o achieve effective 

fieldco-ordination andco-operat ionbetweenUNDPand the Agencies t h a n a l l t h e 

principles andguidelinesthat either ACC or this Study a r e e v e r l i k e l y t o p r o d u c e . 

^7 Chapter Ten. 
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Anyonewithexper ienceof thePight ingServicesknowsthedif f icul ty of getting them 

together if they areaccommodated in separate offices: "if y o u h a v e t o p u t o n y o u r cap, 

you don't go to seeyour opposi tenumber." I t i s the re fo reappropr i a t e tha t Malta, 

with its unique e x p e r i e n c e o f a C o m b i n e d ^ a r Headquarters, should recently have 

presented new proposals to PCPC, suggesting ways and means of providinga single 

bui ld inginevery developing country for a l l the representatives of theUN system who 

a r ep l edged to combinetheir resources tofight anotherkindof war. The Maltese 

proposals provide a good foundationon which further action should be t akenas soon 

as possible. 

142. It is obvious that capacity couldbeincreased and money saved if thevar ious 

parts of theUN system m a d e a d e t e r m i n e d e f f o r t t o i n t r o d u c e c o m m o n s e r v i c e s t o 

the maximumbotha t headquarters and field levels, particularly as regards the 

pu rchaseo fcommonuse r items, suchas vehicles andofficeequipment and supplies 

and theadoption of standard forms for similar functions. Acompactgenera l services 

unit servicing theUN system as awholewouldprobably soon pay for itself many 

times over. The task force examiningcentralizedpurchasingof equipment should 

a l so look in to theposs ib i l i tyof creating suchaun i t . 
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VIL INTANGIBLES AND IMPONDERABLES 

143. At the end of this intensive survey, I have been left with the strong impression 

that a number of intangible and imponderable factors bear directly on the capacity of 

the present development programme. They do not fit into the main framework of 

the Report, which deals with specifics, but I consider them important enough to 

meri t special mention here. 

144. Age. Today, the UN system seems to be a disproportionately old and 

bureaucratic organization. Many governments, steeped in much longer traditions, 

are far more progressive and ready to respond to modern conditions. One reason 

advanced for this is the lack of enlightened personnel policies; another is the uneven 

quality of staff management demanded by such a complex group of organizations. 

Whatever the reasons, a sense of urgency - which must be a vital factor in any 

development programme - is lacking in many parts of the system. The age of 

officials alone does not explain the situation. Some of the oldest are youngest in 

spirit; some of the youngest are most conservative and unadventurous. 

145. Negativism. The UN system has more than its fair share of "experts" in 

the art of describing how things cannot be done. There is some relationship between 

the impression of disproportionate age and this attitude of negativism. Certainly, 

both conditions undoubtedly exist and affect capacity adversely. They provide strong 

reasons for keeping a restructured UNDP as free as possible of the bureaucratic 

undergrowth which now strangles action. 

146. Stress. Virtually all of the outstanding people involved in the present UN 

development operation are now subject to s t ress - a clear indication of the over

extended capacity of the present "non-system". Many of them admit that they are 

unable to give of their best under present conditions. This means that the finest and 

most experienced minds of men and women who really understand development - and 

there are very few of them either within the system or outside - have little or no 

time to think about its future orientation. Thus, a vicious circle is created. 

Because the condition is not remedied by the application of foresight and imagination, 

it becomes progressively more acute. The only solution is the introduction of 

effective management procedures which would smooth the flow of work and introduce 

the right degrees of decentralization and delegation. 
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147. Geographical location. Many governments and key officials within the 

system raised the question of thebes t site for theres t ructured organization. The 

proximity of UNDP in relation to its main executive a r m s c l e a r l y h a s a d i r e c t a n d 

important bearing on capacity. ^ There are threeobvious possibilities - t h e p r e s e n t 

site i n N e w ^ o r k , ornewlocat ions inWashington or Geneva. Of these, Geneva 

offers cer ta indis t inctadvantagesi f efficiency is the criterion. In Geneva, UNDP 

would haveimmediate or easy access to themajor i tyof theExecut ingAgenc ies : 

PAO,UNESCO,ILO,WP^O,UNIDO,UNCTAD,WMO,IMCO, ITU, IAEA and UPU. 

Among other obvious advantages, this would greatlyfacilitate the functioning of the 

proposed Technical AdvisoryPanel . 

148. The argument t h a t a m o v e f r o m N e w ^ o r k would adversely affect theatti tude 

of theUnited States Government, at present the chief contributor to the operation, is 

challenged by many who believe that that Government, andCongress in particular, 

would be more favourablyimpressed by an international operation that, whatever its 

location, could beshown to be effective and achieving positive resul ts . Thea rgu -

ment that separation fromUN Headquarters would beahandicap is at least balanced 

by the advantageof proximity to e levenothercomponentsof theUNdevelopment 

system in Europe, as well as the possibility that elements of the Department of 

Economicand Social Affairs might move to Geneva in 1972. Lastly, it is held that 

the overa l lcos t of the headquarters would be less in Geneva than New^ork . These 

fac torsdo not give the whole of the equation, but they indicate that the problem 

mer i t s very serious examination. 

149. The image. This is perhaps thegrea tes t in tangibleand imponderable of all. 

In f ewareas of action a regove rnmen t s so sensitive to publicopinion as that which 

i sgenera l ly referred to as "foreign aid". UNDP, in particular, andtheUNdevelop-

ment system generally, are completely dependent on government support. Thus, 

their public " image"is of immense importance. Capacity is directly related to 

publicopinion. 

150. At present, UNDP appears tohavegood government support, but its image 

i sna tu ra l lya f fec tedby theper fo rmanceof the Agencies, someofwhosereputat ions 

s e e m t o be more controversial. UNDP itself is not yet well known to thegenera l 

public. 

^ SeeChapter Three, para. 24. 
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151. The image of UNDP is influenced by at least three major factors: 

P i r s t , results speak for themselves. The best reputation and t h e b e s t image 

wi l l comefrom anopera t ionwhichcanbe seen to be effective, b o t h i n t e r m s 

of content and of administration. 

Second, the imageof UNas awhole. The political l im i t a t i onso fUNare not 

fully appreciated by the world at large, and uninformed c r i t i c i s m o f U N c a n 

ruboff onUNDP. Conversely, asuccessfulUNDP can greatly help the 

image of UN. 

Third, thesuccess , or otherwise, of bilateral programmes. Governments 

have cons tan t ly impressedontheCommiss ioner tha tUNDP's performance 

must affect publicopinion and support for "aid"generally; they also 

recognize that the resu l t sc f their own opera t ionscandirec t lyaffec tUNDP. 

The advantage of securing m^aximumco-operation between multilateral and 

b i l a t e r a lp rog rammes i s obvious. 

152. What should bedone to increase public support7 In the negative sense, the 

f i r s t r equ i r emen t i s t oe l im ina t e justified causesfor crit icism. That means the 

attainmentof appreciably higher standards of administration, and the eliminationof 

"deadwood" in the present programóme. It a l s o m e a n s t h a t a l a r g e number of 

officials in key posi t ionsintheUNdevelopment system must becomemuch more 

conscious of the degree to which the programme depends on public support. 

153. Positively, public support will come for a p r o g r a m m e w h i c h c a n be s een to 

be successful. P^ence, the image. Good projects, well executed and achieving 

pos i t iveresul t s , will speak for themselves, but intelligent publicitycan increase 

their impact still further. Outstandingly good management must also contribute to 

the brightness of the image. Thequali ty of staff -par t icu lar lyRes ident Represen

tatives and senior consultants - i s equallyimportant. 

154. The nameof the organization and the titles of its P^ead and local officials all 

make an impression on the public. "Authority"or "Agency" might b e a b e t t e r 

description of UNDP rather than"Programme" . ^Administrator" and"Direc tor -

General" are ama t t e r of choice. It is unlikelythat "Resident Representat ive"can 

beimLprovedupon. 
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155. Evaluation is not alwaysbalanced; almost invariably crit icism far outweighs 

pra ise for a job well done. The present spate of uncontrolled and unco-ordinated 

evaluations, not always carr ied out by capable people, could, if taken t o a n 

extreme, g rea t lydamage the imageofUNDPandtheUNdeve lopment system, des

troy public confidence, andendanger t hemos t promising enterpr iseof theUni ted 

Nations. N e e d m o r e b e said7 Both governmentsand the system itself w i l l d o a 

vas td i s se rv ice if they neglect this obvious threat to the capacity of the entire system. 

156. In looking into thefuture , the rea lvalueof technicalco-opera t ion provided by 

t h e U N s y s t e m must never be underestimated. At present, there is adangerous 

tendency-which can affect the image - t o measure its effectiveness by the 

relatively modest sumsof money involved. This is adangerous over-simplification, 

for development co-operation, because of its multiplier effect, can undoubtedly 

y i e l d a v e r y high dividend indeed in relation to the funds employed. 
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VIII. THE LONGER PROSPECT 

157. At thebeginning of this Report, I s t r e s s e d the need t o s e e the problems with 

which we are dealing i n a l o n g e r perspective, t o s e t t h e m i n t h e f r a m e w o r k o f our 

time. A s t h e w o r k h a s p r o g r e s ^ e d , s c h a s t h i s conviction deepened. Again, many 

authorities, both inside andouts ide thesys tem, have asked m e t o r e c o r d some of 

the ideas about the future advanced during thecour se of our work, a n d l n o w d o s o , 

thusobserving the Governing Council's injunction to me to heboid and imaginative. 

158. The adoption of the procedural innovations proposed by the S t u d y - i n the 

UN Development Co-operationCycle, the Information System, theUN Development 

Service and the financial f ramework-would e q u i p U N D P w i t h a s e r i e s of comple-

mentaryar^d flexible instruments which could easily be adapted to thepar t icu la r 

needsof individualcountries and to changing circumstances - l ó c a l a s w e l l a s world

wide - over agood many years to come. Theorganiza t iona ls t ruc turewhichthey 

are to serve wasconceived in the same dynamic mould, not as a t e rmina l but ra ther 

as astaging-post in theprogress towardacha l l eng ing future. Accordingly, it i s 

framed in s u c h a w a y t h a t it could, if governments wished, progressively be mLade 

over to become the focusof a true development system, in which ECOSOC would 

increasingly commandauni ty of purpose in a l l thea t res of economic and social 

policy, dispersed at present throughout many different internationalorganizations. 

The Commissionon International Development has s tressed the imperative need for 

such aco-ordinating force on the intemationaldevelopment s c e n e . T h e r e i s every 

reason whyECOSOC, appropriately reconstituted and equipped, should come to play 

t h i s ro l e . Many would say that this was the hope with which it wasconsti tuted 

originally. It would, in effect, become aone-world parliament, pledged t o a 

unified and universal attack on poverty, hunger, d iseaseand ignorance and to the 

corporate achievement of economic andsoc ia lp rogress . The Specialized Agencies 

wouldcontinue to exist as technical bodies, each pre-eminent in its ownsec to rbu t 

their policies, as we l l a s those of UNCTADand UNIDO, would come for reviewand 

approval to ECOSOC. 

159. T h e s a m e process of consolidation should ^ccur pari passu at the secretar ia t 

level. The staffs of UNDP, WPP and UNICEP might, like their governing 

bodies, beamalgamated. Indeed, i n t ime , if theeconomic and social 
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responsibilities of theUNdevelopment system g r e w s o l a r g e a s to imposean 

intolerableburden on the Secretary-General, in addit iontohis onerous political 

duties, theseact iv i t ies , as well as the operational programmes, might come to be 

co-ordinated byaDi rec to r -Genera lhav ingas t and ing in his field comparable to 

thatof theSecre ta ry -Genera l in thepo l i t i ca lwor ld . Operational activities would 

be strongly centralized, poss iblyunder the authority of aProgramme^Committee 

responding to ECOSOC. It would then be logicalto amalgamate the co-ordination of 

theeconomLic and soc i a lpo l i c i e so f theUNsys t emwi th the management of its 

operational activities by combining the residual part of ESA and UNDP. They 

would together serve as thesec re ta r i a t for theenlarged ECOSOC in all its general 

economic and social responsibilities. Similarly, at theregional level, the Regional 

EconomicCommissions would be incorporated into thes t ruc ture and their 

secre tar ia ts merged with those of the Regional Bureaux of UNDP. 

160. In short, the model recommended by the Study would openadoor which 

might, i n t i m e , lead to thedevelopment of something very near to the ideal organiza

tion that the Study hasdiscarded as unattainableat the present moment. 

161. It is achallenging prospect. But there is nothing in theaccumulated 

experience of the last twenty-fiveyears to show that the challenge cannot be met. 

Rather, the will has not been strong enough. 

162. It could also b e a n ominous prospect if, i n a y e a r in which the first moon 

landing hasshown the feats of which man iscapable when his resolution is un

swerving, Member Governments a n d t h e U N s y s t e m w e r e t o shirk this portentous 

issue. I w a s much impressed t ohea r the se sen t imen t s echoed by two distinguished 

delegates. At the summer session of ECOSOC, Ambassador Hernán Santa C r̂uz 

said: 

"The landing on the Moon was the result of acombinationof technical skill 
w i tha f i rmpo l i t i c a lw i l l , massive financial support and excellent organiza
tion. Development is more important than the conquest of space and should 
be tackled wi tha t least equaldetermination." 

And, at the opening of the Ninth Session of t h e T r a d e a n d Development Board of 

UNCTAD in August, i ts President, Mr. 1 .̂ B. Asante of Ghana, movinglyt^ranslated 
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Cervantes into the twentieth cehtury: 

"Our world is polarized into the haves and have-nots. It̂  would be wonderful 
ifNeil Armstrong ^poke for all mankind wheh he said on landmg on the moon 
'onesmal l step for man; one giant step for mankinds T h o u g h l ^ a s e x c i t e d 
and sat with my eyesglued to television until the early hours of t̂he morning, 
I d i d n o t f e e l h e spoke for me. I do not belong to that part of mankind. But 
l a n d countless others want to belong to one mankind." 

163. It is sobering to think, in these times of rap^dchangeand new discoveries, 

howlittle changed are theeveryday miseries of much of mankind in the world today 

from those of the sixteenth century. There is one significant difference, however. 

Cervantescould not change his world. We can. 
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P L A N O P IMPLEMENTATION 

The acceptanceby governments oftherecommendations of the Capacity Study will 

raise the question of implementation. A s e r i e s o f actions would be required by the 

governing o rganso f theUNand by the Administrator of UNDP t o g e t the newsys tem 

started. Whererelevant, corresponding action m-ightalsobe taken by the Specialized 

Agencies and by other componentsof theUNsys tem. 

The planofimplementat ioncouldcomprise two phases involving the following 

actions^ 

A. PBA.SEL PIRST QUARTER OP 1970 - END 1971 

During the first phase i t would be necessary^ 

(a^ to takeact ion to providealegis la t ive framework for the newsys tem 

envisaged by theCapaci ty Study; 

(b^ to prepare its actual application in practice. 

A s e r i e s of decisions would have t o b e taken, as appropriate, by the General Assembly 

of theUnited Nations, by the Economic and Social Council, and by the Governing Coun

cil of theUNDP; measures would have to be implemented by the Administrator of 

UNDP. 

^ Policy decisions t o b e taken bygovernmental bodies 

(â  Directives related tom^ajor procedures of UNDCC. 

(b^ Merger of the TAandSPcomponents . 

(c^ The principle of theaccountability of the Administrator for 

a l lphasesof UNDPoperations. 

(d̂  New financial regulations. These regulations should bring into 

force theproposedf inanc ia landbudgeta rysys temof UNDP based 

on indicative planning figures, global allocation ceilings, working 

capital and reserve fund, project budgets, budgets for programme 

support and for general administration services. Theregulations 

should alsoreflect the principle that while the Governing Council 



58 

approves programmes, the Administrator approves individual projects 

and allocates funds for execution. The regulations should establish 

the Administrator 's right to re-delegate authority to approve certain 

projects to Regional Bureaux and to the Resident Representatives. 

Finally, the regulations should establish the Administrator as custodian 

of UNDP funds. The financial regulations should be prepared in time to 

be considered by the Governing Council as soon as possible, preferably 

at the Council's session in January 1971 but certainly not later than at 

the session in June 1971. 

(e) Decision to enable UNDP to develop an independent personnel adminis

tration. 

(f) Subsequent consideration of staff ru les . Since the preparation of these 

staff rules will take some time, it may not be possible for the Governing 

Council to consider them before its session in June 1971. 

(g) Consideration of the establishment of a United Nations Development 

Service and of a Staff College. 

(h) Reconstruction of ACC and discontinuance of IACB. 

(i) Creation of a Development Resources Panel. 

(j) Creation of a Technical Assistance Panel . 

(k) Decision to initiate an enquiry into the regional structures of the 

United Nations and the Specialized Agencies. 

(1) Decisions to initiate enquiries into centralized purchasing of equipment, 

improvement of the communications system, and common premises and 

services . 

All decisions requiring approval by the General Assembly of the United Nations should 

be considered by the Governing Council of UNDP early in 1970, and by ECOSOC at 

its summer session, to permit an enabling resolution of the General Assembly to 

come into effect by the end of that year. 

(2) Operational decisions to be taken by the Governing Council 

The Governing Council would have to take during 1971 another series of decisions 

designed to prepare actual operations under the proposed system to begin in 1972. 

These would relate to: 



59 

^ the apportionment ^global, regional, country and reserved of antici

pated resources for planning purposes fo r a f i ve -yea r periods 

^ the indicative planning figures for individual countries^ 

ĉ̂  theglobalal locat ioncei l ings cover ingaper iodof fiveyears^ 

^ the^normal^form^ula for sharing project cos tsbetweenUNDPand 

governments, and guiding principles designed to assist the Administrator 

in theapplication of any variations from the^normal^ formulae 

^ thebudge ts forprogrammesuppor tandgenera lad^minis t ra t ives^rv ices 

fo r theyea r !972^ 

^ considerationof acertainnum^ber of country progra^mr^es andother 

programmes^regionalorglobal^, p r e p a r e d e a r l i e r t h a n 1 9 7 1 o n t h e b a s i s 

of indicative figures previously approved by the Council. 

It would be highly desirable to apply the new programming procedures in somecoun-

t r i e s a t an earlier date, particularly in those which would begin the implementation of 

new development plans in 1971. In order to achieve this, the Governing Council might 

authorize the Administrator to t akeappropr ia tes teps . 

^^ measures to be taken by the Administrator of UNDP 

The Administrator, immediately after the Governing Council has met in the first 

quarter of 1970, should prepare proposals for consideration by theappropr ia tegovern-

ingbodiescovering items enumerated in^l^ and 2̂̂  above. 

For theactual operation of the syste^m, the Adm^inistrationwouldneedto take 

action following decis ionsbythegoverning bodies, and, in particular, the following 

^measures: 

^ reorganization of the headquar terssecre tar ia t of UNDP using mostly 

existing staff, andwhere necessary, by recruitment of newstaff or 

arranging secondmentof Agencies' staffs also the implementation of 

certain elements of the new management information systems 

^ preparation of country programming in selectedcountries^ 

^ negotiation of agreements with Agencies^ 

^ organization of the work of the Development Resources Panel and 

of the Technical Assistance Panels 
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^ preparation of recommendations to the Governing Council for 

implementation of the findingsof the enquiries into centralized 

purchasingof equipment, improvement of the communications 

system, andcommon premises and services, as s o o n a s t h e s e a r e 

available. 

B. PBASF11: 1972 - 1975 

T h e m e a s u r e s t o b e taken during t h e s e c o n d p h a s e r e l a t e either to theac tua l 

operation of theUNDevelopm^entCo-operationCycle or to the in^plementation in depth 

of other recommendations, mainly of anorganizational nature. 

Depending on circumstances, some of these steps could b e e i t h e r p r e p a r e d o r 

even implementedconcurrently with P h a s e l . Gther steps will recur annuallyor r e 

quire more t ime, and for th i s reason Phase 11 hasbeenconce ivedasone which might 

w e l l c o v e r a p e r i o d o f approximately four yea r s . 

^1^ Action t o b e taken by appropriategovernn^ental organs 

^ Arev iewof the progress achievedinthein^plen^entationof P h a s e l o f the 

Capacity Study recon^m^endations, as approved by thegoverning bodies, 

to be undertaken by the Governing Council in 1972. 

^ Consideration of a m e r g e r of thegoverning bodies of ^ P P a n d of UN1CFP 

with the Governing Council of UNDP. 

^ Transfer ofcertain operational responsibilities of BSA to appropriate 

SpecializedAgencies o r t o subsidiary bodies of theUnited Nations. 

^ Consideration of the findings of the enquiry into the regional structures of 

theUnited Nationsand of the Specialized Agencies. 

^ Approval of country programmées andotherprogrammes^reg iona lor 

global^ which have been prepared, 

^ during 1971 ^this could be done toward the end of 1971^ 

^ ensuing years . 
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^ Annual revision of 

^ theapportionn^ent of ant ic ipatedresourcesfor planning purposes^ 

^ country andother indicative planning figures^ 

^iii^ global allocation ceilings. 

^ Areview in depth of the progressof implementation of Capacity Study 

recommendations, tobeconducted by the Governing Council toward the 

end of Phase 11, i . e . in the course of the year 1975. 

^ Action to be taken by the Administrator 

â̂  Continuation of thereorganization of the Headquarters of UNDPand 

its field offices in the light of the recommendations of the Capacity 

Study ^including theexperimental transfer of the Regional Bureau 

forl^atin America to the site of FCl^A^, with particular emphasison 

the further developm^entofapersonnelsysten^centredon theUnited 

Nations Development Service andonthees tabl ishment of aStaff College. 

^ Progressive developm^ent of the various information systems. 

ĉ̂  Consolidation of UNDCC procedures. 
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