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Chapter Two 

THE FIRST TWENTY-FIVE YEARS 

^And there is nothing left remarkable 
Beneath the visiting moon.^ 

- Shakespeare, Antony and Cleopatra 

L INTRODUCTION 

ID The capacityoftheUNorganizations to assist theprocess of development n^ust be 

seen in its historical settings firstly, withregard to thegeneral attitudes towarddevelopment 

and foreign aid prevailing during the time in which theUNsystem was being evolved^ 

secondly, in relation to the evolution of the functionsand organization of theUNand the 

Specialized Agencies^and thirdly, in the context of theemergence of independentdeveloping 

countrieson the world scenes 

2̂  An acaden^icanddetailed analysis is not intended but rather ageneraldescription, 

highlighting themain features of the period, and demonstrating how eventsduring the last 

twenty-five years have nowcreatedan^ajor dilemma for governn^ents. 

IL THE GENERAL FRAME^ORI^OFAID FOR DEVELOPMENT 

3. UNactivities in development assistancewouldaln^ost certainly not have assun^edthe 

importance they did had they not grown up againstabac^ground of expanding foreign aid for 

development throughout the 1950^sand during the early 1960^s, and of increasing realization 

of the scale oftheneeds asmore andmoreformer colonies achieved independences Indeed, 

theconceptof assisting less-privileged countries to accelerate their progress might be 

singledout asoneof the main themes of our eraD However, this thence en^ergedonly 

graduallyoveraperiodoftimeandunderwentanun^ber ofvariations^ Itoriginatedin 

UNRRA and in the internationaleconon^ic and socialco-operationen^bar^ed upon in the after­

math of the Second^orld^arD The main goal at that time was relief, followed by assis­

tance in theworl^of reconstruction and rehabilitation after thedevastationsofwar^ Support 

for development was not the primary objectives This was also true of Marshall Aid, which 

thusdiffers inaveryfundamentalway from the later develop^nentprogran^mestowhich it is 

constantly held up asanexample^n^oreover, by and large, it wasaprogramme of assistance 

from the developed to the developed. 

4D The transition towards the concept of aid for development purposesbegan early on with 

GA resolution 52(1) and 58(1) (1946) and ECOSOC resolution 51(V) of ECOSOC(1947) instructing 

the SecretaryDGeneral to establish n^achinery for providing expert assistance to Men^ber 
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Governments^ Another major step was President Truman^shistoric inaugural address in 

1949 which led to thecreat ion of ^PointlV^and, oneyea r l a t e r , to the Act for International 

Developments During the 1950^s, the concept steadily gained support through the rapid 

growth in bilateral programmes, especiaHy during thesecond part of thedecadeD 

5̂  In ^omeways, the concept of aid became formalized, for example, inthediscussion 

of one per cent of national income as the target towhichdevelopedcountries should aspire 

when allocating resources to help t h e T h i r d ^ o r l d ^ Partly a s a r e s u l t of the tremendous 

surge in thenumber and s izeof bilateral programmes, co-ordinat ingbodiessuchas the 

Development Assistance Committee of OECD were created^ Yet, although the theme was 

constant, its interpretation varied widely from one donor to another^ TheUnited States^ 

Act for International Development, establishing Point IV, had defined its motives as charit­

able, economic and strategics Other programmes adopted one or more of these as their 

leitmotivs Somesawi t a s a m e a n s of exerting political, strategic, economic or cultural 

influence, or of finding new markets for their own expanding economies^ in other countries, 

usually former colonial powers, the paternalistic note was still apparent, although the child 

hadco^ne of age^in others again, econon^icand social n^isery were seen as the rootcause 

of disorder and war, which n^us tbee rad ica ted^ ina fewcases , the^noral aspects too^ pre­

cedence anddevelopn^ent was seen a s a d e s i r a b l e end in itself^ andeven those sceptical about 

theeffectivenessof aid as an instruisent of developmenten^bar^ed on p r o g r a m m e s a s a 

matter of political necessity. 

6̂  Thus, although the ultimate objective was thesame in aH c a s e s - development-the 

n^otives prompting the provision of aid for thisend varied considerably fron^onedonor to 

another and even in many individual instances were not well defined. Although development 

assistance had grownfromsmal lbeg inn ings in toa la rge-sca le activity, considerable con­

fusion and uncertainty still persisted about the nature of foreign aidait was aggravated by the 

constant and illusory search for somemagic formula for development, epitomized i n a 

se r i e so f slogans which went in and out of fashion as the years went by, and by the pro­

liferation of mechanisms for providing assistances This, in turn, l e d t o a b l u r r i n g o f t h e 

imageof development aid in the eyes of public opinion which, t o a l a r g e extent, determines 

theamount of support to begiven to itD 

^ A s a m a t t e r of historical interest, the idea of ^one per cent^arosemuchearl ierD 
It appears to have originated with MrD Harry Dexte r^h i te , a f te ra lunch with Lord Keynes 
inSeptember !943 , and was applied to theUNRRA operations 
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IIL THE EVOLUTION OF UN STRUCTURES FOR DEVELOPMENT ASSISTANCE 

7. Such problems were by no meansconfined to the bilateral providersof development 

aid. 

8̂  In the initial debates about the form theUNshould ta^e , development assistance had 

not loomed larger TheUNwas also conceived in themids t of the Second ^ o r l d ^ a r and, 

although internationalco-operation was t o b e the corner-stone, t h e p r i m a r y g o a l w a s security, 

defined in its narrowest sensed This is not to say that no attention was paid to the econo­

mic and social aspects but rather that they weregiven secondary importances ECOSOC, 

after all, hasexis ted from the outset but, according t o E . Stettinius, it wasonly the insist 

tence of theUnited States at theYalta Conference that secured agreement for it^ creation, 

the other Great Powersbeinglessconvinced of the need for an organization that wasbroader 

in concept t hanasecu r i t y body. ^ But at San F ranc i scoa few months later, t hes t r eng-

thening of the economic and socialchapter of the Charter derived from the recognition that 

wars^night be prevented not only by international action but a l s o b y t h e r e m o v a l of the con-

ditionsof poverty anddeprivation which n^a^e them possibles 

9. The Charter foresaw the need forMembers to pledge themselves t o t a l e joint and 

separate action inco-operat ionwiththeorganizat ion for the purposeofinternationaleconon^ic 

and social co-operation. Nevertheless, there was l i t t leawareness at that time that the new 

organizationwóuld launch operational activitiesofadevelopn^ent nature o n a l o n g - t e r m 

basis. ^ 

10^ Development operations were also relegated t o secondp laceby thefounders of the 

various Specialized Agencies created around thesame period to encourageinternationalco-

operationof a s e c t o r a l ^ i n d i n a r e a s suchasagr icu l tu re , education, health andcivil aviations 

the International Labour Office (ILO), the International TelecommunicationsUnion(ITU)and 

theUniversalPostalUnion(UPU)had, of course, existed since long before the war. ^ 

^ E. Stettinius TheYalta Conference, page 25. 

2̂  The first major action in international economic and social co-operation, UNRRA, was 
se tup to providerelief and rehabilitation after thedestruction of the S e c o n d ^ o r l d ^ a r . 
^ h e n i t w a s conning to anend, independent successor organizations wereestablished, notably 
UNICEF and IRO, to deal with some of the problems still unsolved^ The UN itself at first 
ren^ained on the periphery of these actions^ theEconomicCon^n^issionforEuropewas con­
cerned with policy for reconstruction, and was not action-oriented. IBRDal sowasa l r eady 
in operation but its activities at that time were mainly directed towards reconstruction and 
emergency w o r ^ developn^ent financing can^e latere 

3̂  T a b l e l i n Appendix Six in P a r t V g i v e s the dates of creation of the various Specialized 
Agencies of theUnited Nations. 
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In their early days, the Agencies wereseen more asclearing houses of information, designed 

primarily toorganizeinternat^onalco-operation, harmonize policy, promote research and 

set standards in their respective fields rather than to engage in operational activities (though 

the ^orldHealthOrganization(^HO)was an exception, having from the outset included in 

itsmandateresponsibility for technical assistance to Member Governments). 

11. Yet, despite this limitation in concept upon which each had been founded, theUN 

systemof organizations couldnotremainindifferenttotheneedsofarapidly changing and 

decolonizing worlds 

12. For thededicatedadvocatesof development, theUNseemed peculiarly suited tomeet 

these needs^ in their eyes, the Charter had sent out aclarioncall to all the nations of the 

world to unite together in solving their commoneconomic and social problems^ Thefanfare 

had arousedequally stirring echoesamong the newly-independentcountries, who found both 

inspiration and hope in the ideals of the Charter and expressed their needs and aspirations in 

asteady flow of strongly^phrased resolutions from ECOSOC and its dependent Commissions, 

both functional and regional^ Theseset apattern for international action and policy fora 

decade. 

13. TheUNchannel had other advantages to commend it. Itcould provide political objec­

tivity, accesstoresourcesof all Men^berStatesonavirtually world-widebasis, anda 

multilateralchannelfor a forn^of n^utualco-operationinwhichbothdevelopedanddeveloping 

countries could ta^e part onequal and mutually agreed ternas. It hadaspecial interest in 

the welfareof the newly-independent countries, which, in some cases, it had helped into the 

world, and whichdesperately needed assistance in finding their feetD And, given its res­

ponsibility for ensuring universal peaceand security, it wasappropriate that it should help to 

aHeviatethe conditionsof poverty, sickness and hunger which, in the eyesof many, werea 

basiccauseof strife. 

14D The response of theUNsystem to this new opportunity- tentative, ad hoc and experi­

mental as it was- represented the beginning of what must be regarded asamajor revolution 

inthe concept of the role of theUNorganizationsinadynamic world of rapid economic and 

socialchangeD New programmes were initiated, new operational units were established and 

additional financial commitments were made to enable theUNsystem to enter the field of 

direct support to development. 

15D The breadth of UNactivities and the number of its sectoral arms have expanded 

greatly since the founding of theUNitselfD^/ Its own n^en^bership has increased from the 

forty-six sponsoring and invited governn^entsat San Francisco (later increased to fifty-one) 

^ See Tables 1, 2and3in Appendix Six in PartVD 
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to 126^the UN budget has grown from US^44 mil l ion in 1950 to an e s t ima ted US^151 mi l l ion 

in 1969^ while the combined budgets of the Specialized Agencies (IBRD group not included) in­

c reased over the same per iod f romUS^28 mil l ion to US^209 mi l l ion . Graph No. 2 . 1 i l l u s -

t r a t e s the growth of these r e g u l a r budgets from 1950 t o ! 9 6 9 and, by compar i son that of 

voluntary pledges to E P T A , the Special Fund and UNDP. 1^ The p r a c t i c a l impac t of dec i ­

sions ta^en some twenty y e a r s a g o i n s u c h d i f f e r e n t c i r c u m s t a n c e s has n e c e s s a r i l y mu l t i ­

plied propor t ionate ly . 

16. It was against th i s background of rapid growth and g rea t i n t e r e s t in aid for develop­

ment, o n t h e o n e h a n d , ando f t h e b r o a d e n i n g of t h e m a c h i n e r y and the ac t iv i t i es o f t h e U N 

and Specialized Agencies on the o ther , that t h e i n t e r n a t i o n a l o r g a n i z a t i o n s e n t e r e d the 

development arenas Thus , t h e U N p i o n e e r e d n^any of t h e e a r l y a d v a n c e s i n t heo ry th rough 

cer ta in of the functional c o m m i s s i o n s o f E C O S O C and through t h e g r o u p s o f expe r t s s e t u p b y 

t h e S e c r e t a r y - G e n e r a l to cons ider n^easures for econon^icdevelopn^ent and s tabi l i ty . It a l so 

sponsored the ea r ly field worl^of organizing advisory m i s s i o n s . 

17. T h e p u r p o s e s a n d t h e n u n ^ b e r s of the resolu t ions mark ing t h e n ^ a i n s t a g e s o f t h e e v o l u -

t ion of UN act ivi t ies in th is s p h e r e a r e given in T a b l e l o f Appendix Six in P a r t V . The 

following pa rag raphs t r a c e t h e m a m t r e n d s r u n n i n g through th i s p r o c e s s and forming the 

cha rac t e r of U N p r o g r a m m e s ^ 

18. In the ea r ly y e a r s o f p o s t - w a r co-operat ion, the r e g u l a r budgets of s o m e o f t h e 

A g e n c i e s w e r e t h e o n l y s o u r c e o f d i r e c t U N a s s i s t a n c e t o M e n ^ b e r G o v e r n n ^ e n t s i n the v a r i o u s 

economic and socia l s e c t o r s . However, the scope and f inancial r e s o u r c e s of such ac t iv i t i e s 

w e r e g r e a t l y l i m i t e d , except in the c a s e o f ^ H O , and even h e r e t h e i r s ca l e in r e l a t ion to the 

size of the p rob lem was not g r e a t . At the Genera l Assembly meet ing in 1948, ^ an i m p o r ­

tant step was ta^en towards the widening of s u c h U N a c t i v i t i e s b y t h e adoption of a r e s o l u t i o n 

authorizing technica l a s s i s t a n c e to be c a r r i e d out by the S e c r e t a r y - G e n e r a l of t h e U N , in 

addition to the p r o g r a m m e a l r e a d y under taken by the Special ized Agencies . 

19. But the f i rs t significant advance t o w a r d a c o n c e n t r a t e d and l a r g e - s c a l e effort by t he 

U N o r g a n i z a t i o n s o n behalf of t h e d e v e l o p i n g c o u n t r i e s c a n ^ e w i t h t h e c r e a t i o n of t h e E x p a n d e d 

P r o g r a m m e for Technical Ass i s t ance (EPTA) in 1 9 4 9 ^ f i n a n c e d , l i^e the Special Fund and 

UNDP la te r , f rom voluntary contr ibut ions pledged annually by M e m b e r Governments . 

1¡ More detai ls can be found in Table 4 in Appendix Six in P a r t V. 

2/ G A resolut ion 200(111). 

3/ ECOSOC resolu t ion 222(IX); GA resolut ion 304(IV). 
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The enabling resolution specified that the knowledge and facilities of the Specialized Agencies 

should be fully drawn upon by the new programme. Thisgave occasion for renewing the 

debate between centralists and decentralists which has attended all the major changes in the 

evolution of t h e U N s y s t e m . There were some who felt that the new programmeshould 

c e n t r e o n t h e U N a n d t h a t t h e Agenciesshouldbe considered merely asagentsof the pro­

gramme. Protagonis tsof the other viewconsidered that the Agencies should participate on 

aful l and equal bas is , as they werealready doing in the Administrative Committee on 

Co-ordination. After longandarduousdebate , an agreement wasreached which secured the 

positionof sectoral interests withinaloose framework providing but little recognition for 

thecommon purpose of development. This arrangement, which established theTechnical 

Assistance Board(TAB)with an Executive Secretary andaChai rman, representing the 

Secretary-General, but without authority, lasted until 1952 when an Executive Chairman^s 

post was established^ The new programme was to be directed by TAB, which was composed 

of representat ivesof all the Specialized Agencies and headed by an independent Executive 

Chairman. At the inter-governmental level, the programme^spolicies were decided by the 

Technical Assistance Committee of ECOSOC. However, the Executive Chairman^s inde-

pendenceand powers weresevere ly l imi ted by the fact that he hadcontrol over onlyacontin-

gencyfund, whereas themainbu l^ of the budget wasdistributed between the Agencies b y a 

systemof shares . The apportionment of thecontingency fund was inprac t icea lsodecided 

collectively on the sameshared basis. 

20. This pattern of responsibility for the utilization of financial resources wasaref lec t ion 

of attitudes adopted in the early post-war period when the international institutions were 

established within the li^nitedconcept of their ro leas thenconce ived and to which reference 

i s m a d e in paragraph lOaboveD 

21. TheSpecialized Agencies had beenestablished as autonomousbodies, each with its 

own bailiwick carefully defined to guard against duplication. The need to co-ordinate these 

various activities, which at that time did not include the new operational functions of direct 

development assis tance, was recognized and provided for through themachinery of ECCSOC. 

This was loosely conceived and varied greatly in interpretation between one organization and 

another^ For example, the agreements between theUN and ILO, FAO, UNESCO, ICAOand 

^HOrespect ive ly contained provisionsby which Specialized Agenciesrecognized^thedesira-

bility of establishing close budgetary and financial relationships with theUN^.^ / The 

Agencies agreed to consult with theUN in the preparation of their budgets and to transmit 

the proposed budgets to theUNannually for examination by the General Assembly and 

possible recommendations^ Theagreemen t swi thUPUand lTUwere less specific, stating 
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onlythat^theannualbudgetof (the Agency) shall be transmitted to theUN, and the General 

Assembly may ma^e recommendations thereon^. Theagreements with the Ban^ and the 

Fund were more restrictive, stating that the two organizations would furnish to theUNcopies 

of their annual reports and quarterly financial statements but specifying that ^the appropriate 

authoritiesof (the Agency) will enjoy full autonomy in deciding the form andcontent of such 

budgets in practice, t heya re r ecogn i zedas completely independent organizations. 

22. Yet the possibility of an alternative approach had not been overlooked and the arrange­

ments adopted were only reached after the desirability of aconsolidated budget for the whole 

network of international agencies had beendiscussed and rejected. Both thePrepara^ory 

Commission of theUN and the ECOSOC Committee on Negotiations with the Inter-govern­

mental Agencies favoured greater control at the centre for international econon^ic and social 

activities, and thecon t roversynowso familiar in internat ionalcirclesbetween the 

centralists, who wished the Specialized Agencies to besubjected to theauthority of theUN it­

self, andthedecentral is ts , who supported their virtually complete independence, was aired 

for the first t ime. The latter view prevailed. But the basic dilemma has never really been 

solved and thedecision at that time tose tupafunc t iona l ly decentralized systemof autono-

mousorganizations with strict division of responsibilities ( indirect contrast to the principle 

of theLeagueofNat ions)hashadaprofound organizational in^pact^ Thisbecan^eespecial ly 

significant once theorganizat ionsentered the field of operations and it set the pattern for the 

specialized bodies that were created later, until the establishment of UNCTAD and UNIDO 

mar l^eda re tu rn toapo l i cy nearer to tha to f theLeague . 

23. There has been agradual shift from that time to the present day, marked b y a l e s s e n -

ing of t he sec to ra l i n f luenceanda l a rge remphas i son the developing country. This empha­

sis , which^ in organisational t e rms , c a n b e s e e n a s o n e of relating the autonomous 

Specialized Agencies to the machinery charged with economic and social development in both 

policy and operational spheres, has beenaconstant element in thedebate on theacce le ra t ion 

of development. Asuccessionof adjustments were made in the relationship betweencentral 

and decentralizedcontrolwhich sought to bring the system more nearly in to l inewi th the con­

ditions to be met, i . e . thechanging needs and strengthsofthedeveloping countries them-

selvesD 

24. Inl^unel954, for example, the adoption of the French proposals fo ra^coun t ry 

t a r g e t ^ ^ l e d gradually to theconcept of what was t e r m e d ^ a country programmed, although 

this differed considerably from the ^ind of country programme advocated by theCapacity 

Study in ChapterFive. The concept of ^agency shares^ was retained, though i n a l e s s rigid 

1¡ ECOSOC resolution 542 (XVIII). 
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form, a n d e a c h A g e n c y ^ s p a r t i c i p a t i o n i n a n y g i v e n p r o g r a m m e c o n t i n u e d a t m u c h t h e s a m e 

level as previously. 

25. Another obstacle to long-term planning derived from the annual voting of funds which 

reverted at the end of each financial period. This w a s r e m e d i e d t o a certain degree by the 

introductionof biennial programming i n ! 9 5 9 ^ and, a y e a r l a t e r , by the complementary 

measureof ^project programming^ whereby governments, when submittingaformal request 

for 5s s i s tanceovera two-year period, wereencouraged to plan the various projects up to 

theexpectedterminat ionof outside a s s i s t a n c e ^ t h i n a l i m i t of four years. This introduceda 

new element of continuity, while thegradual elimination of individual agency shares repre­

sented another step towards the concept of a m o r e coherent country programme. The 

process wasgreat ly facilitated by the parallel evolution of the functions of the Resident 

Representative, who began in the e a r l y y e a r s as little more thanaglori f ied administrative 

officer but w h o c a m e m o r e a n d n ^ o r e t o b e r e c o g n i z e d as the primus inter paresan^ong the 

Agency heads of mission and thegenera l spokesman of TAB before the government. 

26. These evolutionary processes were part and parcel of agenera l and growing under­

standing during the 1950^sthat the needs of thedeveloping world far exceeded the imaginings 

of those who had first conceived the idea and the early mechanisms of development aid. The 

voluntary funds pledged bygovernments forEPTA reflected this i n a g r a d u a l but steady in-

c r e a s e d u r i n g t h e d e c a d e . I n l 9 5 8 , the ОРЕХ p r o g r a m m e ^ w a s setup, under theauspices 

of UN, t o p r o v i d e e x p e r t s w h o would occupy executive positions in governments rather than 

perform purely advisory functions as underEPTA. As another example in the international 

sphere, UNICEF was transformed in 1952 f r o m a r e l i e f agency intd an organization witha 

long-standing mandate for providing assistance tochi ldren, particularly in the developing 

worlds from the outset, i t w o r ^ e d c l o s e l y w i t h ^ H O , and subsequently became increasingly 

involved with the wor^ of other Agencies, UNESCO andFAO under EPTA (later the TA com­

ponent of UNDP), thus becoming an additional international input into development assis­

tance. For its part, IBRD, which had made its f irst loan toadeveloping country in 1949, 

extended its loan activities to the private sector with the creation, in 1956, of the Inter­

national Finance Corporation (1FC). 

27. Being envisaged as technical assistance pure and simple, EPTA had restricted its 

activities to the provision of experts and fellowships, plus to^en allocations of equipment 

^for demonstration purposes^ which, in practice, were very sBmall. Soon it was argued that 

this was not sufficient. Skilled manpower, it was said, was not the only- nor perhaps even 

^ It was first applied in the 1961-1962 biennium. 

2̂  GA resolution 1256(XHI). 
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the main- requirement of the developing countries which also desperately neededcapital 

providedoneasy te rms which was not available either from bilateral sources o r f r o m t h e 

IBRD. Pressuregrew for the establishment of an international capital development organiza­

tion which would fill t h i s g a p a n d a c o n c r e t e p r o p o s a l w a s made for the creation of aSpecia l 

UnitedNations Fund forEconomic Development (SUNFED). Th i smovewas prompted by 

several forces, among which w e r e t h e r a p i d growth in the understanding of development 

problems, thegrea t expansion of practical technical assistance wor^, and also the incipient 

concern felt over thedevelopingcountries^ growing debt service burden. It naturally 

attracted the enthusiastic support of the developing countries, whose political strength in 

bodies such as the General Assembly, ECOSOC and the Specialized Agencies, had by then 

increased very substantially. However, the majority of the richer coun t r i e sexpresseda 

rooted dislike of the idea, an attitude shared by IBRD. 

28. ^he issue was fiercely andconstantly debated for several years , from 1953 onwards, 

without either sidema^ing any concessions. In theend , however, compromisewasreached , 

this time in the form of the Special Fund, but this was not created until 1 9 5 8 . ^ Another 

possibleby-product of this protracteddebatewas the International Development Association 

(IDA), s e t u p i n ! 9 6 0 a s an affiliateof the International Ban^ and empowered t o m a ^ e l o a n s o n 

easier terms than had been thecase previously^ its creation thus concededsomethingtothe 

developing countries^ demand fo r l e s sone rous development loans, while at the same time 

retaining the IBRD pattern of weighted voting. This was another important watershed which 

has exerc isedadecis iveinf luenceonthe direction of UNdevelopment activities. 

29. The Special Fund was not to provide capital, but was to concentra teon^pre- invest-

ment^activities, wi thaview to facilitating ^ e a c c e s s o f governments to development funds 

available from other sources. Lil^eEPTA^ it adopted the formula of exper tsand fellow­

ships, but some cap i ta l inpu tswereenvisaged in theformof much larger amounts of equip­

ment and projects weregenerally to b e o n a b i g g e r s c a l e a n d longer tern^ in nature. 

30. In part also, the Fund re f lec tedadr ive on the part of certain governments to rectify 

the administrative deficiencies of theTAB system. The Fund was, therefore, t o b e 

different and, while policy was determined by an inter-governmental body, the Governing 

Council, which was notdiss imilar in nature fromTAC, its organization at t he sec re t a r i a t 

level reflected some of the lessons derived fromTAB. Thus, the structure was more 

centralized and the Managing Director had greater executive powers than the Executive 

Chairman of TAB. He was to be advised byaConsultative Board, composed of the 

Secretary-General of theUN, the President of t h e ^ o r l d B a n ^ , and the Executive Chairman 

of TAB. ^h i le the sponsoring resolution specified that projects financed by the Fund should 

^ GA resolution 1240(XII1). 
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preferably be planned and executed by the Specialized Agencies, the possibility of these func-

t ionsbeing carr iedout by outs idebodiesas necessary was envisaged, and the Agencies 

themselves had no voice in policy-making at t h e c e n t r e . ^ At theground level, t h e r o l e o f 

the Resident Representative of TAB, who also became Director of Special Fund Programmes, 

was considerably strengthened a s a r e s u l t o f t h i s n ^ o r e c e n t r a l i z e d structure. The system of 

programming adopted by the Fund was also different^ no country target was established nor 

was the reany form of annual programming. Instead, individual projects wereconsidered on 

their meri ts a s a n d when they weresubmit tedbygovernments . The principal cri teria for 

theapprovalof projects were to be their technical and econon^ic validity and their relation­

ship to theeconon^ic and socia ldevelopmentplansof therecipientcountr ies . Onceapro jec t 

was approved, the finance required from the Special Fund wasearmarl^ed for the whole dura­

tion of the project, within an outside limit of five years . Theconcept of agency shares was 

tobecomple te ly eliminated. 

31. In the continuing tug of war between centralist and decentralist forces, the early years 

of the Fund therefores igni f iedas t rong pull towards administration by thecentre , which had 

not previously existed. This was not, however, accompanied by any comprehensive plan­

ning in substanceand, over the succeeding years , the sectoral pull hasproved to be at least 

of equal, if not greater, strength. In part, this may well be due to thesweeping transforma­

tion and rapid growth which have ta^en place in most of the Agencies since the Fund was 

created, a s a r e s u l t of the v e r y l a r g e s u m s of Special Fund money that have been injected 

into them for operational purposes. Another related factor is the practice that has grown 

up of assigning all Special Fund projects(with the exception, so far, of two entrusted to the 

Regional Ban^s) to one or other of the Specialized Agencies for execution, despite the wider 

licence permitted by the legislation. Perhaps it was a s a r e s u l t of this that thecustom of 

many of the Agencies to promote projects with governments continued unabated- indeed, it 

intensified in some cases, because of the higher financial stages involved, and the tendency 

of Agency personnel to consider that they havea^r igh t^ to ace r t a in proportion of the total 

funds is still often marked. 

^ The basic resolution (GA1240(X111)) specified that the Fund itself, E P T A , t h e UN 
and the Specialized Agencies^should be ready to assist and advisegovernments, at their 
request, in the preparation of their applications for assistances^ that the Managing Director 
would be responsible for the appraisal of requests while normally relying upon the assistance 
of existing services^and that projects were to be ex^ecuted^whenever possibles by t h e U N o r 
the Agencies. However, theManaging Director wasauthorized to contract t he se rv i ceso f 
other agencies, private f i rmso r individuals to ca r ryou t his appraisal tas^ ^ incase the 
services of t h e U N . . . are wholly or partly unavailable or inadequate^. He was also 
authorized tocontract for these rv icesof outsidebodies to execute. 
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PROPORTIONS OF EPTA, SF AND UNDP FUNDS SPENT BY FIVE PRINCIPAL AGENCIES 
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^ . ^ h u s , despite t h e c h a n g e s in p o l i c i e s a n d approach, the re la t ive s h a r e in the proD 

g r a m m e of different A g e n c i e s ^ w i t h t h e e ^ c e p t i o n of ^ H O ) h a s r ema ined l a r g e l y unchanged 

f rom t h e ^ s h a r e s ^ o r i g i n a l l y al lot ted to t h e m in the f i r s t y e a r s of F P ^ A , a s ^ r a p h ^ . ^ 

shows . ^ 

^ . Although the Special Fund and F P ^ A w e r e exp r e s s ly r e g a r d e d by gove rnmen t s a s two 

s e p a r a t e p r o g r a m m e s , they w o r ^ e d c l o s e l y toge ther from^ the outset , s h a r i n g the s a m e 

a d m i n i s t r a t i v e s e r v i c e s at the field and the headqua r t e r s level , and it was t h e r e f o r e log ica l 

tha t some c lose r re la t ionship should be worked out. After cons iderab le debate i n ^ A H and 

F ^ ^ S O ^ about the need t o m a i n t a i n the individual c h a r a c t e r i s t i c s of each p r o g r a m m e , a 

n ^ e r g e r w a s eventually a g r e e d ^ a n d c a n ^ e i n t o effect f r o m l ^ l a n u a r y l ^ ^ ^ . ^ h e n e w p r o ^ 

g r a m m e was entit led t h e ^ U n i t e d Nations Development P r o g r a m m e d , ^ h e m e r g e r w a s n o t 

absolu te , since the programn^e was s t i l l d i v i d e d i n t o t w o s e c t o r s , enti t led r e s p e c t i v e l y the 

Special Fund component and t h e ^ e c h n i c a l A s s i s t a n c e c o m p o n e n t , to which v i r t ua l l y aH 

govern^nents for son^e t ime continued t o n ^ a ^ e s e p a r a t e p l e d g e s , although at a s i n g l e 

Pledging confe rence . 

^ . At the in te rs governn^ental policy^ n^a^ ing leve l , t h e m e r g e d p r o g r a m m e a n s w e r e d t o 

a n e n l a r g e d govern ing counci l . Hut, at the s e c r e t a r i a t level , t h e n e w s t r u c t u r e r e p r e s e n t e d 

a c o m p r o m i s e , half-way between t h e ^ n o r e n ^ o n o l i t h i c s t r u c t u r e o f the Specia l Fund and the 

m o r e c o l l e c t i v e approach of ^AH. ^ h e ^ A H a n d the consul ta t ive Hoard w e r e r e p l a c e d b y a 

single I n t e r a g e n c y consul ta t ive Hoard , composed of the S e c r e t a r y ^ ^ e n e r a l and the H e a d s o f 

t h e P a r t i c i p a t i n g and F^ecut ing Agenc ie s . ^ h i s Hoard a s s i s t s the A d m i n i s t r a t o r in an 

advisory capacity and d i scusses his progran^n^erecon^n^endations which a r e submit ted to 

twiceDyearly sess ions of the gove rn ing counc i l for approval . During the f i r s t two y e a r s o f 

t h e p r o g r a m m e , it was headed by an A d m ^ i n i s t r a t o r a n d a ^ o ^ A d n ^ i n i s t r a t o r who w e r e , r e s ^ 

pect ively, the f o r m e r M a n a g i n g D i r e c t o r of the Fund and the f o r m e r F ^ e c u t i v e c h a i r m a n of 

^ A H . c e r t a i n modifications were in t roduced into the technica l a s s i s t ance s e c t o r , in o r d e r 

to p romote planning o n a l o n g ^ t e r m b a s i s , namely, the adoption of p ro jec t budget ing a n d a 

s y s t e m of continuous p r o g r a m m i n g . Ff for t s w e r e a l s o made to d e v e l o p a p r o c e d u r e of joint 

p r o g r a n ^ ^ n i n g b e t w e e n U N D P a n d t h e F ^ e c u t i n g Agencies in o rde r to e x e r c i s e son^e co^ 

ordinat ing control over the pro jec t p romot ion ac t iv i t ies of individual Agencies , but t h i s 

cen t red more on the headquar t e r s t h a n t h e f i e l d l e v e l and was n e c e s s a r i l y a b i l a t e r a l o p e r a D 

t ion r a t h e r than one in which al l Agencies par t i c ipa ted s imul taneously . 

1/ See also Table 8 in Appendix Six in P a r t V for g r e a t e r detail . 

2[ GA resolut ion 2029(XX). 
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^5 . The voluntary financial contributions to the combined programmes continued to grow. 

Some idea of thesca le of the increase can be obtained fromcomparison between the initial 

contributions to FPTA and the Special Fund^US^20 million for the first eighteen months of 

the former and US^2^ million for the first year of the la t tery and the combined contribution 

of s o m e U S ^ l ^ million to both sectors of UNDP in 19^9, a t a t i m e when very substantial 

support was also beinggiven to other international efforts. Graph 2.1 demonstrated this 

growthof financial r esourcesover the yea r s . 1^ 

^^. A somewhat ironic offshoot of thegrowth of UNDP^s resources and its decision to wor^ 

exclusively through the Agencies is that, whereas the idea ofaconsolidated budget for 

econon^ic and social activities was discussed and rejected when the FGOSOG and the first 

General Assembly were se tup , UNDP resources at the present t imecons t i t u t eade facto 

consolidated budget for the operational activities of most of the Agencies. Hut there is no 

corresponding consolidation of ^overhead^expenses. 

^7. Graph No. 2 .^ i l lus t ra tes the impact of this influx of money on the Agencies.2^ 

These new responsibilities, which differ from the activities envisaged in the original conD 

stitutions, n o t o n l y i n s i z e b u t a l s o i n c h ^ r ^ c t e r , havecausedconsiderablegrovBing pains in 

t h e l a r g e r Agenciesand havegiven r ise ton^ajor organizational changes, designed to place 

more emphasis on development matters and t o m a r e activities more efficients e.g^ FAOand 

1 1 ^ . 

^8. In spite of this succession of in^provisations, no satisfactory solution has yetbeen 

found. Other factors were atworl^, besides theimmense increase in the operational res^ 

ponsibilitiesof the Agencies. There has, for example, b e e n a r a p i d increase in the 

te r r i to r ies to b e s e r v e d ^ a g r e a t i n c r e a s e i n the complexity of the requests for assistance and 

in their duration, scope and purposed an increasing shortfaH in the counterpart resources of 

new applicants^ and growing difficulties in expert recruitment due to manycauses . These 

elements, in combination, and despite the best efforts of the Agencies, haveinevi tablyledto 

increasing delays and reduced efficiency and toadec l ine in the quality of the assistance 

offered, aggravated in some cases by jurisdictional problems between Agencies. 

^ . The growing emphasis on integrated ^country programmes^ has also led to the need 

for modifications in the organization at the countrylevel and f o r a c l e a r e r definition of the 

relationships there between the HesidentHepresentative and representatives of Agencies. 

^ S e e T a b l e 5 i n Appendix Six in P a r t ^ f o r more details. 

2̂  See also Tables^ , ^, 10 and 11 in Appendix Six in P a r t ^ f o r more details, including 
ind ica t ionsof thes ign i f i canceof theseaddi t iona l resources in te rmsofnumbersof experts 
and of Special Fund projects. 



Graph 2.3 

UN AND SPECIALIZED AGENCIES REGULAR PROGRAMMES AND TECHNICAL ASSISTANCE OPERATIONS 
BY SOURCE OF FUNDS, 1968 
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Firs t column indicates the amount of the regular (assessed) budget. 
Second column indicates the amount of UNDP funds channelled 
through the Agency. 
Third column indicates the amount of other resources (e.g., funds-
in-trust, FFHC, SIS). 

Expenditures on technical assistance operations. 

g Expenditures on activities other than technical assistance operations. 

SOURCE: Part V, Appendix Six, Tables 4 and 11. 
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This was the objective of the t en p r inc ip les approved byAGG in l ^ ^ l a n d r e v i s e d in 1 ^ 7 , 1^ 

but because of the cons t i tu t ionalautonomy of Agencies , even these could not be v e r y c l ea r s 

cut, and the Hes iden tHepresen ta t ive^s posi t ion t h e r e f o r e v a r i e s g r e a t l y f r o m c o u n t r y to 

country, according to the ind iv idua l s involved. More recent ly , a w e l c o m e t r e n d towards 

c lo se r integrat ion at t h e c o u n t r y l e v e l had ta^en place with the signing of a g r e e m e n t s be tween 

U N D P a n d F A O , and UNDP and UNIDG, whereby the two Fxecut ing Agencies p rov ide field 

a d v i s e r s i n t he i r respec t ive f i e ldso fcon^pe tence who a r e di rect ly a t tached to the Hesident 

Hepresenta t ive^s office in s e l e c t e d c o u n t r i e s . This movement t owards m o r e e f fec t iveco^ 

ordinat ion at the c o u n t r y l e v e l w a s h a l t e d d u r i n g the cur ren t y e a r b y the e x p r e s s e d w i s h o f 

t h e F A O G o u n c i l to r e v e r t to forn^er p r a c t i c e by appointing fifty^five country r e p r e s e n t 

t a t ives d i rec t ly . A t e m p o r a r y a r r a n g e m e n t h a s b e e n made between the D i r ec to r s G e n e r a l of 

F A ^ and ^he Adminis t ra to r of UNDP by which twenty^eight of the fifty^five wil l s t i l l be 

financed b y U N D P a s U N D P ^ F A G S e n i o r A g r i c u l t u r a l Adv i se r s under the t e r m s of the agreed 

ment mentioned e a r l i e r . 2^ 

^ 0 . The inc reas ing si^e of the p r o g r a n ^ n ^ e h a s a l s o e n c o u r a g e d a g r a d u a l t endency towards 

rég iona l i sa t ion . In genera l t e rnas , th is h a s b e e n more in the n a t u r e o f déconcent ra t ion than 

devolution of authori ty in the t r u e sense , though the si tuation has v a r i e d g rea t ly f r o m o n e 

organisa t ion to another . It i s not intended to d e a l w i t h th is aspect h e r e , s i n c e i t i s d e s c r i b e d 

e l s e w h e r e . ^ It is enough to note h e r e , f i r s t , the crea t ion of t h e H e g i o n a l G o m m i s s i o n s , 

foHowed by the p r o g r e s s i v e e v o l u t i o n of t h e i r r e spons ib i l i t i e s for t echnica l a s s i s t a n c e , and, 

secondly, the varying degrees of reg iona l n e t w o r ^ s d e v e l o p e d b y A g e n c i e s D e s p e c i a H y ^ H ^ , 

F A O a n d 1 1 ^ ^ - though the locat ion and functions v a r y considerably f rom o n e o r g a n i ^ a t i o n to 

ano ther . Somet imes , however, these Agency regional outposts wor^ i n c l o s e col labora t ion 

with the l^egionalGon^n^issions, e i ther because the i r reg iona l offices a r e l o c a t e d i n t h e s a m e 

p lace , or through theappo in tmen t of l i a i son off icers , as has happened, for example , in the 

case of the F c o n o m i c G o m m i s s i o n for Afr ica or , yet again, through devices such as the joint 

a g r i c u l t u r e d i v i s i o n s s e t u p i n t h e H e g i o n a l G o m m i s s i o n s by common a g r e e m e n t w i t h F A ^ . 

Nonethe less , the pa t t e rn r e m a i n s v e r y complex, a n d a r e c e n t in t e res t ing move t o w a r d s c l o s e r 

in tegra t ion between t h e G o m m i s s i o n s a n d F A O D t h e D i r e c t o r ^ G e n e r a l ^ s p r o p o s a l t h a t t h e 

Fxecut ive Sec re t a ry should, in c a c h e a s e , b e t h e F A O H e g i o n a l H e p r e s e n t a t i v e D was r e j ec t ed 

b y a l l t h e F A O H e g i o n a l G o n f e r e n c e s . 

1/ Development and Co-ordinat ion of the Activi t ies of the Organiza t ions within the United 
- J * - • - - - • •- — - .— - ._. . . . . . . *— | 

Nations System, Co-ordination at the Country Leve l , Repor t of the S e c r e t a r y - G e n e r a l 
(doc. E/4336) and ECOSOC resolu t ion 1262(XLIII). 
2/ See Chapter Seven, p a r a s . 83-86, for the Capacity Study's p roposa l s for Agency 
r ep resen ta t ion at the country level. 

3/ See Appendix Three on The Regional S t ruc tu re s of the UN Development Sys tem in P a r t V. 
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4 1 . At the same timé, the surge in the number of UN-sponsored organizations at the 

centre continued to increase the complexity of the system in the 1960's. As more developing 

countries became members of the United Nations and of the Specialized Agencies, the pro­

blems and the pressing needs of their peoples were ever more insistently brought forward for 

attention, and the international organizations, under this compulsion, began to marshal! fresh 

reinforcements for the fray and to establish new machinery and new plans to tackle individual 

aspects of the problem. 

42. Thus, the World Food Programme (WFP) was created in 1961 and began operations in 

1962, its purpose being to mobilize world food surpluses in the cause of development. 

Contributions were again voluntary - mainly in kind - and the resources of the programme 

grew from US093 million in the first three years of its life to US$169 million in 1969- 1970. 1/ 

While it had its own central inter- governmental body and administration under the joint aegis 

of the UN and F АО, it did not create a separate field organization of i ts own but recognized 

the Resident Representative as the field representative of the programme, attaching project 

officers to his staff as necessary. 

43. In 1964, UNCTAD was created to cover the field of trade, while, three years later, 

industrial responsibilities were transferred from the UN Department of Economic and Social 

Affairs to a new organization, UNIDO. These two organizations are not, however, autono­

mous Agencies but are organs of the General Assembly. UNCTAD has no field establish­

ment, whereas UNIDO, as already mentioned, has a special arrangement for field represen­

tation through UNDP offices, where this is necessary, and also through the Regional 

Commissions. In all three cases, therefore, there has been an avoidance of duplication at 

the field level. The same has not been true at the centre, however, where the creation of 

new governing bodies has inevitably multiplied the number of forums within the UN system 

where discussions of all or some aspects of development policy take place, such as the 

General Assembly, ECOSOC, the UNDP Governing Council, the legislative bodies of the 

Specialized Agencies, the UNCTAD Trade and Development Board, the Industrial Develop­

ment Board of UNIDO, the Executive Board of IBRD, the Inter-Governmental Committee of 

WFP, and the Executive Board of UNICEF. 

44. Other devices have been found to increase assistance to developing countries through 

multilateral channels: for example, the Freedom from Hunger Campaign launched under the 

aegis of F АО. Developing countries with greater financial possibilities were encouraged to 

make increasing use of the Funds-in -Trust system, whereby they themselves made available 

money from their national budgets for the recruitment of technical assistance personnel 

1/ ECOSOC at its last session recommended to the General Assembly a pledging target 
of US$300 million for 1971 and 1972 (resolution 1443(XLVII) ). 
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through theUNsys tem. Somedevelopedcountr iessponsoredthecreat ionof trust funds, to 

which they made separate contributionsforcertaindefined purposes, e .g . forSpecial 

Industrial Services, administered jointly byUNDP and UNIDO, and for population, managed 

by the Administrator of UNDP. ^ 

45. And then, in l966 , thedevelopingcountries, feeling even more sharply the deficien-

ciesof both bilateral and United Nations systems of aiding their development, finally used 

their voting strength in theUNGeneral Assembly to force through the Capital Development 

Fund, in the hope that their urgent needs would prompt themoregenerous of the donors to 

endow it adequately. The purpose of the Fund was to provide capital a t l ow rates of interest 

and the intention was to finance it by voluntary contributions. Butthepledgingconference 

waslargelyboycotted by thedeve lopedcount r i esand i t s resources limited toinconvertible 

currencies. 

46. Three years later, pledged contributions to the Fund still totalled onlyUS$2.6million, 

of which no more thanUS$122,000 had been actually paid in by3^Iunel969. No separate 

organization has been set up, theadministration of the Fund being entrusted, for the time 

being, to the Administrator of UNDP. 

47. On the organizational side, then, the tendency has been towards increasingcom-

plexity, tempered by growing emphas isonthe^countryapproach^and on the need for con­

certed action by the n^anyorganizationsmaking up thesyste^n. The l a t t e rhas fo l l oweda 

rather cheo^ueredcourse, however, seekinganota lwayshappy con^pro^nise between the de-

centralizationdictated by the originalconceptof discrete functional organizations on the one 

hand and, on theother , the need for an increasinglycentralizedcontrol required by thegrow-

ingden^ands of ^operational ac t iv i t i esandinorder to operate within some comprehensive con­

cept of thenature of the development process. 

4^. It is plainly in the nature of dynamic but unregulated mechanisms, s u c h a s t h e U N 

development system hasbecome, that their elementsshould thrust into every relevant area 

of activity and seek to find new waysof fulfilling their purposesof assisting developing 

countries. And in the process, inevitably, collision or encroachment will occur. While the 

extensionof UNservices toward the provision of capital hasbeenchecked by thereject ion of 

SUNFED and by the weakness of the CDF, the extension of the IBRD^s services both t o p r e -

investment and some forms of technical assistance hasbeen considerable. Although, by 

agreen^ent, collision and duplication havebeen avoided, thetendencyis clearly present and 

there has beenagradua l blurring of the lines of demarcation. The Regional Development 

Banks h a v e a s i m i l a r impulse, while the pre-investment axis represented by theagreements 

^ Tables 12 and 13 in Appendix Six in P a r t ^ i n d i c a t e the scale. 
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between the IBRD andFAO and UNESCO are also examples of this tendency. As all this 

will help lessen the dearth of well-prepared projects, such actions are to be welcomed in the 

immediate interests of thedeveloping countries. While recognizing their value, it may 

nevertheless be timely to emphasizethat this is anenlargement of the IBRD^s approach and 

the fac t tha t , al thoughUNDPwasestablished ton^eet such specific needs, a n d c a n d o s o o v e r 

ab roade r field, it has, in fact, been unable tomee t all demands. It could b e s a i d that this 

merely demonstratestheinsufficiencyofUNDP^s resources to meet the needs in these fields 

of activity, but it remains true tha tamore ra t iona ld i s t r ibu t ion of resources would be 

obtained if multilateral technical assistance and pre-investment work were channelled 

through thebody set up for that purpose. 

49. In short, theefforts to reducethe inade^uacies of anover-complex s t ructuremerely 

served to create even greater con^plexities. There is n o w a v e r y serious danger of the 

various organizations tripping over oneanother in an area where there ought to be ample 

scope for all available contributions, if properly organized. 

50. There has also b e e n a p a r a l l e l evolution in the content of the programme, depending 

on thediffering ideas of scarce resources at various times and thegrowing realization of the 

complexity of thedevelopment process . Programmes werean operational reflectionof the 

very considerableadvancesin the theory, which in these years was changing and advancing at 

a g r e a t p a c e - much faster than wasgeneral ly appreciated. Thus, i n t h e e a r l y d a y s o f t h e 

Expanded Progran^m^e, t h e e m p h a s i s w a s o n the transference of knowledgeand skills, based 

on the theory that^know-how^ was the main bottleneck in the developing countries. I^ater, 

attentioncame to focus on the need to facilitate access to capital investment on easier terms, 

reflected in the creation of the Special Fund and IDA. This was, for a t i m e , accompanied 

by greater concentration on so-called^economic^ priorities and correspondinglyless interest 

in^social^ programmes. I^ater, however, increasing difficulties in obtaining necessary 

counterpart personnel for Special Fund projects pointed up onceagain the i^nportance of man­

power deficiencies and gave r ise t o a n e w appreciation of the need for training and for the 

transfer of knowledgeand skills, and of the important contribution that ^social^activities, as 

for example in the fields of education and health, have to make to the whole process of 

development. At the present time, there i s a w i d e r realization not only of thecomplexity of 

development but also of the incontrovertible fact that it is many-sided, and influenced by 

many interdependent f o r c e s - political, institutional, economic, social andcu l tu ra l - whose 

l i nkagesandre l a t ives t r eng thva ry f romone country to another. It must, therefore, be 

treated a s a w h o l e a n d not partially. 
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PB. CHANGING ATTITUDES TO AID IN THE 1960DS 

5 1 . T h e ^ f i r s t f i n e c a r e l e s s r a p t u r e ^ w h i c h launched so many financial and t e c h n i c a l a id 

p r o g r a m m e s , both b i l a t e r a l and m u l t i l a t e r a l , during the e a r l y 1950^s and 1960^s, s e e m s t o 

have faded in the l a s t two y e a r s . At t i m e s , one cannot avoid the i m p r e s s i o n that the wor ld 

h a s g r o w n w e a r y of doing good. 

52. And yet, some p r o g r e s s has been m a d e . T h e o v e r a l l g r o w t h r a t e s i n G N P o f develop­

ing countr ies h a v e a t t a i n e d an a v e r a g e o n l y m a r g i n a l l y l e s s than the t a r g e t of 5 p e r cent p e r 

annum set for t h e F i r s t Development Decade . 1^ T h e s e y e a r s have undoubtedly seen the 

growth of a ^ d e v e l o p m e n t mental i ty^, a c c o n ^ p a n i e d b y a n ^ o r e r a t i o n a l a p p r o a c h to the solu­

t ion of p r o b l e m s , epitomized in t h e c r e a t i o n of p lanning m e c h a n i s m s in m o s t developing 

countr ies which, t h o u g h t h e y o b v i o u s l y cannot o p e r a t e w i t h o p t i m u m e f f i c i e n c y e v e r y w h e r e , 

h a v e a t l e a s t e n c o u r a g e d a l o g i c a l a n d c o - o r d i n a t e d t r e a t m e n t o f development q u e s t i o n s . 

C e r t a i n i n d i v i d u a l c o u n t r i e s - and not only the p e t r o l e u n ^ c o u n t r i e s - h a v e ^ n a d e c o n s i d e r a b l e 

s t r i d e s ahead. Between 1960 and 1967, twenty developing countr ies achieved an a v e r a g e 

a n n u a l r a t e o f growth of 5 p e r cent o r m o r e , and in 1967-1963, s ix teen of t h e m w e r e s t i l l 

i n t h i s c a t e g o r y . T h e g r o u p i n c l u d e s s u c h c o u n t r i e s a s Taiwan ( l O p e r c e n t ^ , I ^ o r e a ( 7 . 9 p e r 

cent^, Thai land ( 7 . б р е г cent^, Malays ia ( 5 ^ 3 p e r c e n t ^ , I r a n ( 7 ^ 7 p e r c e n t ^ and P a k i s t a n ( 5 . 5 

p e r c e n t ^ i n A s i a ^ I^ibya ( 2 1 p e r c e n t ^ and Ivory Coast ( 8 p e r c e n t ^ in African I r a o ^ ( 5 . 7 p e r 

c e n t ^ i n the middle E a s t ^ ^ e x i c o ( 6 . б р е г cent^, H o n d u r a s (5^4 p e r cent^ and Bolivia (5 .4 

p e r cent^ in l^atin American Tr in idad and T o b a g o ( 6 . 5 p e r c e n t ^ in t h e W e s t I n d i e s . Another 

t e n c o u n t r i e s a c h i e v e d a r a t e o f 5 p e r c e n t o r m o r e b e t w e e n l 9 6 7 a n d l 9 6 3 . They include 

Morocco (10 p e r cent^, T u n i s i a ( 7 p e r cent^ and T a n z a n i a ( 5 p e r c e n t ^ i n African the 

P h i l i p p i n e s ( 6 p e r cent^, C e y l o n ( 6 p e r c e n t ^ i n A s i a ^ B r a z i l (6 p e r c e n t ^ , Venezuela ( 5 p e r 

c e n t ^ a n d C o l o m b i a (5 p e r c e n t ^ in l^atin A m e r i c a . ^ 

53. But while t h e r e have been s u c c e s s e s , t h e r e h a v e b e e n sti l l m o r e d i s a p p o i n t m e n t s . 

The a v e r a g e g r o w t h r a t e figures m a s k c o n s i d e r a b l e d i f f e r e n c e s in growth r a t e s b e t w e e n 

reg ions a n d c o u n t r i e s , while the p o p u l a t i o n e x p l o s i o n r e d u c e d t h e g r o w t h r a t e p e r capi ta for 

^ ^ W h e n t h e G e n e r a l A s s e m b l y s e t a t a r g e t o f 5 p e r cent as the r a t e o f growth in in­
combe and output to b e a t t a i n e d by developing c o u n t r i e s a s a w h o l e b y t h e end of the p r e s e n t 
Development Decade, i t may have s e e m e d opt imis t ic i n t h e l i g h t of h i s t o r i c a l e x p e r i e n c e . 
However, w h i l e t h e p r e s e n t decade h a s not yet come t o a c l o s e , i t s e e m s l ikely that the 
actual p e r f o r m a n c e of the developing reg ions may not fall much short of t h i s in i t ia l ob ject ive . 
If effective pol ic ies for growth w e r e p u r s u e d in both developing and d e v e l o p e d c o u n t r i e s , t h e r e 
t h e r e i s no objective r e a s o n why such p e r f o r m a n c e could not be improved in the y e a r s to 
c o m e . ^ (United Nations, World E c o n o m i c Survey, 1 9 6 3 - P a r t O n e ( d o c . E^4637, p a g e 2 ^ . ^ 

2/ United Nat ions, World Economie Survey, 1968 - P a r t Two (doc. E/4688, t a b l e 2). 
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the least-developed countries. A t t h e s a m e t i m e , the gap between rich and poor countries 

has continued to widen. Betweenl960 and 1965, the per capita GDPofdevelopedcountries 

increased byUS$59 per annum toUS$l ,725, while that in developing countries rose by US$3 

per annum toUS$157. Here again, there are marked regional differences: South and South-

E a s t A s i a - U S $ l p e r a n n u m ^ ^a t inAmer ica-US$6^ Africa-US$3^ a n d W e s t A s i a -

US$16^ 1^ Indeed, in h isspeech to the EconomicCommission for Africa in Imagos in!967, 

the l a t e a r . Tom^Iboya, the Kenyan minister of Economic Planning and Development, 

referred bitterly to the 1960^sas the^Dol lar-a-yearDecade^. 

54. I^any individual developingcountries have failed to reach their targets, and thed i s -

enchantn^enthasbeen aggravated becausebothdonors and recipientshad harbouredextra-

vaganthopesof what might be achieved in theshor t te rm. The rehas , in fact, beenacon-

stant under-assessment of thecomplexity of development problems and an inadequate 

appreciationofthe difficultiesof moving traditional societies to adopt other modes of actions 

Thus, thestrenuous efforts of many countries to accelerate their development are frustrated 

by factors which are in themselves endemic to under-development: political instability^ a 

deficient world market structure for primary commodities^ the difficulty of increasing the 

outputofprimitiveagriculture^ the unemployn^ent and under-employn^ent of the unskilled^ 

the lack of administratorsand trained manpowers the lackof resourcesandn^isallocationof 

scarceresources^ and the difficultyof making the necessary social and institutionaltrans-

forn^ations which a r e a s v i ta l to developn^entastheinjectionof resourcesfron^outside. 

55. Finally, many countries have come to thesad realization that GDP figures, although 

auseful guideline, are not necessarily assignificant as they seem becausegrowth as such is 

not necessarily synonymous withdevelopment in the true sense of abe t t e r l i f e for a l l the 

people. 

56. Thesedisappointments, whichderivefrom the intricacies ofdevelopment itself, 

havebeencon^pounded by factors reducingconfidence in theefficacy of external assistance 

from whatever source. The recipients, for their part, have expressed growing dissatis-

factionwiththe policies of many donor countries and agencies andcomplain that the assis-

tancegiven no longer corresponds to their needs^ which havechanged with the changing 

situation, and that too often follow-up, particularly in the form of investment, is inadequate 

oren t i re ly lack ing . On thes ide of the donors, development assistance has been pushed into 

the background by political and financial difficulties^ ^ a n y o f t h e individual donor countries 

have had tograpple with balance of payments problems and difficulties arising from the un­

stable international n^onetary situation, and fewof them have heeded the advice of 

^ United Nations, World Economic Survey, 1967 (doc. E^4438^Add.l^ For more 
details of the figures ouoted in this and the preceding paragraph, seeTable 14in Appendix 
S i x i n P a r t ^ . 
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^Ir. Eugene Black, aformerPresidentoftheWorldBank, that it is more important tomain-

tainthe ^balance of hope . . . ^ . ^ When budgetary allocations have to bemade, i t isaid, 

rather than national prioritiessuch as space or defence, which is likely tosuffer, anout-

comemade almost inevitable by the preferences of taxpayersand the fact that, inthefinal 

analysis, foreigners are not voters. Such tendencies have been reinforced by disappoint­

ment in many developedcountries with theresultsso far obtained in aid. Their principal 

concern is that, althougheconomic growth hasoccurred^ the lot of the niasses, by and large, 

has been unaffected, and the image of foreign aid is not enhanced bypressreportsof 

politicalconflictsinandbetweendevelopingcountriesandallegationsofmisuseof resources. 

Among thoughtful people, therefore, there has been an increased questioning about the extent 

to which foreign aid cancontribute- if at all- to the development of theThirdWorld and, if 

it can, the ways in which thiscontributioncan be most effective. 

57D Such criticisms have been levied both against bilateral assistanceand that provided 

through theUNand the Specialized Agencies. In the latter case, they have probably been 

more numerous, because the n^ultilateralcharacter of the operation n^akes for adn^inistrative 

difficulties- as revealed in this chapter- and for tardy delivery of assistance. The specific 

criticisms directed against theUN- some of which are unjustified, reflecting insufficient 

realization that no precedents existed for amultilateraloperationof this scale nor any prior 

indication of ^tseventualsizeandcomplexity- are dealt with in the next chapter. 

^ . WHATCANWEI^EARNFRO^THEI^ASTTWENT^-FI^E^EARSOFDE^El^OP^ENT 
ASSISTANCE, WITHPARTICUl̂ AR REFERENCE TO THE UNITED NATIONS7 

58. In general ternas, developn^ent assistance hasevolvedfron^an^arginal activity toa 

central concemof both developed and developing countries. Butthisgrowthhasbeen 

accompanied by anincreasingfeelingof disconcertment about therole of outside aid and its 

effectiveness. There is now much more understanding than before that development is a 

long processandacomplicated one. Therecanbeno ^instant developments, noblueprint 

for success, and no single development approach. Atthesametime, in spite of all the dis-

enchantments, it is widely recognized that development co-operation, far from being played 

out, is more necessary thaneverbefore. The problem toberesolved, then, is how best to 

apply that co-operation effectively. 

59. These larger and more complex considerations are the primary concern of the 

PearsonCommission^ since it is assumed that they willdeal with them in depth, this Study 

will not explore them in detail. However, it must be noted that, insofar as theUNdevelop-

ment system and its numerous channels areconcerned, they apply equally, and possibly even 

E. RD Black, The Diplomacy of Economic Development. 
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moreacute ly , because of the latter^sbaroo^uestructure. As has been shown, the numerous 

componentsof the international sys temwerebui l t up on an ad hoc basis, some of the prin­

cipal ones a t a t i m e when theconcept of multilateral aid for development did not exist. The 

typeof machinery evolved later for the administration of such assistance through theUN 

system was, therefore, predetermined by the fact that certain organizationsalready existed 

and by the earl ier decisions about their inter-relationships. 

60. It would not, on the other hand, b e t r u e t o s a y t h a t t h e U N d e v e l o p m e n t system has 

remained static in theface of changing and increasing demands. As has been shown, con­

siderable modifications havebeen introduced- certainly muchgreater ones than have 

occurred in the political sphere of t h e U N - b u t they have not been able to keep pace with the 

greatly increased responsibilities exacted of thesys tem, partly because of the original 

heritage, and partly on account of the reluctance of governments to take any initiative direc­

ted atchanging the basic tenets of thesys tem itself. Thesummarygiven above hasshown 

how, time and again, decentralization and centralization haveconstantly pulled against one 

another^ all the various efforts to weave them in toa tough and durable fabric, adorned with 

aharmonious pattern, have, at best, led to patchworks One could argue that, in the context 

of the original and fundamental role of theSpecialized Agencies to promote co-operation and 

foster theexchange of ideas in their respect ivespheres , s u c h a s t a t e o f constant ebullition 

w a s b y n o m e a n s a b a d things that diversity, of itself, ensu redava r i ed approach, stimulated 

imaginative thinking and staved off fossilization. 

61. That may well b e s o , but it is equally incontrovertible that suchasys t em was not 

conducive to the efficient managen^ent of oneofthen^ost co^mplicated operational pro-

g rammeseve r conceived, involving rapid andeffect iveact iononaworldwidescale to resolve 

complex problems varying greatly from one country to another, and the mobilization of staff 

cover ingavas t range of specialities and drawn from many nations and very varied back­

grounds. In themos t favourable of circumstances, suchanen te rpr i se could not failto be 

arduous and difficult. It would have required the most sophisticated of management tech­

niques, uniform policies based on firmdirection at the centre, andoptimumdecentralization 

to thecountry level to ensure maximum adaptation of the assistancegiven to individual needs 

andcharac ter i s t ics . Instead, decisions that should have been taken at the centre were, 

^hro^ghdeformationsofthe system, diffused through its various components, and decentrali­

zation to thecoun t ry leve lwas impossible because there was no recognized point of leader­

ship for thesys tem, the Resident Representative being vested with little authority other than 

that hecould create through his own personal prestige. Onecancommisera te with the 

Agencies, who found themselves in an impossiblesituation, caught i nac l e f t stick between 

their original, broader, responsibilities, and the increasingly peremptory demands of 

operational functions wmchhadcrep t up upon them almost unawares. Onecanfeel 
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admiration and sympathy for theadminis t ra torsof the successive programmes of EPTA, the 

Special Fund, and UNDP, in their efforts tosurmount the endless administrative and pro­

cedural hurdles presented by theUNdevelopment systems But none of thisshould mask the 

basic, sobering truth: that, in the final analysis, the principal losers were the developing 

countries, because thecumbersomemach ine rydev i sedover theyea r s cou ldon lybemain -

tained at theexpense of the operationalefficiency of the programmes of co-operation carr ied 

out on their behalf 
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CONSTRAINTS ON PRESENT AND FUTURE CAPACITY 

^ T h e r e i s a c e r t a i n d e g r e e o f c a p a c i t y i n t h e 
g rea tes t ve s se l , and when ^tis full,if you 
pour in st i l l , it mus t run out^^ 

- Shakespeare , Antony and Cleopatra 

ID THEDEFINITION AND MEASUREMENT OF CAPACITY 

1. Capacity i s c l e a r l y a c e n t r a l concept for the Study since it f i g ^ r e s s o p rominen t ly in 

the t i t l e . It is a t e r m w h i c h gives r i s e to some difficulty because it does not lend i tself to 

p r e c i s e definitions S o m e e l a b o r a t i o n i s t h e r e f o r e r e o ^ u i r e d before analysing t h e p r o b l e m 

en t rus ted to the Study. 

2. Any ana ly s i so f the capac i tyof an organiza t ion mus t n e c e s s a r i l y b e r e l a t e d t o i t s 

d e c l a r e d o b j e c t i v e s . W h e n c o n s i d e r i n g t h e n ^ e a s u r e n ^ e n t of the p re sen t capaci ty of t h e U n i t e d 

Nat ionsDevelopment P r o g r a m m e (i^e^, without taking in toaccoun t any c h a n g e s i n t h e c h a r a c -

t e r andcon ten t of theprogram^n^e which n ^ i g h t b e c o n s i d e r e d d e s i r a b l e , poss ib ly as a r e s u l t 

of the f indmgsof the Capacity Study^, d i s a p p r o p r i a t e to examine the a ims se t out in the 

va r ious r e s o l u t i o n s s e t t i n g u p t h e P r o g r a m m e and i ts forerunners^ 

3. Salient points which m i g h t b e under l ined among t h e s e a r e : 

(a^ ECOSOC resolut ion 2 2 2 ( 1 ^ ( s e t t i n g u p E P T A i n 1949^ which r e f e r s to: 

^Thes igni f icant contribution to economicdeve lopment that can be m a d e 
by anexpans ion of t h e i n t e r n a t i o n a l in te rchange of technica l knowledge 
through in ternat ional co-opera t ion among count r ies^ , 

and further s t a tes that: 

^ A s o u n d internat ional p r o g r a n ^ n ^ e o f t h i s c h a r a c t e r must combine and 
make use of t h e e x p e r i e n c e of many nat ions, wi thdif ferent soc ia l p a t t e r n s 
a n d c u l t u r a l t r ad i t ions , a n d a t different s tages of development, s o a s t o 
facil i tate p r o g r e s s in t h e l e s s - a d v a n c e d c o u n t r i e s and to help s o l v e t h e i r 
technical a n d e c o n o m i c p r o b l e m s ^ ^ 

The Annex t o t h i s r e s o l u t i o n e n u n c i a t e s anun^ber of g e n e r a l p r i n c i p l e s , of which 

the f irs t s ta tes that , i nex t end ing technica l a s s i s t ance , t h e p a r t i c i p a t i n g o rgan i ­

zation should: 

^ DDD rega rd it a s a p r i m a r y o b j e c t i v e to help those countr ies t o s t r e n g t h e n 
the i r national econon^ies through the developn^entof the i r i ndus t r i e s and 
agr icu l tu re , w i t h a v i e w t o p r o m o t i n g the i r econon^ic a n d p o l i t i c a l indepen­
dence in the sp i r i t of t h e C h a r t e r of t h e U n i t e d Nations, a n d t o e n s u r e t h e 
attainment of h i g h e r l e v e l s of e c o n o n ^ i c a n d s o c i a l w e l f a r e for t h e i r en t i r e 
populations^^ 



These principles werereaffirmed in General Assembly resolut ion304(I^ 

establishing EPTAD 

(b^ General Assembly resolution 1240(^111^ (creating the Special Fund inl958^which 

specifies that this step is: 

^DD in conforn^ity withthedetern^inationoftheUnitedNations, as expressed 
in its Charter, topromote social progress and better standards of l ifein 
larger freedom and, for those ends, to employ international machineryfor 
t^epromot ionof theeconomic and social advancement of allpeoplesD^ 

Theresolution further indicates that the creation of t ^ e F u n d i s intendedto 

en large thescopeof theUni tedNat ions progran^n^es of technical assistance and: 

D̂DD is thus envisaged as aconstructive advanceinUnited Nations assistance 
to theless-developedcountr ies which shouldbeof in^n^ediatesignificancein 
accelerating their economic development by, inter alia, facilitating new 
capital investments of a l l t ypesby creatingcondit ionswhichwouldmakesuch 
investments e i t he r f ea s ib l eo rmoree f f ec t i ve^ 

(c^ General Assembly resolution 2029(XX^ (legislatingthe merger of EPTAand the 

Special Fund intoUNDPinl965^ which states thataconsolidation of the twopro-

gran^mes: 

^DD. would go along way in streamlining theactivities ca r r i edon separately 
andjointly by theExpanded Programme of Technical Assistanceand the 
Special Fund, wouldsimplify organizationalarrangements andprocedures, 
would facil i tateoverallplanningand needed co-ordinationof the several 
types of technicalco-operationprogrammes carr iedonwithintheUni ted 
Nations systemof organizations, andwould increase their effectiveness^ 

The resolutionalso en^phasizes that: 

^TheUnited Nations ass is tanceprogrammes are designedto support and 
supplement the nationalefforts of developingcountriesin solving the most 
important problems of their economic development, including industrial 
developments 

4̂  Relatedo^uestions are the method recommended for theattainmentof these objectives 

a n d t h e r e s o u r c e s m a d e available for the purposed Although thelegis la t ionwasnot very 

specific on thesubject, theemphasis , f r omtheea r ly years, hasbeenon^technica l assis­

tances a s t h e principal, and even the sole, method to be used, a n d t h i s h a s l e d t o r e l i a n c e , in 

the main, onthetradi t ional^mix^ of experts, fellowships andeo^uipment. At first, this was 

probably inevi tab le inviewof thevery restr icted amount of resources avai lable toEPTAbut , 

even later, when thecreat ionof the Special Fundenlarged the financial horizons, the differ-

encewas o n e o f s c a l e r a t h e r t h a n o f contents Although the term^pre-investn^ent^ now came 

t o t h e f o r e , thetools availableremained basically unchanged, except that it waspossible to 

u s e t h e m i n m o r e v a r i e d proportions, principally owing to the greater leeway for purchasing 

eo^uipn^ent^ Ing rea tpa r t this was dueto what onemight cal l thephilosophicalwatershedat 

the t in^eof the rejection of SUNFED, whichmarkedadefini tepolicy dec i s iononthepar t of 
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the major cont r ibu tors that the p r o g r a m m e s h o u l d stop shor t of actual investments (This 

aspect i s d e s c r i b e d in i t s h i s to r ica l context i n ^ T h e F i r s t T w e n t y - F i v e ^ e a r s ^ ^ 1^ 

5D It m a y a l s o b e asked for what p u r p o s e s s h o u l d t h e U n i t e d Nations development s y s t e m 

es tabl ish acapac i t y7 W i t h i n t h e b r o a d c a t e g o r y o f economic and social development , t h e r e 

a r e a n ^ u l t i t u d e o f act iv i t ies , not a l lo f which fa l lwi th in the competence of t h e U n i t e d Nations 

and the Special ized Agencies^ F u r t h e r , w h i l e a l a r g e r m e a s u r e of flexibili ty and innovation 

should d o u b t l e s s b e sought, t he r e i s l i t t l e p rospec t of ent i re ly new m e t h o d s b e i n g evolved, so 

that t echnica l a s s i s t ance is likely t o c o n t i n u e to take the fo rm of exper t s , fe l lowships , and 

support ing equipment. The re a r e evident l imi t s to the efficacy of this method. Thus , the 

United N a t i o n s d e v e l o p m e n t s y s t e m ^ s c a p a c i t y h a s b u i l t - i n cons t ra in ts , both as t o t h e r ange of 

s e r v i c e s i t can r e n d e r a n d a s to the i r effectiveness^ Both factors e s t a b l i s h a v e r y r e a l 

f ront ier to capacity, and it is only within that f ron t ie r t h a t a f r u i t f u l d i scuss ion of cap^ i t y c a n 

be under taken. 

6. These cons ide r a t i ons l ead to the conclusion that both t h e ^ c h a r a c t e r ^ , i n t e r m ^ ^ o f t h e 

objectives es tabl ished for t h e p r o g r a m m e , a n d t h e ^ c o n t e n t ^ of theprogram^n^e, i n t e r m s of 

t h e t o o l s and the r e s o u r c e s at i ts d isposal , h a v e a v i t a l re la t ionship t o ^ c a p a c i t y ^ . In t h e 

analysis of the p re sen t capacity of t h e U n i t e d Nations s y s t e m w h i c h f o l l o w s i n t h e n e x t s e c ^ o n , 

t h e s e p r o p e r t i e s a r e considered as given, s i n c e a t t h e p r e s e n t t i m e t h e p r o g r a m m e h a s no 

other f r a ^ n e w o r k i n w h i c h t o w o r k D ^ 

7. The quest ion posed to the Study, however, i s a somewhat different oneD It is how far 

t h e U n i t e d Nations s y s t e n ^ c a n p r o v i d e effective development c o - o p e r a t i o n t o the developing 

count r ies , f i rs t at the presen t level of r e s o u r c e s a n d , secondly, i n t h e h y p o t h e t i c a l c a s e o f t h e 

doubling of those r e s o u r c e s within the next few y e a r s . T h i s i m p l i e s n o t only an examinat ion 

of the e f f i c i encyof the sys tem i n c a r r y i n g o u t i t s p r e s e n t t e r m s o f r e fe rence , but also an 

analysis of how far those t e r m s o f r e f e rence i n t h e m s e l v e s a r e a d j u s t e d t o t h e a t t a i n m e n t o f 

t he s t a t edgoa l sD This la t te r point c lea r ly r a i s e s s e r i o u s i s s u e s in re la t ion to t h e p r a c t i c a l 

effectiveness of ^ t e c h n i c a l a s s i s t a n c e ^ as a m e t h o d and t h e p o s s i b l e need t o f i n d o ther ^nodali-

t i es in the futures These will be dealt with l a te r , notably in the th i rd sec t ion of th is c h a p t e r D 

o n t h e f u t u r e c a p a c i t y o f t h e s y s t e n ^ ^ and, in n^ore detail , i n C h a p t e r F o u r D 

8D F i r s t , however, s o n ^ e c o n s i d e r a t i o n i s needed of the elements which const i tute 

capacity, within t h e g i v e n framework o f ^ c h a r a c t e r a n d c o n t e n t ^ , a n d o f w a y s of m e a s u r i n g 

themD The Capacity Study there fore m a d e a n analys is of these fac tors , which is included in 

1^ P a r a s e 27-28D 
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Appendix One, Part^, 1̂  since this analysisled to certainconclusions which haveshaped the 

approachadopted by the Study incarryingoutitsren^itD 

9D Firstly, although o^uantitativeanalysiscan be of sondeuse in n^easuringcertain 

aspectsof thesystemBs capacity, suchdatacannotproduce conclusiveevidenceonthe subject 

unless, indeed, it demonstrated that the quantitative performance fell soshort of planned 

targets astorenderits^ualityirrelevantD This provides somepartial consolation for the 

difficulty-^ described in the next sections which the Study has experienced in obtaining 

adequate andcoherentdatafron^allparts ofthesysten^D 

10D Secondly, by its very nature, capacity in its ^ualitative(and basically more important^ 

sense cannotbe discussed in specifictermsD However, even avery generalanalysis can 

show up the main bottleneckslimiting the capacity for more effectiveaction, whether at the 

present level of resourcesor at some higherlevel in the future, and thus help to identify the 

actionsreo^uired to resolve thesebottlenecks at the country. Agency and heado^uarterslevel 

in terms of human, material, and financial resources^ 

11D Thirdly, the constant interplay between quantitative and qualitative elements in the 

analysis demonstratesclearly that thetwoare essentially inter-related. ^Developn^ent co­

operations is indivisibleandthereforethe concept of ^capacity^in this context is alsoindivisi-

ble. 

12̂  The corollaryof this importantconclusion is that the capacityof UNDP, both asan 

institutionandas aprogramme of action, cannotbe discussed in isolations On the one hand, 

it is afunctionof thetype of organizationandoperating methods which havegrown up in the 

United Nations systems On the other, it is, or should be, aco-operative enterprisewiththe 

countries concerned, and onecannot therefore drawafirm line indicating onwhoseside the 

definitive constraintslie, since^capacity^ in itself must be ajoint concept. In other words, 

one cannot discuss thecapacityofUNDPother than in the frameworkof the whole developn^ent 

effort of theUnited Nations and its Agencies, or without also considering the responsibilities 

of governments^ Forobviousreasons, those most directly involved are the developing coun­

tries receiving the co-operation of the systembut, since thesystem is conceived as amulti-

lateral co-operative enterprise, the^capacity^of all participating governments, including the 

n^ajor contributors, isof direct, if n^ore general, relevance, particularly with regard to their 

general policies and attitudes towardsuch matters asdevelopment and traded 2̂  1^ then, the 

1̂  SectionH-B A^ethodology for theanalysisof the capacityof theUnited Nations 
Development System^ 

2̂  See Section B-2below for further elaboration of thislast themes 
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Study appears to cast its net rather wide, and perhaps wider than anticipated, it can safely be 

said that unless there isafar-ranging investigation of all these myriad, interlocking aspects, 

therecan be noadeo^uate analysis of present capacity and, therefore, noprospect of formulat­

ing recommendations of the depth and imagination required to meet the challenge of the futures 

At the same time, the Study has always tried to maintainacommon-sense and pragmatic 

approach tothe complex issues involved^ 

IID PRESENT CAPACITY 

13. The intricacy of the concept makes it difficult toarriveatarealistic appreciation of 

presentcapacityD This section nonetheless attempts to doso, dealing firstlywith the capacity 

of theUnited Nations system to carry out effectively the programmeentrusted to it, and, 

secondly, andmorebriefly, withthe capacity of the developing countries toabsorbthe co­

operation offered. 

AD The capacityof theUnited Nationsdevelopmentsystemtocarryout the 
programme entrusted to it 

14. This heading groups together the findings oftheCapacityStudyas regardsboththe 

o^uantitativeand qualitative capacityof the system under present arrangements, because the 

two are, toalargeextent, interdependent^ There will alsobesome assessment, in general 

terms, of how far the programme isable to achieveboth its quantitative ando^ualitative 

objectives^ Itshould be emphasized that this will in no sensebeanevaluation of results 

achieved to dateD am^an^m^othtasksurpassingboththeren^it and the resources of the 

Study^-but rather anattempt to analyse how far the various factors singledout in the method­

ological annexe as havingadirectbearingontheproblen^, are handled inaway conducive 

totheattainment of optimum results. 

15D A cautionary word is necessary^ Inevitably, given the object of the Study, the 

emphasis may appear tolean on the negativeside. This doesnot signify afailure torecog-

nizethesubstantialachieven^entsof theUnited Nations developn^ent systen^ortheadvantages 

that the n^ultilateralapproach has to offer in the forn^of the accun^ulated knowledge and 

experiencegathered from all over the world, as wellasby virtueof itsuniversalityD (The 

reader is referred heretothestaten^entofprinciples at thebe^inning of the main report2^ 

andalsototheanalysis of theraisond^être of the n^ultilateral approach given inChapters Two 

andFourD^ 3^ It is rather areo^uiren^enttoidentify and ren^edytheweakpointsinsuchaway 

l/ See Part V, Appendix One, Section II-B, passim. 
r2_/ Chapter One, para. 4. 

3/ Chapter Two, paras. 12 and 13; Chapter Four, para 14. 
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as toenhance both the achievements and theadvantages of theUnited Nationssystem. 

(1^ quantitative 

16. The Capacity Study has tried to analyse various quantitative aspects of the programme 

through questionnaires sent to the headquarters of UNDPand of the Executing Agencies and to 

the Resident Representatives, as well as through personal inquiries. Adescript ionofthe 

various investigations will befound in Appendix One on methodology in P a r t ^ o f the Report. 

17. Asintimated earl ier , the results have not beenentirely satisfactory. The data 

providedwas often incompleted particularly for theTAcon^ponentwhererecords arescant 

a n d s p r e a d o v e r a v e r y l a r g e n u n ^ b e r of sn^all p ro jec t s^ and sometimes wasnot only incon­

sistent with information f romother sources, with which it should havebeencompatible, but 

evencontained internal discrepancies. 1^ This lack of reliable and uniform statist icson the 

progress and resul t sof theprogran^me has not only beenan^ajorstun^bling block to the 

assessn^ent of thecapacity of thesystem, but i s a l s o in itself aseriousl in^itat ion on capacity 

since inforn^ation is not available pron^ptlytoenable the n^anagen^ent of the programmeto take 

any necessary corrective action. moreover, the lack of adeo^uate^feedback^means that the 

lessonsof past n^istakescannotbe fully assimilated andapph^ed. 

18. Ontheo therhand , although the specific data provided has not always been adequate, 

there hasbeenconsiderableagreen^ent from n^anydifferingsourcesoncertainn^ainthen^es, 

especially an^onggovernn^ents, who werenot asked any specifico^uestions referring toei ther 

quantitative or^ual i ta t iveaspectsbuts in^ply invited togive their viewson the n^atters that 

appeared n^ostin^portanttothem. Thesection related to o^ualitativecapacity will spell out 

mostof these, butone or t w o h a v e a c l e a r quantitative connotation and should be touchedon 

here. For instance, a fan^iliarcriticisn^ suggests that, because the programme has to con-

forn^to cumbersome andout-datedprocedures, delayshavebecon^e sofreo^uent as to impair 

the success of individual p ro jec t sand theessen t i a ldynamismof theprogramme. 

19. Even here it isdifficult to ob ta inac lea r picture of the situation in theTA component, 

par t lybecauseof the dearth of con^pleteandeasilyaccessiblerecordsalreadym^entioned, and 

partly becausesevera l factors rn^ake the delays wh ichdooccur l e s s serious, sothat little eviD 

dence is to hand as to the size of the problem. Thechieffactors t o b e noted are: (a^the 

formulation of TA projects is usually very much simpler; (b^ the inputsare smaller and, 

1^ F o r t h i s r e a s o n , the tables andchartsgiven later in this section may not alwaysbe 
cons ide redp rec i s e to the l a s t figureby everycomponent of theUNdevelopment systen^. 
However, after recalculating then^n^any tinges, the Study is satisfied thatdiscrepancies are 
negligible. moreover, whatever the bas isof calculation, t he re su l t s and trends haveshown 
a remarkab ledegree of consistency. The Study believes, therefore, t h a t t h e y g i v e a t r u e 
picture of the overall situation. 
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although mis-timing can be serious, the project may make do without t h e s m a l l items of equip­

ment required; (c^ counterpart support requirements are usually smal lerbut , even if they 

are not forthcoming on time and of appropriate duality, an expert can ca r ryou t his mission, 

although the project may fail to make its full contribution. The existence of the problem n^ay 

therefore be noted, but no further analysis is attempted here. 1^ 

20. The balance of this section is concerned wholly with the quantitative performance of 

the Special Fund component and the larger and more complex projects it supports, with part i ­

cular reference to: 

(â  delays in the formulation, appraisal and approval of projectsand in their 

eventualentry into operations; 

(b̂  the incidence and maincausesofde lay during theexecution phase of projects; 

(ĉ  delays in the presentation of final reports. 

Another m^easure of the quantitative successof the programme is the degree to which^pre-

investn^ent^ projects, in the narrowest sense of the tern^, havésparked off investment from 

other s o u r c e s a s a r e s u l t of their findings. This will be looked at in sub-Section (d^. 

(â  Delays in the formulation, appraisal and approval of projects in the 
Special Fundcomponent and in their eventualentry into operations 

21. Noless thanha l f of the recipient governments who expressedv iews to theStudy com­

plained that the tin^e-lag between the presentation of areo^uest audi t s approval is excessively 

long. An examination of the tim^e profiles of the projectsapproved for execution by the four 

principal Agencies2^fromthe inception of the programme until ^Iunel969shows that the 

average interval between the receipt of an official request fo r aSpec i a lFundpro j ec t and its 

approvalbytheGoverningCouncilhas widened with the increase in size of the progran^n^e, 

f ron^sixor seven n^onths in the early years t o a s t e a d y average of m^ore thanayear since 

1963. Detailed f iguresa re given in Table 3 . land illustrated by Graph 3.1. This does not, 

however, t e l l t h e w h o l e s t o r y a s each project has usually been under discussion in an unofficial 

form for some t imebefore it is formally presented. Theseea r l i e r discussions invariably 

involve the Specialized Agency concerned, and may also i n v o l v e U N D P t o a l e s s e r and varying 

extent, according to the nature and the history of the project. It has proved impossible to 

find any reliable figuresforn^easuring the an^ount of tin^e taken up in these earl ier negotia-

1^ moreover, a con^prehensivesurveyof the n^a inaspec t so f theEPTA programmée was 
undertaken by TAB, through the Resident Representatives, in!964. See United Nations, 
Technical Assistance Committee, Annual Report of theTechnica lAss is tanceBoard for 1964 
(doc. E^4021^Rev.l^. 

2^ T h e s a m p l e i s reasonably representative since between them theUN, FAO, UNESCO 
and II^O are responsible for the execution of about 80 per centof the total number of projects. 
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tions. A calculation based on the date on which the project file was opened at UNDP Head­

quarters shows that, if this preliminary consideration is also added in, then the total average 

time-lag comes to seventeen months. However, this figure is misleading on two counts: 

first, negotiations may have been going on for a considerable time between the Agency and the 

government on a particular project before it becomes a sufficiently firm prospect to warrant 

the opening of a file at UNDP Headquarters and, secondly, for many projects the opening of 

the project file seems to coincide with the date of receipt of the official request - whereas, in 

fact, previous correspondence must have taken place — so 1hat the average given here must 

certainly be false. In practice it is known that the majority of SF type projects may be under 

discussion for between one to two years before an official request is submitted. 

22. Graph 3.1 also shows the time-lag between the official receipt and approval of 

requests, broken down for the UN, F АО, UNESCO and ILO respectively, and compared in 

each case to the average. It will be seen that for projects for which the UN was responsible 

performance has been consistently better than the average and that, with the exception of 1964 

and the present year, the delay has been kept to less than one year. In the case of F АО, the 

time-lag corresponds almost exactly to the average, since almost half the projects examined 

fell into this category. For UNESCO projects it has been consistently longer than average, 

except in 1961 and 1966, while for ILO projects it has been uneven but has tended to keep 

above the average. 

23. Obviously, the responsibility for these delays is not solely attributable to the 

Executing Agency concerned since project formulation is a joint process in which UNDP and 

the Agency are both involved - so closely, in fact, that it is impossible to distinguish their 

respective responsibilities clearly and discover where the bottlenecks lie. As a rough rule of 

thumb, it is probably true that the Agency is most active in the phase prior to the submission 

of the official request, when it is helping the government to prepare the draft, whereas UNDP 

comes more centrally into the picture after the official submission, when the process of 

appraisal and reformulation begins, often involving, in the case of large projects, the des­

patch of further consultants to the country concerned. Some Agencies have complained that 

this latter phase has been tackled with excessive zeal and that UNDP has often indulged in an 

unnecessary degree of "second-guessing" which has unnecessarily protracted the appraisal 

and approval of projects. On the -other-hand, their-efforts-in this regard-might also be inter­

preted as laudable attempts to improve the crucial process of project preparation and formula­

tion with the result that this work has become more detailed and thus extended over a longer 

period, particularly as the number of projects under review has increased. Yet, as will be 

shown later, the general consensus among most of the sources consulted is that project 

formulation is still one of the weakest parts of the programme. It could be inferred from 

this that still more time will be needed to get the project formulation process right, if t ime 

is indeed the only variable involved. This would clearly be unthinkable, being prejudicial 
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b o t h t o t h e i n t e r e s t s of the developingcountries and to theab i l i ty of theorgani^ationtodeliver 

t hep rog rammeprompt lya s wel las effectively. Anevidentneed emergesof finding ways and 

means of simultaneously perfecting and accelerating theprojectformulat ionprocess. 

24. Theactivi t ies of UNDP at this stagecannot account for the significantdifferencesin 

the t ime- lagsbe tween the four Agencies. Theya reno t easy to explain. Inpart they must 

be d u e t o t h e differing procedures and organisational structures of the Agencies concerned 

but the information madeava i lab le to the Study was not sufficient topermita judgement . 

However, giventhe consistentlybetter performanceof theUN, which i sborne out la terby a 

similar analysis, 1^ i t i s h a r d t o avoidtheconclusionthat geographical proximity toUNDP 

has hadson^ebearing, andpossibly ave ry considerablebearing, on thespeedo f the 

decision-making process. Issues a r e l i k e l y t o b e s e t t l e d m u c h m o r e s w i f t l y andsatisfactorily 

by alocal te lephone ca l lo r apersonal meeting thanthrough an exchangeof correspondence 

between two continents, with all its attendant delays andpossibleroom for misunderstanding. 

25. It is a l so in te res t ing tono te tha t , although there is a s i m i l a r movement in the time-

lag corresponding to the increase in the number of projects approved, thetwographs do not 

follow exactly para l le lcourses . Thus, thoughthe approvedprogrammeremained at approx­

imately t h e s a m e level for each of the years 196^, 1963, and 1964, theaverage time-lag for 

thefour principal Agencies grew from ninemonths tofourteen. This would tend to suggest 

that other pressures a r e a t w o r k o n thesystem, apart fromthosereflected in thegrowing 

number of approvedprojects. 

26. Oneof the fo rcesmak ingbo th fo r delay and for additional but not always productive 

work is c lear ly thegrowingnumber of proposals for projects under examination. Thisback-

log, usually termed the"pipeline", hasnooff ic ia ldef in i t ionandclear lycanbealmost 

indefinitely enlargedtoinclude eventhe vaguest speculation about apossibleproject . However, 

its s izebecomes significantinpresent circumstances as soonas serious workonapro jec t is 

involved, whetherby agovernment, a Specialized Agency or byUNDP. 

27. The pipeline, o n a r o u g h definition of this sort, wouldconsist essentially of three 

kindsof project requests : thosewhichhavebeenofficial lysubmittedand are under active 

consideration byUNDP and the Agencies^ those which, while not yet official, havebeen 

referred^oUNDPinformally and arebeing further examinedbybothUNDPandihe Agencies, 

andpossibly by preparatory missions^ a n d t h o s e w h i c h a r e i n e a r l y s t a g e s o f discussion at 

thecountry level , possibly as a resu l t of asugges t ionf roman Agency. Toaconsiderable 

1^ See para. 33. 
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extent, the s ize of the p ipe l ine i s dictated by the fact that n e a r l y o n e i n e v e r y t h r e e Specia l 

F u n d a p p r o v e d p r o j e c t leads t o a s e c o n d - p h a s e p r o j e c t . ! ^ 

23. Every project reques t a l l o w e d t o enter the p i p e l i n e r e p r e s e n t s a p a s t a n d f u t u r e work­

load for a l l t h r e e pa r t i e s . It mus t the re fore b e a m a t t e r for c o n c e r n t h a t , accord ing to 

i n fo rma t ionsupp l i edby UNDP, Agency headquar te r s and r e s i d e n t r e p r e s e n t a t i v e s : 

â̂  573off icial and u n o f f i c i a l p r o j e c t s w e r e r e c e i v i n g cons idera t ion i n U N D P 

on 31 August 1969, of w h i c h ! 3 6 s h o u l d be approved b y ^ l a n u a r y l 9 7 0 , 

l e a v i n g a b a l a n c e o f 437^ 

^ some 450 p o t e n t i a l p r o j e c t s appear t o b e under cons idera t ion in Agency head­

q u a r t e r s in a ^ d ^ t i o n t o t h o s e under ^a^ 

ĉ̂  son^e lOOprojec ts w e r e i n e a r l y s t a g e s o f p repa ra t ion at the c o u n t r y l e v e l 

in addition to those i n é ^ a n d ^ b ^ 

d̂̂  Phase H p r o j e c t s ^ c a l c u l a t e d on t h e b a s i s o f past experienced could amount 

t o s o m e 200 addit ional pro jec ts which d o n o t appear t o h a v e b e e n included 

in the foregoing f igures . 

Thus, t heUni t ed Nations development sys tem and the deve lop ingcoun t r i e s a r e now working 

o n a t o t a l of about 1,200 potential p ro jec t s or , allowing a p p r o x i m a t e l y o n e - t h i r d to fall by the 

wayside, as h a s b e e n the case i n t h e p a s t , 2^ about 3 0 0 p o t e n t i a l f i r m p r o j e c t s e x p e c t e d t o 

r each t h e C o v e r n i n g C o u n c i l in d u e c o u r s e . Assuming that t h e C o u n c i l approved an a v e r a g e 

of 200p ro j ec t s a y e a r , 3^ it would take four y e a r s to c lea r the exis t ing backlog. Even th is 

1^ Cf. The Activit ies of the UNDP in 1963, r e p o r t by the Admin i s t r a to r ^doc. 
DP^L.104 , para . 23^: " S l i g h t l y l e s s than one of every t h r e e completed pro jec ts under the 
Special F u n d c o m p o n e n t h a s l e d t o a s e c o n d phase project" A s u r v e y under taken by the 
Capacity Study among 901^es iden t l ^ep re sen t a t i ve s ind i ca t e s that 3 2 p e r c e n t of c u r r e n t l y 
operat ional and approved pro jec t s will a lso lead t o P h a s e l l p r o j e c t s . A s l i g h t l y h i g h e r p r o ­
portion is forecas t by the independent i n v e s t i g a t i o n o f a m e m b e r government which s e t t h e 
figure at 3 7 p e r cent. 

2^ T h i s a s s u m p t i o n i s b a s e d on an analysis of the S F c o m p o n e n t f r o m l 9 5 9 unti l Apr i l 
1^969, viz: 

â̂  SF project r eques t s approved 1,025 
^ SF project r eques t s re jec ted 220 
^ SF project r eques t s withdrawn 191 

T o t a l p r o j e c t r e q u e s t s rece ived 1,^36 

If one takes into account 23 cancel led p ro jec t s , the number of project r e q u e s t s which failed to 
develop in toope ra t iona l pro jec ts to ta l led 439, or 30 per cent of the l , 4 6 4 p r o j e c t r e q u e s t s 
received in all. 

3^ The Council a p p r o v e d ! 3 5 pro jec t s i n ! 9 6 6 , 122 projec ts in 1967, 151 p ro j ec t s i n ! 9 6 3 , 
and 156 projects i n l 9 6 9 . 
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^ ^ c o n s e r v a t i v e figure, however, presupposing t h a t t h e a v e r a g e c o s t of theprojects re-

mainedconstant, and that r e p r o g r a m m é e s resources continued t oexpanda t anave rage 

annua l ra teof 13per cen tashere to fo re . l ^ E v e n o n t h e b e s t of outcomes, therefore, the 

present pipeline i s l i k e l y t o c l o g t h e U N D P machine f o r a v e r y considerable t imeahead, 

especially a smuch time andeffort is spent onprojec ts tha t are either rejected in the end 

or withdrawn by therequestinggovernment.2^ 

29. Obviously, it would bewrong to exaggerate theproblem. On the onehand, it is 

clearly necessary and inevitable that theprogramme shouldcons idera la rger number of 

pro jec ts thanareeventua l ly selected for approval. On the other, it would be misleading to 

regard a l l o f t h e p r o j e c t s i n t h e p i p e l i n e a s receivingactive andconstant consideration. At 

t h e s a m e t i m e , thepropor t ionsof theproblemared isquie t ing , as alsothe fact that the heavy 

workloadinvolvedmust inevi tablyincreaseif the present ad hoc arrangements for submitting 

projects continue. This i sonly t o b e expec tedas theprospec to f growing resources, an 

increased knowledgeof the possibilities of assistance andabe t t e r command of theprocedures 

involvedencourage governments topresent requests at a fas te r rate, aprocess naturally 

supported by thezea l of the representat ivesofbothUNDP and the Agencies. 

30. Although this offersclear evidence of thevalue of UNDPassistance, an uncontrolled 

growth in the number of projectrequestsrequir ingat tent ion while inthepipel ine is a se r ious 

problem. It represents a v e r y l a r g e b u r d e n o f work, lengthenstheintervalbetweensubmis-

sionand approval, andestablishes a c l a i m o n U N D P r e s o u r c e s whichdiminishesflexibility 

1^ The 13 per cent is the average compounded rate of growth per annum for the l a s t ten 
years . However, it masks considerable annual variations andamarkeddownward t rendover 
that period, revealed by the following annual figures, each showing thepercentage increase 
over theprevious year: 

Year 

1960 
1961 
1962 
1963 
1964 
1965 
1966 
1967 
1963 
1969 

Percer 

32 
23 
19 
16 
12 
6 
7 
11 
7 
7 

2^ In the case of rejected requests, theaveraget ime-lagbetweenanoff ic ia l request and 
thereject ion decision over the years 1963-1969 January-Aprils was seven months. For with­
drawn requests, theaverageover t h e s a m e p e r i o d w a s much higher ^ 19monthsD- and in !969 
reached32 months. Thetotalnumber of requests rejectedwas 73 during those sevenyears 
andof withdrawn requests 157. 
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and the ability to modify the programme with changing needs. Above all, for the individual 

country the delay in movingaproject through the pipeline may well seriously reduce the 

value of the assistance or even invalidate i tent i re ly when, at last, i tbecomesavai lable . 

Already, in some individual countries, the problem hasreached very ser iousproport ions 

which are masked by the average figuresgiven above. 

31. Part of the solution l i e s i n a m o r e rational and long-term systemof programming, 

basedon thesimultaneousanalysisof the overall needsof each individualcountry, rather 

thanapiecemeal approach to sectoral priorit ies. This will be dealt with in detail inChapter 

Five. Part also lies in improved managerial procedures, more decentralization andgrea te r 

flexibility in organization, designed incombination to make the processes of formulation, 

appraisal and approval speedier and more supple, without reducing their efficiency. r e c o m ­

mendations to this effect will follow in P a r t l y , mainly inChapter Seven. 

32. Delays in the initial s t ageso fap ro j ec t do not end with its approval by the Ooverning 

Council. Table 3.2 and Craph3.2showasignif icantincreasein the intervalbetween the date of 

approvalandthe date of signatureofthe plan of operation, corresponding, except i n l 9 6 4 , t o t h e i n -

creasein the number ofprojects involved. The averagetime-lagnowappearsto have stabilized, 

forthelastfewyears, at moreor less the same level of thirteen to fourteen months. This has 

meant tha t the to ta l in terva lbe tweentheoff ic ia l reques t and the s igna tureof thep lan of opera­

tion for these same projects 1^ has averaged nearly twenty-six monthsbetween 1963 and 1969 

^though it will be noted that, in the case of one Agency, the delay has, in 1966, r isen as high 

as three years. 

33. The breakdown byAgency in Oraph3.2shows that here again, t h e U N f a r e s c o n s i s -

tently better than average, whileFAO, as usual, corresponds fairly closely to the average. 

The graphs for UNESCO and ILO both swing up and downagreat deal, butUNESCOis 

consistently worse than average, while ILO, onthe whole, i s n e a r e r t o t h e average. 

34. These de laysare clearly excessive, and detrimental to aneffec t iveresponse to the 

needsof developing countries. It is difficult toanalysethecauseswithout examining the c i r -

cumstancesin each individual case, or inarepresen ta t ive sample. Unfortunately, the data 

requiredfor such an investigationwasnot readily available. In its absence, i t i s i m p o s s i b l e 

1^ It should be noted that this is not the same sampleas was used for Table3 .1 and 
Chart 3.1. The la t tergave figures for the projects approved in anygiven year, while 
Table3.2 and Craph3 .2a r e based on the projects for which plans of operation were signed in 
anygivenyear. Thisaccounts for small differences in the figures for the t ime-lag between 
the dates of its official request and that of its approval in the twoexamples, though it is 
interesting to note that the underlying trends showaconsiderable degree of consistency. 
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to determine how the responsibility for delay should be attributed as between those involved, 

i. е., the government, the Agencies, or UNDP. One general conclusion may be drawn from 

these figures, however. It is that, despite the increasing time devoted to the project formu­

lation phase, the greater use of preparatory-allocations, the drive to prepare draft plans of 

operation even before project approval, and the earlier appointment of project managers, the 

project as approved by the Governing Council still does not provide an adequate basis for the 

signature of a plan of operation within two or three months at the outside, as one would expect, 

This would again seem to point back then to deficiencies in the present methods of selecting 

and formulating projects. 

25. The final stage before a project becomes fully operational comes with the formal 

authorization to start, which is given after the government has made its first counterpart 

payment. Table 2,2 and Graph 2.2 1_/ show that the delays are not serious, since they do not 

normally go beyond two to three months. All in all, however, the figures since 1962 showthat any­

thing between two and two-and-a-half years normally elapse between the presentation of an 

official request and the authorization to start operations, and that in individual cases this 

delay may be even longer. If the period of preliminary discussion while the request was 

still unofficial is also taken into account, it will be seen that the total decision-making process 

may easily take three or four years. 

(b) The incidence and main causes of delay during the execution phase 
of projects 

26. By their nature, development projects can never be executed exactly according to 

plan. However meticulous their formulation, unforeseen contingencies are bound to intervene 

and change the course of events. This caveat should therefore be kept constantly in mind 

when reading the present sub-section. 

27. Notwithstanding, some analysis of delays in this phase can throw light on capacity, 

particularly if it is possible to identify the main causes and thus show whether these might 

have been avoided with more foresight or whether they were unpredictable. 

28. First, it may be helpful to establish the degree of the delays involved. Table 2,4 

compares the actual duration of projects completed by the four principal Agencies with their 

planned duration. It will be seen from this that, from 1965-1968, the completed projects 

l/ See footnote to para. 22 on Table 2.2 and Graph 2.2. The same considerations apply 
there, where the figures given are based on the year in which the authorizations to start were 
given. 
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examined were on average running nearly six months beyond their scheduled date of comple­

tion, with a tendency for this to increase (in 1967 arid 1968 to an average of eight months). 

Here again, the figures are not conclusive. They do not take account, for example, of cases 

where the difficulties encountered in achieving the objectives of a project within its allotted 

lifespan are so great as to require a Phase II project which was not originally envisaged, 

although, in such instances, delays in implementation must have reached serious proportions. 

39. Another approximate way of measuring delivery performance in quantitative terms is 

to measure the actual expenditure against planned expenditure. It is rough and ready because 

the project budgets as prepared at present are not always realistic. Nonetheless, in the 

absence of more precise information, and assuming that project budgets, as a whole, are just 

as likely to be revised upwards as downwards (if not more so), such a comparison does give 

an overall picture of the situation. Here again, there is cause for disquiet: by the end of 

1968 the total backlog, i. е., the difference between actual expenditures and the planned pro­

ject budgets had risen to US$117 million, a figure larger than the total of US$112 million 

actually spent on projects in that year. In other words, the programme as a whole was 

approximately one year behind schedule in its delivery. Table 3.5 and Graph 3.4 in this 

chapter and Table 15 of Appendix Six in Part V show how the situation has evolved between 

i960 and 1968, on an Agency-by-Agency, as well as on a global basis. Performance has 

been uneven, and if most recent figures suggest that there was eventually some improvement, 

for all Agencies aggregated, but individually only for UN and UNESCO, the situation is still 

unsatisfactory for the largest Agency, РАО. 

40. A more precise method of measuring quantitative performance is to examine a 

sample of operational projects, assess how many of them are behind schedule and identify the 

principal causes of the delay. Even here, however, hard facts and figures are not easy to 

come by and there is still room for subjective bias as, for example, when estimating the 

relative importance of the delaying factors. It is also impossible to separate the quantitative 

totally from the qualitative, except in a very arbitrary fashion, e. g., failings in quality may 

spark off delays in the quantitative progress of a project or otherwise diminish measurable 

results. With these reservations, the Capacity Study presents in Table 3.6 an analysis of the 

difficulties encountered in 252 projects, selected from the Special Fund component, and 

operational in 1568 (out-of a total of 595). Table 3.7 gives a similar analysis for twenty-five 

regional projects. The main source of information was the quarterly reports of the Resident 

Representative. While this means that the subjective views of the individuals concerned were 

necessarily involved, in general terms this was the most objective first-hand material readily 

available. It will be noted that the analysis has been done not only by economic sector, but 

also by the various standard fields of UNDP activity and by geographical region. 
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TABLE 3.6 SF PROJECTS! ANALYSIS OF IMPLEMENTATION DIFFICULTIES/ 

Sample based on country projects operational In 1968 
(Expressed in number of projects) 

Category of 
Analysis 

TOTAL 

I. Analysis of 
Projects by 
Economic Sector 

Agriculture 
Industry 
Public Utilities 
Housing, Building 

& Physical 
Planning 

Multi-sector 
Health 

Education & 
Science 

Social Welfare 
Public Administra­

tion & Other 
Services 

II. Analysis of 
Projects by 
Field of Activity 

Resource Surveys 
Technical 

Education & 
Training 

Applied Research 
Economic Develop­
ment Planning 

III. Analysis of 
Projects by 
Geographical 
Area 

Africa 
Americas 
Asia, Far & 

Middle East 
Europe 

Projects 
operational 
end 1968 

495 

198 

138 
51 

11 
23 
3 

52 
2 

17 

174 

193 
120 

8 

187 
110 

159 
39 

Number 
examined 

252 

101 
71 

30 

5 

8 
4 

24 

-

9 

90 

109 
51 

2 

63 
82 

89 
18 

Number 
behind 
schedule 

126 

48 
35 
13 

4 
5 
1 

14 

-

6 

46 

55 

23 

2 

31 
44 

43 
8 

Percentage 
behind 
schedule 

50 

48 

49 
43 

80 

62 
25 

58 

-

67 

51 

50 
45 

100 

49 
54 

48 
44 

(1) 

50 

18 
15 
3 

1 

2 
1 

9 

-

1 

16 

24 
10 

-

16 

11 

17 
6 

(2) 

41 

22 
7 
1 

2 
2 

-

4 

-

3 

17 

16 
8 

-

13 
18 

10 

TYPE OF DEFICIENCIES 
ENCOUNTERED l/ 

(3) (4) 

35 18 

14 7 
9 7 
4 2 

1 
2 1 

-

3 1 

-

2 

16 8 

8 4 
9 6 

2 

5 3 
16 7 

12 7 
2 1 

(5) 

7 

1 
3 

-

1 

-
-

1 

-

1 

1 

5 

1 

-

4 
1 

2 

(6) 

32 

a 
4 i / 
-

iS/ 

. . . 

KEY: (1) 
(2) 
(3) 
(4) 
(5) 
(6) 

Problems and delays in receiving counterpart personnel 
Delays in receiving Governments' cash counterpart contributions, land, buildings, equipment and supplies 
Problems in recruiting experts of required calibre resulting in project implementation delays 
Delays in receiving UNDP-financed equipment and supplies 
Delays in selecting suitable fellows 
Other deficiencies as itemized on next page (references to V) 

NOTE: l/ A single project might be included under several types of deficiencies 

SOURCE: Quarterly Reports of Resident Representatives TABLE 3.6 



TABLE 3.6 ( c o n t i n u e d ) 47 

Reference 

a/ 

ь/ 

s/ 

i/ 

s/ 

î/ 
ж/ 

ь/ 

Economie Sector 

г 

Agriculture 

Industry 

Public Utilities 

Housing, Building 

and 

Physical 

Planning 

Multisector 

Health 

Education and 

Science 

Public Admini­

stration and 

other Services 

Number of projects 

Total 

6 

10 

5 

1 

4 

1 

3 

1 

distributed 

as follows: 

1 

1 

1 

3 

6 

1 

3 

1 

1 

1 

1 

1 

1 

3 ( 

( 
1 

1 

3 ( 

( 
( 

1 

1 

Reason for Deficiencies 

- lack of statistical data 

- unavailability of students owing to excessive 

entry standard 

- local resources dependent on bilateral 

assistance 

- government's practices and procedures 

- wrong location of project 

fragmentation of responsibility between two 

government departments 

lack of housing for experts 

lack of transport 

delay in formulating work programme 

- steady decline in enrolment of students 

- questionable competence of project manager 

ill-defined work programme 

lack of contact with industry 

- lack of adequate roads 

- delays in presenting draft plan of operation 

to government 

- slow action by Executing Agency which delayed 

government negotiation of associated 

bilateral aid 

- bad relations between project manager and 

co-manager 

- delay in provision of pertinent data to sub­

contractor owing to Executing Agency's 

failure to make adequate arrangements with 

government 

- nebulous institutional status of project 

- delays in government decisions 

- lack of interministerial collaboration 

- refusal of government to release findings 

of project for use in other UN programmes 

- minor local administrative difficulties 

- shortage of students 

- delay in construction of buildings 

- lack of fellowship candidates 

- extension of experts without government 

concurrence (in one case, poor quality of 

expert, subsequently declared medically unfit, 

caused 45 students to lose whole year) 

- decline in interest of government agency 

concerned and faulty training of fellows 
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41. Taking first the country projects listed in Table 3.6, it will be seen that of the ^5^ 

projectsanalysed, 1^6, or exactly 50 per cent, 1^ were behind scheduleandencountering 

difficulties of onekind or another. Themaincauses of delay lay inproblems encountered 

by the governmentprovidingcounterpart support, fifty projectsbeingaffected by the unavaila­

bility of counterpart personnel and for ty-onebydef ic iencies intheprovis ionof counterpart 

finance, andlocalfaci l i t iesnormal ly provided in kind, suchas land, buildings, and local 

equipment andsupplies. (Thenumbers are not cumulative, a s i n s o m e p r o j e c t s b o t h kinds of 

difficulties occur simultaneously^ the to ta lnumber of projects affected in onewayor another 

bydifficulties in provisionof counterpart support was, in fact, fifty-eight.) Oelays in the 

inputsprovided by the Specialised Agencies executingtheproject on behalf of UNOPcaused 

difficultiesinthirty-sevenprojects^ thir ty-f iveofthesewereaffected by the tardy recruitment 

o r inadequa tequa l i tyofexper t sande igh teenby la te delivery of equipment andsupplies. In 

sevencases progress washamperedbyde lays in theprov i s ion of fellowships. Thirty-two 

projects were troubled wi thotherk indsof difficulties not falling intoany of these categories. 

As the explanat iononpage^ of Table3.6 shows, thesewereof a m o s t varied nature, some 

of themquantitativebut othersqualitative. 

4^. The inabilityof governments toprovide counterpart personnel relates to the question 

ofthe absorptive capacityof recipient countries and will thereforebe dealt with in Sect ions 

of this chapter. 

43. The l a tea r r iva l of experts causedconsiderable dislocation in twenty-two ofthe 

Special Pundprojects examinedandin tenof these thedeve lopment of interdependent activities 

was rendered imposs ib leas a r e su l t . In nine of these cases these difficulties attained very 

serious proportions^ in only twoof themwasthegovernment at fault through lengthy clearance 

procedures. 

44. delays in the delivery of equipment were lessser ious . In thirteen of the eighteen 

casesnotedthey were due t o t a rdy placing of orders, delayed supplyby the manufacturersor 

shortage of ocean transportation facilities. Intwo instances equipment was la te because it 

had not beenenvisagedoriginallybut had la terbeen found to be essential. In three others, 

the difficulties arose fromthelandlockedsituation of the countries concerned, while in yet 

another transportation fac i l i t i es f romthepor t of entry to the project site were poor. 

45. As rega rds fellowships, the basic shortage of manpower and lackof funds to pay the 

fellow'ssalaryaccounted for the delays in four cases, thedifficulty of releasingcounterparts 

for fellowship awards wereresponsible in two instances, while de laysbythePxecut ing Agency 

and therecipientgovernment occurred inonlyone case. 

1^ It is interesting tono te that this percentage i sa lmos t iden t i ca lwi thanes t ima te made 
recently by the Administrator of UNOPwhenexpressinghis concernover operational delays. 
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46. The regional Special Pund projects, which werestudied in somewhat less detail, show 

similar results. Near lyha l f - twelve out of twenty-six D werebehind scheduled i n s i x c a s e s , 

problemshad arisen over counterpart supports delaysby the executing Agency had hampered 

four projects ( threeby the late arrival of experts and one by la tede l ive ryof equipments and 

other mishaps. 

47. ^e tanother analysis was carr iedout of twenty-two multipurpose projectsbecause 

they are among the largest and most complex i nwh ich theUNsys t em is co-operating with 

governments, a n d b e c a u s e t h e y r e p r e s e n t a v e r y considerable amount of resources, not only 

in terms of the actual project costs(these total US^61 million, of whichUS^35 million are 

provided byUNOP, and US^6 million as counterpart contribution by the governments)but 

also of potential investment, if they produce thedes i red results. Here the proportion of 

projectsbehind schedule was somewhat less D 3 6 p e r c e n t - b u t the pattern of failings was 

similars f iveprojectsbeing affected by problems overgovernment counterpart support, 

four by the late arrival of experts, and three by delated deliveryof equipment, while other 

factors impinged to an important degree on fiveprojects. (It will be realised that several of 

these projectsbehind schedule wereaffected simultaneously by more thanone difficulty.) 

48. As i s showne l sewhere , !^ the availability, as well as the quality, of human resources , 

a recen t ra l to theprogramme^s capacity. Taking here the quantitative aspect of the timely 

recruitment of international development personnel, it is clear that theproblem has reached 

serious proportions which a reperhapsnot fully revealed in the random sample described 

above. It is a theme which constantly recurs among therepl ies of the many organisations and 

individualsconsulted by the Study. Thus, overhalf of thesixty-f ivegovernmentsof 

developing countries whichgave their v iewsontheUNopera t ion underlined belated expert 

recruitment as ama jo r problem. 

49. ^ e t h e r e , too, precise facts a r e h a r d t o come by and therepl ies provided by the 

Specialised Agencies t o a v e r y detailed ser iesof questions on th isaspec t are neither sufficient­

ly complete nor consistent topermi tanygenera lconclus ions t o b e drawn. One Agency in­

dicated that recruitment delays may vary f romaweek (presumably inafewhighlyexcept ional 

cases) to over a y e a r . Another one reported that t h e a v e r a g e i s ten months, while some 

^hardcore^ posts remain unfilled for eighteen months. Inother cases, average figures 

1/ Part V, Appendix One, Section II 



50 

TABLE 3.7 SF PROJECTS: ANALYSIS OF IMPLEMENTATION DIFFICULTIES 

Sample based on regional projects operational in 1968 
(Expressed in number of projects) 

I. 

II. 

III. 

Category of 

Analysis 

TOTAL 

Analysis of Projects by 
Economic Sector 

Agriculture 

Industry 
Public Utilities 

Housing, Building é̂  

Physical Planning 
Multi-sector 

Health 

Education ^ Science 
Social welfare 

Public Administra­

tion é̂  Other 

Services 

Analysis of Projects by 
Field of Activity 

Resource Surveys 

Technical Education 

é̂  Training 

Applied Research 

Economic Development 

Planning 

Analysis of Projects by 

Geographical Area 

Africa 

Americas 
Asia, Far e^^iddle 

East 
Europe 

Projects 
operational 

end 1968 

38 

12 

2 
7 

-
10 

1 
3 

-

3 

21 

5 

7 

5 

23 
10 

5 

Number 
examined 

26 

6 

2 

4 

-
10 

1 

1 

-

2 

14 

3 

4 

4 

13 
10 

2 

Number 
behind 

schedule 

12 

4 

2 

-

-
3 

1 

.1/ 

2 

6 

2 
2 

2 

4 

8 

Percentage 
behind 

schedule 

46 

67 

100 

-

-
33 

100 

-
-

100 

( 1 ) 

6 

2 

1 

-

-
1 

-
-
-

2 

... 

TYPE OF DEFICIENCIES 
ENCOUNTERED l/ 

(2) (3) 

3 1 

1 

-
-

-
1 

-
-
-

1 1 

... 

... 

(4) 

5 

1* 
-

\ # 

1* 
-

1 ^ 

... 

KEY: (1) Problems and delays in receiving counterpart 
(2) Problems in recruiting experts of required calibre resulting in project implementation delays 
(3) Delays in receiving UNDP-financed equipment and supplies 
(4) Other deficiencies 

NOTES: l/ A single project might be included under several types of deficiencies 
2/ High fees charged consultancy services led to under-utilization of capacity 
3j Lack of interest in project training courses; more time needed to carry out work than was planned 

unforeseen operational difficulties 
4/ No operational difficulties but when UNDP assistance was phased out, grave weaknesses revealed in 

decreasing ratio of teaching staff in comparison with large increase in student enrolment 
5_/ Limited government budget 

SOURCE: Q u a r t e r l y R e p o r t s o f R e s i d e n t R e p r e s e n t a t i v e TABLE 3 . 7 
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ranged from six to fourteen months.!^ Again, amodest sample which the Study tookof 

recruitmentby the Oeneva Office of theUN Technical Assistance recruitment Serviceshowed 

that the average t imespent on recruitment, from approval of ajob description until the 

appointedexpert took up his duties, was approximately 334days in 1965and approximately 

^95 days in 1968. It isevident that figures vary widely. c h a t i s abundantly clear is t h a t a 

serious problemexists . Rostof the Agenciesappear t o b e of the opinion that thesi tuat ion 

i s i m p r o v i n g ^ b u t t h i s view is not shared bygovernments. 

50. The problem largely derives from the complexityof recruiting personnel o n a w o r l d -

wide basis and from the lack of uniformityin recruiting procedures. I t i s compl i ca t edby 

many features^ the short supplyof many specialists^ non-competitiveemoluments compared 

with those obtainable in many individual countries^ inadequate jobdescriptions^ out-of-date 

rosters^ shortageof recruiting personnels thecancellationof posts^ lengthy clearancedelays 

onthepar tof therecipientgovernments^ and the varying performance of the NationalOommit-

tees who assist in the recruitment process. 

51. Probably the best illustration of the immense range of the problem i s g i v e n i n a 

survey submitted to theUNPSOO^xecut ive^oard in!968,3^ which is the most comprehensive 

study of the subject that the Oapacity Study has seen. Thisshows that the ratiobetween 

1^ Some insight into the rate of delivery of expert services for theTA component in the 
biennium!967-1968 is provided by the following figures, based on theOategory lp ro jec t s and 
contingency projects approved for thatbienniumB 

^lan-monthsof expert services 

Approved programmesl967-1968 45,111 
(country programmes only) 

Deliveryby endof biennium 40,818 

Oeliveredexpert services thusrepresented 90per centof the authori^edexpert man-months. 
However, it isnotself-evident that the type of servicessuppliedcorre^ponded to those 
originally requested. A large proportion of ^programmechanges^ whichoccurreddur ingthe 
biennium 1967-1968 consistedof aswi tchf romexper t services as originally authorised to 
fellowships, thus seeming to show that fellowships were hastily arranged at the last moment 
torep laceexper t services which could no tbede l iveredwi th in theprogrammeper iod . The 
following figures appear to confirmthis^ 

Pellowships ^an-months 
(Piennium 1967-1968) 
Originally approved(countryprogrammesonly) ^^,659 
delivered ^7,003 

Thus, the man-months of fellowships actually delivered during the biennium!967-1968 repre­
sent 119per cent of the number originally authorised. 
Sources repor t on the Activities of UNPP in 1968 (doc. PP^ .104^Add . l , p a g e ^ l ) . 

^ repl ies on the percentage of authorised posts vacant at the year end showed that for 
four Agencies these h a d d e c r e a s e d f r o m a r a n g e of 13-^3per cent five years ago to one of 
5-18 per cent at the present. 

3^ UN^SOO, recruitment of Pield Staff (doc. 78 ^ ^ 8 of ^5 April 1968). 
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applications received andcandidates appointed is very h igh^ about 8^1. Por the 484 field 

posts whichwere established by UNPSOOinl966, 3,166applicants were considered, some of 

them for several posts. After the first selection, 93^applicat ions(1.9per post) were sub­

mitted to the UNPSOO directorate responsible. ^^8 of these fell by the wayside for one 

reason or another^ 835 candidates weresubmittedtogovernments^ and, finally, 393 were 

either appointedor approved by 31December 1966. Th i smeans tha t 89 per cent of the posts 

established in!966 (4841ess41 cancelled or modified posts) were filled during the year. The 

extent of the problem is vividly illustrated by Table3.8 which shows, for thecountries which 

provide 85per cent of UNPSOO experts, what happened to the candidates officially submitted. 

5^. Obviously, t h e r e a r e no easy solutions and the problem mus tbe tackled onanumber 

of different fronts simultaneously. Somesugges t ions to th i se f fec twi l lbemade inOhapte r 

^ight, on Human r e s o u r c e s . 1 ^ Abas iccons idera t ion i s tha t speed of recruitment cannot be 

at the expense of quality and therefore time must be allowed for the delicate process of 

ensuring that ther ight person is recruited for thejob. Oomprehensive and longer-term 

programming of the kind described inOhapterPive should helpgreatly by making it possible 

toproject personnel needs much further ahead andallowing more time for project formula­

tion. 

53. If the direct recruitment of experts in the numbersnow needed imposes anexcessive 

burdenon the Agencies, it wouldseemsens ib le to resort more frequently to subcontracting, 

whichwoulddomuchto expand the effective capac i tyof thesys temandcould have other 

notableadvantages. ^ e t i t i s surprising to note that, although the use of subcontracts has 

increased with thegrowth of theprogramme, i t hasce r t a in lyno t grown in the same propor­

tion. Oraph3.5 shows that, for all the Agencies, the percentage of total projectexpenditure 

on subcontracts h a s r i s e n barely perceptiblyduring the last few years, while totalexpenditure 

has advanced rapidly. (^raph 3 .5a lso indicates the percentage of subcontracting used by UN, 

PAO and ^I^O respectively, which are the onlyAgencies for which it i s l a r g e enough to 

warrant singling out. ^ It will be seen from this that, whereas theUN follows the general 

t r e n d o f a v e r y slow r ise , i n t h e c a s e o f P A O , theAgencycarry ingthe heaviest load of 

responsibility for executing SP projects, the proportion of subcontracting has declined 

steadily andconsis tent lys incel963, and now constitutes only 7 p e r cent of totalPAO project 

expenditure. 

1^ See paras. 60-63, 68-8^. 
^^ This analysis doesnot include IPPO, which normally subcontracts all projects. 
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TABLE 3.8 UNESCO: CANDIDATURES AND APPOINTMENTS OF EXPERTS FROM 29 COUNTRIES 
(Expressed in number of candidates and percentages) 

Country 

Australia 

Austria 

Belgium 

Canada 

Chile 

Czechoslovakia 

Denmark 

Finland 

France 

Federal Republic of Germany 

Greece 

India 

Iran 

Iraq 

Israel 

Italy 

Netherlands 

New Zealand 

Norway 

Peru 

Spain 

Sweden 

Syria 

Union of Soviet Socialist Republics 

United Arab Republic 

United Kingdom 

United States of America 

Uruguay 

Yugoslavia 

No. 

(1) 

77 

17 

49 

24 

10 

46 

27 

26 

230 

82 

10 

151 

14 

11 

15 

32 

21 

11 

40 

18 

12 

30 

58 

103 

32 

207 

221 

10 

19 

of candidat 

(2) 

11 

7 

19 

4 

7 

32 

10 

4 

56 

17 

1 

39 

4 

7 

3 

15 

10 

6 

22 

0 

6 

17 

17 

67 

25 

88 

93 

4 

-8 

es 

(3) 

4 

1 

8 

2 

1 

12 

4 

0 

24 

4 

1 

12 

0 

1 

0 

7 

6 

1 

8 

0 

2 

8 

0 

14 

6 

26 

15 

2 

1 

Comparative 

(4) 

14 

40 

38 

16 

70 

69 

35 

16 

24 

20 

10 

26 

20 

69 

20 

47 

47 

54 

55 

0 

50 

56 

29 

65 

78 

42 

42 

40 

42 

ratios 

(5) 

36 

14 

42 

50 

14 

38 

40 

0 

43 

24 

100 

31 

0 

14 

0 

47 

60 

17 

36 

0 

33 

47 

35 

21 

24 

30 

16 

50 

13 

(percentages) 

(6) 

5 

6 

16 

8 

10 

26 

15 

0 

10 

5 

10 

8 

0 

9 

0 

22 

29 

9 

20 

0 

17 

27 

10 

14 

19 

13 

7 

20 

5 

KEY: (1) Candidatures officially received 
(2) Candidates submitted in 1966 
(3) Candidates appointed 
(4) Candidates submitted to governments (expressed as a percentage of the total 

number presented by recruitment sources) 
(5) Candidates appointed (expressed as a percentage of the total number submitted 

to governments) 
(6) Candidates appointed (expressed as a percentage of the total number presented 

by recruitment sources) 

SOURCE: UNESCO, Recruitment of Field Staff (doc. 78 Ex/28 Corr.) TABLE 3.8 
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54. ^ h i l e subcontracting i s b y no means apanacea, t h e r e w o u l d c e r t a i n l y s e e m t o b e r o o m 

for much greater use of this device. Proposals to thiseffect will be made both inOhapter 

Pour 1^ a n d O h a p t e r P i v e . ^ This would permit thesharing, not onlyof the recruitment 

burden, but also of part of the responsibility for administration, technical backstopping, and 

follow-up, to the greatbenefit of theprogramme. 

55. Thepunctualdel iveryof suitableequipment also has a d i r e c t b e a r i n g o n c a p a c i t y a s 

far as SPprojects a r e c o n c e r n e d s i n c e i t has r e p r e s e n t e d ^ 6 p e r cent of project expenditure 

over the last nine years (comparedtoabout б р е г cent for PPTA and, subsequently, for the 

TAcomponent of UNOP). In absolute figures, expendituresonequipment amounted to some 

U S ^ 5 million for the y e a r ! 9 6 8 , the bulk of which (US^^.4mil l ion) was in the SP component. 

The problems most frequently mentioned to theOapacity Study are inadequate specifications 

in theproject requests lackof standardisation, for reasons of currency utilisation or other 

causes, leading to unnecessary delays andexpense over maintenance and spare parts^ 

excessive 2^eal in observing lengthy tendering procedures, especially i n c a s e s where the 

final outcome is a foregoneconclus ionforreasonsof currency utilisations anddelays in 

delivery attributed variously to cumbersomeprocurement procedures, suppliers^ default, and 

lengthy customs clearanceprocedures andinadequatetransport ar rangements intherece iv ing 

country. ^h i le therespons ib i l i ty for this situationdoes not lieexclusively with the Agencies, 

clearly, any improvements which they couldintroducewouldbeextremelybeneficial . Some 

suggestions t o t h i s effect are made inOhapter Ten. 

(c) Oelaysin the presentation of final reports 

56. The final report is clearlyof crucial importance in relation to the eff icacyofaproject, 

since it summarises the f indingsoftheproject for thegovernment and outlines thevar ious 

s t e p s r e q u i r e d t o m a k e t h e b e s t u s e o f t h e m ^ - i . e . , it is intimately related tofollow-up. 

^ h i l e i t is true that governmentsnormally s e e a n advance copyof the final report a s soon as 

i t i s r e a d y , theavailabilityof an officially approved document i s o f t e n a n e s s e n t i a l pre­

requisite for subsequent action, particularly if the aim is to attract investment from other 

sources. Oelays at this stage can therefore seriously reduce the value of the project, and 

there is theadditional danger that recommendations could lose much of their relevance in the 

interim through variations in external f a c t o r s ^ e.g., in local, or world, marketconditions. 

57. I t i s t h u s d i s t u r b i n g t o n o t e t h a t , up to the present, a long time-lag has customarily 

ocurred between the completion date of the project and the presentation of the final report 

1^ See paras. 39-40. 

^ See paras. 108-1^7. 
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to thegovernment concerned. PveryPxecuting Agency has failed to observe the three-month 

time limit fixed in the regulations on reporting which prevailed until recently 1̂  and, as a 

rough average, it seems to take a b o u t o n e y e a r t o p r e p a r e t h e d r a f t , plus another year to 

print and deliver the final versions. AsTab le3 .9shows , half the repor t sdue on projects 

completed before 30^ Ia rch l969had not been submitted by 30 ilune!969, and the average 

overall delay was sixteen months. Table 3.10 relates to final reports that havebeen sub­

mitted togovernments and gives the average time by year and byAgency that elapsesbetween 

the completionof field work and thesubmissionof the report. It will b e s e e n that theaverage 

interval for all Agencies in the period!960-1969 was twenty months (or twenty-three months, 

if the atypical example of IPB^Oisexcluded, with its average of five months), but that it has 

widenedconsiderably since 1966 when the increase in reports falling due first became marked. 

58. Aparticularly crucial problem seems to arise over the production of final reports for 

projects that are entirely or partially subcontracted (again, IPPI^is anexception). In some 

cases, the executing Agency^sfinal report is still awaited on subcontracted projects completed 

two years earlier. It is not easy to find an explanation for this, bu tpar t ofthedifficulty 

appears to derive fromproblems encountered in evaluating thesubcontractor^srecommenda-

tions. If so, this would point t o t h e need for improved arrangements for thesupervision of 

subcontracts, possibly on the l inessosuccessful ly pursued b y l P P P . 

59. One of thereasons for the delaysin reports gene ra l l y l i e s in the inadequate qualityof 

the first versions submitted(demonstrating again theconnection between quantitative and 

qualitativeassessments) which necessitates thepreparation of two or three successive drafts. 

This, in turn, adds to the costs, which often amounts t o a s much a s 4 p e r cent of totalUNPP 

earmarkings for project support, and^ almost always exceed pro forma allocations. ^lost 

difficulties anddelays naturally tend to occur over projects which have already encountered 

considerable problems in their execution phase. This g i v e s r i s e t o anewdanger , namely, 

thatsuch^problem^ projects may be extended in toasecond phase before the Agency^s 

interim report on the first phase is available, with the result that shortcomings (which may 

even have led to the need for asecond phase) continue uncorrected. Thus, acumulative 

process, still further det r imental to theprogramme^sfuture capacity, is set in motion by 

present deficiencies. 

60. A number of efforts havebeen made by UNPP and the Agencies to correct this situation, 

especially since 1966, whentheproblemwasbecomingespecia l ly acute with the sharp increase 

1^ See para. 60. 
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in projects being completed. Thus, in 1967 a new procedure was introduced which required, 

among other things, that Agencies should deliver a brief statement on each project within six 

weeks of the completion date. But the Executing Agencies seemed to find difficulty in con­

forming to this requirement also. On its side, too, UNDP has had to face a rapidly increas­

ing workload, in part due to the extensive nature and volume of the work and, in part, to the 

lack of sufficient qualified staff. This, then, has added to the bottleneck. In another attempt 

to break it, UNDP has made another drastic revision of the reporting instructions in 1969. 

Under these, substantive reports on specific components and/or subject areas of the project 

will be prepared as required during project implementation for immediate presentation to the 

government concerned. The final report format will be eliminated and replaced by a 

terminal Agency statement summarizing the major substantive findings and conclusions and 

setting forth the Agency's recommendations to the government. These new procedures would 

certainly seem likely to improve matters but at the time of writing the Capacity Study they are 

of too recent vintage to permit any assessment of their effect in practice. 

(d) Volume of investment stimulated by "pre-investment" projects 

61. The real test of how far the programme has achieved its objectives is provided by the 

history of projects once UNDP co-operation has ended. Although many projects may be 

broadly described as "pre-investment", not all require substantial new investment to fulfil 

their objectives; for example, many teacher-training and vocational training institutes are 

fully capitalized at the start of the project and require recurrent budget support rather than 

new investment; technical assistance projects also may fulfil all their purposes without any 

significant capital inputs. However, in the UNDP/Special Fund programme, particularly in 

relation to "pre-investment" projects in the strictest sense, a large part of follow-up action 

ought to be measurable in terms of subsequent investment flow, directly or indirectly related 

to studies and surveys carried out with Special Fund co-operation. 

62. As of 21 May 1969, it was estimated that reported investment commitments influenced 

directly or indirectly by Special Fund-assisted projects came to some US$2,000 million. Of 

this, an estimated US$1,800 million, or 60 per cent, was considered to have resulted directly 

from the findings and recommendations made with the assistance of UNDP. However, the 

investment commitments identified spring from only sixty-nine projects, whereas, intheSF com­

ponent, as of December 1968, 240 projects had been completed (i.e., including projects not 

intended to attract investment); Table 2.11 indicates the ratio between the investment genera­

ted and the cost of pre-investment for those sixty-nine projects. In their case, US$1 of UNDP co­

operation produced, on an average, US$48 of investment. This result should, however, be 

weighed against the distribution of projects according to the amount of investment generated. 

As will be seen from Tables 2.11 and 2.12, 78 per cent of the reported total of US$2 billion, 

i.e., US$2,800 million, were invested as afollow^ipto elevenprojects, which represent 17 per 
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cent of UNDP"seed money". These eleven projects alsoaccountedfor86 per cent ofthetotal 

follow-upinvestment financed bylBI^D which, a s awho le , financed abou taquar t e r of the total 

investment, or one-half of the"direct" investment . Another thir teenprojects , representing 

together24per cent of pre-investment costs, hardly produced anyfollow-up investment 

(US$2.2mill ionagainstatotal pre-investment cost of US$28 million). 

62. Thisdoes not necessarily mean that the remaining projects did not produce the desired 

results . Any such conclusion would be dangerously sweeping because, firstly, financial 

investment is only one aspect of follow-up; secondly, there can be no arbi trary date at which 

one decides that there is no longer any hope of complementary action taking place^indeed, 

history shows that som.ereallylarge^nultipurposedevelopm.ent projects have taken up tofifty 

years togerminate); thirdly, not all of the ensuing investment may have been reported to 

UNDP; and fourthly, aproject also se rvesause fu l purpose if, by revealing the unsoundness 

of aproposed investment, it p reven t saneed less waste of scarce financial r esourcesby the 

country concerned. However, in viewof the high importance, within the total effort, for 

economicand social development, of pre-investment projects andof the overall result shown 

by these figures, there is p l a i n l y a c a s e f o r a f r e s h attack on the problem. 

6^. Supporting evidence for this conclusion may be obtained f romthe analysis carried out 

byUNDP l/ of 114survey projects, these being the main category of projects which are des­

tined to attract large-scale investment. Of these, forty-two(thirty-fiveofthemcompleted, 

theother seven still under implen^entation)have led to investm.entam.ounting to thesun^L of 

US$1,881 million, ofwhichUS$l,019mill ionwas directly related to UNDP survey projects, 

and US$862 million was consonant withUNDP recommendations, although n o t a d i r e c t conse­

quence of them. Ofthebalanceof seventy-twoprojects, all of which had been completed by 

1967, andaquar te r of them as much as three yea r sea r l i e r , none had, at the time of the 

investigations, led to investment, though thirty-one were in the process of being followed up 

by thegove rnmen to rby external sources of finance, ^h i l e twenty-seven were thesubject of 

Phase Ilprojects, t h e r e s t were n^oreor less quiescent. Thus, active investment was 

directlygenerated in onlyare la t ively small proportion of the projects designed to that end; 

n^any projects either did not achieve this goal at all, or only after a long delay, a n d a l a r g e 

number of completed surveys still required furtherUNDPco-operation in theshape of a 

^econd-phaseproj^ct. 

1/ See UNDP, Promotion of Follow-up Investment, repor t by the Administrator to the 
sixth session of the governing Oouncil(doc. DP/1^.72of9Mayl968). 
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65. This would seem to lend credence to the opinion expressed to the Capacity Study by one 

Agency that "a basic weakness of many of the past survey projects has been their excessive 

attention to technical details and considerations and their inadequate investment orientation, 

i.e., the neglect of economic and financial analyses which are essential for investment 

decision". If so, this would constitute a serious limitation on capacity, given the pre-

investment orientation of much of the co-operation provided by UNDP. 

66. Yet it is also self-evident that the responsibility for these results can by no means be 

laid entirely at the door of the UNDP or of its Executing Agencies. Other factors intervene 

which totally elude the sphere of influence of the UN development system. Thus, the exist­

ence of unstable political conditions in a particular country could well deter a potential 

investor, however promising the findings of a UNDP-assisted project. It stands to reason, 

therefore, that UNDP cannot, on its own, find a solution to the problem as a whole, but will 

undoubtedly continue to seek remedies for those shortcomings which do fall within its compass. 

Suggestions to this effect will be made in Chapter Five. 1/ 

(e) Conclusions on the present "quantitative" capacity of the UN system 

67. The preceding four sections illustrate the existence of a serious condition of over­

strain in the system which weakens the possibilities of supplying adequate and timely co­

operation to governments, and which must be corrected. The preceding analysis shows that 

it may very well take anything up to nine years (and probably more) for a government to 

obtain the expected benefit from a large-scale project planned to last five years , i.e., two 

years for the preparation of the project leading up to its entry into operations, five years of 

execution, and nearly two years before the final report is issued. Even this assumes that 

the execution phase itself will be carried out on schedule, a questionable assumption when, as 

has been shown, projects are at present spilling six to eight months over completion dates or 

even requiring a second phase. Moreover, completion of the project and publication of the 

findings do not necessarily mean that follow-up investment will automatically be forthcoming 

in projects directed to that end, even when conditions have been shown to be conducive to 

it. In a fair proportion of instances, investment may never take place, or may do so only 

after further long delay. 

68. Even allowing for the fact that some of the delays are due to causes beyond the control 

of the UN development system, the detailed analysis suggests that there are grounds for 

serious concern as to the capacity of the programme in these respects. Development, it is 

1/ See paras. 203-211. 
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true, i s a longandcomplex process, but time is not on our side, and it is therefore all the 

more important t o réducede lays to anabsolute minimum. As i tua t ionwherea f ive -yea r 

project may take near lyadecade to achieve its object cannotcontinue uncorrected. 

(2) qualitative 

62. Here, it is necessary to come to grips with something much more complicated, 

namely, an assessment of the quality of the programme delivered by theUnited Nations 

system. P o r t h e r e a s o n s g i v e n e a r l i e r , th i s i sad i f f icu l t , if not virtually impossible, under­

takings for alljudgements are bound to besubjective. however, when an opinion is widely 

shared, andexpressedindependent lybyanumber of different sources, t h e r e a r e g r o u n d s f o r 

believing that it hasaconsiderable basis in fact. The Capacity Study has consul tedavery 

wide range of authorities the governmentsof developed and developing!^ countries- UNDP 

and the Executing Agencies^ resident representatives^ regional organisations inside and out­

side the systems and official and non-official institutionsand individuals. The following 

observations therefore are drawn fromtheseconsul ta t ionsand reflect the views that were 

most frequently echoedDthat is to say, agenera l , if n o t i n e v e r y c a s e a t o t a l , consensus. 

It is inevitable that at times quantitative considerations will come to mingle with the qualita­

tive but the main objective will be to present an overall impression of the state of the pro-

gramme. Por easeof analysis, a n d i n o r d e r t o c o n f o r m t o t h e p a t t e r n o f t h e r e s t o f the 

^.eport^ the following aspects will be treated in sequenced first, the"charac te r andcontent" 

of theprogramme^ second, the operations and achievementsof the programóme itself, through 

a l l i t sphases , namely, programmeand project formulation and appraisal, imple^nentation, 

final reports, follow-up and evaluations and third, abr ief look at the organisational aspects. 

(a) Character and content of the programmée 

70. As stated earlier, the character andcontent of the programme hasremained virtually 

unchangedsincetheinceptionof the regular operational programmesof the Agenciesandof 

EPTA. The evident virtues oftechnical assistance establishedit as theUN methods it is 

economical, makingthemaximumuseof amultiplier- requires participation, thusdefeating 

the neo-colonialist positions and permits themobili^atión of m^anysm^all contributions to 

ach ieveagrea te r purpose. The crucial question here, however, is whether capacityhas to 

t o b e ^ud^edsim^plBv and solely asfunctionof technical assistance or whether it is perrnissible 

to think in other terms than the standard categories of experts, fellowships and seminars with 

amodest equipmentcomponent. 

!^ The Commissioner wrote to 2! governmentsofdeveloping countries of which 65 replied 
byle t te r , while others responded orally. TheCommissioner^slet ter merely asked for an ex­
pression of views about the main factors affecting the capaci tyoftheUN development system^^ 
The governments^ replies, some of which are cited in this and following sections, therefore 
represent theirown spontaneous opinions. 
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7!. Many of the comments received by the Capacity Study throw doubt on the thesis that 

technical assistance is theal l -purposeinst rument it hasbeen assumed t o b e up to now. Some 

of the difficulties, as hasbeen shown inChapter Two, are inherent in theUNst ruc tu re and 

its organisational failings. Eut the problem is wider than this, formanybi la te ra ldonors 

encounter very similar difficulties, althoughtheir structures andorgani^ations a r e f a r 

simpler. If one considersthese defects, it appears i n thena tu reo f technical assis tanceto 

fall short of the ideal of as imple , rapid andefficient transfer of skills. In other words, too 

much hasbeenexpectedof the method. 

72. I t i s n o t easy to define these inherent limitations, but they seemto stem fromtwo main 

e lements in the technica l assistance transferoperation, thes t r ic t ly technical aspect and the 

lesswell-appreciatedcultural transfer involved. 

73. As to the first, t he s t eepe r the" t r ans fe rg rad ien t " , the less suitable is ordinary 

technical assistance as amethod. Thus, "sickle to s c y t h e " i s n o t a s t e e p g r a d i e n t and t rans­

fer i squi te feasible^ f rom"sa i l to outboard m o t o r " i s s t e e p e r but maycome off if the steepest 

part, i.e., engine maintenance, can be handled. Eut advanced, twentieth-century technology, 

onwhichthehopes of greatest material advance must mainly rest, presents a v e r y steep 

gradient for mostdeveloping countries. Transfer will, in these cases, onlybesuccessful 

i f thegradient is adjusted, e.g., by an intermediate technology, by process simplification or 

by anotable lengtheningof thet ime scale. 

7^. Thesecondpoint refers to cases where the technical assistance transfer also requires 

the t ransfer of largechunksof ana l iencul ture , ortheabandonment of important aspects of 

the indigenous culture. It may be countered that technical ass is tancerare ly t r ies to do any 

such thing but, in fact, whether recognised or not (and techniciansoften forget the point), 

many projectsdo demand son^e social or political or cul turalchangeas well as theimm^ediate 

technical or economic changesought.!^ Assistance which makes thiskind of demand may 

evoke sufficient response to be successful inarapidly-changing, dynamicsociety which is 

strongly motivated toward development. Eut if the society is not so prepared or motivated, 

the assistance will achieve very l i t t le or, if the change is forced, m a y e v e n l e a d t o t h e " w o r s t 

of both worlds". The point to be noted is that, although technical assistance is extremely 

valuable, it is not powerful enough alone to change fundamental culturalcharacteris t ics , though 

i t c an be of great help where suchchangesa re occurring independently. 

1^ Examples are^ Contour ploughing where strip-farn^cing is designed tog ive everyone 
somegoodand^omepoor land- land improvement inco^nn^unally-held territory- low-cost 
housing for nomads- socialsecuri ty systems where the"extended family" still prevails. 
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75. These are considerations which must be constantly borne in mind asbackground to the 

observat ionsmadeonthequal i ty of the programme in the imn^ediatelyfollowingsections. 

M o r e w i l l b e s a i d i n t h e section on"Puture Capacity" and i n C h a p t e r P o u r entitled- "The 

Next Twenty-Pive Years" about meansof widening the scope of the programme, and sharpen­

ing itsdevelopment tools. 

76. Arelated factor affecting capacity in thewider sense is the contribution that the inter­

national organisations, andparticularly the Specialised Agencies, h a v e t o m a k e p e r se. They 

are, or should be, world authorities in their respect ivespheres, havingworld-wideaccess to 

an immenses toreof knowledge through thegovernments of their Member States and through 

their own direct professionalcontacts with institutionsand individuals, reflecting experience 

obtained in countriesat all stages of development. They are, therefore, i n a p o s i t i o n n o t 

merely to assemble th is informat ioninareadi ly-avai lable form, but a l so to diagnose, from 

their accumulated lore, the nature of the main obstacles t odeve lopmen t ineachsec to r , and 

to devisepolicies to overcome themwhiçh will bea raun ive r sa l cache t . This is their pr imary 

and most important function, towhichoperational activities in technical assistanceought to 

s e rveas an adjunct, providing first-hand knowledge of developmentproblems, p rac t i ca l ex -

perience, andamed iumthroughwhich to t e s t the efficacyof proposed antidotes. T h e r e a r e 

the elements, therefore, of amutually advantageousrelat ionshipbetweentheprimary func-

tionsof the Agencies and their activities a sopera t iona la rmsofUNDP. Inpract ice , however, 

as is shownelsewhereinthis repor t , the tremendousgrowth in operational activities of late 

has impai red theba lancebetweenthe two. 

77. I^ow, then, doesone reap the benefit of the universal knowledgeof the Specialised 

Agencies o n a s c a l e l a r g e e n o u g h t o contribute ^noreeffectively to the needsof developing 

Member States, without overshadowing the basic role of the Agencies, andwithout overload­

ing their operational side at the expense of efficiency, to the detrimentboth of the Agencies 

andthedevelopingcountriesinvolved7 This questionis fundamental t o t h e whole question of 

capacity and will be returned to la te r . 

78. Eu t thecharac te r andcontent of the program^ne in relation to i ts capacity derive not 

only fromthe methods adopted and the n^echanisms through whichtheyarechannel led , but 

also fron^ the way inwhichthose methods and mechanismcsare used. Here, severa lc r i t i^ 

cisms have been repeated frequently enough by the different sources consulted by the Study a^ 

to merit mention. They relate to-

(i) what, for want of abe t t e r term, might be called the"donor bias" 

oftheprogramme-

(ii) lackof understanding of the comprehensive nature of the 

development process^ 

(iii) training-
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(iv) institutes-

(v) surveys. 

(i) The"donor"bias 

72. Most of the individuals whoconveyed their views totheStudy-^ including many who are 

i n t h e employment of theUnited Nations system or of governments D expressed the view that 

a l a rgep ropor t i ono f UN technical assistanceactivit ies represent anextension of the head­

quarters^ policies of individualUNorgani^ations, andaref lec t ionof theent repreneurshipof 

the various departments, branches, and individuals making upthose organisations, rather 

t h a n a r e s p o n s e t o t h e real needs of developing Member States. Similar views areoften 

echoed in the repor tsof the independent evaluation missionsorgani^edbyECOSOC 1^ o rby 

theECOSOC Commission for Social Development. 2^ 

80. T h e e s s e n c e o f t h i s criticism is that each developing Member State is not seen as the 

v e r y c e n t r e o f g r a v i t y o f the whole operation- thep lacewhere problems have tobe understood 

and solved. Asonecor respondentput i t - "Por development assistance to h a v e a r e a l impact, 

it must s tar t at the roots^ development from the top down, although it may appear as the most 

expedient way toshow progress in theshort run, is notonly deceiving but unecono^nicas well 

as unreal is t ic ." 

8!. In this connection, several people mentioned the difficulty discussed earlier, namely, 

thefa i lure to adapt technologies tolocalcondi t ionsand to takeproper account of the differing 

culturalvalues of developing societies- a s the Indians^ spokesman replied in the late eighteenth 

century t o t h e government of Virginia- "You, who a r ewi se , mustknowthat different nations 

!^ United Nations, An Evaluation of the Impact of the TechnicalCo-operation Programme 
of theUni tedNat ionsPamily of Organisations in Thailand, repor t of the Thailand Evaluation 
Team (doc. E^ !5 !^Add . l , 25^Ianuary!266). 

-̂ An Evaluation of the Impact and Effectiveness of the TechnicalCo-operation Pro­
gramme of theUnited Nations Pamily of Organisations inChile , repor t of the Chile Evalua-
tion Team (doc. E^15!^Add.2 , !3Apri l !266) . 

-̂  An Evaluation of the Impact and Effectiveness of the Technical Co-operation Pro­
gramme of theUnited Nations Pamily of Organisations in Tunisia, repor t of the Tunis 
Evaluation Team (doc. E^!5!^Add.3 , 2! April 1266). 

^ Evaluat ionoftheTechnicalCo-operat ionProgrammes of theUnited Nations System 
of Organisations in Ecuador, repor t by an Evaluation Mission in Ecuador (doc. E^528 , 
3December!268) . 

-̂  Evaluationof Programmes of TechnicalCo-operation, Evaluation of the Impact and 
Effectiveness of theTechnicalCo-operat ionProgram^nesof theUnited Nations Systemof Or-
gani^at ionsinlran, repor t prepared byaUni tedNat ions Evaluation Mission appointed under 
the United Nations Programme ofTechnicalCo-operation(doc. E^626 , ^ March 1262). 

2^ UnitedNations, repor t of the Special rapporteurs appointed to under takea^eviewof 
TechnicalCo-operation Activities in Social Development (doc. E^CN.5^32, 12 December 
1268). 
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have different conceptions of t h i n g s . " ! ^ Thus, UNITA^. has pointed out that"one basic 

reasonfor shortcom^ings in achieven^ent hasbeen the inevitable tendencyof experts simply 

to t ransplant to developing countries techniques and procedures used in developed countries. "2^ 

Al^esident representative put the point veryclearly-

"Considerableresearch is needed to know n^oreabouthowadvanced technology 
canbetransplantedwithout destroying the delicate inter-relationships which 
produce thespec ia lcharac te r of asociety. Muchcanbe lea rned from history 
a s t h e r e c o r d i s f u l l o f experiences involving thetransmission of technological 
know-how between clans, tr ibes, nation-states and urban industrial societies. 
Unfortunately, not enough hasbeen done so far to study the process of technical 
change and social response. TheUNDP should set as ideresources to conduct 
systematicstudies on these problems." 

82. The consequence of an approach which is not primarily country-based is that the 

environment within whichUnitedNationsdevelopment assistance has to operate, i . e . , the 

situation, resourcesand policies of the individual country, as well as its actual and potential 

"absorptive capacity", in t e rmsof human, institutional, and financial resources , is not 

properly investigated. The inev i tab le resu l t i s a l a rge number of projects which do not fully 

respond to the needs of therecipientcountry. 

(ii) l^ackofunderstandingof the comprehensive nature of the 
development process 

83. This, again, is a theme which recurredconstantly among theauthori t ies whichthe 

Study consulted. The following extracts from theECOSOC Evaluation Mission toThailand 

are representative both of the views of the otherECOSOC evaluation missions 3^ and of a 

large number of governments and institutions contacted by the Study-

"The programn^eappears tobeex t remelyd ivers i f i edandsca t te reddur ing the 
early years. Projects in related fields were in many cases not a r t i cu l a t ed . . . 
In retrospect, it seems clear that thelogicalsequencebetween interdependent 
projects wasnot r e s p e c t e d . . . however, great progress hasbeen made in 
recent yearsboth in t e r m s o f consistency and strategic emphasis. The ensemble 
of technical ass is tanceact ivi t iesof theUnited Nations Agenciesunder the 
respective l^eg^lar programmes, theExpandedProgrammeandthe Special 
P u n d w i t h t h e a d d e d r e s o u r c e s o f t h e ^ P P a n d U N l C E P , is still far from con­
stituting an integratedprogramme . . . Co-ordinationandarticulationof pro­
jects which should ideally be interrelated i s s t i l lweak , and we can find few 

!^ EenjaminPranklin, r emarks Concerning Savages of North America, ca. 178^. 

2^ UNITA^., Criteria and Methods of Evaluation- Problems and Approaches (UNITA^ 
Series No.! , 1262, p. 55). 

3^ Tunisia is anexcep t ionbu t th i s i s not due to any better programming by theUnited 
Na t ionssys t em" . . . for inTunis ia , it isactual ly the Covernment which draws up the list and 
order of priorities for which it requestsUN technical assistance" (report of theTunis 
Evaluation Team, op. cit.). 
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instances of attempts to place in proper overall sequences the establishment 
andarticulation of such projects. The reasons for this include inadequate 
communication between Agenc i e s . . . together with the inabilityof the S P o r 
TAE to insist too strongly on co-ordinated planning asacondi t ion of its 
support." 1^ 

This viewhas alsobeenconfirmedsectoral ly . A s t h e S e c r e t a r y - C e n e r a l p u t i t i n h i s 

on"TechnicalCo-operation Activities inSocialDevelopment"-

" T h e r e i s acertainan^ountof diffusion and fragmentationof individual projects 
which a reno t sufficiently related tooveralldevelopment objectives andwhichdo 
not contribute in any substantialwaytointegrated development . . . The most 
genera lcr i t ic i smthat hasbeen made of assistance in the social field, whether 
multilateral or bilateral, is that there i samul t ip l ic i ty of agenciesgranting 
technical assistance, a l a rgenumber of individual projects, frequently imple­
mented in isolationand with insufficient relation to national goalsandpr ior i t ies , 
and that i n g e n e r a l t h e r e a r e many gapsinco-ordination between the different 
programmes andpro jec t s . . . Theproblemof fragmentat ion. . . remains 
perhaps the most s e r i o u s p r o b l e m t o b e solved with respect to operational 
p r o g r a m m e s . " ^ 

85. The themerecu r s frequently in the commentsreceived by the Capacity Study from 

governments. Agencies and resident representat ives. It i sperhaps most succinctly ex­

pressed by onel^esident l^epresentative-

" ^ h o makes ^heProgramme7 TheCovernment7 The Agencies and their 
Country^epresentatives7 TheUNDPand i t s^es iden t I^epresentatives7 
The regional Economic Commissions^ Inactual practice all of then^play 
their role, but the intensityof their individual role varies fromcountry to 
country and f romprojec t topro jec t in accordancewiththecircun^cstances of 
the moment and thepersonalit iesinvolved. Nowhere, perhaps, could i t b e 
said that acountry p r o g r a m m e i s t h e r e s u l t of aconcertedeffort exercised in 
close unison by a l l o f t hepa r t i e s concerned. As aconsequence, the existing 
Programmes a r e l ack ing inacohe ren t development strategy designed t o s e r v e 
thefundamentalproblems of individualcountries and, in turn, the in te res t sof 
global development. Thisdoesnot of course mean that the present Programmes 
a reno t contributing todevelopment. Undoubtedlytheyare- b u t i f i t w e r e 
p o s s i b l e t o a p p l y t h e s a m e r e s o u r c e s o n t h e b a s i s o f a s y s t e m a t i c a n d c o -
ordinatedconsidera t ionof thekeyproblemsof developmentof individual 
countries, f a rg rea te r r e s u l t s c o u l d p e r h a p s b e a c h i e v e d i n t h e l o n g r u n . " 

(iii) Training 

86. Training hasa lwaysbeencons ide redasone of the main functions of multilateral tech­

nical assistance, t o b e achieved through thegranting of fellowships, the establishment of 

1^ repor t of theThailand Evaluation Team, op. cit., paras. 11!, 112, and 116. 

2^ United Nations, TechnicalCo-operation Activities in Social Development, repor t of 

8^. 

report 
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training institutes and the expert-counterpart relationship. However, the rea l i tyhas not 

always measured up to th is objective. 

87. Thus, adiscussionpaper prepared wi th ina la rge Agency in connectionwith the 

Capacity Studydescribes the situationwith respect to fe l lowshipsintheTA component as 

follows-

"Practically all aspectsof counterpart training andfellowshipsawarded, as well as 
subsequent fo l low-upei therbytheorgani^a t ionorby the governments con­
cerned, have been left largely to c h a n c e . . . Technical units at headquarters, 
exper ts in the field and resident representatives focus their attention far 
moreonprojec tper formancethanont ra in ingobjec t ives . . . Training had 
seldombeen thoroughly plannedandfellowships hadbeenawarded^noreas a 
resul tof savings ava i l ab le . . . than as a r e s u l t o f aconce r t ede f fo r tby the 
(Agency) andrecipient government i nan act ionplantotra indevelopment man­
power." 

Craph3.6, which shows the fluctuation of thefellowship component inTA, supports this 

latter point, showing that the number of fellowships hasa lways r i s en sharply in thesecond 

year of each bienniu^n, no doubt in order to utilise unused funds for expert serv icesbefore 

they reverted. 

88. I n t h e S P component, the situation i smoredi f f icu l t toascer ta in- on theonehand , as 

shown by Table 3.13, the proportionof funds devoted tofellowships was very modest (3pe r 

cent for all Agencies over the wholeperiod during w h i c h t h e S P h a s b e e n in operation). On 

theother hand, training was assis tedthroughtheestabl ishment of many institutes whose 

performance the Capacity Study obviously had neither time nor staff to investigate. Scat­

tered information availableseems to indicate that resu l t shavebeen uneven, w i th someou t -

standing successes ( l iketheEcuadorPolytechnicandothers) andsomepoor achievements. 

Thegeneral impression received i s tha t training institutes are often planned in isolationwith-

outtakingdueaccount of the general economic situation and prospectsof the country. Many 

instances we red rawn to the attention of the Study wherea t ra in ing institute set upwith Special 

Pundassis tance had been successful inachieving the imn^ediate objective of training thep lan-

nednumber of students up to the required level but had failed in t h e w i d e r s e n s e b e c a u s e a 

large number of these students had subsequently failed to find jobs in their fieldof training, 

becauseof lackof employment opportunities or of adequate government resources. Another 

frequent observationwasthat similar, andeven identical, training facilit ieshave often been 

setupinneighbouringcountr ies , whereas the needs of a l l conce rnedcou ldhavebeenmet 

more efficiently,!^ andcer ta in lymore economically,byoneregional or sub-regional institute 

se rv inganumber of countries. 

!^ It would, for example, b e m u c h e a s i e r t o r e c r u i t a h i g h e r q u a l i t y o f staff for one insti­
tute than for several. Moreover, f o r t he rea sons given in theprevious sentence, the capacity 
ofmanynat ional t ra in ingins t i tu tes is at present too la rge for thecountryconcerned. 



TABLE 3.13 SF PROJECTS: RATIO OF FELLOWSHIP EXPENDITURE 
AGAINST TOTAL EXPENDITURE 

(Expressed in $ million and percentage figures) 

By Agency, cumulative from 1960 to 1968 

Agencies 

All Agencies 

UN 

UNIDO 

FAO 

UNESCO 

WHO 

ILO 

IAEA 

WMO 

ITU 

I CAO 

IBRD 

Fellowships 

13.5 

2.5 

0.2 

4.4 

3.6 

0.4 

1.1 

0.2 

0.2 

0.3 

0.2 

0.3 

Total project ^tio (percentages) 
expenditure 

440.0 

90.0 

5.9 

155.0 

77.0 

7.6 

47.0 

2.0 

6.9 

12.4 

9.8 

26.0 

3 

3 

3 

3 

5 

5 

2 

8 

4 

3 

2 

1 

SOURCE: Part V, Appendix Six, Table 16 TABLE 3.13 



Graph 3.6 

EPTA AND UNDP/ТА PROJECTS: EXPENDITURES ON FELLOWSHIPS 

AS PERCENTAGE OF TOTAL EXPENDITURES FROM 1957 THROUGH 1968 
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82. The effect iveness of the th i rd m e d i u m - ^ t h e expe r t - coun te rpa r t r e l a t i o n s h i p s has 

a l s o g i v e n r i s e t o concern. Mr. Macy, of theDloint Inspect ion Unit, commented t h u s i n h i s 

r epor t o n T u r k e y - 1^ 

" i t i s r e c o g n i ^ e d that perhaps the mos t impor tan t s i n g l e o b j e c t i v e o f t h e U n i t e d 
N a t i o n s t e c h n i c a l ass i s tance i s t o t r a i n loca l p e r s o n n e l s o t h e y c a n c a r r y o n 
after the e x p e r t s l e a v e , that i s , it is the t a s k of t h e e x p e r t t o w o r k h imsel f out 
of a j o b . It was therefore su rp r i s i ng to find that i n a l a r g e number of Spec ia l 
P u n d p r o j e c t managers^ r e p o r t s n o r e f e r e n c e was found t o t h e s t a tus of coun t e r ­
pa r t t r a in ing for the project . It i s thus c l ea r that the headqua r t e r s of Spec ia l ­
i sed Agencies a r e n o t c h e c k i n g o n t h e p r o g r e s s of t h e m a i n j o b o f m o s t o f t h e i r 
field pe r sonne l , and these personne l may not fee l p r e s s u r e t o g e t o n w i t h t h i s 
t a sk and mee t scheduledcomple t ion d a t e s . " 

This aspect was a l s o c o m m e n t e d o n b y a n u m b e r of co r responden t s to the Study. To quote 

o n l y o n e o f t h e m -

" I t i s c u r i o u s h o w t h i s b a s i c i n s t r u m e n t o f knowledge a n d e x p e r i e n c e t r a n s f e r 
h a s b e e n allowed to d e v e l o p a t random, t h e w a y t h a t e a c h e x p e r t and, on his 
s ide , e a c h n a t i o n a l c o u n t e r p a r t , has seen fit. It i s amazing that h u g e s u m s of 
money should have been spent over a p e r i o d o f 2 0 y e a r s , without a n y o n e . . . 
having b e e n c h a r g e d with studying the efficacy of t h i s i n s t r u m e n t c o m p a r e d with 
o ther p o s s i b i l i t i e s a n d the va r ia t ions w i t h i n t h e concept of the coun t e rpa r t sh ip . 
It appea r s . . . t o b e of the ve ry highest p r i o r i t y t o a s k a c o m p e t e n t r e s e a r c h 
organ t o c o n d u c t s u c h a s t u d y , which may p a r t l y b e a t h e o r e t i c a l communica t ions 
r e s e a r c h study, p a r t l y a f i e l d e x e r c i s e , in terv iewing s a m p l e s o f t he t e n s of 
thousands of m e n a n d w o m e n w h o h a v e b e e n c o u n t e r p a r t s ( in ternat ional and 
national) over the past 20 y e a r s . " 

(iv) Ins t i tu tes 

20. UNDP, espec ia l ly through i t s S P c o m p o n e n t , has a s s i s t ed in t h e c r e a t i o n of many 

ins t i tu tes , not only for t ra ining pu rposes (a l ready d i s c u s s e d in pa r ag raph 88 a b o v e ) b u t a l s o 

for r e s e a r c h a n d e x p e r i m e n t a l work. Clear ly , such ins t i tu tes c a n p l a y a v e r y v i t a l r o l e in 

speeding the c o u r s e of developmentbut if they b e c o m e too numerous or expens ive in r e l a t i o n 

t o a c o u n t r y ^ s r e s o u r c e s t h e n t h e y c a n d e f e a t t he i r own object. Already, t h e r e a r e ind ica­

t ions of exces s ivep ro l i f e r a t i on . T h i s i s aggrava ted by a n u n d e r s t a n d a b l e t e n d e n c y to c r e a t e 

new bodies in s t ead of grafting new func t ionsonto o lde r ins t i tu t ions , e .g . , in government 

depar tments or un ive r s i t i e s , where the l a t t e r h a v e p r o v e d inefficient i n p r a c t i c e . Often, it 

s e e m s e a s i e r t o c r e a t e new s t r u c t u r e s r a t h e r t h a n t o i m p r o v e o l d o n e s . T h e C h i l e e v a l u a t i o n 

team, for example , s t r u c k a w a r n i n g note about t h i s " t e n d e n c y to c r ea t e a u t o n o m o u s b o d i e s 

(insti tutes a n d t h e l i k e ) ^ w h i c ^ while they fac i l i ta te immed ia t e action, m a y a l s o c o m p l i c a t e 

and aggrava te admin is t ra t ion p rob lems" . 2^ A c o r r e s p o n d e n t to the Study a l s o u n d e r l i n e d the 

1^ United Nat ions , Development a n d C o - o r d i n a t i o n of the Activi t ies of t he United Nat ions 
Pami ly , B.epor tsof the^oint Inspection Unit (doc. E ^ 4 6 2 8 - E ^ A C . 5 ! ^ 3 ! , !0^1une!262) . 

2^ r e p o r t of the Chile Evaluation Team, op. cit . (p. 155). 
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very rea ldanger that such inst i tutes"toooften lock up very scarce human r e s o u r c e s i n a l o n g -

te rm, slow-yielding process which may well beaheadquarters^ andnot acountry-determined 

priority". 

(v) Surveys 

21. Ad i s t inc t ionneeds tobemadebe tween surveys intended toestabl ishthefeasibi l i tyof 

early investment, on theonehand , and, on the other, t hose in tended toprov ideabas i s for 

long-termplanning(e.g. , river-basin studies, somenat iona lor reg iona lpower studies, the 

collectionof hydrologicaldata), o r t o l e a d t o t h e s e t t i n g u p of permanent survey services^ 

These la t t e r types of survey canbe s a i d t o b e successful if they achieve their statedobjectives, 

even if these do not leadto early investment. 

22. A t t h e s a m e t i m e , there is a realdanger of resource surveysbecoming too exhaustive 

and long-range. Many countries can be expected to develop only a s m a l l p a r t o f their natural 

r e s o u r c e s i n a g i v e n p e r i o d . T h e s c o p e o f a r e s o u r c e s u r v e y should accordinglybebasedon 

thecountry^s capacity to develop its resources andonajudgement as to where it should begin. 

Theev idenceava i lab le to the Capacity Study suggests that agood number of the surveys 

assisted by UNDPhave been planned without taking these important factors sufficiently into 

considerationandthat , consequently, their findings have either gonelargelyunuti l i^edor are 

likely t o b e o u t of d a t e b y t h e t i m e t h e country concerned is i n a p o s i t i o n t o t a k e advantageof 

them. Moreover, as mentioned in theprevious section, manyUNDP-assisted survey projects 

h a v e t e n d e d t o p l a c e t o o m u c h emphasis ontechnicalconsiderations a t t he expense of economic 

analysis. T h e r e i s anunders tandable tendencyonthepar t of experts t o p u t f o r w a r d a t e c h -

nical lyat t rac t iveprojectdespi te misgivings aboutits economic feasibility. One financing 

institution informed the Study that, whendiscussing forty-two on-going projects in theagr i -

cultural sector, it found that, of the thirty-four classified as pre-investment studies, eleven 

projects at the most had been really pre-investment-oriented at the outset. Most of the 

projects were likely toprovideadequatetechnicalandengineering data, but without modifica­

tion they would lack the necessary financial andeconomic data, while institutional aspects 

w e r e r a r e l y covered. 

(b) The Programme itself 

(i) Ceneral 

23. The resident representat ive is particularly well placed to judgethe value of a p r o -

g r a m m e i n h i s countryof assignment. Hehas thef i r s t -hand knowledge derived frombeing 

o n t h e s p o t andis , so to speak , ahalf-way house between thegovernment and the Executing 

Agency and thus is, or should be, able t o s i ^e up the achievements andshortcomingsofboth 

sides. P o r t h i s r e a s o n , the Capacity Studyhas attached importance to obtaining theviews of 
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resident representatives, both on the programme a s a w h o l e and on the projectsbeing under­

taken in their country of duty. 

24. The resident representatives^ replies t oaspec i f i c form requesting their appraisal of 

the expediencyofprojectsboth under theTA and SPcomponents, and of the causes of any 

defects, p r e s e n t a m o r e favourable view of the programme than that drawn f romsamples of 

their periodic quarterly reports summarised in paragraphs40 to 45 above. In the case of 

the Special Pundcomponent, resident representatives were asked to pass ageneral judgement 

as to whether the following categories of projects were worthwhile^ completed andcurrent ly 

operational projects^ projects approved, but not yet operational- and official and unofficial 

requests. The replies received indicated that the majority of such p ro j ec t sa re considered 

to be worthwhile. Por theTA component, the examination was limited topro jec ts currently 

in operation. Here, again, the verdict was mostly favourable, though m a r g i n a l l y l e s s s o 

than in the case of the SP component. 

25. In the category of non-worthwhile projects, four main reasons w e r e g i v e n a s r e s p o n s i -

ble, to an equal extent, for failure in both components-

- thegovernment never really wanted the project-

- the project wasbasical ly unsound^ 

- theproject wasbadlyconceived-

- changedcircumstances (e.g., political or technological). 

7 5 p e r c e n t o f t h e c a u s e s , therefore, lay in the origins of the project and should have been 

foreseeableat that t ime, thus underlining the importance of the programmingand project 

formulation phasesand their inseparable connection withexecution. 

26. resident representatives were also asked to indicate how manyof thewor thwhi lepro-

jects were progressing satisfactorily and how many wereexperiencing difficulties. It 

a p p e a r e d f r o m t h e i r r e p l i e s t h a t a b o u t a t h i r d o f S P p r o j e c t s a n d a b o u t a q u a r t e r of TA 

projects fell in tothesecond category. Thisagainshow^ aconsiderably marked variation on 

the50 per cent of Special Pund projects in difficultiesshown by the earl ier analysis in 

paragraphs 40 to 45. 

27. Pinally, resident representatives wererequested to categorize the projects showing 

unsatisfactory progress according to the predominant difficultyencountered. The re su l t s 

indicate that for the!24worthwhi leSP projects experiencing difficulties some 60 per cent 

were deemed t o b e hampered, inpract ical lyequal proportion, by inefficient management, by 

lack of counterpart personnel, or by poor formulation and appraisal. Management problems 

were more often mentioned for natural resources projectsand pilot projects, counterpart 

difficulties in human resources projects, and deficiencies of formulation and appraisal in 

applied research projects. L^aterecruitmentof experts was mentioned asapredominan t 

difficulty inasignif icant proportion only with regard to pilot demonstration projects. Projects 
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in the field of human resources were reported to suffer most from lackof government 

support (other than personnel and budgetary support). 

28. P o r theTA component, the picture differed somewhat. The predominant difficulty 

most often mentioned was the lackof counterpart personnel(this constituted the major problem 

for just o v e r a t h i r d o f theprojects)- the next two were formulation and appraisal (affecting 

one-sixthof theprojects) andla terecrui tment of experts- and, if laterecruitment is combined 

with low quality, the"exper t" factor constituted the main difficultyof one-quarter of the 

projects. 

22. Another differencebetween the two componentsis that responsibility for deficiencies 

in theTAcomponent seemed t o b e more o r l e s s equally shared betweentherecipient govern­

ments andtheUNAgencies , but in the SP component factorsforwhichUN Agencies usually 

have themajo r responsibility were hampering more projects (57per cent) than factors for 

which governments areresponsible . 

(ii) Programming, project formulation andappraisal stage 

100. So much for agene ra lv i ewof the programme as awhole, embracing both quantitative 

andqualitative aspects. ^h i les ta t i s t i ca lvar ia t ions wi ththeanalysis given in the previous 

section have been noted, t h e r e i s considerableunanimity of viewaboutcertainqualitative 

mat ters . Themost striking example is thegenera lconcern shown by international organisa­

tions, governments, resident representatives and private institutions and individuals about 

the deficienciesof the programming and project preparation phase. ^ i t h the possible excep­

tion of experts (as regardsboth their quality and delaysin their recruitment), no other prob­

lem hasbeen more universally mentioned as amajor impediment totheeffect ivecapacityof 

theUNsys tem. The following list of those who have raised it speaks for itself-

- T h e five ECOSOC evaluation missions- 1^ 

- The Special l^apporteursontechnicalco-operation activities in social 
development- 2^ 

- TheJointlnspectionUnit- 3^ 

1^ repor t s of the Thailand, Chile, Tunis, Ecuador and Iran EvaluationTeams, op. cit., 
(cf. footnote l ^ t o para. 72). 

2^ ^ - 5 ^ B ^ - footnote 2^to para. 72). 

3^ I^eportonUnited Nations Activities inTurkey, by^Robert E. Macy, and^Reporton 
Co-ordination and Co-operation at the CountryLevel, byS. Ilic, F̂ . S. Mani, and A. PD 
Sokirkin, in Development andCo-ordination of the Activities of theUnited Nations Pamily, 
r e p o r t s of the^oint lnspectionUnit , op.cit. 
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- The Ad H o c C o m m i t t e e of E x p e r t s to examine the finances of t h e U n i t e d N a t i o n s and 
the Special ised Agencies^ 1^ 

-UNlTAR.-2^ 

- A s p e c i a l r e p o r t p r e p a r e d a t t h e r e q u e s t of the L ibyanOovernment - 3^ 

- A confident ia levaluat ion under taken by UNDP in an Af r i cancoun t ry - 4^ 

- The Sec re t a ry g e n e r a l of t h e U n i t e d Nations- 5^ 

- M o s t g o v e r n m e n t s , Resident r e p r e s e n t a t i v e s and individuals consul ted by the 
Capacity Study. 

! 0 ! . Cer ta in ma jo r t hemes c a n b e s i n g l e d o u t i n t h e s e c r i t i c i s m s -

(a) Inadequa te re l a t i on between pro jec ts and t h e p r i o r i t y needs of rec ip ien t govern­

ments . I n a c o u n t r y w h e r e U N D P u n d e r t o o k an evaluat ion in depth of i t s p r o ­

g r a m m e , it was found that-

" . . . a s s i s t ance h a ^ s n o t a l w a y s b e e n d i rec ted t o p r o j e c t s identified, 
dur ing t h e e v a l u a t i o n e x e r c i s e , a s h a v i n g been of high p r i o r i t y . In 
t h e c a s e o f 12 p ro jec t s where technica l a s s i s t a n c e w a s n o t for th­
coming, the ac t iv i t i e s invo lved were within t heUNDP^s competence . 
Moreover , five of t h e s e ! 2 pro jec ts w e r e of high p r i o r i t y , whils t p a r t 
o f t heUNDP^s a s s i s t a n c e w a s d i r e c t e d t o ! 5 p r o j e c t s o f l e s s e r p r i o r i t y . " 6^ 

(b) P requen t d o n o r b i a s in t h e g r a n t i n g of a s s i s t ance . I n t h e w o r d s o f t h e U N 

Evaluation M i s s i o n s e n t t o l r a n -

" . . . somet imes the so -ca l l ed needs of a c o u n t r y re f lec t no m o r e than 
the supply posi t ion within the Agencyconce rned . In o ther w o r d s , if 
an A g e n c y h a s a c e r t a i n number of substant ive d e p a r t m e n t s anxious to 
b e c o m e o p e r a t i o n a l , it i s l i k e l y that p r e s s u r e w i l l be i n c r e a s e d for 
the n e e d s o f a c o u n t r y t o b e in te rp re ted to mee t the subs tan t ive d e p a r t -
men t^sown r e q u i r e m e n t of obtaining field r e p r e s e n t a t i o n . . . T h e 
g e n e r a l p a t t e r n o f t e c h n i c a l aid in I r an ref lec ts a g r e a t d e a l o f t h i s . 
wh i l s t it i s t r u e that al l applications have t o b e au thor i sed by the 
C o v e r n m e n t a n d r e f l e c t t h e C o v e r n m e n t ^ s o w n w i s h e s , i t i s v e r y d i f f i -
c u l t n o t t o conc lude tha t those f o r m u l a t i o n s h a v e b e e n in acco rdance 
with t h e s u p p l y posi t ion in the pa r t i cu la r A g e n c y . . . A s t u d y o f t h e 
si tuat ion in I ran makes evident that some of t h e C o v e r n m e n t r e q u e s t s 
h a v e b e e n insp i r ed byAgency proposa ls s o t h a t it m a y wel l be tha t the 
n e e d s b e i n g met a r e the needs of the supplying Agency as much as t hose 
of t h e C o v e r n m e n t . " 7^ 

!^ United Nations, Second r e p o r t of the Ad Hoc Commit tee of E x p e r t s t o E x a m i n e the 
Finances of the United Nations and the Specialised Agencies (doc. A^6343, ! 2 ^ u l y ! 2 6 6 ) . 

2^ UNITAR, C r i t e r i a and Methods of Evaluation, op. cit. 

3^ United Nations, r e p o r t on Evaluation of Technica l A s s i s t a n c e in Libya, p r e p a r e d for 
the Covernment of Libya b y a U n i t e d N a t i o n s Special Evaluation Miss ion ( repor t No. 
TO^LlB^5^R.ev.l , r e s t r i c t ed ) . 

4^ Cf. The Activi t ies of UNDP in 1268, op. cit. 

5^ Techn ica lCo-ope ra t i on Act ivi t ies in Social Development, op .c i t . 

6^ Evaluation s u m m a r i s e d in The Activit ies of UNDP i n ! 2 6 8 , op . c i t . 

7^ Report of the I ran Evaluat ion Mission, op. cit. 



Taken to its extreme, this leads to intense inter-Agency rivalry^ the frequency 

with which the expression"Agencysalesmanship"hasbeen used in correspondence 

to theCommiss ionerbygovernmentsand ind iv idua l sa l ike i s , in itself, an indica­

tion of the magnitude of theproblem. The fo l lowingex t r ac t f romarepor tby the 

J lUisbynomeansanexcep t iona l judgement -

"The Inspectors . . . were told that eachUnitedNationsbodywas ^pressurising 
i tsopposi te technical ministry, which, in turn, was pressurising theplanning 
anddevelopment ministries. This causeddifficulties andembarrassment 
totheplanning ministries. T h e r e i s as t rong feeling that governments 
shoulddraw up independently anoveralldevelopment plan for thecountry 
and seewhereUnited Nations a i d a n d a s s i s t a n c e w i l l f i t i n a n d c a n b e 
utilised. whereas, what in fact happens in some cases is that theplans 
have tobe made to fit the separate offers from different United Nations 
sources ." !^ 

It i sha rd ly surprising to find that this wasacons tant theme in the comments 

received from ^Resident Representatives. Three typical quotations will suffice. 

One ^Resident ^Representative wrote that-

"At present, thegreatestdiff icul tyl ies in the fact that far too many 
project requests are drafted byAgency salesmen, usually from some 
special i^edsect ionandnot even representing the development policy 
of the Agency as awhole ." 

Another expressed it thus-

"Somepro jec t shavebeen in i t i a ted throughthev is i t sof staff members 
fromSpeciali^ed Agencies who wereconcernedonly about their 
specific f ie ldsofcompetencewithoutdueregard to thegeneral needs 
ofthecountry and to the importance of establishing an order of priority 
toobtain the maximum benefit f romtheglobal allocation for the country." 

The third one selected for quotation pointed out that-

" . . . the selection and allocation of projects, coupled with the fullest 
assessment of agivencountry^s ability to absorbi t , are the key issues 
to thewhole question of development aid and must be resolved before 
weeventhinkof carryingout agreat lyexpanded programme, but what 
exists today is Winter-Agency rivalry for projects^, each Agency insist­
ing, almost a s a m a t t e r of right, t o g e t a s l i c e of the country pie, 
r e g a r d l e s s o f t h e v a l u e a n d t h e p r o p r i e t y o f t h e p r o j e c t f r o m t h e 
country^s point of view, a t i t spa r t i cu l a r stage of development." 

The views of the ^Resident Representatives wereeloquently summed up in the 

hear t fe l tc ryof oneofthem- "Cet the salesmen out of the systems" 

(c) The self-perpetuation of projectsboth in theTA and in the SPcomponent. It has 

a l readybeennoted2^ tha tone- th i rdof completed SP projects lead t o a P h a s e II 

project. In the TA component, according toaUNlTA^R study-

^Report onCo-ordinationand Co-operation at theCountryLevel , op. cit. 

Cf. para. 27and footnote. 
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" . . . a g r é â t many technical assistance projects tended to continue from one 
programming period to the next, perhaps without too much scrutiny as to 
their suitability in terms of the priority needsof developing countries 
or the appropriatenessof the methods used for their implementa t ion . . . 
The stability of theprogramme in terms of content isconfirmed by an 
analysis of a!5-country s a m p l e . . . ofthe367 sample projects pro­
grammed for the UNDP^TA component in the 1267-1268 biennium, with 
anticipatedexpendituresin!267, 5 !pe r cent represented new projects 
and accounted for 4 6 p e r cent of the value or projectedexpenditures of 
the programme in !267 . Projects started at least in 1265-66, andcon-
tinuing, constitute 42 per cent in te rms of number of p r o j e c t s a n d 5 4 p e r 
cent of 1267 v a l u e . . . Afu r the rana lys i s ca r ry ing thesample projects 
b a c k t o ! 2 5 6 f r o m ! 2 6 6 ^ a n i l - y e a r p e r i o d s showed that 58 of ^he 
projects in the sample originated in ! 2 5 6 a n d ! 2 5 7 o r earl ier . In fact, 
27s ta r t ed in theper iod!253- !255 . In t e rmsof value, 52 per cent of 
totalexpenditures for theent i re period 1256 to!266.represented the 
cost of projects originating in 1256 or !257or ear l i e r . " !^ 

Even allowing for theslowness of the technical assistance method, these results 

must g i v e r i s e t o concern. 

(d) "Scatteri^ation", or theab^enceof linkage between projects. The problem has 

a l readybeendiscussedinconnect ionwi th thecharac ter andcontent of t h e p r o ­

gramme but it is c l ea r ly re la t ed to thewhole question of programming. As one 

correspondent to the Study put it-

" . . . the present picture i s o n e of useful activity but toosca t te red and 
fragmented todemonstrate the necessary continued impact andc lea r 
follow-up in terms of accelerated development." 

102. Taken together, these themes lead to one conclusion- the lackof anadequateUN 

programming mechanism at thecountrylevel . Manycorrespondents tothe Study made expli^ 

cit reference to this. I twasperhaps expressed most clearly in thewordsofonegovernment-

" . . . under the present s y s t e m t h e r e i s clearly nopossibi l i tyofnat ionalpr ior i t ies 
havingthetypeof impact on international programmes that is envisaged inCenera l 
Assembly resolution2!88(^^l). In general, the redoesno t exist any machinery 
by which the priorities andoverall needs of eachcountry can bebrought system­
atically totheat tent ion of t heva r iousb rancheso f the sys t em responsible for 
formulating programmes andallocating resources ." 

103. Many correspondents to the Study also drew attention to the deficiencies of thepresen t 

system of project formulation, pointing out that these were often at the root of subsequent 

difficulties encountered in execution. The points which most frequently recurred were-

- the objectivesof the project are not always defined precisely enough-

- there is not always sufficient discussion andcomparison of the alternative 
methods available for attaining the projects objectives^ 

- t h e r e is noprecise network analysis showing who does what when-

^ Criteria and Methods of Evaluation, op. cit. 
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- plansof operation in the SPcomponent are often toorigid-

- on theo the rhand , projects in theTAcomponent suffer because of the lack of 
any planof operation, withsomenotableexceptions, suchas^HO^ 

- job descriptions are frequently inadequate, being either too vag^ie or over-
ambitious-

- equipment specifications are alsooften inadequate. 

104. A m o r e general criticism w a s t h e f a i l u r e t o consider a l l thevar ious inputs at the dis-

p o s a l o f t h e U N s y s t e m i n a c o m p r e h e n s i v e manner whenaproject is formulated (e.g., a 

project may start as a ^ P P project only, and t h e n t w o y e a r s l a t e r it isdiscovered that tech­

nical ass is tancewas a lsoneededto achieve theobjectives). A t t h e s a m e t i m e i t w a s pointed 

o u t t h a t r i g i d p r o c e d u r e s o n t h e p a r t o f the var iousprovidersof resources, i.e., UNDP, 

UNICEP a n d ^ P P , often make it difficult to work out acomprehensive project. An extension 

of this problem is the inadequate par t ic ipat ions or, moreoft-en, the total lack of participa-

t i o n ^ a t this vital stage, of all potential inputs within the sys temor outside it, including capital. 

It is therefore often difficult, for instance, foraf inancing institution to follow up the findings 

of thepre-investment stage. As one large non-UNprovider of capital said to theCommis-

sioner-

" ^ e a r e r eady to finance a l a r g e r number of UNDPpre-investment projects, but 
w e h a t e t o jump ontoarunning train- w e c o u l d d o m u c h m o r e i f we were associated 
at the formulation stage and if our requirementscould be taken into account." 

!05. Theproject appraisal process a l soa t t r ac t ed i t s share of criticism. The main 

emphasis was on two aspects- theso-ca l l edprac t i ceof "double-guessing" where technical 

appraisal is undertaken both by the Agency and byUNDP Headquarters- andthegenera l 

a b s e n c e o f a p r o p e r socio-economic appraisal. In other words, many projects a r e o v e r -

appraised technically, while insufficient weight is given to economic, financial andother 

non-technical aspects. Atyp ica lexample i s a su rvey , cited i n a r e p o r t on the programmein 

anAfricancountry, where" thel inksbetweenthediscoveryandexploi ta t ion of water resources 

and the development of theregion have neverbeen firmly established". 

(iii) Implementation 

106. There seems to begenera l agreement on the part of the system itself that the difficul­

ties at t h i s s t age are relatively greater. Thus, theDirector-Ceneral ofPAOtoldECOSOC 

inJu ly !262 tha t -

"PAOwas aware that it wasdoing better in project identification and formulation 
than in project implementation." 1^ 

!^ Provisional summary record of the !605thmeeting. 
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As imi la r opinionwas expressed in more genera l te rms by asen ior official of UNDP when 

addressing theCoverning Council inmune 1262. l ^epo in tedou t tha t theprepa ra t ionandsub-

missionof requests waskeeping pace with the availabilityof resources- "yet the abilityof the 

systemtoimplementprojects and programmes at the s a m e l e v e l i s not soc lea r . Much more 

a t t en t ionandenergymus tbedevoted toproper executionof projects ." 

^07. quantifiable elements affecting theprogrammingcapacity for implementation(chiefly 

delays) have alreadybeendiscussed in the preceding section. A s f a r as the quality of the 

services beingdeliveredby theUN system are concerned, themain criticism appears t o b e a r 

onexperts . This isnot surprisingsince, i n a s e n s e , the"medium i s t h e m e s s a g e " andthe 

UNor Agencyexpert is , for therecipient country, theUN system itself. T h e l a r g e n u m b e r 

of comments and suggestions receivedby theStudy, however, clearly denotes increasing con­

cern amonggovernments, Resident Representatives andinformedindividuals over the declining 

quality of experts. About one-thirdof therecipient governments who repliedstated spontan­

eously that the calibreof the experts provided was in general inadequate. There was agree­

ment that theselect ion of e x p e r t s l e f t a g o o d d e a l t o b e d e s i r e d , both as r e g a r d s t h e i r t e c h -

nicalqualifications andtheir personal aptitudefor a t a s k t h a t r equ i r e smuchmore thantech-

nicalexper t isefor improper performance. Cr i t i c i smof thequa l i tyo fexper t sby developing 

countries is hardly surprisingsince - partly as a result of past technical a s s i s t a n c e s they are 

n o w i n a b e t t e r positionto judgeexperts andtheir requirementshaver isen. 

108. The statemen^of theTan^anian delegate at the CoverningCouncil inmune !262 i s signi­

ficant in th is respect-

"Onthe subject of experts (thedelegate) said that of l a t e t h e t e r m h a d a c q u i r e d an 
unfortunateconnotation, seeming toimply^an inflated individual holdingessentially 
a white-collar prestige job, whose word or adv icemus tbe takenfor gospelandwho 
is never expected to s eeav i l l age andthecount rys idewhere thebulkof our resources 
andpotentialities are t obe founds Suchexperts could be of veryl imited usefulness 
to adevelopingcountrylikeTan^ania whosestrategyof development wasbased 
in agriculture. Heproposed that UNDP, jointly with recipient governments, 
shouldorgani^eintensivereorientation briefings of exper t sp r io r to thebeg inn ing 
of their assignments." 1̂  

102. Suchstrictures a reno t l imitedto governments. Oneofficialof thesys tem, writing 

to the Commissioner as an individual, a n d o n t h e b a s i s of considerable fieldexperience, said-

"l would venture thees t imate tha t not morethan half the experts we recruit 
have thepersonal qualifications for the taskof international development... 
T h e r e a r e t o o f e w w h o b e l i e v e i n p e a c e and justiceand equality and in the 
ideathat mankind has some responsibility tobu i ldawor ld based on brotherhood.. . 

1/ UN Press Release DEV/40 of 23 June 1262. 
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"l amnot suggesting that it is possible toge t all of these high qualities in every­
one werecrui t . Bu t ldoma in t a in that they are important qual i t iesandweshould 
select for t h e s e a s m u c h a s we dofor the technical and professional qualifications. 
Let^sbui ld th is in to thesys tem^ 

"The secondpoint on rec ru i tmen t i s t h e n e e d f o r u s toradically change our age 
levels. Some of theyoung people coming out of Universities thesedays have 
better motivation anddedicat ionthanwe have had, probably since the thirties. 
Their lack of exper i encewouldbemore thancompensa tedfo rby thedr ive , 
energy and imagination they would bring to the i r task. T h e r e a r e many examples 
of associateexperts whoa rebe t t e r , both professionally and in their ability to 
r e l a t e to thecoun t ry , than theexper t s they work under- I th ink th is point is worth 
very carefulconsideration. It wouldcertainly solve thesupply problem. In 
addition, 1 am confident that a swi tch in thegenera t ions i ncu r expert posts would 
improvethe quality andeffectiveness of our programme." 

110. Perhaps the most seriouspoint emerging f romthispic ture is the inadequacy of the 

briefing, training and substantive backstopping of experts. O n e m a y w e l l w o n d e r w h a t i s t h e 

"addedvalue" of co-operationprovidedby international organisations unless their accumulated 

knowledge andexpe r i ence i s t r ansmi t t ed to the developing countr ies throughthemediumof the 

expert. 

"The technical backstopping t obep rov ided to experts through their headquarters 
under present policy ispract ical ly non-existent andthe expert, o n c e h e h a s 
arrived minef ie ld is^ for a l lpract ical purposes, left tohis owndevices, which 
far too often are not thosemost likely to succeedinhis newenvironment." 

writes one Resident Representative, and another one elaborates forcefully-

"Theweakness of theUNDPsystem in mobili^ingeffective technical backstopping 
in support of fieldactivities is already leadingdevelopingcountries to look upon 
theUnited Nations Technical Ass i s t anceProg rammeasno more t h a n a s o u r c e o f 
recruitment of experts at a cheap cos tnobe t te r , i n t e rms of qualitativeplanning 
and backstopping, thanthat of any other sources of recruitmentincludingthe 
d i r ec th i r ingofexper t sby advertisement inworld newspapers . . . TheUN system 
cannot continueto justify the incur r ingof thepresen t l a rgeamount of overhead 
costs when its r o l e i s n o t m u c h b e t t e r t h a n t h a t o f bilateral programmes andof 
directmeans of recruitment of experts, wherenocla im is madefor professional 
andtechnicalplanning, backstopping and supervisionof development activities. 
Thegreates t appeal of theUni tedNat ionsProgramme of Technical Assistance to 
thedevelopingcountries lies inhigh level professionalplanningand supervision." 

l i i . A constant theme running throughal i these criticisms anddiscern ib le ineachof 

the preceding quotations is that few experts, evenamongthose wellqualif iedintheir own 

speciali^edfieldof activity, possess a p r o p e r understanding of what development is about-

many of them, it is repeated, lack thenecessary "training approach", haveindifferent rela­

tions withnationals of thehost country and a reunab le to adapt themselves to local conditions. 

A gooddeal of attention was devoted to this aspect by participants i n thesemina r arranged for 

theStudy by t^e Overseas Development Institute in London, and is reflectedinthefollowing 

extract from tiie record-
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"UNResident Representatives would bothco-ordinate development activities, and 
brief incoming experts. It was warmly fe l t iha tpe r fo rmanceof the la t t e r task, 
inpart icular , h a s i n t h e p a s t left much tobedes i r ed . Experts arrive fromdiffer-
ent countries, and with different culturaland educationalbackgrounds. it was 
suggested that, i f theproper taskof acapacity study is to lookat thebot t lenecks , 
inadequateor non-existentbriefing of incoming technicalexperts constitutes 
possibly the majorbottleneck- unless they are subjected to detailedbriefing, tailor-
made for therelevant assignment and therelevant area, their costly p r e sence i s 
wasted. Further, there was agreementthat they m u s t b e t h e r i g h t experts, and 
stay for ther ight length of time- theymus tno t leavetoo soon, nor, for that matter, 
s taytoolong. Effective communication is essential t o t h e s u c c e s s o f an expert 
mission, a n d t h i s i s atwo-way process, requiring specialqualities a n d a c o n s i -
derable degree of perceptiononthe part of the expert." 

LordBalogh, referring specifically to the technica lass i s tanceprovidedthroughtheUN 

system, has described the situation thus-1^ 

" . . . m o r e often than not experts are sent tocountries they donot know. They have 
l i t t l eor no ideaof the social limitations or actionpossibilities, t h e y h a v e l i t t l e o r 
noideaof the inter-relationof their specificprogrammes withthat of theDevelop-
m e n t P l a n a s awhole, if there is any development plan, or withdevelopment itself 
if thereisn^t. They therefore recommendwhat appears t o t h e m t o b e t h e best 
possibletechnicalsolutionof theproblem. This obviously isnot necessarily 
(and moreoften than not) thebestposs iblesolut ion from anovera l l economicor 
socialpoint of view. Therefore anumber of expert reports which havebeend i s -
regarded i s inc reas inga t an alarming rate, anddespi te thegrowing recognition 
of theshortcomings of experts^ reports very l i t t l ehasbeendone to remedy this 
situation at its source, to wit, thetrainingof experts themselves." 

The re i s thereforea clear casefor reviewing and improving thebr ie f ingand t ra in ingg iven to 

experts prior to the i r assignment. This will be dealt with inChapter Eight.2^ 

112. Thesame dispersal of effort notedat the programming stage is repeatedduring execu­

tion. Only inafewexcept ionalcases dothe experts inacoun t ry operate as aninternational 

team under theleadership of theR^esident Representative. Many useful opportunities of inter-

changeof ideas andexperience are thereby lost andthereisinsufficient cross-utilisation of 

experts. Thela t ter p rocess i s especiallydifficultif it i s d e s i r e d t o u s e a n e x p e r t workingon 

aproject executedby one Agency part-time onasecondpro jec t operatedby another Agency 

since extensive correspondence is requiredbetweenthe various headquarters. It may not even 

occur whentwo related projects areundertakenby the same Agency, vide theECOSOC evalua­

tion report on Iran- 3̂  

"The Soil Institute does experiments withthe cultivationof different crops, among 
them wheat, under different kinds of irrigation and of ferti l isers. It would se^m, 
therefore, to offer agood facility for co -ope ra t ionwi th the^hea tandEar l ey Project 
andto a f fordamediumfor the extensionof theresul t s of specialised research. It 

1^ I n a s e r i e s o f lec turesdel iveredatNew YorkUnivers i ty inMarchl262. 

2^ See paras 68-74. 

3^ R.eport of the Iran Evaluation Mission, op. cit. 
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seemsal^oprobable that the twogroups of sc ient i s t s^ experts as wel lascounter-
parts^D w o u l d b e n e f i t g r e a t l y f r o m a c l o s e r a s s o c i a t i o n i n t h e i r r e g u l a r w o r k . . . 
Not only do these research institutions have surprisinglylitt le contact witheach 
other, they alsohave no close links with the universities. For example, in the 
I^ara jareawe find Iran^smost important agricultural university and several 
research institutesof note, some of them sponsored by the United Nations. One 
would expect to find the university professors a s leaders of the research institu­
tions, t h e r e s e a r c h w o r k e r s as t e a c h e r s i n the university and the more advanced 
students workingat the research institutions. T h i s i s , however, not the case. 
It would b e a g r e a t achievement if, through revision of existing projects and the 
establishment of newones, muchcloser co-operat ionwereassuredbetweenuni-
versities a n d r e s e a r c h institutions . . . Lackof со-operation mayhave very serious 
delaying effects for the whole development of the country. If, a s t h e t e a m h a s 
gathered, agricultural students, the extension workersof thefuture, have no close 
contact with agricultural research, thesituation is deplorable." 

113. The other principalcomments made with regard to the implementation stage can be 

summarised quitebriefly. Theycentredmain lyroundthe inadequatedegreeof decentralisa­

tion of authority to project managersandexper t s in the execution of their responsibilities and 

particularly stressed that tool i t t leauthori ty was accorded to theRe^ident Representative, who 

shouldhavetheovera l l responsib i l i ty for ensuring that the programme is working smoothly. 

It was argued that this, combined with unsatisfactory communicationsbetween the various 

headquarters andthefield, led toinefficiency and longer de lays thanwerenecessary, particu­

larly a s r e g a r d s t h e a p p r o v a l o f necessary programme changes. Attention was also drawn to 

t h e l a c k o f any automatic and precise systemof data collection, which not only adversely 

affectsoperationalcontrolbut alsodelays the presentation of reports and impedes evalua­

tion. 1^ T h e r e w a s c r i t i c i s m , too, of the way in which fellowships are handled, many of them 

being awarded, i t w a s s a i d , without due regard to the candidates^ su i tabiütyor to the time­

table of the project withwhich they were associated. 

(iv) Final report 

114. The considerable delays in the presentation of final reports have been analysed in 

paragraphs56D60above. Anumber of equally serious criticisms have beenexpressed about 

the quality of the reports and this has indubitably affected their rate of delivery. From the 

information made available to the Study, it seems that part of the trouble stems from the 

failure of the reporting s y s t e m s despite several extensive changesDto keep pace with the 

changing demands of aprogrammegrowing rapidly ins ide andcomplexity. Hence, many of 

t h e r e p o r t s a r e little more thanacompilat ion of progressrepor tssubmit ted during the course 

of theproject with little or norelevance to the broader economic and social conditions and 

policies of the countryor even, sometimes, totheprojectBsownoriginalobjectives. Because 

1^ SeeChapte rS ixforaconcep tua l design of an information system. 
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of t h e g e n e r a l l y poor quali ty of the f i r s t d r a f t s s u b m i t t e d , U N D P i s b e c o m i n g a b o t t l e n e c k , 

increas ing t h e d e l a y s i n final submission, because it has t o m a k e e x t e n s i v e c o m m e n t s and 

suggestions and d o e s n o t h a v e s u f f i c i e n t qualified staff for th i s work. Other con t r ibu to ry 

factors singled out are-

(a) confusion as to the end u s e of final r epor t s -

(b) t h e l a c k o f c l ea r -cu t authority and responsibil i ty-

(c) t h e l a c k o f a n e a r l y a n d c l e a r definition of t y p e s o f informat ion needed for f inal 

reports^ 

(d) i m p r e c i s e ins t ruc t ions to project m a n a g e r s to p roduce draft f inal r e p o r t s of 

acceptable quality w i t h i n a f i x e d t i m e limit-

(e) t h e l a c k o f a c l e a r definition of project object ives s p e c i f i c a l l y l i n k e d t o a 

c o u n t r y ^ s s o c i o - e c o n o m i c g o a l s ( s o m e final r e p o r t s r a i s e m o r e ques t ions than 

they answer , e.g., what was the just if ication for t he pro jec t in the f i r s t place7)^ 

(f) the low p r i o r i t y g i v e n to final r e p o r t s a t the po l icy-making leve l in Agency 

headquar ters^ 

(g) t h e v o l u m e of r e p o r t s s u r p a s s e s t h e a d m i n i s t r a t i v e a n d o r g a n i ^ a t i o n a l c a p a c i t y 

of Agencies^ 

(h) the language problem. 

115. One major Agency wrote to the Study in the following t e r m s -

"The p rob lem of the p resen t sys t em i s , f i r s t , i t s complexi ty in t e r m s o f t h e 
number of r e p o r t s ^ - pa r t i cu la r ly a s r e g a r d s final r e p o r t s f o r Specia l Fund 
projects- and secondly, the quite s e r i o u s d i f f e r e n c e o f opinion which th i s 
Sec re t a r i a t h a s e x p e r i e n c e d c o n c e r n i n g the na tu re of t h e Special Fund final 
r epor t . 

"The excess ive number of r e p o r t s ^ the i n t e r i m a n d s t a t i s t i c a l r e p o r t s , p lus 
a f i n a l Agency s ta tement , a f i n a l r epor t , an a b s t r a c t of the final r e p o r t , a n d a 
confidential r e p o r t (letter) D r a i s e s a s e r i o u s p r o b l e m o f w o r k l o a d w h i c h c a n 
a n d d o e s l i m i t the t i m e project o f f i c e r s c a n d e v o t e to t h e e q u a l l y impor t an t 
co r respondence on implementat ion and the a l l t o o o f t e n non-exis tent r e s e a r c h 
they m i g h t o t h e r w i s e be free to do a^ in te l lec tual backstopping for the field 
staff. This heavy workload factor i s a l ready apparent in the s e r i o u s d e l a y s 
exper ienced in t h e p r o d u c t i o n of final r e p o r t s . However, t h e U N D P d e c i s i o n 
t o c r e a t e a s e c o n d abridged final r epo r t has s imp lycompounded r a t h e r than 
s o l v e d t h e p r o b l e m . Here , in fact, i s a c l e a r c a s e o f o v e r - e x t e n d e d c a p a c i t y 
c rea ted wholly by the sys tem itself. In addition, t h e r e i s the t a n g e n t i a l p r o b l e m 
of the ove ra l l documentation s t ra in apparent throughout t h e U N s y s t e m w h i c h m u s t 
b e r e v i e w e d w i t h o u t d e l a y . " 

The second difficulty r a i s e d by this Agency r e f e r r e d to the editing of r e p o r t s b y U N D P . In 

the view of the Agency, a r e p o r t mus t p r i m a r i l y e x p r e s s i t s own t echn ica l judgemen t , an 

approach not always compatible with the c r i t e r i a u n d e r l y i n g U N D P editing which m o r e often 

r e f l ec t edcons ide ra t i ons of presentat ion. 
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116. A Resident Representative described the problemthus-

" l a m c e r t a i n that report writers or editors with sufficient technical experience 
and backgroundcould assist incompleting theproject final report quickly. I 
haveseen fewProject Managers^ or experts^- whocan write clearly, concisely 
and well. Nowonder the final repor tcomes as a s o r t of final torment for t h e m . . . 
I f ind tha t f ina l reports not previouslychecked with thegovernment and prepared 
in splendid isolation become the subject of b i t ingcr i t ic ismand opposition later . . . 
which ru lesout possibilities of follow-up by thegovernment. If our SF projects 
a r e r e a l l y joint projects with the government. I d o not see why final reports are 
prepared separately by the Agency. Thegovernment fully understands that the 
Agency and UNDP must present theirown positions andrecommendationsonthe 
project when it comes to anend but they will not accept what they consider in­
accuracies, grosslanguage, sloppy reporting or misrepresentations. This is 
whyl thinkchecking the final report with the government is important. It is at 
t h e e n d o f a p r o j e c t w h e r e w e need thegovernment more thanever if wewant the 
project tohavepermanenteffec ts on development and if we really want follow-up 
or investment, or both." 

117. It is clear f romtheserepresenta t ivesamples that the procedure for preparing final 

reports h a s l e f t a g o o d deal t o b e desired and needs to be both simplified and speeded up. As 

notedelsewhere, t he l a t e s t r ev i s ionof the instructions issued th i s summer seems to offer 

promising prospects in this regard, but they have yet toprove themselves in practice. 

(v) Evaluation 

118. One of the questions in the questionnaire circulated at thebeginning of the Study toUNDP 

and the Agenciesand to the^Resident ^Representatives enquiredwhether present evaluation 

procedures were well defined and satisfactory. Theanswerwas analmostunanimous"No". 

One Agency, for examples referred to" the proliferating and somewhatconfused programme 

of what theUni tedNat ionssystemcal lsevaluat ions , but which in fact refer to assessments". 

It recommended strongly that appraisal or assessmentby any institution or Agencyshould be 

limited by the competence, purposes and power of that body. " ^ e s h o u l d n o t b e i n t h e b u s i -

nessof appraisal for i ts own sake, wewant ^feedback^ bu tnosys t em wants more^feedback^ 

that what is essential for the important elements of its programming, operation and control." 

In the view of that Agency, therefore, UNDPshould be extremely selective in the number and 

natureof assessments which it ca r r i e sou t for its own requirements, and the purpose of each 

assessment should be clearly set forth. 

112. A s a m p l e l i s t of the various governments^ organisations andbodiesengagedinvar ious 

aspectsofevaluat ionat the present time demonstrates the tremendous number and variety of 

different investigations which may begoing on at anyone time, and the l ackof anyorderly 

approachto the problem. 1^ Concern about the effectivenessof the programme seems to 

1^ See list i nChap te rF ive , para. 145. 
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have led to a wave of such examinations. The danger is that these well-intentioned efforts 

may defeat their own purpose. There is much evidence already that they exert a heavy strain 

on senior officials of the programme who are besieged with requests for information. At 

least two Directors-General of important Agencies told the Commissioner that a considerable 

part of their personal time was taken up with dealing with this plethora of inquiries and in 

answering the questions - inevitably the same questions - of important visitors representing 

the various organizations concerned. There is therefore a real risk that preoccupation with 

the programme's performance may diminish its quality further by forcing its managers to 

spend more time on self-criticism and justification than on effective action and innovation. 

120. Even within the system, there is a problem of overlap between the activities of the 

various bodies in expressing judgement on the work done. The statement made by one of 

the Joint Inspectors in May this year is illustrative in this connection: 

" . . . although the te rms of reference of the Unit clearly specified that there should 
be no overlapping with the work of the Panel of External Auditors and that the 
Inspectors' function was to assist in ensuring efficiency and economy in the use of 
available resources, it had been very difficult to ascertain the limits, if any, of 
their sphere of competence. It was his understanding that they had been left to 
use their own judgement regarding the areas to be considered, but they would 
certainly welcome an indication of any formal limitations that might have been 
imposed on their work. " 

121. Evaluation is indispensable as a guarantee of effective use of resources and of accounta­

bility for their use, but it is clear that the present unco-ordinated way in which it is carr ied 

out represents a serious drain on capacity. A more systematic approach must therefore be 

introduced as a matter of urgency. 

(vi) Follow-up 

122. General concern was expressed by all categories of correspondents to the Study over 

the inadequacy of follow-up. One in three of the recipient governments who expressed views 

to the Study cited this as a major impediment,to the effectiveness of the programme. One 

principal Agency described it as "the weakest link in the system", while a Resident Represen­

tative used the term "a forgotten aspect of our programme". They confirmed an opinion 

expressed earlier by the evaluation mission to Chile which noted with concern: " . . . the 

apparent lack of interest on the part of the United Nations Agencies in ascertaining the results 

of technical assistance projects already terminated."l/ One Agency gave the following explana­

tion: 

"Follow-up of projects which have terminated has not yet been as systematic as 
is desirable, mainly for lack of financial resources, but also as a result of lack 
of formal provisions for follow-up i n . . . projects. " 

The financial aspect was echoed by another Agency: 

1/ Report of the Chile Evaluation Team, op. cit . , para. 160. 
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"Onereason for thisapparent lack of interest in follow-up may be financial. ^ h i l e 
there is a r ea l i ncen t ive fo r Agencies to undertake new projects ^financial and 
psychological^, no such incentives exist to follow upcon^pleted projects." 

128. Other reasons werea l so cited for this situation. ARegionalEconomicCommission 

mentioned three which gobackto deficiencies at theprogramming and project formulation 

stage: 

" ^ The lackof clear understanding andcommitmentofagovernment at the 
periodof the initiationof projects^ 

^ Proposals whichappear unrealistic in relation to the resourcesof the 
government concerned^ 

^iii^ The failure t o a s s e s s at the initial stageslocaln^anpowerrequiren^ents for 
implementationof any report ." 

12^. ^ h i l e the responsibility and initiative for follow-up must obviously come from the 

government, it was generally recognised that i t s scope for action may be limited. One 

obviousreason is the delays in the presentation of final reports and their varying quality. 

Moreover, by the t ime therepor t is presented, the expert is no longer there to help implement 

it. Onerecipient government wrote: 

"Often lack of funds and expertise make it impossible to implement the expert's 
recommendations. It would be useful if all experts weredesignated to work on 
the example of 'OPE^' or 'OPAS' basis, namely that in the course of their 
r e sea rchandadv isory duties they should assist in actual implementation. In 
most countries, recommendations of experts are she lvedforavar ie tyof reasons, 
includinglackof funds and trained m^anpower." 

Clearly, theResident Representative's office hasanin^portant role toplay here, but often it 

i shand icappedbylackof staff and information. A s o n e o f them wrote: 

"The UNOP field offices do not even have all the copies of TAfield reports. ^ e 
d o n o t h a v e a ' p r o j e c t s history' in the field. Therebe ingnomemory , our pro­
gramóme has t odependon the field reports and the personal i n t e r e s to r recollec­
tion of the Resident Representative o r a f e w e x p e r t s who have served in the 
country for y e a r s . " 

125. A s r e g a r d s p r o j e c t s a i m i n g to attract subsequent investment, the general consensus 

was that links with possible sources of capitalwere not c rea tedear ly enough, and that such 

projects were usually not sufficiently investment-oriented. Acomment to that effect has 

already been quoted in paragraph lO^above. 

126. If one accepts, a s seems log ica l , thatthefinaljudgement on the capacity of theUN 

developn^ent syste^ntodel iveraneffect ive programme l i e s i n its end results , it is apparent 

that follow-up must a l sobe identified as oneof the major constraintslimitingitsexpansion. 
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^vii^ Organizat ion a n d a d m i n i s t r a t i o n of the p r o g r a m m e 

127. Chapter Two outlined t h e a d hoc manne r i n w h i c h t h e U N m a c h i n e r y for deve lopment 

co-opera t ionevolved , and i l l u s t r a t ed t h e e x t r a o r d i n a r y exuberance w i t h w h i c h it p ropaga t ed 

bureauc ra t i c offshoots at a l l l eve ls : in i n t e r -gove rnmen ta l organs^ in h e a d q u a r t e r s s e c r e ­

tar ia ts^ in regional offices^ a n d i n f i e l d a r r a n g e m e n t s at the c o u n t r y l e v e l . 

128. Understandably, it i s t h e s e l a t t e r which have m o s t deeply engaged t h e a t t e n t i o n of 

cor respondents t o t h e S t u d y ^ - especia l ly the gove rnmen t so f developing count r ies and the 

Resident Represen ta t ives -^ s ince it i s i n t h e c o u n t r y i tself that the p r o g r a m m e ' s c a p a c i t y for 

effective operations c a n b e s t b e j u d g e d . Despi te the i n^p rovemen t s in t roduced in r e c e n t 

y e a r s , the p i c t u r e w h i c h e m e r g e s f r o m t h e i r c o m m e n t s l e a v e s m u c h t o b e des i r ed . N o l e s s 

t h a n t w o o u t of t h r e e o f t h e r e c i p i e n t g o v e r n n ^ e n t s w h o c o n v e y e d t h e i r views to the Study, 

c o m m e n t e d a d v e r s e l y o n s o m e a s p e c t o r o ther of the field a r r a n g e m e n t s . T h e i r chief bone of 

contention was the confusing p a t t e r n s o f Agency represen ta t ion , often of a c o m p e t i t i v e c h a r a c -

t e r , wi thwhich t h e y h a v e to deal . F o r r e a s o n s of space , only t h r e e com^nnents wi l l b e quoted 

he re , but they a r e r ep re sen t a t i ve of m a n y o t h e r s . In the words of o n e g o v e r n m e n t : 

" T h e p r o l i f e r a t i o n o f r e p r e s e n t a t i v e s of individual A g e n c i e s a t t he c o u n t r y l e v e l 
i s c lea r ly both e x p e n s i v e a n d unnecessa ry . In form^ulating p r o g r a m m e s of 
technica l a s s i s t ance , the government would by far p r e f e r not t o n e g o t i a t e 
separa te ly with r e p r e s e n t a t i v e s of individual i n t e r n a t i o n a l o r g a n i z a t i o n s , but 
to d o s o w i t h a s i n g l e loca l r e p r e s e n t a t i v e of a l l of them, t o b r i n g about the 
f o r m ^ u l a t i o n o f a c o - o r d i n a t e d p r o g r a m ^ m e i n t e g r a t e d w i t h the development 
p r i o r i t i e s of the nat ional p lans . In genera l , t h e g o v e r n m e n t be l i eves tha t t h e 
substi tution of country r e p r e s e n t a t i v e s o f the A g e n c i e s b y t echn ica l a d v i s e r s 
t o t h e Min is t r i es c o n c e r n e d w o u l d s e r v e t h e i n t e r e s t s o f development at the 
c o u n t r y l e v e l m o r e posi t ively and at t h e s a m e t i m e lead to cons ide rab le 
savings in the overhead cos t s of t he p r o g r a m m e . Expe r i ence has s h o w n t h a t 
country r ep re sen t a t i ve s e i the r tend to de t e r i o r a t e i n t o a c e r e m o n i a l p r e s e n c e 
or becon^e involved in rout ine opera t ional and admin i s t r a t ive functions which 
should be pe r fo rmed t h r o u g h a c e n t r a l n ^ e c h a n i s m ^ . " 

Another government said: 

"At p resen t , the v a r i o u s s p e c i a l i z e d agencies with r ep re sen t a t i on in some 
developing Member count r ies a r e housed separa te ly . They communica te 
separa te ly not only within t h e U N s y s t e m but a l s o w i t h i n the sys t em of govern-
^nent in the country . . . without effective link w i t h . . . the co-ord ina t ing govern­
ment a g e n c y . . . The end r e s u l t i s that the ac t iv i t ies of UNESCO, ^ H O , Il^O, 
e tc . , a r e n o t p r o p e r l y h a r m o n i s e d w i t h i n t h e U N s y s t e m o n t h e o n e h a n d a n d o n 
the other the government sys tem. These s e r i e s o f p a r a l l e l act ions t o w a r d s a 
single objective u n n e c e s s a r i l y prolong the u l t i m a t e a i m o f r e a c h i n g e f f e c t i v e 
decision with the minimum^ of cost and ineff ic iency." 

^ e t another expressed the p rob lem in even m o r e for thr ight t e r m s , r e f e r r i n g t o " t h e need for 

be t t e r co-ordinat ing among Special ized Agencies to avoid t r i b a l fighting on m a t t e r s o f common 

i n t e r e s t . " 

12^. Another n^ajor and r e l a t edc r i t i c i sm^ i s t hecon t inuous a n d u n c o - o r d i n a t e d s t r e a n ^ o f 

official v i s i to r s from Agencies , t h e m a j o r i t y o f whom^understandably^ ref lect the v i e w s o f 
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onlyonesec tor , o r indeedon lypar t of that sector. Too often, these officialsconcentrate 

s implyon the departmental minister or officials concerned, to the prejudice of thenational 

development plan, i.e., the"project" as opposed to the"programme" approach, thusadding 

another cause of political irritation withinthegovernment. As one government wrote: 

" ^ e r y short visits fromUNpersonnel and f romthe Specialized Agencies to 
developingcountries a resomet imesunnecessary and wasteful andevery effort 
should b e m a d e t o a v o i d a s f a r as poss ib lesuchshor t visits of oneor two days' 
duration." 

This view was echoed by manyResident Representatives, oneof whomwrites: 

"Onehas the in^pressionthatoften Agency v is i tors fee l tha t they must come as a 
mat te rof routine on regular visits rather t han tod i r ec t themselves topar t icular 
p rob lemsor projects. Of thefourendemicdefects in visits, themost serious i s a c o n -
stantfailureto set outwhichgovernmentofficetheyhopetovisit a n d w h a t i t i s t h e y 
hopeto achieve. Secondly, t h e r e i s veryoften an inadequacyof notice, and 
thirdly, the failure to follow up discoveriesmade or promisesgiven. las t ly , 
t h e r e i s theelen^ent of salesmanship, particularly at programming time, which 
localofficialsfindconfusing and Resident Representatives embarrassing." 

180. The frequencyof these cr i t ic ismsled the Capacity Study to under takeabrief investi­

gation into the number of visitors insevera lcoun t r i es , in relation to the size of the pro-

g rammefor thesecoun t r i e s . The disproportion between the twois la rgeenough in the 

majori ty of ca se s to g ivecausefor serious concern. In many cases, for instance, the 

number of of f ic ia lv is i torswi th ina three- orfour-monthper iodwhomtheResident Represen­

tative was expected to assist , arranging programmes for themand generally beingavailable 

for discussion, exceeded^ son^et imesbyaconsiderable margins- the total number of UNDP 

experts already serving in the country. In absolute te rms, the figures often signified two 

o r t h r e e v i s i t o r s p e r workingday. 

181. Fur ther investigations indicated that, in many cases, nocen t ra l con t ro l i s exer­

cised in some Agency headquarters overthenumber and timing of individualvisitors, the 

decisionsbeing taken principally by the individualdepartments concerned. A s a r e s u l t , ^ 

l i t t l e a t t e m p t i s m a d e t o m a k e u s e o f t h e v i s i t o f an official for discussion of other aspects of 

his Agency'sbusiness, thus perhapssaving another visit by someone else and the discussion 

of even onesector of the programme is itself fragn^ented. To quote anotherResident Repre­

sentative: 

"AResident Representative s p e n d s a s e r i e s of two or four year stints in given 
countries, receiving three to five visitors per day throughout the year from New 
^ork, Rome, Par i s , Vienna or Genevan eachdealing individually with isolated 
and splintered i tems, but the responsible Resident Representative is never able 
t o t e l l h i s s t o r y o r trade ideas wi thaSpecia l izedAgencyas suchonhis country's 
problems relating tonatura l resources, ortechnicaleducation, or developn^ent 
planning or whatever. Almost always he deals individually withamedium-level 
Headquarters expert onwinter pasturage for imported brown Swiss cows in island 
' ^ ' or theprotection of half-orphan malejuvenile delinquents who dropped out of 
school after the third grade and n^igrated to the capitalcity before theage of fif­
teen. Few v i s i t o r s a r e authorized or prepared to talkabbut even animal husbandry 
or social defense." 



8^ 

182. The demandsoftheseunco-ordinatedvis i torson the t imeand patience of government 

officialsand Resident Representatives constitute another important drain on capacity. 

188. The mainconclusion drawn from this confused situation of Agency representat ionand 

lobbying was that the Resident Representative is not invested with sufficient authority and that 

urgent stepsshould be taken to remedy this. This i s a t h e m e w h i c h h a s b e e n repeated by 

manyothersourcesapar t f romthosed i rec t lyconsu l ted by the Study, e.g., most of the 

ECOSOC evaluation missions.!^ Inconnectionwith the Study, this view was expressed by 

about half of the recipient governments which responded and by almost all the major donor 

governments. The following is on lyarandom sample of the unsolici tedcommentsof several 

recipient governments: 

CountryA: "Progress inassigmng the Resident Represen ta t ivearo lecommensura te 
withtheresponsibilit ies which areexpected t o b e placed on him is painfully slow." 

Country^: "increase the co-ordinating and other powers of theResident Repre­
sentative^^ 

Country C: "The pattern of relationship between the Resident Representative's 
office and thecountry representative ^ofAgencies^isnot clear . . . Some kind 
of authority andco-ordinative action should beexercised by theResident Repre­
sentative's office over country representatives. Inmost of t hecases , governments 
would prefer to dealwi thoneres^onsible body rather than several ." 

The Pr ime Minister of yet anotherdeveloping country expressed himself in particularly 

unequivocal terms: 

"Th i s log ica l ly leads toas ta tement of what we consider the ideal relationship 
that we should like toseebe tween theResident Representative on the onehand 
and on the other theUNandi t sSpecia l ized Agencies, in regard to theUnited 
Nations Development e f fo r t . . . These r e m a r k s a r e specifically meant t o b e under­
stood in relation to the Specialized Agencies, and the position isbr ief ly summarized 
as follows: 

"^he re , in consultation with the Resident Representative, the Ministry of Planning 
makes adecision in relation to anyaspectofthedevelopment activitiesof a 
SpecializedAgency and suchadec i s ion i s r a t i f i ed by the Prime Minister as 
Chairman of thePlanning Commission and thereafter conveyed by the Resident 
Representative to the Specialized Agency concerned, that Agency should under 
no circumstances unilaterally reverse or question thatdecision. The views of 
these Specialized Agencies would, of course, be taken into consideration before 
adecision i smade . Thenon-observanceofthis principle istantamount to an 
imposition of the will of the AgencyonasovereignGovernment andcould seriously 
damagetheproperunderstandingthat should exist between the host Government 
and the United Nations." 

18^. Ascould be expected, t he rewasa fa i r l ygene ra l consensus among Resident Represen-

ta t ivesonth is subject. One quotation is representat iveof thetone of the majority: 

1/ For instance, Thailand, para. 127; Chile, para. 158; Tunisia, para. 146; Ecuador, 
para. 297; Iran, para. 71. 
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"The unfortunate institution of country representatives of Agencies hasoperated, 
andcontinues to operate, as acontradict ioninterms-D inspi teof allof the 
efforts made to define the relationships in the f ie ld^between the role of the 
ResidentRepresentative vis-à-vis the country representative of the Agencies. 
There exists anunavoidableinherent conflict between the twopositions andour 
failure to f indasolut iontoth isproblen^ has done incalculable ha rmto theab i l i t y 
o f t h e U N D P s y s t e m t o p l a y a m o r e e f f e c t i v e r o l e i n p r o v i d i n g a s s i s t a n c e t o 
developing nations indeal ingwiththeir fundamentalproblems." 

^ e t i t i s i n t e r e s t i n g t o n o t e t h a t t h i s sameResident Representative, showing the frankself-

criticism which has characterized n^any of thecom^ments received by the Study and constituted 

oneof the most promising aspects uncovered, recognizes that thes i tua t ion i sno t exclusively 

the fault o f t h e A g e n c i e s b u t a l s o r e l a t e s t o t h e q u a l i t y o f Resident Representatives and the 

support they receive fromUNDP, viz. 

"ManyResidentRepresentatives have lacked thebroadknowledgeand experience 
of economicdevelopn^ent adn^inistration and the manyqualitiesneeded for con­
ducting negotiations wi thgovernments inaski l fulanddiplomat ic manner to obtain 
thebest results fron^the smal lUni tedNat ionsresources . Their training in the 
philosophy and purposes ofUnited Nations technical assistance and in the structure 
and functions of theUNDP system hasbeen far from adequate. Theyhave suffered 
f romlackof security of tenureand of firm support and substantivebackstopping in 
their work f romtheparent Organization, as well as f romthePar t ic ipa t ing Agencies 
in the UNDP system." 

185. Aquest ionclosely related to theauthor i tyof the Resident Representative is the insuffi­

cient decentralization anddelegation of authority to the field. This was mentioned byone in 

fiveof the recipient governments whoreplied, principally as anexample, a n d a c a u s e , of the 

cumbersomeness andslowness of procedures, and alsobymanyResident Representatives. 

This, in turn, is exacerbated by the inadequacy of communicationsbetweenUNDP Headquarters 

and the field which was s i n g l e d o u t b y a l a r g e n u m b e r of Resident Representatives as amajor 

andan increasing problem. Toquote three examples, oneResidentRepresentat ivereferred 

toa"cred ib i l i tygap"be tweenheadquar te r sand the field, adding that he had last receiveda 

visit f romaUNDPHeadquartersoff icial in the Spring of 1965, i.e., three-and-a-half years 

e a r l i e r ^ t h u s demonstrating another side-effect of the lackof any rational planning of field 

visits. Another wrote: 

" . . . often in the field, there is a l s o a c e r t a i n lack of support fromUNDP 
Headquarters, bet ters written toUeadquar t e r sa resomet imesno t answered 
o r w i t h g r e a t d e l a y a n d one certainly does not have the feeling that someone is 
actively taking an interest inwhat g o e s o n i n a s p e c i f i c field post." 

^e t another said: 

"Theincreasinglack of con^m^unicationsbetween Headquarters andtheson^e 90 
f ieldofficeshasbecome obvious. T h l s i s a v e r y r e a l p r o b l e n ^ w h i c h h a s t o b e 
faced by allgrowing organizations, be they diplon^atic, industrial or commercial, 
andone which mus tbe solved througharegionalapproachwhich retains control 
at Headquarters." 
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186. If one turns to the regional level at the present moment, however, the different patterns 

of organizationconfronting each developing country become even more confusing. One 

Agency, in its comments to the Study, described it a s "a jung le" and the description i s a l l too 

apt. Appendix Three, "Regional Structures of theUNDevelopment System", included in 

P a r t ^ a t t e m p t s to hew some kind of paththrough this jungle. Thechar t attached t o i t shows 

the regional and field establishments of the maincomponentsofthe UN development system, divided 

intothefour main areas of Africa, I^atinAmerica, Asia, Europe, andthe Middle East. Itindicates 

thatsomeunfortunate governments, especiallyin Africa, where the patternis more scattered, have 

to applyto as many asfour or five different places if they wish to obtain simultaneous advice from 

theregional offices of different componentsofthe system. Thus, Dahomey has to refer to 

Abidjan for UNICEF and UNESCO, to Niamey and Addis Ababa for the sub-regional office and 

headquartersofECA respectively, to Dakar forUNIDO, to Imagos forlDO, and to 

Doméfor^HO. Moreover, theregions coveredby each Agency are not coterminous. The 

text of the appendix shows that d i f f icul t iess temalsofromthe widely differing functions and 

degrees of delegated authori tyoftheseofficesandfromdiffering constitutional arrangements. 

Thesam^edocun^enta lsot r ies toanalysethe effectiveness o f thereg iona ls t ruc tures of the 

variousUNorganizations andcom^es to theconclus iontha t i thas , on the whole, been indiffer­

ent, except in the case of ^UO, owing to the lack of acoherent pattern, aggravated by the 

failure todevelopany effective co-ordination betweenthe various organizations. The reader 

who wishes to delve further intothisquest ion is referred to the document in P a r t ^ . 

187. Anumber of governments, bothof developed anddeveloping countries, indicated in 

general te rms that the organization and admimstration at the headquarters level m u s t b e 

fau l ty insomerespec ts judging by the qualityof the developm^ent co-operation offered, the 

persistence of delays, andthecost , which many deemedexcessive. Presumably, this 

latter judgement reflects an impression that thedemonst ra tedbenef i t sof theprogramme are 

inadequate in relation t o i t s overallcost. Many governn^ents com^nentedn^ore specifically 

that the programme'soverheads are excessive. The Capacity Studydevoted aconsiderable 

amount of t ime to these financial aspectsbut was forced to thereluctantconclusionthat , 

because of the manner in whichUNDPfundsare diffused throughout the various components of 

theUNdevelopment system, and mingledwith the regular fundsof the Agencies, it is in^possi-

bleton^ake any accurate e s t ima t ionas towhe the r thecos t of theprogramme at the present 

time is reasonable or excessive. The t e rn^"overheads" i s in i t se l f misleading, since they 

are calculatedon an arbitrary percentagebasis , andcover anumber of activities thatprovide 

direct and necessary programmesupport andean by no m^eansbecategorizedas general 

administrativecosts. So far a s ean bejudged, expenditures for programmesupport and 

administrative costs ^e.g., internal administration, inter-Agencyco-ordination, etc.^ 

together amount to about 20 per cent of the total, bu t t heCapac i t yS tudy i s i nnopos i t i on to 

challenge the validity of the expenditures for these purposes. InChapterNine, however, the 



92 

Study does make concrete proposalsfor anew financeand budgetary systemwhich would make 

it possible in the future to identify the var iouscategories of expenses more clearly, and thus 

to assess whether the programme i sbe ing run reasonablyeconomically. 

188. Fewgovernments venturedanyn^ore specific commentsoninternalorganizat ionat 

theheadquar ters level, possibly owing toinsufficient knowledge of the inner workings of the 

various componentsof thesys tem. Again, material limitationsprevented the Capacity Study 

from making adetailed investigation ofnearly twenty organizations, whi le theanswers 

rece ived to theques t ionna i resen t out to allof them onorganizational, administrativeand 

financial matters werenot always very revealingand sometimes contained inner inconsisten­

cies which made the informat ionimposs ib le touse . Ingene ra l t e rms , however, thedeficien-

cies at theheadquarters level a r e t h e obverseof those identifiedat the countrylevel. Thus, 

theprobleminUNDPHeadquar te rs ha sbeen the l ack , until recently, of adivisional structure 

by countries andregions whichwouldal lowanovera l lv iewof the to ta lprogramme, TAand 

SF, for eachcount ryor area. I n t h e p a s t , then, thes t ructure and approach of UNDP, with 

its emphasis on sectors rather thangeographical areas, par t icular lyas regards the SF 

component, has tended indirectly and inadvertently toperpe tua te thesec tora l interests and 

r ivalr ies already endemic in the overall system. The recent establishment of regional and 

countrydesks represents aconsiderable advancebut thesenewdivisions are still numerically 

weak, and thestaffing pattern is such that sectoralconsiderations s t i l l tendtopredominate , 

encourageda l soby the typeof programmingadopted. within Agencies, on theotherhand, 

the sectoral fragmentationis car r iedone s tagefur therby conflicting interests and competition 

between individualtechnicaldivisionsrepresenting different specializations withineach 

sector. between Agencies, it is exacerbated by not infrequent jurisdictionaldifficulties and 

disagreements arising where frontiers of competence cannotbedrawnwithprecis ion. 1^ 

Allof thesefactors a r ed ra ins oncapacity because theydeflect attention fromwhat should be 

t h e m a i n c e n t r e of gravity: thetotal i tyofthedevelopment problemsof eachindividualcoun-

try. In the case of the Agencies, also, afur ther structural p rob lemder ives f romthe i r dual 

functions, first, in their constitutional roleand, second, asopera t iona larms of UNDP. Every 

Agencyhas tried t o r econc i l e the se ro l e s and render each moreef f ic ien t th roughaser ies of 

reorganizations, but in somecases the two a r e s t i l l uneasy bedfellows. Thus, in some larger 

Agencies whereasepa ra t e department or division hasbeense t up todealexclusively with 

development operations, the demarcation line withother departments dealing with more 

traditional funct ionshasnota lwaysbeenclear-cut . Instances havebeen brought to theatten-

1^ Theintr icacies of drawing these frontiers is well i l lus t ra tedbythérecent 18-page 
agreement betweenFAOand UNIDO reproduced in theFAODirector-General 'sDullet in, 
No 69^82. 
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tion of theCapacity Study in which th i shas led to internal power conflicts insideindividual 

Agencies and to the duplication of services. Inother words, the dual functions ofthe Agencies, 

wh ichshou ldbeasource of mutually complementary strength, a t t i m e s f i n d t h e m s e l v e s a t 

cross-purposes, thus distract ingattentionfromthe job of development co-operation, and 

impeding theevolution of an integrated approach, evenwith inas ingle Agency. 

189. In short, the complexity and fragmentation of thesystemwhich, i n o n e s e n s e , is a 

sourceof richness, in another is amajor check tocapacity. Theend result i s f rus t ra t ion on 

all sides and at all levels, as shown by the following illustrations, all drawn f r o m t h e f i r s t -

hand observations ofthe Capacity Study during t h e c o u r s e o f i t s i n q u i r i e s . 

140. The developing Member State, already wearied by the effort of trying to c o p e w i t h a 

perplexingarray of organizations and representatives, eachwiththei r own ideas of thekindof 

co-operation the country most needs, is further frustrated by the delays in producing concrete 

results, sinceproject requests maybe examined by several outside experts or missions 

beforebeing finally approved, andexecutionis often behindschedule for t he reasons examined 

earlier. 

141. The more developed Member State, anxious to see its contributions effectively used, is 

baffled by thesamecomplexassor tmentof organizational units and relationships. Moreover, 

it isoftendissat isf iedwith the explanationsof the proportion of i tscontributions used for what 

it considers unproductive overhead purposes. It is a l so i rkedby excessiveconcernwith 

Agency autonomy and the over-complexand"hairsplit t ing" explanationsinvolvedinprotecting 

anAgencyposi t ionor sphere of functions. 

142. The Director-General of aSpecialized Agency is often irritated by what he considers 

unreasonable cr i t ic ismfrom governments which hold himresponsible for things over which he 

hasno control. He is a l sodeeplydis turbedat thehighpropor t ionof his own and his staff's 

energies that must be devoted toco-ordination, andthe resolution of what s e e m t o him 

straightforward issues, because no effective mechanisms exist t o r e s o l v e s u c h issues without 

reference to himself and his fellow Directors-General. 

148. ^i thinUNDP, there i s f rus t ra t ionover their inability to takeeffective corrective 

actionwhen pro^ectsfall short of agreedobject ivesbecauseAgencieshave av i r tua l monopoly 

on project execution anda ré outsideUNDP's authority tocontrol . Th i s l ackof d i rec t l ine 

authoritydowntooperational activities at the countrylevel isfur ther aggravated by the distri-

butionof operational responsibility within Agencies. The Director-Generalof an Agency can 

seldom devotesufficient personal t in^etooperational matters due to the press of his constitu­

tional and policy functionsl^and, inmost Agencies, there is nosingleofficialwith authority 

1̂  Among other things, these invo lveave rygrea t deal of travelling. 
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over all aspects of operational activities whomthe Administrator can hold fully accountable. 

Responsibility and authority are thus widely dispersed and thedecision-making process is 

consequently both slowand ineffectual in producing results. 

144. Thegovernment representative on the myriad governing and policy-making bodies is 

likewise frustrated by hisinabil i ty to obtain what he considers rational and completeanswers 

to his questionson development fromany single source. In short, he looks to executive 

heads for resul tsbut finds no one tohold accountable; rather, hef indsnumerous executives, 

whoa re each responsible for portions ofthe totaljob. 

^ Summaryof thepr inc ipa l impediments affecting the capacityof the 
international sys temat the present time 

145. The twopreceding sections haveattempted to makeaco^nprehensivesurveyof the 

difficulties with which theUNdevelopment programme has to contend at the present time, 

firstly, fromaquanti tat ive point of view and, secondly, in termsofqual i ty . The former 

analysis wasbased on the factsand figures made available to the Studybythesys tem itself, 

while the latter drew almost exclusivelyon opinions which wereexpressed with sufficient 

frequency by the many different sourcesandviewpointsconsulted by the Study as to constitute 

awidely-heldopinion. It may be helpfulto summarize here the conclusions reached by the 

S tudyon thebas i s of these analyses, as to the natureof the main impediments to capacity 

existing a tp re sen t in theseve ra l componen t s , anda t the various levels of thesystem, 

especially s ince i t i s to the resolution of thesethat the Study must addressi tself in order to 

increasefuture capacity. 

^ At theheadquar te r s leve l 

146. Thebas icproblem here i sc lear lyanorganizat ional one, aggravated by the rapidex-

pans ionofaprogrammewhose structure has evolvedal^nost by historical accident rather than 

through theapplication of logical management principles. vigorous collectiveaction might 

have overcome such difficultiesbut was understandably inhibited by thes t ruc ture itself. As 

development-mindedness grew, it was expressed mainly through sectoral activities disregard­

ing thepo l icyemphas i s in the main legislative organs of theUNonaplannedandcomprehen-

siveapproach to development. Thus, desp i te thede l iveryofasubs tan t ia l volume of valuable 

assistance, t h e l a r g e r p a r t h a s b e e n c o n c e i v e d a n d o r g a n i z e d a s a sec to ra l response, strongly 

influenced from headquartersby procedures andpoliciesthat were insufficiently adapted to the 

needs of aUNdevelopment system. Effective management would requi re the centralization 

of decision-making on policy matters and of the overall controlof theprogramme, combined 

with the maximumpossible decentralization of the planningof country programmes and of 

theadministrat ionof fieldoperations. T h i s i s virtually t h e r e v e r s e of thesys tem's present 

methodof operations. In practice, responsibility for taking decisions whichshouldbemade 
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at the centre is diffused betweenUNDPand the Specialized Agencies, thus leading to confusion 

between their respective functions. Ontheotherhand , planningand administrative functions 

are not decentralizedenough and insufficient authority is delegated to the countrylevel , 

particularly to the Resident Representative, withaconsequentialdelayingeffect on operational 

activities. 

147. Thecomplexityof development problems would, i n a n y c a s e , require ah igh degree of 

managerial skill. This requirement becomes even greater as a r e s u l t o f t h e i n t r i c a c y o f t h e 

mechanismthroughwhichUN development co-operation ha s toope ra t e . At aminimum, the 

streamlining and modernizing of procedures and managerial and administrative techniques 

arecal led for and these, in turn, requireboth forward-looking and dynamic management and 

anorganizationdirectly geared todevelopment operations. These havebeen, in large 

measure, lacking: there havebeen strenuous efforts toward improvementbu t thepace has not 

been fast enough. 

148. The necessary managerial control is madeeven more difficult by the lack of facts and 

figuresboth about what h a s b e e n d o n e i n t h e p a s t a n d o n t h e p r o g r e s s ofthe current operation. 

Theef fec to f th i s i s exacerbated by theinadequate communicationsystemexist ing between 

UNDP and the Agencies, ontheonehand, and between the variousheadquarters and their field 

representat iononthe other. Finally, administration is slow andcumbersome in practice 

leading to the lengthy delaysin project approval andexecut ionalreadydescribed. 

149. The cumulative impact of this evidence, then, i s t o s h o w t h a t , although theUNdevelop-

ment system is deliveringavaluable service, it is doingsounder a g r e a t e r s t r a i n t h a n i s 

acceptable, that the out-turn is less than optimal, and that the quality and quantityof 

future performance must be threatened. 

^ At theregional level 

150. Here, again, the organizationalproblempredominates and reaches aneven higher 

degree of complexity through the existence of large numbers of distinct organizations and 

offices, located indifferent places, covering regions whichareno t coterminous, andexer -

cising different functions and differentdegreesof authority. The position is still further 

confused becausesome of thesebodies, notably the Regional Economic Commissions, are 

u n d e r s t a n d a b l y l o o k i n g f o r a r o l e t o p l a y a n d m a y a d d t o t h e d a n g e r of overlap as they inevitab-

lycover sectors which impinge on the competence of most of the Specialized Agencies. The 

inadequacyoftheco-ordination achieved varies greatly f romcase t o c a s e . An attempt to 

unravel this organizat ional tangle ismadeinChapter Seven, 1^ and thewho leques t i on i s 

^ Paras . 112-119. 
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dealt w i t h i n m u c h m o r e d e t a i l i n Appendix Three of P a r t ^ , "The Regional Structuresof the 

UN Development System", already referred to. All of the evidence collected by the Study 

p o i n t s t o t h e need for the var iousUNregional organizations and offices t o b e fully integrated 

in to the development co-operation p r o c e s s o n a r a t i o n a l basis. 1^ This can be achieved only 

gradually, however, b u t t h e s i t u a t i o n c a n n o t b e l e f t i n i t s p r e s e n t state of confusion. 

^ At thecountry level 

151. T h e p a t t e r n r e p e a t s i t s e l f i n t h e developing countries with the emphasis onorganiza-

tionaldeficiencies. Despite theeffortsn^ade over many years to achieveco-ordination, there 

is still no uniform approach by the various par tsof the s y s t e m t o t h e problems of asingle 

country. Separate Agency missions continue toproliferate, tothebewilderment ofthegovern-

ment and t o thede t r imen to f the position of the ResidentRepresentative, which, although 

strengthened, is s t i l l no toneo f sufficient authority. Here the qualityof the Resident Repre-

senta t iveis of crucial importance. Manyof them a r e v e r y goodandcontr ivetoovercome, 

in practice, mostof the difficulties described, although at an inordinate expense of time and 

effort. I t m u s t a l s o b e r e c o g n i z e d , however, t h a t n o t a l l o f t h e m p o s s e s s , to an adequate 

degree, thequal i t ieswhichwi l l be required in the future by their difficult and highly important 

responsibilities. 

152. Inshor t , theapproach is unsystematic and varies from country to country according 

t o thepe r sona l r e l a t i ons of therepresentat ives of the various organizations and the attitude of 

the governments. The la t te r arebecoming increasingly r e s t ivea t this situation and one in 

th reeof thosewhorep l i eddrewat ten t ion to theprob lem. 

158. The"countryapproach", which has figured so largely in legislation over the years, 

hasbeenundern^ined as aconsequence of this situation. Thepromotionof projects D whether 

by"salesmen", over-brief visiting expert unissions, or as t h e r e s u l t o f policies originating in 

distant headquarters ^ u s u r p s governments' choices in development planning and too often 

ignores the real needsof the country. 

154. Sofar as Agency representatives are concerned, where their responsibilities donot 

include substantive and substantial Agency functions totally unrelated toUNDP-financed work, 

their p r e sence t ends toadd further confusion. It isobvious that this must happen, since 

their position as theappointed representative of an Agency, rather than as atechnical adviser 

i n a p a r t i c u l a r e c o n o m i c o r social sector, is evidence that they a r e t h e r e t o p r o m o t e the 

sectoral interests of that Agency, whetherbyincreas ingthenumber of projects it executes 

1^ Suggestions to this effect are made inChapterSevenand in Appendix Three in P a r t ^ 
on Regional Structures. 
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with UNDP money or otherwise, rather than to give technical advice within the overall develop­

ment framework of the country. This disturbs the balancebetween the interests of the country 

in which they serve and those of the Agency for which they work and the former does not always 

receive priority. 

D. The capacityof governments 

^ Thecapacityof developing countries to absorb assistance 

155. Theconceptof counterpart hasrightfullygrown up a s a m a i n tenet of ap rogramme 

whose ult imateaim is to help developing countries to help themselves. Many difficulties have 

been encountered, however, in practice and it i s c l e a r that new forms must be found for its 

application. 

156. Here, also, there areboth quantitative aspects, evidenced in the amount of local funds 

contributed, the number of local personnel appointed and the physical availabilityof buildings, 

equipment and other facilities provided on the spot; and qualitative aspects, represented by 

the qualityof the personnel supplied and the adequacyof the physical facilities. 

157. The earlier analysis in paragraphs 40-45 and Table8.6 have shown that the non­

availability of counterpartpersonnel is the largest single problen^affecting the progress of 

projects. In fifty of the sample of 126pro^ectsbehind schedule, thegovernment was unable 

to provide counterpart personnel in adequate quantities. Insevencountr ies in Africa and one 

in Asia, counterpart personnel, as stipulated in the planof operation, were non-existent and 

unlikely tobe available in the foreseeablefuture. In all other countries, bas icmanpowerwas 

available, but either inadequate funds existed to employ thepersonnel required or they were 

employed onapa r t - t ime basis only, or their qualifications were sub-standard. Similar 

experiences were encountered as regards the recruitment of local administrativeand technical 

personnel. 

158. The non-availability of adequate counterpart finance in land, buildings, equipment and 

supplies was thesecond largest difficulty, affecting forty-oneDor roughly one-third^of the 

126pro^ectsbehind schedule. Six projects were unable t o s t a r t o p e r a t i o n s a s t h e g o v e r n m e n t s 

could not meet their prior obligations, while in thirty-three casesactivi t ies had t o b e curtailed 

or suspended owing to delaysin receipt of thegovernment's contribution for current operating 

costs. The maincauses for this were: shortage of finance; over-an^bitious planning; and 

difficulties arising fromthe fact that the schedule of operationsdid not cor respondto the 

f iscalyear ofthe country concerned. 
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159. The proportions obtained in the second analysiscarr ied out directly with Resident 

Representatives l ^ a r e s l i g h t l y l e s s , butequally indicate that the provision of counterpart 

presents o n e o f t h e m o s t s e r i o u s p r o b l e m s . Thus, difficulties in the provision and qualifica-

t ionsof counterpart personnelwere the predominant factor in 20 per cent of worthwhile SF 

projects whereprogress was unsatisfactory, a n d i n 2 8 p e r c e n t o f t h e T A p r o j e c t s i n t h a t 

category. Docal budgetary difficulties predominated i n 6 a n d 7 p e r c e n t o f S F a n d T A p r o j e c t s 

respectively and other deficienciesingovernn^ent support i n ! 2 a n d ! 4 p e r cent respectively. 

160. The qualityof the counterpart personnel actually providedwas a l s o a c a u s e of concern 

andwas almost unanimouslycited by the Agencies, as well a s b y a g o o d number of Resident 

Representatives, as amajor impediment toeffectiveaction. Several recipient governments 

themselves stated that they encounteredconsiderabledifficultiesin finding sufficient national 

officials and technicians of adequatecalibre for all theUNDP projects on hand. The reasons 

for this situation are varied and in some casesdeep-rooted, s temmingfromthevery state of 

under-development in which the country finds itself. This is the case, for example, when 

educational facilities are inadequate, both in number or quality, and thus unable toequip 

suff ic ientpeoplewithevenabasic academic or technical foundationonwhichto build further. 

Nat ionalsa larylevels andconditions of service a rea lmos t always inadequate, especially in 

government employment, andalso reflect the inadequacyof financial and other resources. 

Thep rob lemhas , therefore, manyofthe characteris t icsof avicious circleandeffect ivesolu-

tions a r eno t easy tofind. 

161. Thelogicaljustification for counterpart r equ i rements^ apart fromtheevidence it 

gives of a g e n u i n e i n t e r e s t i n a p r o j e c t ' s r e s u l t s D is that they should provideaguarantee 

againstburdeningacountrywithobligat ions which it is incapable of supporting. ^y the time 

UNtechnical co-operation has completed its task, theproject should be self-sustaining within 

thefran^ework of thegovernment 'smachinery and resources: it w i l l no longe rbea"p ro j ec t " 

but an in teg ra lpa r t ofthe country's services. Evenso, it is obvious that ability to support 

projects var ies f romcount ry to country. Moreover, the larger projects can involve heavy 

reçur ren tcos t s ^e.g., for maintaining training institutions^ or the servicing ofcapital loans 

for investment resulting fromsurveys or similar projects. As isgeneral ly recognized, the 

present strain on thebudgets of n^ost developing countries is already very great, and the 

cumulativeburdenof external debt isbecomingcrippling. 2̂  In thecase of countries at a 

1^ See para. 94. 

2^ The CommissiononlnternationalDevelopment describes what it te rms"theexplos ive 
increase inpubl ic debt anddebt service" andmakes strongrecommendationsfor debt relief, 
op. cit. pages 62-76 and 158-167. 
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very early stage of development, thes i tua t ion is especially acutebecause, under present 

counterpart arrangements, they canon lysuppor t a few projects and yet their needs a r e r e l a -

tivelyfar greater than those of countries farther advanced. 

162. Another wider aspect of"absorptive" capacity, transcending the limiting requirements 

of individual projects, i s t h e e x i s t e n c e i n t h e recipient country of conditions conduciveto 

development, andofs t rong leader sh ip insp i redbyagenu inewi l l for development. Here, one 

is whol^yin the field of intangibles, most of themoutside the direct influence of theUN, and 

some of them not evenopentoac t ionbythegovernment concerned. They are, nonetheless, 

of tremendous re levanceto thecapaci tyof developing countries and their potential formaking 

useofdevelopn^ent co-operation. Experience has shown that, e.g., localcustoms andat t i -

tudes, traditions, social institutions, legislativeand administrative conditions, systems of 

land tenure, are just as importantdeterminants of development and al l that this in^pliesin 

theacceptanceof theeffor t involvedandof thefar - reachingchanges required. 

16̂ 8. ^The Capacity Study'sinvestigâtions point strongly to the conclusion that too many pro­

jects areplannedw^thout d u e r e g a r d f o r t h e country's rea lcapaci tyfor providingsupport and 

assuming continuousresponsibility. This is an off-shoot of the sectoral impulse to push 

particular kindsof projects msteadof starting fromthe needs and potentialities ofthe country 

It is also caused by the tendency to consider potent ia lprojects inisola t ionand not in t e rms of 

theoveral l picture presented byacoun t ry , bothas regards i t s developmentobjectives and 

priorities and its total obligations. 

164. Thisdoes not mean that too much assistance isbeing offered and that it should be 

reduced. Nor does it signify that thecounterpart philosophy is wrong. On the contrary, it 

should be maintained but interpreted i namore imag ina t i veand flexible manner. It is signi­

ficant to note h e r e t h a t o n e i n f i v e o f t h e r e c i p i e n t governments whichexpressed views to the 

Study considered that the response to difficultiesover the provision of counterparts is often 

excessively rigid. Clearly, projects should be planned more ^realistically^with^counterpart 

contributions, especiallythose of a m a t e r i a l nature, beinggraduated according to the econon^ic 

and financial c i rcumstancesoftherecipient country a n d o n a s l i d i n g s c a l e enabling thegovern-

n^ent to takeover responsibilitygradually.l^ Theproblem^of counterpart personnel i s m o r e 

difficult. Its solution involves taking longer over preparing theground for individual projects, 

wherelocal personnel are likely t o b ë s c a r c e , e.g., by training then^asprelim^inary phases of 

the main project. It also means setting up an infrastructure for development and, where this is 

1^ See proposals inChapterNine, paras. 78-84. 
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necessary, concentrating, in agreement withthegovernment, on the dissolutionof fundamental 

constraints whichaffect awidespec t rumof development activities-^ e.g., publicadministra-

tionandeducation^especially technical and intermediate educations 

165. Adequate understanding of general localconditions as they affect development is also 

indispensable. This doesnot merely involveaknowledgeof the maintechnicalandeconomic 

factors affectingaspecificproject. Inpract ice , it means twoimportant things: studying 

eachcountry 's development problems as anintegralwhole; anddecentralizingeffectively to 

the countrylevel. 

166. Finally, "absorptive" capacity must beregarded as adynamiccha l l engera the r thanas 

a s t a t i c constraint. Inother words, where limitations exist, or seem imminent, themost 

important bottlenecks should be identified and positive steps should be taken to overcome them. 

^ The capacity of Member Governments generally topromote development 
through multilateral channels 

167. Since theUNdevelopment system i s a n inter-governmental structure, i t scapac i ty to 

provideaneffective service of developmentco-operationdepends,inaveryfundamentalway, 

on thepol ic ies andsupport of a l lMemberGovernmentsandnot on lyof those towhomco-opera-

tion isprovided. Obviously, theprogramme could not workat allwithout money and it is 

of thehighest relevance that manygove^rnments have stated to the Capacity Study that they 

wouldbe ready to increasethei r f inancia lcontr ibut ionstodevelopment throughtheUN system . 

if that system^weretobecome effective. 

168. However, al lcontr ibutinggovernmentshavearesponsibi l i ty, notonlyinm^onetary 

t e rms , but also in respect of theski l l s and know-how which theyconamand. TheUNdevelop-

ment system must tap the resources and knowledge available in the world and harness themto 

theneeds of the developing countries much more effectively than isdone today. Many 

developedcountries alreadygivesubstantial help to this end, but still more is required. The 

same is true of developingcountries although, in their position, g rea tca re is needed lest the 

best o f loca l t a l en t i s lost to the"bra in drain". 

169. More largely, the capacityof governments D especially the economically more power-

ful-Dtopromote development is inextricably Unkedtotheirinternationaleconomic and social 

policies whichdirectly affect theelbow-room^of the developingcountries for expansion. 

T radepo l i cy i s amanifestly significant example, s incerestr ic t ivepol icies appliedby govern­

ments, especially those morepowerful economically, canoffset their direct contributionto 

the development of t h e T h i r d ^ o r l d . Thissubjec t l iesouts ide the Capacity Study'sfieldand 

wi l l t he re fo reno tbepur suedhe re , beyond thecomn^ent that afavourablepolicy toward 

development requires more thanapledge to the multilateral system. 
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170. Eu tperhaps themos t impor tan t consideration of all in thisconnection is that theUN 

development systemcannotfunctionproperly unless it isprovided with acoherent andcon-

sistentbody of developn^ent policies togive its activities auniformdirect ion. Governn^ents 

participating in the many organs involved in thedebate on development havearespons ib i l i ty to 

^ pursueaconsis tent policy at each of the levels and in eachof the sectors. Unfortunately, 

this ha sby no means always happened in pract iceand the mu l t i p l i c i t yo fo rganshav inga re s -

^ ponsibilityfordifferent aspects of development, which was described in the previous 

chapter, 1^ all too often propose policies andestablish objectives that are conflicting and 

^ thus cloud the development scenefurther instead of helping to find solutions. As a r e su l t , it 

i s h a r d to discern the single overallpolicy which is so desperately needed. Clearly, urgent 

m e a s u r e s m u s t b e taken to remedy this. without steadiness of purposed even allowing for 

the evolut ionofpol icy^there can only be disorder in practice. 

171. All governments, whether participating in theUNdevelopmentsys temasdeveloped or 

^ developing countries, s h a r ^ m these responsibilities toward the system, which^letermine, in 

large degree, theeffectiveness withwhich it works today andcould work tomorrow. 

III. FUTURE CAPACITY 

172. Thecapaci tyoftheUNdevelopment sys temto sustain aneffect iveprogramn^eisnot a 

finiteconceptwhosedimensions canbe measured toasa t i s fac tory number of decimalpoints. 

N o r i s i t static. It is an amalgam of statistically quantifiable activities and qualitative 

elements of policy andjudgement, enterprise andorganization blended in toacomplex ser ies 

of inter-relationships between the system and its Member States. Allof these factors are 

interdependent and all are indispensable. Theproblem of capacity is t ocommand the r igh t 

proportions ôf each in the whole. 

178. It follows that it is impossible to state categorically that the present sys temwil l be 

able to operate e f fec t ive lyup toa leve lo f resourcesof so many million o rb i l l ionUSdol l a r s , 

and that, thereafter, it will no longer be capable of doing so. Any decline will b e a g r a d u a l 

oneand there is nosheerc l i f f - edge tobe marked with warning signs as the absolute limit of 

capacity. 

1̂ 74̂  ^ ^ h a t canbesaid^withcert i tude^is^hat^he^y^temis^eri^u^ly^overstr^ined^t^the 

present t imeand that, despitedetern^inedefforts from m^any quarters, there is no evidence 

that all the defectsare being overcome. There is , in short, adecline, andi t spropor t ions 

1^ See especially para. 48. 
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a rebecomingmore serious. Major changesin organization andprocedures are therefore 

imperative. 

175. Shouldtheresources ofthe system grow, and particularlyifthisexpansiontakesplace over 

ashor t period, the strains on this overtaxed machinerywillmultiply, andthe changes will become 

s t i l lmore urgent. This shouldnot be regarded asacounse l of despair but ra therasaninci tementto 

action. A great many important remedies canbe introduced by concerted action on thepart of 

governments and ofthesystem itself. Developm^ent cannot be n^adesin^ple but at l eas t i t i s possible 

to go about it inamoreworkman-likefashion than at present, providedthat the necessary resources 

ofdetermination and courage areforthcoming. 

176. The masterplanforthisnewdesign could not baseitself onabetter blueprintthan thatpro-

v ided in the t e rmsof theadmi rab l e r e so lu t i on2188^^ oftheGeneralAssemblysettingupthe 

ECPCwhichhas already been quoted in Chapter One. Themeasures required to expand and consoli-

datefuture capacity alongtheselinesneed only be outlinedhere, as thedetai l isprovidedin subse­

quent chapters. Theypresupposeasteadyand,hopefully, a rap id inc rease in resources . 

177. Against thatbackground, i t isclear that the first andforemostrequiren^entisfor govern­

ments to adopt consistent policiestoward the various aspects of developnnent co-operation offered 

throughn^ultilateral channels, a processthatcouldbe greatly assisted bythereduction andration-

alization ofthe occasions and places in whichpoliciesforthenumerous components ofthe UNde-

velopmentsysten^ are laid down. Thiswouldneedtobeaccon^paniedbythe simplification and con­

centration of theorganizational structures and of theinterrelationships of the various components 

oftheUNsystemdeaHngwithdevelopmentattheheadquarters, regional and country levels, so that 

al l theiractivit ies and policies are properly co-ordinated. 

178. ^ithinthisorganizationalframework, atruecountryapproachshouldbedeveloped. It 

should bebasedondeep and comprehensive understanding of each country'soverall problems and 

onalong-term, integrated programmeforthe co-operation ofthe UN systeminthe solution ofthose 

problems, dovetailed into the nationaldevelopment plan and subscribed to by all concerned. This, 

inturn,wouldden^andgreaterdecentralization of actual operational activities, with proper 

authority centred onthe government and, so fa ra s thesys t emis concerned, ontheResidentRepre-

sentative. 

179. Inotherwords, theessent ia lneedis to centralize the responsibilityforpolicy-makingand 

decentralizetheresponsibilityforthe operations intendedtoputthosepolicies into effect. Unless 

this is done,the capacity ofthe system willinevitablyremainlimited. 

180. Theforegoing commentshadageneralapplicationtothe UNdevelopmentsysten^. The 

chapters thatfollowwillmakemorespecificrecommendationsforimproven^ents that needto be 

introducedintotheoperationofUNDPinparticular. They all, however,have one thingin common: 

capacity cannot be expandedinfuture without simultaneous action along all oftheselines. 



Chapter Four 

103 

THE NEXT TWENTY-FIVE YEARS 

Contents 

P a r a g r a p h s 

I. THE CONTINUING NEED FOR DEVELOPMENT CO-OPERATION 
AND THE DD2 FRAMEWORK 1 

II. IMPLICATIONS FOR TECHNICAL CO-OPERATION PROVIDED BY THE 
UN SYSTEM 12 

III. HOW CAN THE UN SYSTEM BEST MEET THE CHALLENGE OF DD2 
AND OF THE NEXT TWENTY-FIVE YEARS? 25 

A. Content o f the P r o g r a m m e 26 

(1) The inputs 26 

(2) Kinds of co-opera t ion 32 

(3) The use of the tools of technica l co-opera t ion 39 

(4) The comprehens ive country p r o g r a m m e concept 49 

(5) Substantive a r ea s of specia l significance 57 

B . The Country Approach 69 

(1) Genera l 69 

(2) The re la t ionship between global s t r a t egy and the country approach 71 

C. The Case for UNDP Financing "Non-Country" Actions 76 

D. The Case of the Less-Developed among Developing Countr ies 82 

E . Towards a More Coherent and Comprehens ive Approach 90 

F . Admin i s t ra t ive , Manager ia l and Organizat ional F e a t u r e s 100 



Blank page 

Page blanche 



105 

ChapterFour 

THENEXTTWENTY-FIVE YEARS 

"It's a p o o r s o r t o f memory that only worksbackwards", theO^ueen remarked. 

- L e w i s C a r r o l l , Through the Looking-Glass 

I. THE CONTINUINGNEEDFOR DEVELOPMENT CO-OPERATION 
ANDTHEDD2FRAMEWORK 

1. Perhaps thechief moral tobeder ived from theexperiences o f the las t twen ty- f iveyears 

is that development i sessen t ia l lya long- te rmandexceedingly complex process in which out­

side assis tancecan be of help, but cannot of itself be decisive^ Thisbynon^eanss igni f ies 

that no more external aid i s required by thedeveloping world; on the contrary, thewidening 

gapbetweendevelopedand developing nations^nakes it c le^ r ly in^mbent on both sides tq^ step 

up their current effortsas far as possible. 

2. The most recent estimates, worked out in preparation for the Second Development Decade, 

suggest that^ 

^ the deficitofdomesticsaving over investment in thedevelopingcountries ^"the 

saving gap"^ would be, by 1980, between US^17 and US^34 billion; 

^ their foreign exchange gap would be betweenUS^27andUS^32billion; 

ĉ̂  part of the la t tergap might be bridged a s a r e s u l t of liberalization of t r adeand 

import substitution policies; thesavinggap, on theotherhand , should be met 

chiefly through foreign aid; 

^ the gross national product of industrial marketeconomies may be expected to 

reach US^2,100 billion by!980; the fulfilment of the target of one per cent 

tr^ansfer^ of GNPby 1980 would^yieldUS^21 billion; ^ indus t r i a l , centrally 

plannedeconomiesare included, "the totalestin^ateddevelopm^ent assistance in 

1 9 8 0 . . . might be put at US^26 billion". 1^ 

8. For their part , the Pearson Commission has recommended2^ tha t donor countries 

should increase their resource transfers t o a m i n i m u m p f q n e ^ e ^ ç ^ n t of G N P a ^ 

possible, and in no case later than 1975, and their net disbursements for official development 

assistance toO.70 per cent of GNPbyl975 , and in no case later than 1980. The Commission 

has further recommended that aid givers should increase grantsandcapi ta l subscriptions for 

1^ United Nations, Preparation of Guidelines and Proposals for the Second United Nations 
Development Decade ^doc. E^AC.54^L. 29^Rev.l^. 

2^ Partners in Development: Report of the Conmnission on International Development, 
October l969, page 152. 
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multilateraldevelopmentfinanceto aminimumof 20 per centof thetotalf lowof official 

development assistanceby 1975. 1̂  

4. Pro jec t ionssuchas these underline the need tosc ru t in ize indep tha l la id , fromwhat-

ever source, i no rde r tomax imize i t s impac t fo r thebene f i to f developingcountries and to 

learn frompast mistakes, a n d a l s o t o f i t i t i n t o anoverallframeworkof n^utually agreedobjec-

tives. Inviewof thePearsonCommission 's recommendations, theresponsibilities ofthe 

internationalorganizationsinthis respect will increase correspondingly. 

5. A t theendof the sixties, which havebeencal led"adevelopmentdecadewithouta 

develop^nent policy", ^ andonthe eveof aseconddevelopmentdecade, theneedfor apurpose-

ful ^global designabas found increasinglyvocal expression. During theseventies, it is hoped 

that this modelwil lbesupplied by the Second Development Decade, for which thestrategy is 

now being worked out within theUnitedNations systemand by representativesofn^ost govern­

ments. Although still under discussion, ^ t h e essence of theapproachisa l ready known, and 

n^ay usefully be outlined here, as the framework into whichUnitedNationstechnical co-opera­

tion n^ust fit. It could alsohelp to clarify the function of internationalorganizationsin the 

definition and implementation of the "global strategy". 

6. Whilethe "global strategy" forDD2hastoencompassbothnationaldevelopment 

policies andinternationalaction, the main responsibility, as was expressly stated in the 

General Assembly and ECOSOCresolutions regarding preparationsfor the Decade, 4̂  must 

inevitablydevolve onindividualcountries. Nationaldevelopment policies will not merely be 

incorporated inacon^prehensive development plan but will have toinclude provision for its 

implementat ionandforthemeasuresneededtoovercomedomest ic obstacles todevelopn^ent. 

7. International action willoperate predominantly in the fieldsof trade, offinancialtrans-

fers andoftechnicalco-operation. This is not the place to discuss theorganizationof trade 

or theamount , te rmsand conditions of financial transfers; UNCTADII, theUNCTAD Trade 

and Development Board, and the PearsonCommission have dealt with thesesubjects. 

^ Ibid,page229. 

2̂  UNCTAD, TowardsaGlobal Strategy of Development ^doc. TD^8^Rev.l^. 

3̂  The Committee forDevelopment Planning will meet again in Januaryl970; the 
Preparatory Committee set up by GA resolution 2411 ^XXIIÎ  will complete its work in May, 
thus enabling ECOSOC to discuss the strategy at its summer session and the General Assembly 
to launch the Second Development Decade in the fall of 1970. 

4̂  In particular, ECOSOC resolution 1356 ^XLV^ and GA resolution 2411 ^XXIID. 
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8. This Study hasapa r t i cu l a r responsibility for technical co-operation. The relevant sec­

tion of the"Pre l iminary Framework for an International Development Strategy"!^ pointsout 

that the Development Decade offersan opportunity to evaluate the working of the complex 

m a c h i n e r y s e t u p o v e r t h e l a s t t w e n t y y e a r s t o f a c i l i t a t e t h e t r a n s f e r of skills, " t o r e n o v a t e o r 

redesign it and, where indicated, toextend it into areas in which needs have not yet been 

met". 2^ While it makes no specificsuggestions as tohowtheex is t ing machinery for techni­

cal co-operation should be modified,it sets out the aim clearly: "The most efficient technical 

co-operation n^echanisn^ is that which succeeds n^ost often in providing the developingcoun-

tr ies with precisely thoseresources they need, at the proper tim^e and at the leas t overall 

cost". 8̂  

9. Thea imof the Capacity Study as a w h o l e i s t o m a k e c o n c r e t e r e c o m m e n d a t i o n s f o r t h e 

attainmentof these desiderata, which it wholeheartedly endorses, within t heUNsys t em. As a 

general background for these, the present chapter attempts to define the relationshipbetween 

UNtechnicalco^ope^ationand^he framework of theS^^ondDevelopn^ent Decade. 

10. Clearly, in order to makean effective contribution, it would be imperat ivefor aid from 

external sources,^ whetherUNorbi la te ra l , t o b e dovetailed into individual national develop­

ment plans. 4^ The la t te r should, in turn, reflect theglobal policies, insofar as they were 

germane to the interests ofindividualcountries and, in their totality, s h o u l d a d d u p t o t h e 

worldwideeffort required in order to achieve the s tatedpurposesof the Decade. 

11. An effort of this kind could not stop abruptly at t heendof theseven t i e s . Al l theevidence 

of the past ten years andear l ier indicates that the"bat t le of thegap" is likely t o g o on for 

manydecadesmore . In making anylong- termprojec t ions involvingsubstant ia lchanges inpro-

cedures andsysten^sfor technical co-operation it is thereforeessent ia l to look farther ahead, 

andpreferably to the endofthe century. While t h i s i s n e c e s s a r i l y a l e s s p r e c i s e e x e r c i s e , 

the Capacity Study endeavours to maintain this longer perspective in view, b o t h h e r e a n d i n 

the chapters that follow. 

1̂  Paper submittedbythe Centre forDevelopment Planning, Projections and Policies to 
thePreparatoryComm^it teefor theSecondUnitedNat ionsDevelopmentDecadeandtothe 
Committee for Development Planning^doc. E ^ A C . 5 6 ^ L . 2 - E ^ A C . 5 4 ^ L . 3 3 - p a r a s . 205-218^. 

2^ Ibid, para. 205. 

8^ Ibid, para. 210 

4^ Ibid, para. 215: "If international technical co-operation were tied in more closely to 
the development plans and needs of individual countries, the latter m îght find it m^oreadvan-
tageous than heretofore to organize then^selvestoachieve the n^osteffectiveintegration of the 
external resources so provided." 
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II. IMPLICATIONS FORTECHNICALCO-OPERATION 
PROVIDEDBYTHE UNSYSTEM 

12. The first question t o b e a s k e d is whether t h e r e i s aroleforUNdevelopm^ent со oper­

ation within th i sgenera l framework. In the viewof the Capacity Study theanswer is ^ very 

definite affirmative, forthefol lowingreasons. 

18. First ly, the contribution of technical co-operation serv icesmade through theUNdevelop-

ment s y s t e m s . e . excluding financialtransfers^,thoughvery modest in relation to the total flow 

of external resourcesof which it comprises o n l y 2 . 3 p e r cent,1^ does constitutean additional 

input of considerable value which it would prove difficult to obtain f romalternat ivesources 

were it suddenly discontinued. Last year t h e s y s t e m a s a w h o l e s p e n t more thanUS^O.6bil-

lion in economic andsocial activities, more than one-half of t h i s a t the countrylevel. 2^ 

Moreover, a s m e n t i o n e d a t t h e b e g i n n i n g o f t h i s chapter,thePearsonCon^n^iss ionhasrecom-

mended that the flow through multilateral channels, including that for technical co-operation, 

shouldbe increased. 

14. Secondly, although t h e r o l e o f t h e U N s y s t e m is modest, it is still important because it 

is different in nature and quality f romthe assistance offeredthroughother channels, primarily 

because of i t s inherent characterist ics . These, it is submitted, have not changedsince the 

inception of the various programmes, despite their increase in size. Basically, the distinc­

tion between bilateral forms of co-operation and that provided through t h e U N i s that the latter 

is auniver sa lenterpr i se , i n w h i c h a l l countries part ic ipateonequal t e rms, contributing what 

t h e y c a n in t e r m s o f money, expertise, sk i l l sor training facilities, and receiving assistance 

according to their needs and financial possibilities. There is no distinction between donorsand 

recipients; themajori ty of countries areboth. This, in turn, implies several other important 

anddistinctive characterist ics. Thus, theco-operation offered through thesechannelscannot 

be donor-centred: it must accept the i n t e r e s t s o f t h e r e c i p i e n t a s o f prime importance. Here, 

perhaps, lies o n e o f t h e m a j o r advantages of this formof aid, a n d o n e t h a t s h o u l d c e r t a i n l y b e 

preserved and enlarged. Hand in hand with thisgoes the conceptof political objectivity^ coun­

tr ies should be able to participate inUN programmes of development co-operation in the sure 

knowledge that no s t r i n g s a r e attached, nor any ulterior motivesaspir ing to the extension of 

1̂  In relation to the total technical assistance flow ^i.e. excluding financial transfers^that 
channelledthroughtheUNdevelopment s y s t e n ^ a m o u n t s t o l 6 . 5 p e r cent. Total n^ultilateral 
flows^i.e. including financial transfers^ amount t o ! 3 . 7 p e r cent of the total flow ofexternal 
resources . These proportions a r e b a s e d o n l 9 6 7 f i g u r e s according toDACdefinitions^cf. 
OECD, Development Assistance, 1968 Reviews. 

2^ UNDP: US^180 million; WFP: US^50 million; UNICEF: US^46 million; technical assis­
tance financed by regular budgetsand by various trust funds: US^60 million; for more details, 
see Tables 6, 11, 1 2 a n d l 3 i n P a r t V , Appendix Six. 
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political, economic, commercial or cultural influence. In short, t heUNsys tem should not 

simplyconstitute one more channel for giving aid, but universal and mutual co-operation in 

the true sense. It does not act as a s o r t of brokerbetweendonorsand recipients,but is a 

toolbelongingtoallmember countriesfor the organization of co-operation betweencountries 

on the basisof their equality. It is apar tnershipand not international charity. It i s , there­

fore^ ideally placed t o p o o l t h e r e s o u r c e s and the resourcefulness of many nations. 

15. Within those overall characteristics, two distinct roles can be identified for t h e U N s y s ­

tem. The first, which has exis tedsincei ts incept ion, de r ives f romi t s standard-setting acti­

vities, fromtheinternationaleconomic, social and technicalclearing-housefunctions and, 

moregenerally, from the key and i r replaceableroleof theUNsys tem in discussing, estab­

lishing and promoting international policiesfor development. Thesecond, as Chapter Two 

has shown, was not originally foreseen but has grown u p o v e r t h e y e a r s i n t o anew and impor­

tant dimension, thatof operational act ivi t iesdesignedtoreinforce the developm^ent efforts of 

governm^ents^^^he^forrner^fundan^entaltotheoperationoftheUNsysten^^thoughnotl irnit-

ed to it^because it provides aguide for action, while the l a t t e r - t h e a s p e c t withwhich this 

Study is d i rec t lyconcerned- may have abea r ingona l l e l emen t s ofthe strategy, whether 

nationalor international; i tmaycont r ibu tebo th to shape the strategy at the countrylevel, and 

to implement it. 

16. Thecontribution that these operational functions c a n n ^ a k e t o t h e a c h i e v e m e n t o f t h e t a r -

ge tses tab l i shedforDD2is limited by three main factors: t h e s m a l l s i z e o f present resources 

in relation to the overall needs andto the inputs available fromother, notably bilateral, 

sources; the fact that they are at present confined to the provision of technicalco-operation 

and have no resources or competence to enter the important fields of f inancialtransfers; and 

lastly, the l imi ta t ionsof thecapac i tyof theUN s y s t e m t o c a r r y o u t development co-operation 

activities effectively, which stem in part fromthe complications of work ingonaun ive r sa l 

basis. 

17. As regards the first of these, it has already been argued that, although the r o l e o f t h e U N 

system is necessarily marginal inaquantitative sense, it c a n a l s o b e d e c i s i v e f r o m a q u a l i t a -

t ivepointofviewbecauseof its distinctive characterist ics. By its very natures i t i s b e t t e r 

p laced tog ive thek indof co-operation whichother donors areunl ike ly to offer, for exan^plein 

areas that are politically sensitive, or in undertaking newand risky ini t iat ivesor other assign-

mentsofadifficult nature. Thusi tmaysomet im^esbe c a l l e d o n t o p l a y a u s e f u l r o l e as the 

"lender of last resor t" . Thisdoes not mean that its role is in any way residual. On thecon-

trary, in many places it mayhave ave rycen t ra l andc rea t ive func t ion tope r fo rm, e.g. in 

assisting development planning and in building upthe administrat ivemachineryof the least 

developed countries, thusenabling them to seek additionnai aid toaccel^eratethei^r progress . 

Conceptually, technicalco-operation provided through theUNsys tem, offers room for greater 
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flexibility than many other programmes; the fact that it has not always proved supple in prac­

tice merely points up the need to take fuller advantage of its possibilities. Substantively, it 

has, or ought to have, privileged access to a unique storehouse of universal knowledge through 

the system's sectoral a rms. 

18. As for the second factor, it must never be forgotten that technical co-operation, when 

effectively performed, has a built-in multiplier which repercusses on other important ingre­

dients of development such as financial transfers and t rade. It can certainly contribute to 

larger financial transfers insofar as it expands, or helps to create, the absorptive capacity 

for external financing. This property would be enhanced if it proved possible to adopt a system 

of reciprocal commitments, whereby the industrial countries would provide the external finan­

cial resources deemed necessary to co-operate with those developing countries which had pre­

pared a valid plan, and had shown their readiness to take the necessary domestic measures, 

including the mobilization of the internal resources. Such an arrangement, which would in­

clude joint appraisal of the performance of these countries by donor and recipient countries, 

would have an important bearing on technical co-operation, since financial aid would then be 

channelled in support of those development plans which offered the best prospects for effective 

action. Similarly, technical co-operation can create the conditions for specific investment by 

carrying out the necessary preliminary investigations; this indeed was the basic philosophy 

behind the "pre-investment" concept which gave birth to the Special Fund. 

19. Again, technical co-operation may sometimes contribute - though in a very ancillary 

manner - to the organization of trade by assisting in the preparation of the domestic measures 

necessary to take full advantage of international agreements. 

20. Technical co-operation has, moreover, a longer-term raison d'être. Its essential pur­

pose is not to do things for developing countries, but to help them to do them for themselves. 

It has thus a built-in device for self-liquidation, without which genuine development may never 

take place. 

21. In the words of Mr. Philippe de Seynes, Under-Secretary-General for Economic and 

Social Affairs: 

"In formulating a global strategy, we would be wrong not to give technical co-oper­
ation the prominent place which is its due. It is the essential tool which enables us 
to act in such areas as social policy, education, urbanization, employment and, in 
a more general way, the development of human resources . While the influence of 
these resources on growth rates may only be remote and not always easily discernible, 
they have a profound impact on development capacity. In a large number of countries, 
it is not so much growth rates as the strengthening of development capacity which 
should serve as our criterion when we judge their performance over part, at least, 
of the next Decade, and if we did not stress this factor we should be letting ourselves 
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in fer some needlessdisappointments." 1̂  

22. In short, technical co-operation is anessen t i a le lementof theg loba l strategy and, pro­

vided it is properly n^ouldedbyan^atureU^developn^ent doctrine, b a s e d o n p r a c t i c a l e x p e r -

ience, couldconstitutethechief a r m o f t h e l ^ s y s t e m i n i t s endeavour to translate that s t ra­

tegy intoaction. 

22. This underscores the importance of breaking thebottlenecks limiting the operational 

effectiveness of t h e l ^ d e v e l o p m e n t system, which wereanalysed in the preceding chapter. 

Their constricting effect canonly increase if operational activities are expanded in response 

tothechallenges of D02 and the recommendations o f thePea r son^ommiss ion . Manyof 

these problemss temfromthebui l t - ind i f f icu l t iesofadminis te r inga multipurpose universal 

operation, compounded, as the brief historical analysis in chapter Twoshowed, by the ad hoc 

manner in which n^achinery never designed for that purpose h a s b e e n f o r c e d t o t a k e o n oper­

ational responsibilities. 

2^. The dilemma, then, is how t o r e a l i z e m o r e fully thebenefits of the unique contribution 

t h a t a t r u l y multilateral programme of co-operation can make, whileyet ironing out t he fo rm-

^dable practical difficulties of aun^versal approach. In order t o r e s o l v e i t , in^portant proced­

ural, administrativeandorganizational reforms will be necessary. Therecom^n^endations of 

theS tudy in these respec t s are outlined in^hap te r One, andd^scussed inmore detail in Pa r t s 

III and 1^. The present chapter attempts to define the basic principles which should provide 

the leitmotivof the operation and find their reflection in the modifications proposed. It takes 

intoaccountthe conclusions whichemergefromtheforegoinganalys is , viz: 

â̂  the need to make theU^sys temopera t iona l ly efficient whileretaining 

those specialcharacter is t ics which n^akeits contribution unique; 

b̂̂  that, in order tomake full useof those special properties, t h e U l ^ p r o -

gran^n^en^ustbeflexible anddynamic; 

^ that, because it is quantitatively small, in relative and absolute t e rms , 

its contribution should beemployedstrategically within the fran^ework of 

all availabledevelopn^ent inputs, whether t h e s e a r e t o b e provided f r o m a 

country's internal resources or f romouts ideass i s tance , including bilateral 

programn^^e^ 

^ similarly, because it represents only one of the e lementsneededto spur on 

the development process, close links must be forged with the organizations 

mored i rec t lyconcernedwi th theo thers , notably trade andf inancial t ransfers . 

1/ Statement to the Economic Committee of the 23rd session of the General Assembly 
(doc. A/C. 2/L. 1002 , page 12). 



112 

III. HGW G A ^ T H E U ^ S ^ S T E M ^ E S T M E E T T H E GHAI^l^E^GE 
GE D02 A^O GE THE ^ E ^ T T W E ^ T ^ - E l ^ E ^EA^S7 

25. T h e p r o b l e m o f i n c r e a s i n g t h e capaci ty of t h e l l ^ s y s t e m t o support the deve lopmentof 

m e m b e r coun t r i e s i s p a r t l y a q u a n t i t a t i v e o n e , r equ i r i ng l a r g e r inflows of money. 13utthis 

cannot be a t o t a l o r a f i n a l answer f i r s t ly because , without fur ther proof of the p rac t i ca l ad­

van tages of th i s channel , t h e m a j o r donors a r e u n l i k e l y n o w t o d i rec t a v e r y s u b s t a n t i a l l y l a r -

ge r p ropor t ion of t h e i r funds to t h e l l ^ p r o g r a m ^ n e s ; secondly, un less t h e r e w a s a d e c i s i o n t o 

i n c r e a s e b o t h t h e t o t a l v o l u m e o f a i d a n d t h e s h a r e o f t h e 11^, any such switch would b e a t the 

cost of o ther forn^s of aid; and th i rd ly , moneyof i tself will n o t e x p a n d e f f e c t i v e c a p a c i t y t o i t s 

fullest extent u n l e s s new methods a n d p r o c e d u r e s a r e in t roduced s in^ul taneouslywhichwould 

m a k e b e t t e r u s e o f r e s o u r c e s . This would involve: 

(a) g r e a t e r va r ie ty in t h e c o n t e n t o f the p r o g r a m m e ; 

(b) c l o s e r re la t ionship with the n e e d s o f i n d i v i d u a l c o u n t r i e s ; 

(c) c l o s e r r e l a t i o n s h i p w i t h o ther forms of ex te rna l co-opera t ion , both within 

a n d w i t h o u t t h e s y s t e m ; 

(d) any n e c e s s a r y admin i s t ra t ive , m a n a g e r i a l ando rgan i za t i ona l innovations 

n e e d e d t o a c h i e v e t h o s e ends . 

T h e s e f o u r f a c t o r s wi l l be dealt with in tu rn . 

A. G o n t e n t o f t h e P r o g r a m m e 

(1) The inputs 

25. U p t o n o w t h e t w o c o m p o n e n t s o f U^OP have f o l l o w e d a f a i r l y s tereotyped pa t t e rn of ex­

p e r t s , fel lowships andequ ipmen t . I t i s t r u e t h a t t h e Special Eundchanged the emphas is , but 

in p r a c t i c e , although the p r o p o r t i o n s o f the ingredien ts had been changed, t h e b a s i c r e c i p e w a s 

s t i l l t h e s a m e . Moreove r , t h e u n d e r l y i n g p r i n c i p l e o f b o t h c o m p o n e n t s was that t h e U ^ c o n t r i -

b u t i o n s h o u l d o n l y cover costs that would norm^ally have t o b e c o v e r e d by foreign exchange; a l ­

though in r e c e n t y e a r s this has no longer been s o s t r i c t l y applied, it r e m a i n s t h e g e n e r a l r u l e . 

2^. ^ a r i a n t s o n t h i s approach have tended to take the form of s e p a r a t e ! ! ^ p r o g r a m m e s , 

r a t h e r than being added to t h e s a n ^ e n ^ i x , although they a r e s o n ^ e t i n ^ e s u s e d i n a c o m p l e m e n t a r y 

way. T h u s , U^IGEE d o e s n o t p r o v i d e e x p e r t s b u t c a n c o v e r what a r e norm^allyconsidered 

" l o c a l c o s t s ^ i n t h e f o r m ^ o f b a s i c e q u i p m ^ e n t , a n d t h e p a y m e n t o f s t ipends f o r l o c a l pe r sonne l 

or t r a i n e e s . W E P , for i t s pa r t , supplies food which may be used for rel ief in emergenc i e s , or 

as capi ta l inputs into e c o n o m i c a n d soc ia l development p r o j e c t s , including school feeding. More 

recen t ly , t h e r e s o l u t i o n set t ing up the Gapital Development E u n d l ^ a d o p t e d a p a r a l l e l approach 

1/ GA reso lu t ion 2186 (XXI) 1 Ar t . IV(3) . 
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by envisaging contributionsbeing made, not only in the form of cash, but also in kind, although 

at the time of writing the contributions received have mainly comefromthe developingcount-

ries themselves. 

28. The experience of the las t twenty y e a r s o r sohas shown that development problems are 

s o v a r i e d i n t h e i r n a t u r e a n d d e g r e e s o f complexity that they must be met b y a s i m i l a r l y flex­

ible ̂ nd wide-ranging ser iesof solutions. The neat, cut-and-dried formula of experts plus 

fellowships plusequipment cannot provideauniversa l answer. Manyoftheindividualsand 

governments consultedduring the Study haveexpressedst rong reservations about "moreof 

thesame" , urgingthe need forbold new dimensions. Unfortunately, the number of sugges­

tions made to the Study about the form these new dimensions should take has been sparse . In 

part this is due to the crucial decisions not to adopt the SU^EEDapproachwhichclosedwhat , 

in many ways, would havebeen the most logical area for expansion and innovation, providing 

direct access to capital inves tmentonlessonerous te rms . In this way theco-operat ion offer­

e d todevelopingcount r iesbytheU^couldhave^rangedover thewholegamutof tangib le inputs^ 

thus ensuringgreater suppleness in their use and possible combinations. Moreimportantly 

still it would have perm^ittedcontinuity of purpose f romthef i r s t inception of aproject , perhaps 

withaprel iminary study requiring theserv ices of only one expert, through detai ledpre-invest-

n^ent investigations, t o i t s culn^ination in actual investment, if this was r equ i redandwas 

eventually deemed justified. 

25. Theprev iouschap te rhas shownl^ t h a t i n t h e c a s e o f "pre-investment" projects in the 

strictest sense of the term, the fact thatU^DPco-operat ion stops shortbefore the investirent 

s t a g e c a n b e a d e f i n i t e b r a k e o n i t s effectiveness. Potential investors, whether public or p r i ­

vate, a re re luc tan t toaccept the findings of other investigators, however reliable, without 

further studies and thisoften leads to unnecessary delays andexpenditure. It is t rue that a 

considerable effort hasbeen made to overcome this obstacleby forging close links with the 

Î ^BD and the IDA but the different characterist icsof these organizations -notably weighted 

voting and limited m^en^bership- make it difficult t o c a r r y this process to what mightbe con­

sidered the most expedient way outof the dilemma, namely, t o b r i n g U ^ D P a n d the 13ank even 

closer, so that they opera teas t ru lycomplementary programmes, two halves ofthesam^e 

whole. In practice, the current building of new bilateral linksbetween the ^5ank and individual 

Specialised Agencies, ^whiledoubtl^es^^producin^positivere^u^ts, is^tendi^ngto create^^ne^v 

pre-investment^investmentaxis, operating separately from the main body of Ul^DPactivity 

with the risk of duplication and of separa te ra ther than joint action. 2^ 

1/ Chapter Three, paras . 61-66. 

2/ Chapter Two, para. 48. 
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30. This, in itself, cautionsagainst any tendency to fall into thesame er ror by proposing 

tha tU^DPshould emulate IDA by entering into the capital loans field now, whatever one's 

judgement about theSUl^EED decision of ten years ago. ^et , the dilemma remains, and is 

m a d e m o r e acuteby the lackof any source of f inancewi th in the reachof themos tneedyof 

thedevelopingcountries who, caught in the vicious circle of under-development in its cruel­

lest form, canno tbreakoutbecauseof thegrowing loadof debt andtheir inability ton^eet the 

commitments onexternalobligations which are ap re - requ i s i t eevenfor lDA loans. If one 

accepts the r o l e o f t h e U ^ i n the te rmsdescr ibed in the previous section, then it is clear that 

it must assun^especial responsibility for countries whofindthen^selves in this plight. 

31. More will be sa id la te r about special n^easures that could be taken to helpsuchcountr ies 

within the traditional scopeofUl^co-operation, by wider interpretation of the regulations, but 

here, where the main concern is to find new horizons within which the programme might oper­

ate, there is surely a c a s e t o b e made f o r U ^ D P t o b e g i v e n the faculty of making outright 

grants-in-aid for l imitedcapi ta l expenditure in support of projectsor , in certain cases, for 

r ecu r r ingcos t s . T h i s c o u l d p e r h a p s b e a r o l e for theCapital Development Eund, which rather 

tardily saw the lightof day a t a t i m e when its inheritance had already been dispersedelsewhere. 

Clearly, it would have tobemoregene rous ly endowed than is t h e c a s e a t present, but this 

would provide anopportumtyforMember Governments o f t heU^ , according to their means, to 

den^onstrate the validityof their intentions topron^otedevelopn^ent in them^ostneedycases 

whichare , at present, excluded from all but the most marginal benefits. Any funds n^ade 

available for this purpose should be managed byU^DP in accordancewith regulations designed 

t o e n s u r e t h a t t h e y a reused for the benefitof countries who have negligibleaccess to other 

sources of finance, and for projects which are integratedwithinthe^country programme".^ 

I n s u c h c a s e s , theselect ion of projects would be even n^ore crucial than usual and they would 

n e e d t o b e r i g o r o u s l y scrutinized so that preferential treatment wouldonlybegiven to key 

operationslikely tocontribute positively to thebreaking of bottlenecks to developn^entcapacity. 

There would also need to be close consultation with T ^ D a n d IDA, in order to dovetail the two 

operat ionsandavoidover lap. Clearly, if aproposal along these lines found favour it would 

need more detailedexaminationbeforebeing finally approved. 

(2) I^indsof co-operation 

32. Eivekinds of technical co-operation may be identifiedatthepresenttin^e^ 

- technical advisory assistance, a in^edat t ransferr ingatechnical skill directly 

f romperson to person, whether in two stages o r t h r e e ( i . e . teacher-to-teacher-to-

taught). Here, again, training, teaching, or demonstration in field or workshop 

1^ ChapterEive 
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or office is the important ingredient; 

operational assistance, where the operatorholds a l ineposi t ion in the hierarchy 

of thegovernment or other institution being assisted. Teachingor training may 

also be involved but the difference is that the immediate purpose i s the performance 

of the function andonly secondarily the training of areplacement . 

^oth of these may bereinforced by auxiliary^technical advisory operational ass i s ­

tance in the for^nof volunteers^ associateexperts andthel ike ; 

executiveassistance, anew ter^m describing assistancegiven to doaspec i f i c job 

involving little or no significantelement of high level professional t r a in ing - e.g. 

aonce-for-all survey of averyadvancedtechnological nature, designed to lead to 

investment; 

training assistance, an amorphous groupof activities which comprises seminars, 

study tours, training courses,work shopsand working groupsof experts, together 

with the very considerable range of fellowships; 

- equipment assistance, a t e r m u s e d to describe the material inputs which fall short 

of actual financial assistance, but which may be used with any oneof the other 

formsof co-operation listed above. This ru les out transport systems, power com-

plexesand the like, but does include transport for thejob, drilling r i g s f o r the geol­

ogists, work shopequipment for thedemonstrator-engineer. 

beyond these categoriesoftechnicalco-operation stretch the varieties of f inancialco-oper-

ation, from straight grants through various typesof loans to exportcredi ts andcontractor 

finance. 

33. The first question is whether t h e r e i s any segment of the developing countr ies 'needs 

which t h i s a r r ay does not meet. The answer seems tobe that, while the assortment is sat is­

factorily comprehensive, anumber of "grey areas" exist which do not fit tidily into any one of 

the categories listed and to which it might well be profitable to pay more attention. 

34. The re i s , for example, onesuch grey area in which research, pilot projects, inter­

mediate technology and the transfer of technological knowledgecovered by patents andlicences 

meet. It is doubtful whether t h e U ^ development system is attempting anything significant in 

this area; it is hardly sufficient to despatch as^istanc^ workers to developing cou^ntries^ano^ 

expec t themtoworkout on their own the adaptations and projectionsof modern technology to 

local conditions. One useful innovation might be to s e l e c t a r a n g e of problemsandcont rac t 

with research institutions(e.g. such as the International I^ice r e sea rch Institute) for a p r o -
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gramme of investigations andof preparation and backstopping of field workers. 1^ Another 

might be for t h e U ^ s y s t e m to operateaclearing-house to facilitate the transfer of privately-

owned technologies, thus providing multilateral access fori tsMember States to the technology 

available in different pa r t so f thewor ld . This might beextended to the exchange of practical 

developn^entexperience through t h e U ^ s y s t e m , e.g. inforn^ationaboutexperiments, method­

ologies, techniques andsystems appliedwith success in developingcountries (say, the method 

of photo-interpretationemployedinCountry "X" or thesys temof literacy or educationcarried 

out successfully i n C o u n t r y " ^ " ) , c o u l d b e p l a c e d a t t h e d i s p o s a l o f U ^ D P o r requested through 

the organization. Arrange^nentsof this kindcould be of in^mensepracticalvalue to the develop­

ingcountr ies ^^d cou^d ^ ^ o ^ ^ ^ ^ ^ i ^ y b ^ n ^ ^ d e with adequaten^utualsafeguards and confi 

dence only through an international mediums; they would necessarily be inter-disciplinary. In 

certain cases theycouldalso lead to a c l o s e r l i n k with private enterprise whichcould be of 

considerable value. 

35. Another g r eya rea lies somewherebetween legal problems, especially those of an inter­

national character, political disputes and negotiations and major developmental undertakings. 

T h e U ^ s y s t e m w o u l d surely per forman invaluable servicefordevelopingcountr iesif i t ope r -

atedahigh-levelconsul tancy servicedesignedtoprovideobject ive adviceofahighly special­

ized technologicalor professional nature. 2^ (An obvious ca se i s the f i e ldo fpe t ro l eumwhere 

agovernmentof adevelopingcountryhas l i t t le choicebutto resort toforeignfirn^s whose ad-

v i c e i s comn^ercially oriented, but there a r e m a n y o t h e r s . ) This would not necessar i lymean 

the n^aintenanceonafull- t imebasisofhighly-paidconsultants in all the specializations likely 

t o b e r e q u i r e d . It is not in^possible to envisagearrangements whereby governments, particu­

larly thoseof the technologically more advancedcountries, wouldprovideU^DP wi thapanel 

of names of people availablefor short missions, with reasonable notice, andwhosecompetence 

and integrity the government concerned would underwrite. Any such consultants would natur­

ally be employed byUl^DP as international officials^ 

36. Ath i rd grey area lies in the f ront ier landsof feasibility studies, between pre-investment 

and investment. It hasbecomeincreas ing lyc lear over the last few years that, while develop­

ingcountr ies havebeen showered with studies and surveysof every kind, they still suffer from 

a dearth of projects elaborated to the pointof providing all the technical, economic and 

1^ Aproposal much along these lines was n^ade to the Governing Council by the Administra­
tor inmune 1269: cf. Ul^DP, repor t of the Governing Council, Eighth Session (doc. E^4706, 
paras . 53, 94 and 191). 

2^ Ina fewspec i f i c ins t ancesU^DPhasprov ided services o f t h i s n a t u r e b u t t h e a r r a n g e -
n^entshavebeenadhocandte^mporary. What issuggested here is apermanent consultancy 
service towhichgovernm^ents can apply for counsel. 
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financial data required for investment decisions. Hereagain, U^DPshould t ry to bridge the 

gap. An ingenious suggestion for financing such feasibility s tud iesbyU^DP without imposing 

anundueburdenon i t s resources wasn^ade to theStudybyone correspondent, whoproposed 

the establishment of arevolving fund; once the project hadat t rac tedcapi ta l investment, the 

cost of the feasibility work would be charged to the totalvalue of the financed project andwould 

berein^bursed after the work had beenca r r i edou t . An arrangen^entof this kind wouldclearly 

n e e d t o b e w o r k e d o u t c a r e f u l l y a n d i n d e t a i l t o avoidson^e of the moreobviousprac t ica l diffi­

culties and might beapplicable only in certain se lec tedcases . ^ut it certainly m^erits further 

examination. 

37. The only new form of assistance which hasbeen suggested to theStudy could be described 

as Service Assistance. This wouldentail responsibility for opera t inganecessary service, 

possibly new to the country, as awhole and for an adequate perjodof t ime. It would b e a h y -

brid facility havingoperat ionalresponsibi l i t iesandan executive function, combinedwithas 

nmch^training assistance as ^required^ The difference would be that the^ervice^would not be 

within the government n^achine but wouldoperate possibly as aparas ta ta lbody. ^a tura l ly , i t 

would hire locally as widely as possiblebut would have some freedom fromthe controls and 

regula t ions , t radi t ionsandsofor thwhichnowso often frustrate efforts. The kinds of service 

which might beeligiblecould be industrial estates, export crop production, ve t e r ina ryse r -

vices ( i .e . where the product could beexpec t ed tobea r the cost), mineral andgeological p ros ­

pecting andsomebranches o f t echn ica lo r t rade t ra in ing . ^ u t i t wouldbe essent ial to avoid 

setting up parallel structures s implybecauseanexis t ingminis t ryorgovernment service did 

not function properly for adn^inistrative, financial or other reasons. 

38. Einally, a w o r d m i g h t b e s a i d i n f a v o u r of ancore extendeduseof correspondencecour-

ses wherever this m^ethodcan be applied. Its advantages for countries w i t h v e r y s c a r c e r e -

sources are striking: minimal overheads, noboarding or travel costs, no discrimination on 

account of previous education, familyor present position, and ^hes tudentproceeds^a t^ isown 

pace, without needing access to l ib ra r i e s or other expensiveeducational facilities. A multi­

tude of sub^ectscan be handled in this way a n d a s m a l l staff of tutors can cope easily. More­

over this n^ethodovercomes am^ainhandicapoftechnicalco-operat ion- the limited in^pact of 

the operator. It goes without saying that radio and television can be usedsimilar ly , but these 

are expensive and le^s flexible instruments. 

(3) The use of the tools of technical co-operation 

39. The policiesof the early years of U^ technical co-operation decreed thatexecution 

should be the exclusive prerogativeof the Specialized Agencies. There were good reasons why 

this should bedone, especially when the programme was small, andtheir contribution in many 

cases hasbeen considerable, l^ow, however, that t hep rogrammehasgrown proportionately 
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very much larger , andtheever-extendingdimensions andcomplexitiesof development have 

been moreful ly revealed, theUl^development systemclearlycannotn^ake aneffectivecontri-

bution unless it adopts a t rueuniversa l i ty mobilizing thebes t brains, knowledge ^nd facilities, 

wherever thesecan be found, whether within or without the s y s t e m o r i n t h e p u b l i c o r t h e p r i -

va te sec to r . This is the true meaningof the "internationalcharacter" oftheU^progran^m^es. 

Unless the world-wide scourge of under-developmentis a t tackedonaworld-widefront , the 

deve lop ingcoun t r i e swi l loncemorewai t inva in for thosefresh horizons so of tenandsovainly 

promised in the past. 

40. Many of thesuggest ionsmade in the previous section would, in fact, involvedirect 

arrangementsbetweenUl^DPandna^ionalorgamza^ons, institutions and^or governments. 

Similarly, the swellingvolumeof activities will demand much greater useof contracting out­

side t h e U ^ s y s t e m t h a n hasbeen the case up to now. While much of this will continue t o b e 

done through the mediumof the Agencies, anumber of circumstances can be envisaged where 

ad i r ec t relationship between the financing agency and the actual operator will bespeedier , 

more economicandmore efficient, than the three-cornered methodadopted now. Inexploring 

these new methods, however, care would be needed to protect the valuable element in theback-

stopping process , which, a t i t s b e s t , meansthat field workers c a n d r a w o n t h e systen^'s r e ­

sources of world-wide experience andknowledge. 1^ 

41. T h e r e i s another s tageyet . Already, over the last twenty-five years , anumber of devel­

oping countries have made considerable progress and their needs havebecomemoresoph i s -

ticated. They still needoutsideco^operation, but co-operation of adifferent kind, in which 

they themselves can part ic ipatemore fully and at ahigher degree of ski l ls than was possible 

in the past. This n^eans that the manner of technical assistance cannot be stereotyped but must 

be variedappropriately as the development process progresses. In t he l a t e r s t a g e s - andcer -

tainlyson^ecountries have reached t h e m a l r e a d y - national institutions or firms within the re -

cipientcountry itself could be u s e d a s executingagents, under suitable technical and inter­

national supervision. This would provide the institutionsand firms within the countries them­

selves withvaluable experience in preparing pre-investment and feasibility studies, etc. which 

would better enable themtoproceeda lone subsequently. 

42. Even without new dimensions theexis t ing toolsof technical assistance could be used 

n^ore imaginatively. A large proportion of U^DP technical assistance funds 2^ a r e s p e n t o n 

experts whooccupyakindof sacrosanct pos i t i ona t thehea r t of the operation, leaving aside 

theunfortunatechoice andconnotationofthe word"expert" , which is discussedelsewhere 3^ 

1^ Theseproposednewrela t ions are more ful lydevelopedinChapterEive. 

2^ 64 per cent of total project costs. ( S e e P a r t ^ , Appendix Six, Tables 1 6 a n d l 7 . ) 

3^ InChapterEight , para. 52. 
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there i s r o o m for doubt as towhether this concept shouldcontinue indefinitely. It is true that 

the "expert" can be avaluable multiplier, instilling new techniques in tohis immedia te counter­

parts who, in turn, pass them on to others, and traimng other national personnel, but in all too 

many cases there is a tendencyfor the "expert" to assume, o r b e e x p e c t e d t o assume,full r e s ­

ponsibility for the immediate task in hand, with the result that he may well continuein the 

post long beyond theper iodor ig ina l lyant ic ipa tedandleavebehindhin^avoid nearly a s l a r g e 

asbefore^ Even when it isrecbgnized, in^o-ca l ledGPEXappoin tments^ tha t the"exper t " 

n^ust takeon direct executive functionsfor the tim^ebeing, arrangements to understudy and 

eventually replace him are often inadequate. The use of "experts" for prolonged periods 

mere ly to stop upgaps in the national adminis t ra t ions anegation of the principle of technical 

co-operation a n d a w a s t e of potential resources. Moreover, the re la t iveneed for expertise 

fromoutside varies greatly and may even be negligibleinson^e of the ^more advanceddevelop-

ingcountries which already have qualifiedcadresof national technical andprofessional person­

nel. As the development processgathers impetus in more and more countries, increasing 

amounts of other inputsa re likely t o b e required-fel lowships , equipment (not necessarily r e ­

lated in every case to the provision of expert personnel, provided that it responds to agenuine 

technicalco-operationneed), short periodic vis i tsbyconsul tants to assist in solving sophisti­

cated technical problems o r i n t h e t r a n s f e r of new technology, l inkingarrangementsw^th s i s ­

ter enterprisesindevelopedcountr ies , etc. 

43. At the same t ime, the functions of the expert should be defined less rigidly, w^thdue 

regard to the requ i rement so f the job . Thesomewhat arbi t rary distinction betweenGPEX ex­

perts and those with purely advisory functions should be eliminated: i t m u s t b e h a r d t o f i n d 

the t ru ly successful advisory expert whohas not, f r o m t i m e t o t i m e , hadto s t e p o v e r t h e di­

viding line in order to ensure that his advice is properly applied. 

44. T h e r e a l " e x p e r t " i s a s c a r c e , andan expensive, commodity. Those rarae aves who 

really deserve the te rm should be usedsparingly and well. Therewould^, fô r exam^ple, see^m 

toben^uchn^ore scope for using larger nun^bers of associate andjunior staff and for creating 

amobi legroupof highly qualified andexperienced professionals whowoulddivide their atten­

tion between several projects andcountries. ^ariousrecommendations o f t h i s k i n d w i l l b e 

made inChapte rEigh t . E o r t h e n ^ o m e n t i t i s sufficient tonote the importance of adoptinga 

flexible approach toward th^ function of the"^expert". 

45. Since, ^nthefinal analysis, it is human resources wmch determine thesuccess or fail­

ure of development efforts, the training elem^entisofsupremein^portance in any programme 

of technical co-operation particularly if, as suggested here, it is envisaged in the perspective 

of awho legene ra t i ono rmore . ^ery considerable scope exists for new and im^aginative think­

ing aboutthe adaptation of eo^^atio^al and training curricula and metl^od^tolocal conditio 

theintroductionofmoderntechniques whichwould increase the n^ultiplier effects. Sin^ilarly 
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a f r e s h a p p r o a c h i s required to the subjectof fellowships so that they becomean integral and 

productive component of the p rogrammera ther thanasomewhatn^arg ina l activity. Again, 

t hesemat t e r s will be elaborated in ChapterEight. 

46. Theessence of the thinking behind these purely illustrative examples is that t h e U ^ s y s -

tem must co-operate fully in the development e f for t sof i t sMember States and n^ust therefore 

be sensitive to the varying requirements of eachone, responding to the continually shifting 

nuances of what is , by definition, anessential lyfluidsituation. I t i s n o t just a c a s e , therefore, 

of introducing newdimensions, important as these mightbe, but of making imaginativeand 

flexibleuse of theexist ing inputs, as well as of any newones that may beadded later. It 

means a t r u e m e r g e r b e t w e e n t h e T A a n d S E components of U^DP, interweaving the two as 

localcircumstances require, which in turn presupposes synchronized progran^n^ing of the two 

a t thecoun t ry l eve l . It also means muchc loser l inks , especially at the programming stage, 

b e t w e e n U ^ D P a n d o t h e r U ^ p r o g r a m m e s ( W E P , U^ICEE, etc.) offering other types of assis­

tance, a concept that will be elaborated further in the section entit led"The Country Pro-

g r a m m e " i n C h a p t e r E i v e . Einally, and most importantly, it means that there must beaun i t 

withinU^DPHeadquarters whose principal functions a r e t o k e e p abreastof all the latest inno­

vations related to development; t oa s s imi l a t ea l l advances in development theory basedon 

soundpract icalexperience; and to exerciseimagination in constantly seeking new forms and 

combinations of providing technicalco-operation to suit individual needs. 1^ 

47. It is only, therefore, the ou te r l imi t sof the programme which should be defined i n a 

generalway, indicating that co-operation can begivenonly for purposesdirect ly related to 

theeconomicandsocia ldevelopmentof the country concerned, and marking the frontiers with 

other types of co-operation, e .g. capital loans. Within that framework, the number of poss­

ible combinations should beinfinite. 

48. Twenty years on, w e a r e s t i l l trying tobake the cake in basically the same way as we 

did in the 1940's. l^ot only is it time to seek new ingredients a n d a f r e s h recipe now, but we 

must continually try to improve the mixture in the future, progressively adapting it to evolving 

circumstances, so that, hopefully, b y t h e e n d o f t h e century, theconcept of economicand 

social co-operation between nations may have taken onacomplete lydif ferentguiseand be 

readyto enter anew phase. 

(4) The comprehensivecountryprogrammeconcept 

49. Within the overall picture, the question then arises as tohow far the various inputs from 

theU^deve lopmentsys temshould add up t o a c l e a r l y identifiable andcomprehensive whole in 

1^ This concept is spelt out in Chapter Seven, paras . 102-106. 
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each country, since this would meet, in considerable measure, t h e s t r i c t u r e s o n the present 

scatterization of projects and fragmentation of efforts - the "sprinkler" approach- which has 

already been described in Chapter Three. 1^ 

50. TheCapacity Study therefore posed the question whether it would be "possible and 

desirable to p l anU^DPpro^ec t sa t t hecoun t ry l eve l so that they are ^mutually complementary 

and in to toconst i tu teacoherentcountry programme which is an ident i f iab lee lement in the 

national development plan". The responses ranged from firm support of the idea toscept ic i sm. 

As one Agency put it: 

"The need to depart from the piecemeal approachwhich has prevailed so far is 
obvious. Wemust avoid the post facto exercise of putting together within the limits 
of existing resources anumber of scattered andprobablyunrelatedprojects emanating 
fromvariouspromotional activities of eleven agencies, orperhapsn^ore precisely 
their many sub-divisions, or resulting merely from past impetus. Programming is 
apositive, p remedi ta tedac t ion tomouldapackageof projects which are geared to 
the priority needs of the country, which utilizes i naconce r t ed manner the various 
inputs ^t the disposal of t h e U ^ s y s t e m ^ — 

51. Other contributorsraised serious objections to the suggestion. According to oneschool 

of thought, theattempt to provide for amoreco-ordina ted programme i s n o t s o m u c h i m p o s -

s ib leas unnecessary: 

"It is conceivable that an apparently fragmented ser ies of U^DP activities which 
f iHeds t ra teg icgaps inana t iona l development plan wouldserve a^very useful pur­
pose". 

52. ^ut whatever the point of view, there is unanimous agreement that the principal need is 

impact. It is essential that the"country programme" workedout by thegovernment and the 

U^development sys temshouldn^akesenseas awhole, either as acollection of par ts , or as 

an integratedconcentration on one or two areasof activity. To do this it must fulfil onebasic 

criterion: that it represents the most effective programme of development co-operation which 

can be delivered by theUl^development system at that t ime. Thus, incountr ies where there 

was nojustification for assistance of a m o r e integrated kind,the"plug-in" approach might be 

the most appropriate. A t theoppos i t eendof the scale, in^pactm^ightbestbeachievedby con­

centrating the to t a l con t r ibu t ionso f thesys t en^ononeor two la rge multidisciplinary projects. 

It would also be conceivable, for instance, in the caseof asmallandpoorly-endowedcountry, 

to concentrate ^thebulk of i:he activities ^ l ibe ra t e ly on ^nem^ajor^ undertaking designed to 

ach ievea rea l break-through inapa r t i cu l a r region or field. To assist in setting up an effi-

cientpublic administration in suchacountry , for example, could be much more useful than 

doingabi t of health, a b i t of education, a n d a b i t of agriculture. Gnceagain, the key is 

flexibility. 

Paras. 83-85 and para. 101(d). 
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53. That being said, it i s c l e a r that one of the constraints on effective action by theUI^ devel­

opment system in the past hasbeen the variety and complexity of the system itself, reflected 

inwide lyvary ingdevices for transferring knowledgeandresources. While this variety is in 

some respects an asset, denoting an almost Umitless potential forflexibility, greater co-or­

dination anddovetailing between all these myriad approachesis essential. While it is imposs­

ible to lay down anyhard-and-fast rules a s t o h o w t h i s should be done, a fewexamplesmay 

serve tohighlight the principles which should underl ieeach individual progran^n^ing exercise, 

apart fron^the need tosynchronize the progran^n^ing of all the inputs available from^theU^ 

developn^entsystemand integrate then^within the fran^ework of the national developn^ent plan. 

54. The social dimension of development, for exampie, is generally treated separately from^ 

the technical or economic aspects, adichotomy which results in rhetorical"social" projects 

with no bearing on reali t ies, and in shortsighted technical projects with nograsp of the human 

factor. If, as may happen, t h e U ^ s y s t e m is too often simply trying to transplant ideas from 

the developedworldintosociet ies that are intrinsically different, t h e r e i s ac lear -cut need for 

seeing projects in the round andensuring that adequate measures are taken to explore, and 

take into account, the socio-cultural circu^nstanceswithinwhich the transfer of technical 

know-howandski l l shas to take place. 1^ 

55. Aproject should alwaysbescrut inized in relation too ther projects in thesamecountry , 

or possibly sub-region, i n o r d e r t o v e r i f y whether cross-fertilization with their disciplines is 

necessary or possible. If i tbecomes acceptedpract iceto consider every sectoral project in 

the morecomplex network of its relationship with other projects andother dimensions of 

development, thescope for deliberately undertaking jointeffortswillexpand to the point, in 

some cases, of concentrating the developn^entact ivi t iesof theU^systen^aroundafew 

"development foci"; obvious examplescanbefoundin the fieldof regional development, but 

other act ivi t iesare equally suitable. 

56. It might a l sobe possible togroup all the experts serving i n a c o u n t r y i n a g i v e n field 

(e.g. training, industrialisation), irrespective of the Agencies which provide them, undera 

team leader, or co-ordinator, assigned as an adviser to t hecen t r a l development authority. 

In short, to take fullest advantage of the wide range of experience andexpertise available in 

theU^sys te^n , there should b e a n increasing number of multidisciplinary projects. 

1̂  It is interesting to note that similar conclusions werereached by theUl^expert meeting 
on Social Policy and Social Planning held in Stockholm in September, 1969. 



123 

(5) Subs t an t i vea rea s of spec ia l significance 

57. Within this m o r e flexible f r a m e w o r k , t h e U ^ d e v e l o p m e n t s y s t e m could usefully concen-

t r a t e o n c e r t a ^ n a r e a s of activi ty, p a r t l y b e c a u s e o f t h e i r c r u c i a l s ignif icance for development , 

and par t ly because t h e s p e c i a l c h a r a c t e r i s t i c s of in te rna t iona l t e c h n i c a l c o - o p e r a t i o n m a k e i t 

pecul iar ly fitted for s^uch types of work. Obviously, t h e e m p h a s i s o n t h e s e s e c t o r s w i l l v a r y 

fr^m country t̂ o country accord ing to the needs , and will depend on government dec i s ions ; 

however, governments of deve lop ingcoun t r i e s w o u l d b e w e l l - a d v i s e d t o g i v e t h e n ^ c a r e f u l c o n -

s i d e r a t i o n w h e n d r a w i n g u p t h e i r "country p r o g r a m m e s " . 

58. Oneof the mos t s t r ik ing conclusions revea led b y a s t u d y of t he l a s t twenty-f ive y e a r s i s 

that , a l t h o u g h a s u b s t a n t i a l amount h a s b e e n wr i t t en on development theory , t h e r e a r e s t i l l 

many aspects w h i c h e s c a p e u s , pa r t i cu l a r l y those which a r e rooted in p r a c t i c a l e x p e r i e n c e of 

development ac t iv i t i es . T h e r e i s , for example, a r e a l n e e d f o r a t h o r o u g h e x a m i n a t i o n o f the 

me thodsof technica l co -opera t ion as a m e a n s o f promot ing development , which would define 

exactly what technica l co -opera t ion is and what it can b e e x p e c t e d to a c h i l e , and t h ^ c i r c u m -

s t a n c e s i n w h i c h i t o p e r a t e s b e s t . T h e U ^ w o u l d be ideal ly p laced t o s p o n s o r such an e n t e r ­

p r i s e . It could, in fact, be one of the funct ionsof the spec ia l uni t p roposed in p a r a g r a p h 46 

which should be pe rmanen t ly engaged in e n s u r i n g a m u t u a l l y sa t i s f ac to ry feedback be tween 

theory andope ra t i ons , a n d v i c e v e r s a . 

59. It i s e s s e n t i a l a l so that some p a r t of t h e s y s t e m should b e c o n s t a n t l y thinking a n d c o n -

sulting about obs tac les to development . This work could be d o n e , t o a l a r g e e x t e n t , h y t h e s a m e 

specia l unit, but t h e r e i s an impor t an t considera t ion which any h e a d q u a r t e r s m u s t t ake into 

account: obstacles a r e v e r y l o c a l . T h e b e s t v i e w o f what i s needed i s m o r e l i k e l y t o c ó m e 

f r o m e x p e r i e n c e g a i n e d at t h e g r o u n d l e v e l w h e r e development i s b e i n g obs t ruc ted . Again, 

the link between opera t ions and t h e o r y mus t be s t rengthened. 

60. The pol i t ica l objectivity of t h e U l ^ d e v e l o p m e n t systems a l so m a k e s it p a r t i c u l a r l y sui ted 

for co-operat ion in t h e b r o a d f i e l d s o f development policy formula t ion and in the c r e a t i o n of 

those t ypeso f bas i c i n f r a s t r u c t u r e where the humanelem^ent i s param^ount and i t i s d e s i r a b l e 

t o w o r k out an indigenous solution, applying t h e b e s t r e s o u r c e s avai lable to t h e l o c a l s i tua t ion . 

61 . Development planning obviously falls into t h i s c a t e g o r y , i t s c l a ims enhanced by the fur-

t h ê r l i n k between i n d i v i d u a ^ c o u n t r y ^ l ^ n s a n d ^ h e ^ ^ r l ó ^ development ^tr^ategyfor^DD2. Given 

the genera l respons ib i l i ty of t h e U ^ s y s t e m for the l a t t e r , i t i s log ica l tha t , w h e r e r e q u e s t e d 

t o d o s o , it should a s s i s t governments in drawing up p l a n s d e s i g n e d to at ta in the DD2 t a r g e t s . 

In some p a r t s o f the world, t h e U l ^ s y s t e m h a s d o n e a g o o d deal to a s s i s t the p r e p a r a t i o n of 

be t t e r development p lans , by contr ibuting to the planning work a s such, by a s s i s t i n g govern ­

ments in b u i l d i n g u ^ p l a n n i n g m e c h a n i s m s a n d by t ra in ing nat ional pe r sonne l in planning t ech -

niques. An evident need s t i l l ex is t s however for m o r e s y s t e m a t i c e f f o r t s in th i s d i rec t ion , 
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particularly among the countries which are sti l l in the early stages of planning and this might 

well prove pos s ib l eona reg iona l basis. 1^ Expansion of the excellent work already beingdone 

by t h e U ^ i n statistics wouldalsobe of inestin^able value here. Wheregovernments s o r e -

ques ted , theU^sys tem naighteven assist then^ in theplanningandco-ordination of all outside 

assistance, within the frameworkof the development plan. 

62. I n t h e c a s e of pubücadministration, the preponderance of the human element and the 

pol icyquest ionsinvolvedalso point to theadvantagesof seeking help f r o m t h e U ^ . Moreover, 

this service i s o f t e n o n e o f the n^ost seriousbott lenecksindevelopingcountries . Anum^berof 

peopleconsulted by theStudyhavesuggested that theU^development system might have 

spec^a^ responsibility forbuilding up thecivi l service and administrat ivestructureof develop-

ingcountr ies , whereappropriate,throughOPEX-type appointments, and through other means 

such as training, s incesuch assistance might, if it were international in character, be more 

readily accepted by thegovernment. 

63. Thereshould be much greater emphasison the development of human resources, through 

education, t ra iningandthesafeguarding of health. Care mustbetaken,however,to ensure that 

all such pro jec tsaref i t tedcarefu l ly into the overall development strategy andemployment 

situationof the country so that the various activities interlock with and com^plement one an­

other, a n d a d v a n c e s i n o n e s e c t o r are not frustrated b y a l a c k of response in another. 

64. Again the world-wide plans nowbeing prepared by n^any of the Agenciescould provide 

specially appropr ia tea reas for international technicalco-operation, subject to the agreement 

of thecountr ies concerned. Typicalexan^ples a r e theWor ld Employment Programme forlTDG; 

the IndicativeWorld Plan ofEAO, and the Director-General 's f ivespecial areas demanding 

imn^ediateaction; 2^ thespecialcam^paigns in thef ie ldsof education andof health and sani­

tation initiated by UNESCO and WHO respectively; and the World Plan of Action for the Appli­

cation of Scienceand Technology toDevelopment. Opera t ionssuchas theWor ldWeather 

Watch shouldalsocontinue to commandeffective support. 

65. Another promising field in which t h e U ^ s y s t e m should intensify its efforts is that of 

self-help, thrift and all forms of "do-it-yourself". The poor in all the countries now rich 

were very proficient in this andawide array of institutions(friendly societies, building societ­

ies , co-operative and community enterprises of allkinds)testifies to their driveto ameliorate the 

disagreeable c i rcumstancesof the i r l ives . T h e r e i s a g r e a t need to encourage such an 

1^ See proposals in Appendix Three in P a r t ^ , on"The regional Structures o f t h e U ^ 
Development System", paras . 33-37. 

2^ High yielding var ie t iesof basic foodcrops; filling the protein gap; war on waste; 
mobilization of human resources for rural development; earning and saving foreignexchange. 
SeeEAO, The Strategy for the EutureWorkofEAO,^ote by the Director-General (doc. 
Cl^.51^14). 
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attitude in the developing countries and there may well be thebeginningsof such endeavours 

which deservesupport, but are undervalued by some"exper t s " who insist on applying more 

sophisticated andoften alien solutions. 

66. TheUnited nations generally hasaccepted particular responsibilities for dealing with 

refugees, and U^DP has demonstrated its willingness to assist the U^UCI^ in this field. All 

those concernedwith the preparation of program^n^es and projects shouldconstant lykeepin 

mind the plight of these unfortunate people and, in agreement with theU^UCI^ and the country 

or countries concerned, seek tooffer new, imaginativeand if necessary unorthodox methods 

of involving then^ in developnaent projects and giving them newlives. 

67. T o e n d t h i s s a m p l e l i s t , t h e U ^ s y s t e m might also be the best choice for assisting pro­

jects with considerable potential but which invo lveagreater degree of r isk than most bi lateral 

donors would be prepared to face, or for pilot schemes intended to apply new technologies on 

anexperimental basis. 

68. This is not t o s u g g e s t t h e U ^ s y s t e m would be m e r e l y a k i n d of residual rag-bag, asked 

to take on the projects that other donorsdid not want to touchy but rather that it w o u l d p l a y a 

catalytic role helping governments to establish t h e b a s i c s t r u c t u r e and n^achinery for develop-

m ^ e n t a t o n e e n d o f t h e s c a l e a n d , at the other, placing in the i rhands, in the formof resource 

surveys and other studies, an instrument which wouldenablethen^toobtainf inancefrom other, 

better-endowedsources. 

13. TheCountryApproach 

(1) General 

69. If theUl^development system is tobecome more s t rongly"country-centred" in effect as 

well as intent, then it is essential toadopt an approach tailored to individual requirements. 

The retort may be n^ade that this i s b y no n^eansanewconcept, for a"country programme" 

hasbeen talkedof since the Erench proposals for modifying EPTAprocedures were presented 

in 1954 and approved by ECOSOC. 1^ The Capacity Study makes no claims for originality 

here, but merely attempts to se tout principles and procedures (see especially the section on 

"CountryProgramme" in ChapterEive) which will enable that concept to becomerea l i ty in­

stead of- as h a s b e e n t h e c a s e to d a t e - as logan which h a s r e c e i v e d o n l y l i m i t e d s u p p o r t . 

They will also reflect the philosophy enshrined in GA resolution 2188 (XXI). 

70. The"country a p p r o a c h " i s b a s e d on the pren^ise that what eventually counts i s action 

and that, in most cases, it is in the country itself that that action must take place. This is 

where the first and last battles must be fought. The point is so basic that it may very well go 

У ECOSOC resolution 542 (XVIII). 
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without any further elaboration. What has t o b e developed is the country and its people. 

Growth may, under certain circumstances, be induced fromoutside^ change has t o c ó m e 

fromwithin: development is home-made. 

(2) The relationshipbetween global strategy and thecountry approach 

71. Here apotential dichotomy between the conceptofaglobal strategy, asenvisagedfor 

DD2, and theconcep to facoun t ry approach for U^co-opera t ionwi th the development efforts 

of individualcountr iesbeginsto emerge - the olddualismbetweenthepolicy-makingand 

standard-setting functions of the international organizationson the one hand, and their rapidly 

growingoperational respon^b^t^e^ ^ ^ ^ ^ t h ^ ^ In a sense, of course, thedichotomy is a 

f a l seonebecauseanyg loba l strategy, if it is t o h a v e a n y practical significance or application, 

n^us tbemade up of the sumof the national strategies, while the policiesand s tandardsestab-

l i s h e d a t t h e c e n t r e f o r e a c h s e c t o r should b e b a s e d o n the sumof experience obtained by 

that particular organization in countriesof widely differingcharacteris t icsal l over the world. 

Ino ther words, t h e r e i s aconstant and mutual interlocking of the two levels which, if properly 

manipulated, should result i nape rmanen t and highly beneficial feedback between them. 

72. Th isbe ingsa id , anumber of hazards will inevitably beencountered in practice in attemp-

ting to s t e e r a s a f e c o u r s e between the Charybdisoftheglobal strategy and the Scylla of the 

national imperative. In thefinal analysis, it is t he l a t t e r which must take pre-en^inence. The 

basic p remiseof thecountry approach is that no two countries a rea l ike and it is therefore im­

possible to imposefromouts ide a ta i lo r -madep lanof action basedon aggregates andpurely 

global considerations. Thedevelopment operations of t h e U l ^ s y s t e m a t t h e c o u n t r y l e v e l b e -

comeaninstrum^ent of theglobal strategy only to the extent towhich governments use them as 

such. Governments mus t thereforebe convinced by t h e r e a l i s m a n d the necessity of inter­

national targets so that they becomegenuinely ready to commit national efforts in their pur­

suit as adapted to their own situation. 

73. The importance of this cannot be exaggerated, r^ot only will DD2 accentuate disappoint­

ment if theglobal development strategy aimed at is not foundedon corresponding exercises in 

coherenceandpurposefulnessat the national level, but its success will be largely determined 

a t t hecoun t ry l eve l . Thereshould, therefore, b e a c o u n t r y strategy which is informed by the 

international development policies, as agreed by inter-governmental organizationsand, above 

all, by the ECOSOCand the General Assembly, which havearesponsibi l i ty for the formulation 

andco-ordination of overall development policies. 

74. TheUni ted^a t ionssys tem (seen here in its inter-governmental sense) iscommitted to 

development, and it can pursue thisonly through interlocking policies and actions starting 

with the promotion of the concept of aglobal strategy at the countrylevel. Operationscarried 

out through t h e U ^ s y s t e m o u g h t to conform, through the mediation of the country approach, to 
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the pol ic ies of t h e U ^ s y s t e m , s i n c e a r e c i p i e n t o f i t s s e r v i c e s is a l s o a f u l l m e m b e r of the 

organizat ion. E a c h c o u n t r y t h e r e f o r e p a r t i c i p a t e s i n t h e i m p l e m e n t a t i o n of t h e p o l i c i e s , t o 

t h e s h a p i n g o f w h i c h i t h a s a l ready c o n t r i b u t e d a s a m e m b e r of U ^ d e l i b e r a t i n g and governing 

b o d i e s . 

75. If for ins tance, the development pol ic ies es tabl i shed by the G e n e r a l A s s e m b l y d e c r e e 

that " i t i s f o r d e v e l o p i n g c o u n t r i e s t o a g r e e o n m e a s u r e s of economic c o - o p e r a t i o n among 

t h e m s e l v e s , ranging from s i m p l e a r r a n g e m e n t s for the promot ion of t r a d e to t h e g r a d u a l i n t e ­

gra t ion of the i r economy at the reg ional or s u b - r e g i o n a l level" , 1^ it would be foolish for the 

Ul^ t o a s s i s t in sett ing u p r i v a l i n d u s t r i e s in n e i g h b o u r i n g c o u n t r i e s if e a c h w i l l r e q u i r e a s u b -

r e g i o n a l m a r k e t . M o r e g e n e r a l l y , putt ing the e m p h a s i s on country a p p r o a c h c o u l d involve a 

bu i l t - in r i s k of p a r o c h i a l i s m , e v e n s e l f - c e n t r e d n e s s , which i s , in the l o n g - t e r m , i n i m i c a l t o 

development. O n e o f t h e f u n c t i o n s o f t h e U ^ s y s t e m i s t o l o o k a h e a d , i . e . to p r o m o t e a c e r ­

t a i n w o r l d o r d e r , a n d a t t h e v e r y l e a s t , it should r e f r a i n f r o m p r o m o t i n g a c t i o n s c o n t r a r y to 

^ the^ina lgoar . — 

С The Case for Ul^DP Financing " ^ o n - C o u n t r y " A c t i o n s 

76. In d i scuss ing with the government the content of the p r o g r a m m e i n w h i c h t h e U ^ d e v e l o p -

m ^ e n t s y s t e m w i l l co-opera te w i t h a g i v e n c o u n t r y , it i s t h e r e f o r e i n c u m b e n t o n t h e r e p r e s e n -

t a t i v e s of t h e s y s t e m to e n s u r e that a l l such i n t e r n a t i o n a l l y - a g r e e d p o l i c i e s a r e b r o u g h t to the 

at tent ion of that governn^ent. Since, however, the v a r i e d and p r e s s i n g needs of g o v e r n m e n t s 

of developing countr ies make it unlikely that t h e a g g r e g a t e o f t h e i r r e q u e s t s for c o - o p e r a t i o n 

f rom t h e U ^ s y s t e m w i l l equate exactly with the d e s i d e r a t a es tabl i shed at t h e g l o b a l level, i t 

can b e a r g u e d that it would not b e c o n s i s t e n t with the r e q u i r e m e n t s o f l o n g - t e r m deve lopment 

objectives to c o n c e n t r a t e a l l the r e s o u r c e s o f U ^ D P o n country p r o g r a m m e s . In c e r t a i n fields 

t h e i n d i v i d u a l c o u n t r y i s t o o n a r r o w a g r o u n d f o r effective action, w h i l e s o m e act ions a r e m o r e 

efficiently pursued at the world level . 

77. Someobv ious c a s e s f o r mult inat ional p r o j e c t s p r e s e n t then^selves, e spec ia l ly in a r e a s 

w h e r e countr ies a r e smal l . S u c h p r o j e c t s a r e , n e v e r t h e l e s s , a m e n a b l e t o t h e country a p p r o a c h 

s i n c e joint undertakings with n e i g h b o u r i n g c o u n t r i e s , for technica l o r e c o n o m i c r e a s o n s , a r e 

c e r t a i n l y e lements of the nat ional development s t r a t e g y . T h i s d o e s not m e a n , however , that 

a l l s u c h p r o j e c t s h a v e t o b e f i n a n c e d o u t of r e s o u r c e s ass igned to country object ives . The 

l o n g - t e r m importance of such mult inat ional p r o j e c t s for development m a y justify t h e u s e of 

addit ional in ternat ional r e s o u r c e s . 

1/ UNCTAD, T h e Role of UNCTAD in the Second Development Decade, R e p o r t by t h e 
S e c r e t a r y - G e n e r a l of UNCTAD (doc. TD/B/186) . 
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78. This may also apply tosub-regionalundertakingssuch as arise among riparian o r l acus -

trine countr iesor in projects which clearly s e rveanen t i r e r eg ion . The latter category 

would include the Institutes forDevelopment Planning set up in Santiago, Bangkok and Dakar 

which, properly managedand utilized, could m a k e a k e y contribution to the development pro-

c e s s i n a f i e l d where t h e U N i s peculiarly fitted t o s e r v e . I f t h e y c a m e t o f i l l t h i s role, a 

s t rongcase could be made for financing them almost entirely f romUNDPfundsrather than 

dependingonthecontributionsofme^nber countries; at least, the international monies devoted 

to then^ should beaddi t ional tofundsfor country programmes. This aspect is discussed in 

morede ta i le l sewhere . 1^ 

^9. ^ t n i rdcase is thatof certain world^sectoral actions which are, by nature, of amul t i -

nat ionalor universal character. Thebas ic idea is that any single country's share in certain 

world-wide sectoral actionsshould not besubject to the limit set for thatcountry 's programme. 

It may well be that, f romtheviewpoin tofapar t icu la r country, theactivity in question does 

notenjoyasuff ic ientdegreeof priority towar ran t its inclusion in the programme; yet its 

absence may jeopardize the whole operation if it affects av i ta l l ink . (Obvious examples occur 

in the fields of meteorology, civil aviation and telecommunications.) To avoid such difficul­

t ies, it would be necessary tohave, in addition tofunds earmarked for country programmes, 

somenon-al locatedresources available for world-wide actions. 

80. I t m a y a l s o b e n e c e s s a r y t o f i n a n c e some comprehensiveprogrammes covering large 

geographical areas suchas : 2^ 

(a) The application of science and technology to development. Research and devel-

opn^ent activities usually f o r m p a r t o f the domestic effort in industrial countries, 

and do not take the problems of developingcountries into account to any signifi-

cantextent. (This was the theme of theUNConference on the Application of 

Scienceand Technology for the Benefit of l^ess-Developed Areas held in Geneva 

in 1963.) ^et in planning development projects, the technological choices may 

bejust as important as economic ones. Technological forecasting can therefore 

vitally influenceeconon^ic planning and hence the technicalco-operation t o b e 

undertaken in the future by theUNsys tem. As one correspondent to the Study 

put it: 

"Many scientific and technological developments which will materially 
alter the economic pic tureby the 'nineties, if not in the 'seventies, may 
be just around the corner. The economic and social institutions in the 
'seventies should thereforebemodif ied(or if being set up now they should 
be planned accordingly) to prepare andadjust to the eventual changes which 

1^ See Appendix Three on"Regional Structures of theUN Development Sys tena" inPar tV . 

2^ The l i s t i s i l l u s t r a t i veandno texhaus t ive . 
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can be predic ted . In the ' seven t ies , the r ange of these poss ib i l i t i e s 
s h o u l d b e a s s e s s e d and m e a s u r e s taken t o o b t a i n national and ins t i tu t ional 
c h a n g e s . " 

I t i s t h e r e f o r e e s s e n t i a l t h a t d e v e l o p i n g c o u n t r i e s should h a v e a m i n i m u m 

nucleus of sc ient i f ics taf f and ins t i tu t ions , and t h i s c o u l d be achieved, i n m o s t 

c a s e s , only a t t h e s u b - r e g i o n a l , reg ional o r e v e n w o r l d level . Indeed, adequate 

faci l i t ies for much of the work i n v o l v e d c o u l d o n l y be provided in d e v e l o p e d c o u n -

t r i e s . Support of this type of act ivi ty b y U N D P c o u l d supply an impor tan t n^issing 

link in t h e c h a i n between ideas and product ion. 

(b) P r o t e i n s . TheACASTD, in i t s r epo r t on " In terna t iona l action to ave r t the i m ­

pending p ro te in c r i s i s " , endorsed by GA reso lu t ion 2319 (XXII), l a y s d o w n a 

number of policy objectives a n d o u t l i n e s f o u r t e e n p roposa l s which would involve 

s o m e U S ^ 3 0 mil l ion in annual expendi tures for " technica l a s s i s t ance and opera t ing 

out lays" and someUS^60 mil l ion in l o n g - t e r m inves tment over a p e r i o d of five 

t o t e n ^ v e a r s ^ Most orchis w^ould be b o r n e b y governments t hen^se lve s^^ rov ided — 

that son^e in te rna t iona l r e s o u r c e s could be m a d e a v a i l a b l e a t ce r t a in v i ta l s t a g e s . 

The s ^ m e c o r r e s p o n d e n t cited under (a) n^entions specifically ^ r e s e a r c h and 

development on the product ion of p ro te in f rom unice l lu la r o r g a n i s m s " , as an 

example of a" forn^ of pre- investn^ent of d i rec t impor tance t o d e v e l o p i n g c o u n t r i e s 

(which) can only be done effectively in t h e a d v a n c e d coun t r i e s" . 

(c) Populat ion. In recent y e a r s i nc reas ing at tent ion h a s b e e n given t o r a p i d popu­

lat ion growth a s a n impor tant factor affecting development. T h e U N E u n d f o r 

Populat ion Activi t ies was, in fact, set up in 1967 a n d e a r l i e r th is y e a r the 

S e c r e t a r y - G e n e r a l announced that it was t o b e managed by the Admin i s t r a to r of 

UNDP and that full use would be made of t h e U n i t e d Nations and of the Special ized 

Agencies conce rnedwi th population p r o g r a m m e s . A s e n i o r official has s i n c e b e e n 

apoointed to the A d m i n i s t r a t o r ' s s t a f f with spec ia l respons ib i l i t ies in th i s field. 

H e r e again i t i s to be hoped that t h e r e i s s o m e lat i tude for financing work t h a t c a n 

o n l y b e d o n e i n d e v e l o p e d c o u n t r i e s although it i s of d i rec t i n t e r e s t to developing 

coun t r i es , such a s b i o n ^ e d i c a l r e s e a r c h o n population control . 

(d) Natura l R e s o u r c e s . ECOSOC resolu t ion 1218 (Xl^II)requested the S e c r e t a r y -

G e n e r a l t o b e g i n work o n a s u r v e y programóme for the development of n a t u r a l 

r e s o u r c e s ; a n d " i n consultat ion with the A d m i n i s t r a t o r of UNDP, to examine 

the poss ib i l i ty of f i n a n c i n g a p a r t of the s u r v e y p r o g r a m m e from UNDP r e s o u r c e s " 

UNDP i s r e q u i r e d to f i n a n c e a g l o b a l p ro jec t to analyse andeva lua t e , in t e r m s of 

r ecen t technology, a l l the s u r v e y s a n d inves t iga t ions under taken in the pa s t to 

e x p l o r e a n d e x p l o i t c e r t a i n m ^ i n e r a l s , s o f a r c o n s i d e r e d a s n o t e c o n o m i c a l l y v iab le . 
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(e) TheUNESCO-sponsored International Institute forEducational Planning (HEP). 

Since the Institute's activities h a v e a d i r e c t bearing on theefficiency andeffec-

tivenessofUNDP'sassistance programmes in the whole fieldof education and 

training, it cou ldbea rgued tha tUNDPshou ldprov ide resources to enable the 

Institute to train key educational planning personnel in developingcountries and 

t ra ininternat ionalexperts who would se rve in these countries. 

(Note that the latter task could be consideredasconsistent with ECOSOCresolu^ 

tion222 (IX) according towhich"adequate preparation of experts shouldbe pro­

vided beforeassigmnents are undertaken"). 
f -P\ T\/Tn«í«r, a .̂-í *-.~>~.« «-«-J гп u— ~ i « «.— mi-j ~ -.----J. j j -.т _i _ J? 

l u i g C i m u i u g } . J.1UO g i c á l , J.J.CJLU Ш âUL±ViLy WUJ. U U U U U U l C U i y 

receive increasing attention in coming years. The Report of the Secretary-

General 1/ to ECOSOC at its last session illustrates the magnitude of the problems, 

and the fascinating possibilities for imaginative solutions. 

(g) The problem of mastering the environment (unplanned urbanization, air and water 

pollution, etc.) . 

81. The question then ar ises whether activities such as those described here, which trans­

cend the interests of individual countries, should be financed by UNDP, from regular budgets, 

or from special trust funds (such as that already existing for population). This opens up a 

number of vexed and difficult issues which belong more to the field of financial management 

and which are dealt with in Chapter Nine. 2/ For present purposes it is enough to say that, 

to the extent that development funds come to be channelled increasingly through one point,the 

more necessary it will be for the Governing Council to decide whether to allocate a certain 

proportion of the total resources to "non-country" actions. In the Capacity Study's view the 

need already exists since there are a number of important world and other actions for which 

trust funds have not yet been established and which cannot be adequately covered by regular 

budgets. The point is a controversial one but the Capacity Study believes that some such 

arrangement is necessary and desirable, provided that these "non-country" funds are admin­

istered centrally by the Administrator of UNDP, in conformity with priorities approved by the 

Governing Council, and not distributed on any arbitrary sectoral or regional basis. Moreover, 

it would help to check the uncontrolled proliferation of special funds and programmes in the 

future. Some precedent for the allocation of UNDP funds for non-country purposes already 

exists in the Governing Council's acceptance, at its eighth session, of the Administrator's 

proposal, mentioned earlier, that a small fraction of UNDP resources in 1970 should be de­

volved to world-wide and regional projects in basic agricultural research, without requiring 

1/ Doc. E/4487 of 24 April 1969. 

2/ P a r a s . 2-8. 
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the usual national counterpart contributions. Membersof the Council considered that this 

opened up new possibilitiesand that it would be equally important forUNDP to support such 

programmes in any other field that the beneficiary countries might deem appropriate. 1^ 

D. The Case of the I^ess-Developed among Developing Countries 

82. Anin^portant consequenceof the country approach is the need to take full accountof the 

widely differing natural resourceendowments andthen^anyother circumstances which affect 

acountry 's potential for development. This factor at present works in favour of t h e b e s t e n -

dowedandthebes t equipped so far as claims for ass is tanceareconcerned. It is they who 

have theab i l i ty tomeetcounte rpar t requirements, present the most promising opportunities 

for action and, as a resu l t , tend to rece ive the largest volume of support. 

83. This need not necessarily b e s o . There is nothing in theUnited Nations legislation 

which r equ i r e s suppor t t obeg ivene i the r to the most promising and best endowed, or to the 

least developed andpoorest. Assistance i sne i the ra rewardnbra^cha r i t y^ The^eñse^bf thë^ 

legislation is that, withinaframework of equitable distribution among regions andcountries, 

and according to demand, ass is tanceshouldbegiven where it will most help countries to help 

themselves. Thus, the potential for development, i . e . the natural and human resources , are 

on lyapar t ia l determinant; there must a l s o b e t h e w i l l t o develop, whichcanbe asmanifest 

i n a p o o r country as m u c h a s i n a r i c h o n e . 

84. What does this involve in practical te rms if the poorer and least-developed are t o r ece ive 

consideration not biassed by the i r lack of resources^ Some might propose setting relatively 

larger "ordersof magnitude" 2^ for the less endowedcountries when preparing the"country 

progran^rae". Toace r t a inex t en t this would happen automatically, s i n c e o n e o f t h e c r i t e r i a 

used in establishing that part icularlevelwould be the level of GNP per capita, andofdevelop-

mentgenerally. However, t h e a n s w e r i s n o t a s simple as that, firstly because it would not 

n^eet the perforrnance requirements outlinedinthe previous paragrapli;^and^secondly^^because 

any immediate andsignificantbiasof this kindcould well result i n a s i z e a b l e proportion of 

UNDP funds stagnating indefinitely because of the severelylimited absorptive capacity of the 

countries concerned, thus further impairing the efficiency and"capacity" o f theUNsys tem. 

85. Asoundermethodwould be to programmée the technical assistance needs of thecountr ies 

concerned in s u c h a w a y that theresul t ing programmes and projects makean effective contri­

bution tobreakingthebott lenecks, and thus enlarge the country's capacity toabsorb higher 

1^ SeeUNDP, Report of the Governing Council, Eighth Session, op.cit. 

2^ See para. 96 below and also paras . 50and61 of ChapterEive and paras . 13-23of 
ChapterNinefo^r further discussion ôf this feature. 
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levels of development co-operation than in the past. This would mean aneven more precise 

and far-seeing analysis of the rn^ain obstructions to development and of theaction required to 

overcome them. Ther ight selection of projects would be crucial in such cases. It also means 

tha t thegenes i s of apro jec twouldbe ra ther longer than in normal circumstances, s incea 

g rea tdea l more preliminary spadeworkwouldbe required than incountr ies where acer ta in 

infrastructurealready exists. Butonly in this waycoulddisadvantagedcountriesbe helped to 

surmount their disadvantages andgiven the opportunity toshow that theyhave the will tohelp 

themselves. 

86. The main problem relates to the provision of the counterpart contribution, in cash and 

personnel. T h e r a i s o n - d ^ r e b e h i n d ^ h i s r e q u i r e m e n t s self-evident and has already been 

touchedon in the previous chapter. 1^ If, however, counterpartconditions are too onerous 

then they defeat their own laudablepurpose anddenyco-operation to those most in need. In 

these"di f f icul tcases"much can be done to prepare counterpart personnel by arranging prior 

t ra iningcourses and fellowships, at home or abroad, specifically designed to produce the 

nationalmanpower required for apar t icular project. This is oneof thee lements which, as 

already indicated, would lead t o a l o n g e r run-up toap ro jec t , and would the re fo re requ i rea 

more len ien tv iewof the lengthof time required for attaining agreed objectives. This, however, 

would be perfectly compatiblewith the longer-term and more comprehensive systen^of pro-

gramming described inChap te rF ive . 

87. Someflexibilityhas already been in t roducedasregards financial counterpart; but there 

i s s t i l l room for further quite substantial modifications. In the Capacity Study's view the guid­

ing principle, which isdeveloped in ChapterNine, 2^ should be to plan each project as an 

integralwhole within the framework of acountry programme, arranging cost-sharing o n a 

sl idingscale, varying according to t he r e sou rce so f thecountry in question. A t a t i m e mutu­

ally agreed in advance, thegovermnent would take over the project completely. Incountries 

with greater financial resources, thegovernment contribution would be moresubstantial right 

from the star t and, where circumstances permitted, might far exceed that of UNDP. The most 

important consideration would be to plan the project in suchaway that by some point in the 

future, thegovernment would havegathered together all the reins in its own hands, including 

full financial responsibility, and would be ready to drive off alone. 

88. This long view of all the disparate elements making upapro jec t , identifying the require­

ments in advanceand preparing theground beforehand as far as possible,might well beextended 

to the final phase of the capital inputs required. Here again, exceptionscan be made in favour 

of theneedier countries if UNDP weregiventhecompetence to n^akeoutrightgrants-in-aid in 

1^ P a r a s . 155 and 161. 

2^ Pa ra s . 73-84. 
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carefully se lec tedcases . Therationale for this has already been givenearl ier in this chapter, 

in thesection on thecontent of the programme (see paragraphs29-31) and, as suggested there, 

theCapital Development Fund, properly endowed, might provideasui tab le channel under the 

general management of UNDP. One possible way of increasing resourcesfor this purpose 

would be toprovide co-operation to t hemore prosperous ofthedevelopingcountries o n a r e i m -

b u r s a b l e b a s i s a n d t o c h a n n e l t h e r e p a y m e n t s t o t h e n e e d i e r countries through thegran t system. 

^e t again, if the earl ier suggestion of setting aside part of the resources a s " r i s k " o r"ven tu re" 

money were adopted, this might be used in cases where circumstances would justify waiving 

the normal cri teria. 

89. Thesesuggest ionsofways and means of adapting the programme tomee t the needsof 

the poorer among the developingcountries a reno t intended t o b e exhaustive. Manyother 

possibilities will crop up in the consideration of specific p ro jec t sor in the courseof t ime. 

What is important is thatUNDPshould be prepared to consider any reasonablesuggestionsof 

^thisnature^f it i s toengage^ndevelopn^ent^pera t ions in theplaces where they a re most 

needed^ Once more, the keynote is flexibility. 

ED TowardsaMore Coherent andComprehensive Approach 

90. Theapplication of acountry-centred approach has in^portant implications for the manage-

ment of UNDPoperations andwould necessitate considerable modifications in present n^ethods. 

For instance, if UNDPoperations i n a g i v e n country are t o b e g e a r e d to the national strategy 

expressed in the development plan, t h e n t h e y h a v e t o b e p a r t a n d p a r c e l of this plan; as a 

corollary they should be programmed, at least on broad lines, and with sufficient leeway in the 

formof contingency resources, for the duration of the country plan. This would help tog ive 

more stability to the plan because thecountry cou ldcoun tonace r t a in contribution f romthe 

UNdevelopment system. Furthermore, it is hard t o s e e how this system, which b a s e s i t s 

development philosophy on plan formulation and implementation, canelabor^te i t s own contris 

bution outside the framework offered by thecountry plan^ The practical consequencesof inte­

grating theUNDPcontribution within the country plan a r e s e t out in ChapterFivewhichworks 

out new programn^ing procedures designed t o r e f l e c t t h e b a s i c principles just described. This 

i sno t the place, therefore, to discuss the implicationsin detail, but n^ere ly tos ta te the under­

lying principles. 

91. Acceptanceofthis approach would lead logically to the extension of these procedures to 

other com^ponents of theUNsys temwhich offer co-operation ton^en^ber countriesfor purposes 

ofdevelopment. In t e rmsof actual inputs, tl^is would involve mainlyUNICEF, W F P a n d t h e 

developn^ent assistance operationsof the Agenciesfinancedeitherfrom^ their regular budgets 

or from other resources such as trust funds, andfunds-in-tr^ust. TheWorld Bank Group, as 

the system's principal financing institution, shouldalso be closely associated with the 
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programmingprocess. As hasemergedbothinthe historical analysis and earlier in this chapter, 

the tendency hasbeen to launchaneworganiza t ion whenever anew problem, o r some possible 

newcontr ibut iontoi ts solution, has come into the picture. All share thecommon goal of 

acceleratingdevelopmentbut eachonehas adopted its own regulations, its own methods of pro-

grammingandi t s own time schedule. Theresu l t cannotbut confuse the government of a d e -

velopingcountrylacking administrative and human resources. Moreover, despite efforts at 

co-ordination between the various programmes, the conception and formulation of projects at 

different times and in different waysisbound, in practice, t o i n c r e a s e t h e d a n g e r s o f scatter-

izationand compartmentalizationof activities. 

92. T h e r e i s , therefore, an impera^veneeo^ for amorecohe ren t approach to the problems 

of each country by the differentcomponentsof the system, and this need is reinforced by the 

relatively small scale of the individual inputs involved. In order tomaximise their impact it 

is essential for them t o b e u s e d a s a w h o l e . Thesuggestion is not that all thé programmes 

should be unified and their funds merged because this is politically impract icable- at least in 

t he immed ia t e fu tu re - and might well lead toareduc t ion of the total international funds avail­

able for development. It i s , however, essential t o f i n d a w a y o f tackling the problemsofeach 

country in a l l thei r dimensions andbringing tobea r on themthe whole kitof tools that t h e s y s -

tem possesses, in the degree that each is required. 

93. Theonlysolution seems therefore t o l i e i n a n e w concept of joint programming, con­

ceived i n a d u a l sense, i . e . as anexerc i se inpar tnersh ipbe tweenthena t iona landtheUni ted 

Nations development authorities on the one hand, and within theUNdevelopment sys temonthe 

other. It woulddiffer from the exercise te rmed"jo in tprogramming"in the past in that it 

would take p laceat thecountry and not the headquarters level, and in that it would not b e a 

bilateral operation betweenUNDPandone Specialized Agency but would work multilaterally 

andsimultaneouslybetween all concerned, in consultation with thegovernment. 

94. Bringing together the different development componentsoftheUN in one place at one 

time would make it possible t o c o n s i d e r - f o r a r e a s o n a b l e p e r i o d a h e a d - the wholerangeof 

the country needsand priori t ies, in relation to the whole assortment of inputs which theUN 

systemcould provide. 

95. In the f rameworkofano t iona l order of magnitude, established for purposes of indicative 

planning over agiven period 1^ - normally the duration of thecount ry ' sown p l a n - i t should be 

possible tode te rmineaprogramn^eof co-operation designed to obtain themaximum impact 

possible. This would have the advantage of enabling all the partners , both national and inter­

national, t og rasp more clearly the magnitudeand the implicationsof their own role in the 

1^ See paras . 50 a n d 6 1 o f C h a p t e r F i v e a n d paras . 13-23 of ChapterNine for further 
discussionof this feature. 
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undertaking over a reasonably long interval of time and to take steps accordingly. 

96. Since it is a basic tenet of international development policies that development must be 

planned, the comprehensive programme of UNDP operations in a country should be both par t 

and parcel of the national development plan and an identifiable part of it; 1/ that is to say, 

the programme should constitute a series of mutually accepted obligations designed to achieve 

stated objectives. It would be appraised and approved at headquarters, and financial commit­

ments would be made only on the basis of specific projects. 

97. Where there is no plan, or the "plan" is no more than an adornment, the burden dn UNDP 

- and on the UN development system generally - would be that much heavier, involving even 

more careful scrutiny of the country's problems and potential, and of the most suitable areas 

for co-operation, as well as a determined effort to improve the country's planning machinery 

in the long run, if the country concerned so requested. 

98. As discussed earl ier , the absorptive capacity of countries should not be considered as a 

static factor since the raison d'être of the development operations of the UN system is to in­

crease development capacity so that the country may the sooner achieve self-sustained growth. 

Even where absorptive capacity is particularly low - the case of the less-developed among 

developing countries - the participation of financial institutions in joint programming would 

contribute in shaping projects with an eye on the eventual follow-up, a very necessary perspec­

tive, even if, in the first instance, it has to be viewed from a considerable distance of t ime. 

99. Ideally, from the viewpoint of an individual country, and providing always that the govern­

ment so desired, such a joint programming process should involve not only the various com­

ponents of the UN system, but also all significant sources of bilateral or regionally based co­

operation supplied from outside the system. In this way, the country concerned would have a 

clear idea of the total external contribution likely to be available for the attainment of the 

objectives set out in its national plan. There would also be advantages for the UN system, 

since its own role would be clearly defined in relation to all the other linking efforts, internal 

and external, and there would be no problem of overlapping. Co-ordination in other words, 

instead of taking place on an ad hoc and somewhat haphazard basis as at present, would also 

become a long-range operation and correspondingly more effective. The extent to which this 

final elaboration of the principle described here could be reached would vary very greatly from 

country to country, according to the degree of sophistication of the planning methods and 

1/ It is significant to note here that the Report of the Commission on International Develop­
ment emphasizes that technical assistance should be more closely integrated into the develop­
ment process and recommends that donors extend budgetary commitments for technical a s s i s ­
tance programmes to at least three years (op. cit. pages 180-181). 
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mechanisms. Practicaldifficulties woulda lsoar i se in t h e c a s e of bilateral donors whowere 

unable tocommit their contribution to the jointeffort for a s l o n g a p e r i o d a h e a d a s t h a t c o v e r e d 

by the plan. Pinally, it is self-evident that national sovereignty mus tbe fully recognized and 

that the initiative for undertakingsuchacomprehensive approach towards the progran^ming of 

al louts ide co-operation must therefore always originate withthe government itself. Despite 

these reservations, it remains nonetheless true that thelogical andultimate goalshouldbeto 

go a s f a r as politically andpractically possible towards pool ingal louts ideresources , if ex-

ternalco-operat ion is tomakeitsn^axin^umcontribution towards development. 

P . Administrative, managerial andCrganizational Innovations 

100. Acceptanceof the principles outlined in this chapter carr ies with it important implications 

for the procedures, administration, management andorganization of theUNdevelopment sys­

tem. Since t h e s e a r e d e s c r i b e d in detail in later chapters, it is only necessary to emphasize 

here that they m u s t b e b a s e d o n the precept thateffective participation in the efforts of individ­

ual countries to accelerate their economic and socia ldevelopment is the primordial aimof 

theUNdevelopment system, to which all other considerations must besubordinated. The 

r e s p o n s e m u s t b e a t o n c e f l e x i b l e ( i n relation both to the varied needs of individualcountries 

and the inevitablychanging nature of those needs with the passageof the years), andconsistent 

(asbetweenthedifferent components of the system). As the "Prel iminaryPrameworkfor an 

International Development Strategy" states^ 

"The time has come . . . t o t u r n t h e l e s s o n s o f t h e p a s t t o goodaccount . . . 
The existing machinery for technical co-operation will need t o b e modi f i ed . . . " . 1^ 

101. At the same t ime, as th ischapter has tried toshow, it is necessary to look to the future 

and be prepared for the newchallenges it will brings even beyond those of theSecond Develop-

ment Decade. Sincedevelopmentis acontinuing process t h e r e m u s t b e as t rongelementof 

continuity. Since in many ways it is a l soan unpredictable process, there must a l s o b e a 

sufficient degree of pliability in relation to varied and varying situations andaconstant pre­

disposition to new ideasand methods. In short, theUNdevelopment system should be dynamic. 

10^. Anumber of elements are involved here. Prompt andeffective response to the needs of 

individualcountries will require the introduction of appropriate procedures for planning, im-

plementingandevaluatingintegratedcountry p r o g r a m m e s ^ and the strengthening of the 

present network of Resident Representatives and field offices through the creation of a f i r s t -

class UN Development Service, o n a c a r e e r b a s i s , 3^ and through the delegation of an 

1^ The Second United Nations Development Decade, op. cit. (para. ^08). 

^ Described in ChapterPive . 

3^ Described in ChapterPight. 
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appropriate degree of authority to the Resident Representative. 1^ To this end, also, all 

possible use must bemadeo f modern managerialtechniques and methods of communications, 

computers andotherlabour-saving devices wherever they may contribute to the moreefficient 

functioning of the system. ^ The system will also need to be fed with up-to-date informations 

hence the need for aneffectivesystem for the collection, s torageand dissemination of inform­

ation related t o a l l forms of economic and social activity. 3^ 

103. ^3ut the overriding need is for rapidevolutiontowardsaneffect iveUNdevelopment 

organization gearedexclusively to the operational requirementsof that function, and based on 

ares t ructuredUNDP. Cbviously^ not all the necessary changes could be undertaken a tonce 

- indeed, any attempt to doso might well r educecapac i ty toanex ten t that cannotbe content-

plated. They should be carefully planned in phases success ive ly leadingto theachievementof 

the objective, bearing in mind the need toavoid unnecessary rigidities which might later im­

pede the evolution towards new functionsas might be required by thechanging situation of the 

developing countries, with i tsconsequent effect on the natureof the operation. ^ This (in 

turn) would require that the neworganization should b e s e r v e d a n d informed by an"intell igence 

which could scrutinize andemploy valid new ideas and approaches, and initiate fresh lines of 

attack on old problems. 5^ Only in this way could the organization keep abreast of thechang-

ingcircumstances ofthedevelopingworldand constantly renew itself in theperspect ive of a 

quarter of acentury. 

10^. The rejection of the many positiveelen^entsin the present system is not in question for, 

as will be seen in later chapters, it is from these that the newsystemwil lem^erge. Rather, 

it is the enlargement of all that is positive, the reduction of the impediments which now frus­

trate or distort, and the introduction of new methods and concepts, t o t h e e n d t h a t a f a r m o r e 

effective anddynamic instrument will be available to theUnited Nations t o r e a l i z e the purposes 

of the Char t e r - "to p romotesoc ia lp rogressand better standards of life in larger freedom". 

To achieve this ,theex^perience of this generation must bega rne redand the lessons learned 

from it applied for thebenefitof r e g e n e r a t i o n s tocon^e. 

1^ SeeChapterPive, andChapter Seven for details. 

^ Described in Chapter Ten. 

3^ A conceptual design of s u c h a s y s t e m is given in Chapter Six. 

^ Somesuggest ionstothis effect are made inChapter Seven. 

5^ See para. ^6above andChapter Seven. 
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SUMMARY OF PRINCIPAL RECOMMENDATIONS 

1. The UN development s y s t e m ' s contribution to the Second Development Decade should be 
s t reng thened by: 

(a) making it opera t ional ly efficient while re ta in ing i t s specia l a t t r ibutes ; 

(b) making it m o r e flexible and dynamic; 

(c) u t i l iz ing i t s contr ibut ion s t ra teg ica l ly within the f ramework of all available develop­
men t inputs , both in te rna l and external ; 

(d) forging c lose l inks with organizat ions deal ing with t r a d e and financial 
t r a n s f e r s . 

2. T h e r e should be g r e a t e r v a r i e t y in the content of the p r o g r a m m e : 

(a) cons ide ra t ion should be given to the poss ib i l i ty of authorizing a more generously 
endowed Capi ta l Development Fund to make l imi ted g r an t s - i n - a id , p r i m a r i l y to those 
coun t r i e s which have negligible a cce s s to o the r s o u r c e s of finance in support of 
capi ta l and r e c u r r i n g cos t s i ncu r red in connection with approved projec ts in the 
count ry p r o g r a m m e ; 

(b) the k inds of co -opera t ion offered through the UN development sys tem should be 
expanded and new methods energet ica l ly pursued; 

(c) the ex is t ing tools of technical co-opera t ion should be used m o r e flexibly; 

(i) the b e s t b r a i n s , knowledge and faci l i t ies m u s t be mobil ized wherever they can 
be found; 

(ii) t h e r e should be much g r e a t e r use of cont rac t ing outside the sys tem; 

(iii) the functions of exper t s should be defined l e s s r ig id ly and the i r s e rv i ce s used 
m o r e imaginat ively; 

(iv) a f r e s h approach should be actively sought to the whole question of t ra in ing , 
including fel lowships; 

(d) the p r o g r a m m e of act iv i t ies in each country should be planned m o r e comprehens ive ly 
so as to p roduce max imum impact , e. g. 

(i) m o r e attention should be paid to the soc ia l dimension of development; 

(ii) p r o j e c t s should be m o r e c lose ly i n t e r - r e l a t e d ; 

(e) the UN s y s t e m could usefully concentra te on ce r t a in a r e a s of activity in support of 
development for which it i s pa r t i cu l a r ly sui ted. 

3. The p r o g r a m m e should adopt a t rue country approach and become m o r e s t rongly count ry-
cen t r ed : 

(a) a p r o p e r ba lance should be s t ruck between the global s t r a t egy and the country approach; 

(b) a c e r t a i n p ropor t ion of total r e s o u r c e s should be al located to "non-country" actions 
such as mul t inat ional p ro j ec t s , regional or sub regional under takings , such as the 
Regional Planning Inst i tutes and ce r t a in wor ld sec to ra l act ions; 

(c) spec ia l m e a s u r e s should be taken to a s s i s t the l e s s -deve loped among developing 
coun t r i e s by p r o g r a m m i n g technical a s s i s t ance designed to b reak bott lenecks and 
i n c r e a s e absorpt ive capaci ty, and by m o r e flexible t r e a tmen t of counterpar t con t r i ­
but ions 
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ChapterFive 

THEU.N. DEVELOPMENT CO-OPERATION CYCLE 

" L e t m e h a v e t h e b e s t solutionworkedout. Don't 
argue the matter. The difficulties will argue for 
themselves." 

- S i r Winston Churchill 'sMinute of 30 M a y l 9 ^ 2 ^ 

I. INTRODUCTION 

A. The imperative need f o r a s y s t e m 

1. Part II analysed the evolution of the development activities of theUnited Nations 

system, noted its achievements and the efforts made to improve it, but was also compelled to 

register theconstraints which seriously inhibit its full growth. Objectively regarded, the 

United Nations development "system"exis ts only in name. 

2. An effective system must be introduced without delay if the variousUnited Nations 

organizations in general, and UNDP in particular, are to expand their capacity to co-operate 

with developingcountries and especially if they are to comply with the t e r m s o f O A resolution 

2188(^1) which, it was suggested inChapter One, could provideacompass north. The 

introduction of asys tem in the true sense of the word embraces many different aspects, legis­

lative, financial, administrative and organizational, which will bedeal t with in later chapters, 

but it is evident that some of the most important concern the different phases of programming, 

implementing and evaluating developmentco-operation i n a g i v e n country. This will be the 

subject of the present chapter. Here, three of the principlesenunciated in CA resolution 

2188(^^1) are of particular relevance, since they insist on the need to aim at̂  

"Aflexible, prompt and effective response to thespec^fic needs of individual countries 
and regions, a sde te rminedbythem, within the limits of available resources^ 

The evolution of an integrated system of long-term planning onap rog rammebas i s^ 

Theinstitutionof systematic procedures for evaluating the effectiveness of operational 
and research activities." 

3. The Capacity Study has not been alone in reaching ^he conclusion t h a t a m o r e syste­

matic approach must be adopted and that the nub of the problem at the level of each individual 

country lies in programming, which holds the key to most of what follows in the implemen­

tation stage. The governments of many developing countries, especially those whose planning 

machinery is gradually getting stronger, have made it clear that the effective programming of 

^ On the preparation of harbours for the invasion of Europe. 
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external assistance, both multilateral and bilateral, is an essential element in their own work 

and that the present ad hoc methods of preparing operations financed byUNDP lead to 

scattered projects which do not permit the best use to be made of resources. AsChapter 

Fourhasshown, theconceptof the dovetailing of international and national r e s o u r c e s o n a 

planned basis is central to the thinking of the Second Development Decade. Again, it has 

beenacons tan t thence in the EnlargedCommittee on Programming and Co-ordination, and 

many members haveconstantly emphasized the need for aneffective system to programme 

t h e u s e o f resources . 

^. Nor has this line of thought beenconfined to governments. The President of the 

IPRD, for example, has emphasized that effective programming on the part of the various 

United Nations organizations undertaking development activities is essential to theeffective-

ness of the Pank's operations, ^ w h i l e a c o n s i d e r a b l e number ofofficials within theUnited 

Nations development system holding key posi t ions- particularly those experienced in modern 

techniquesof managen^ent- haveechoed the need for rationalization. 

P . Major issues of policy 

5. Several major issuesof policy are involved in the proposalsmade in this chapter and 

it would b e a s w e l l t o s i n g l e t h e m o u t a t o n c e . 

F i rs t , if the Capacity Study's choice of CA resolution 2 1 8 8 ( ^ 1 ) as the best and most 

up-to-datepolicyguide available findsacceptance, the Ceneral Assembly might wish 

formally to recomn^end that its te rms should beendorsed by thegoverningbodiesof 

allcon^ponents of theUnited Nations development system. 

Second, al l those concerned withdevelopmentco-operation should acknowledge the 

basic principle that i t c e n t r e s o n individualcountries (andreg ions)andnotonthe sec­

toral interests represented by international organizations. International organizations 

should therefore strive t o g e t m o r e a n d m o r e a c t i o n taken at the countrylevelunder 

the sovereign authority of thegovernment. 

Third, any remaining distinctions between SF and TAfunds, procedures and identities 

should beremoved. 

Fourth, the procedures and processes proposed in these sectionscould only beimple-

mented if (among other things)thedevelopment activities of the various organizations 

of theUni tedNat ionssys temare co-ordinated to themaximumexten tposs ib lebya 

central body, through which the greatest amount possible of technicalco-operation 

funds madeavailable to t h e s y s t e m s h o u l d b e c h a n n e l l e d . ^ 

^ See footnote t o p a r a . 58. 

2̂  SeeChapterNine, paras . 2-8, for more details of how this might gradually be 
achieved. 
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Fifth, it should be accepted t h a t U N D P provides the bes t foundation on w h i c h a c o -

ordinating organizat ion could b e b a s e d . 

Sixth, the head of the cen t ra l body should be held accountable for all f u n d s a n d r e s -

pons ib i l i t i e sen t ru s t ed to the organizat ion and his re la t ionship to the Special ized 

Agencies , and to any other executing agent, in m a t t e r s concerning the implementa t ion 

o f t h e p r o g r a m m e , should be that b e t w e e n a p r i n c i p a l and h i s c o n t r a c t o r . 

Seventh, the maximum u s e of t h e P a r t i c i p a t i n g and Execut ing Agencies should be m a d e 

in a l l p h a s e s of t h e U n i t e d Nations Development C o - o p e r a t i o n C y c l e , provided that they 

can mee t the c r i t e r i a of OA reso lu t ion 2188(^^1). 

Eighth, methods of implementa t ion should be m o r e f l ex ib leand , while m a x i m u m u s e 

should be made of t h e s p e c i a l p r o p e r t i e s p o s s e s s e d by the Special ized Agencies , the 

programn^e should avail itself, in ag reement with governments , of all s o u r c e s of 

knowledge o r exper t i se that can prov ide an effective and speedy r e s p o n s e to the r e q u i r e ­

men t s of developing coun t r i es , subject o n l y t o a d e q u a t e s a f e g u a r d s to p r e s e r v e the 

i n t e r n a t i o n a l c h a r a c t e r of the opera t ion . 

Ninth, evaluation should b e r e s t r i c t e d to the m i n i m u m e s s e n t i a l t o sat isfy t h e r e q u i r e -

n^entsofMen^ber States and 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, a n d s h o u l d o n l y b e 

p e r f o r n ^ e d b y p e o p l e w i t h p r o v e n q u a l i f i c a t i o n s . 

Ten th , t h e r e s p o n s i b l e g o v e r n i n g b o d y , whilst p r e se rv ing e f f e c t i v e p o l i c y c o n t r o l o v e r 

p r o g r a m m e s for i nd iv idua l coun t r i e s , should delegate w i d e a u t h o r i t y to the h e a d o f the 

cen t ra l organizat ion and he , in t u rn , should delegate the m a x i m u m p o s s i b l e au thor i ty 

to his Resident Represen ta t ives . 

C. Specific r ea sons 

6. The p rocedures and p r o c e s s e s advocated in t h i s c h a p t e r r e p r e s e n t a r e l a t i v e l y s imple 

approach to continuous and in tegra ted planning, p rog ramming , budge t t ingand u t i l iza t ion of 

ava i lab leU^i tedNat io^sd^ve^opn^e^ t r e s o u r c e s . They a r e intended, col lect ively , to achieve 

a n u m b e r of i n t e r - r e l a t ed object ives , namely: 

(a) to obtain t h e b e s t u s e of r e s o u r c e s ; 

(b) t o e n s u r e that t h e d i f f e r e n t n e e d s o f different countr ies a r e m e t to the m a x i m u m 

poss ible extent; 

(c) to ensure that c o u n t r i e ^ a n d the i r development objectives^ i . e . country s t r a t e g i e s 

expressed in soc io-economic t e r m s , a r e the overr id ing cons idera t ion , thus avoid­

ing the danger of " s c a t t e r e d " p r o j e c t s responding to the i n t e r e s t s of individual 

m i n i s t r i e s o r i n t e r n a t i o n a l o r g a n i z a t i o n s ; 

(d) to ensure that individual p r o j e c t s a r e thought through, with a l l t h e i r impl ica t ions 

and obligations unders tood b y a l l concerned f r o m t h e t i m e o f t h e i r concept ion unt i l 

they a r e completed, and have made the i r spec i f iccont r ibu t ion to t h e c o u n t r y ' s 

development; 
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(e) toanalyse cost estimates, where feasible, in relation to prospective benefits prior 

toapproving or disapproving projects; 

(f) to eliminate "second-guessing" by forc inga l lconcernedtoagree , as far as humanly 

possible, on technical matters at the country level, on lyaminimumof such pro­

blems ar is ingat the levelof headquarters; 

(g) to ensure the most effective and timely delivery of the approvedprogrammebothin 

quantitative andqualitative terms; 

(h) toensure tha t indiv idualpro jec ts are kept under constant review, thuspern^itting 

appropriate ac t iontobe taken if andwhen needed; 

(i) toenable the developn^entofaneffectiveinformationsysten^without which 

(amongst other things)theUNDP operation cannot be managed effectively; 

(j) t oenab le thedeve lopmen to fa rea l i s t i c sys t emof evaluation; 

(k) to permit the development, to the maximumextent possible, of acommon bud­

getary practice; 

(1) to ensure that appropriate follow-upaction is taken as and when appropriate; 

(m)to utilize computers, communications equipment, andother labour- andt ime-

savingdevices wherever they maycontribute to n^oreefficient functioning of the 

system; and beyond these 

(n) to achieve effective co-ordinationwithotherinternationalinputs; and 

(o) tofacil i tateco-ordinationwith bilateral andmulti-nationalprogrammesof 

developmentco-operation. 

7. Theseobjectives i l lustrateonce more theinterdependenceof many of the factors in-

fluencingdevelopmentco-operation and provide further evidence that current attempts to solve 

individualproblemsin isolation have nochance of succeeding. Accordingly, the proposals 

that follow have been designed asacon^posi te whole, of which each part interlocks with the 

others. Certain principal fea turesare therefore essent ia l to thear t icula t ionof the model 

and must be adopted simultaneouslyif it is to function properly. Other, less central, aspects 

havebeenworked out in some deta i lonlyto demonstrate t h a t a s y s t e m for the planned use of 

resources could be made to work, and to suggest waysinwhich this might bedone. Naturally, 

many variations are possibleand it is not feasible or desirable tocover every contingency 

l i k e l y t o a r i s e i n practice. 
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II. CENERAL DESCRIPTION OF THE UN DEVELOPMENT CO-OPERATION CYCLE 

8. In this Study, the chapter o n " T h e F i r s t T w e n t y - F i v e Y e a r s " d e s c r i b e s s o m e o f the in-

h e r i t e d c o n s t r a i n t s o n the p resen t operat ion. T h a t o n "Capaci ty" has analysed the c u r r e n t 

i m p e d i m e n t s i n t e r m s of p r o g r a m m i n g a n d pro jec t formulat ion, execution, fol low-up, eva lua ­

tion, adminis t ra t ive a n d f i n a n c i a l p r o c e d u r e s a n d o r g a n i z a t i o n a l p r o b l e m s . F ina l l y , the 

chap te r o n " T h e N e x t T w e n t y - F i v e Y e a r s " h a s b ^ o a d l y e s t a b l i s h e d a n u m b e r of g e n e r a l p r i n -

c ip les which mus t be observed if t h e U n i t e d Nations sys t em is t o r e s p o n d a d e q u a t e l y t o the 

i n c r e a s e d demands l i k e l y t o b e made of it in the future. Pr ief ly , t h e s e c o m p r i s e : 

(a) t headop t ion of an effective country approach; 

(b) g r e a t e r flexibility in the content of the p r o g r a m m e a n d in i t s o p e r a t i o n a l , 

a d m i n i s t r a t i v e a n d financial p r o c e d u r e s ; 

(c) p r o g r e s s towards m o r e i n t e g r a t e d t r e a t m e n t o f t h e v a r i o u s i n p u t s at the d i s p o s a l o f 

t h e U N d e v e l o p m e n t sy s t em, extending where poss ib le to o ther e x t e r n a l r e s o u r c e s 

f r o m o u t s i d e t h e sys tem. 

9. The p r e s e n t chapter e x a m m e s m o r e c l o s e l y how these p r inc ip les could be applied to 

the p r o c e s s of p r o g r a m m i n g U n i t e d N a t i o n s development c o - o p e r a t i o n w i t h d e v e l o p i n g 

coun t r i e s , implementing that progran^m^e, a n d e n s u r i n g i t s e v e n t u a l impact by a d e q u a t e p r o -

cedu re s for evaluation and follow-up. This sequence of act ivi t ies has been denominated the 

U n i t e d N a t i o n s 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 because they compr i se t h e e s s e n c e o f the 

Uni tedNat ions developn^ent function at t h e c o u n t r y l e v e l a n d because they should t o g e t h e r con­

st i tute acon t inuous anddynan^ic p r o c e s s i n w h i c h t h e s e p a r a t e components a r e i n t e r l o c k e d a n d 

gea red to s u p p o r t t h e d e v e l o p m e n t e f f o r t s o f i nd iv idua l coun t r i e s . 

10. F o r c la r i ty of p resen ta t ion , the cycle h a s b e e n divided into five p h a s e s , e a c h o f which 

is the subject of a s e p a r a t e section: 

I. C o u n t r y P r o g r a m m e 

II. P ro jec t Formula t ion , Appra i sa l and Approval 

III. Implementat ion 

PB. Evaluat ion 

^ . Fol low-up 

The ^cycle would also i n c l u d e a n Annual Review. 

11. T h i s d o e s not mean that the phases a u t o m a t i c a l l y f o l l o w o n o n e another i n a s t r i c t l y 

consecut ive fashion, or t h a t t h e y a r e d i s t i n c t events in t hemse lves . O n t h e c o n t r a r y , the 

cycle i s seen as acon t inu ing one i n w h i c h a l l t h e individual phases a r e in terdependent and con-

s t a n t l y r e t i c u l a t e d w i t h o n e a n o t h e r . Thus , for example , project formulat ion o v e r l a p s b o t h 

the prev ious phase of country p r o g r a m m e a n d the succeeding one of implementa t ion . P^ere, 

the f i r s t step would be to work out i n a m o r e p r e c i s e form the p ro jec t s identified i n o u t l i n e in 
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thecountry programme, and the second, once the executingagent had been selected, would be 

to prepare the final, detailed description of the project which would formthe basis of the plan 

of operation and, in practice, the initial step in the implementation phase. Similarly, the 

Annual Review would notonlyfinalize the programn^e for thecoming year. It would also con­

sider new pro jec t sdes ignedtomeet objectives agreed upon in thecountry programme (Phase 

II), evaluate the progress on projects already in execution(Phases III and I ^ ) a n d t a k e a n y 

necessary measures to improve thefollow-up actionon completed projects ( P h a s e r ) . 

12. Anout l ineofhowthe cycle as awholewouldoperate may helpin understanding the 

detailedexposit ionof each phasewhich follows in later sections. 

A. Country ^ro^ramme (Phase I) 

13. In this phase, representatives of theUnitedNations development system able to offer 

individual inputs, i .e . UNDP (with assistance from Specialized Agenciesasappropriate) , 

UNICEF, WFP and Agencies with operational programmes financed from their regular budgets 

and^or other funds (insofar as these concern development), would meet with thegovernment, 

under the leadership of the Resident Representative, and a g r e e o n a c o u n t r y programme. 

This would b e b a s e d o n a p r i o r socio-economic study of the country, thecountry 'sowndevelop-

mentplan (where this exists) and an identification, first, of the needs in t e rms of total 

external resources required and, second, of thosewhich might be met by theUnitedNations 

development system, given thetype andapproximate magnitude of thefinancial resources 

l ike ly tobeava i lab le from the latter source. Thiscountry programmée would besynchronized 

wi th thecoun t ry ' sownplancyc le , and would, ideally, embrace the whole range of inputs from 

theUNdevelopment system. It would a l sobe harmonized with potentialcapital inputs from 

t h e U N s y s t e m ' s financing institutions ( theWorldPankCroup)and consistent with international 

monetary and trade policies. In this phase, the IPRD should play an important ro leand effec­

tive co-operation should be maintained with thePank in all countries where it is operating, as 

also with the IMF and UNCTAD, where appropriate. 

1^. The country programme would describe the economic and socialobjectives to which, by 

mutual agreennent, co-operation f romtheUnitedNat ionsdevelopmentsystemwas tobe 

directed and state, i n g e n e r a l t e r m s , the inputs required toat tain these objectives, including 

as far as possiblean itemized list of projects, worked out in preliminary outline only but with 

approximatecostings. After appraising theprogramn^e, the Adn^inistrator would present it 

to the Coverning Council for approvaloftheUNDPcomponents. ThoseUnitedNationssources 

able to provide other inputs would take the necessary action in accordance with their own 

policies and procedures. 
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15. Once the Coverning Council's approval had been given, the second phase of more 

detailed project formulation would begin. For small projects, this should b e a s i m p l e and 

straightforwardoperation. F o r l a r g e r and morecomplicated projects, the process would 

probablyfall into two parts. It would be necessary to explore the project in greater depth, 

par t icu la r lywi thregard to its technical aspects, i tsexpected impact, and there la t ive mer i t s 

of alternative methods of attacking the problem. This initial phase and any subsequent more 

detailed work needed should be carried out by the prospective executing agent (seebelow under 

"Implementation"). Where two phases were necessary, the initial one would be financed from 

apreparatory allocation charged againstthe final cost of the project. The findings would 

provide thebase document for the appraisal and approvalof the project, which would be the 

responsibility of either the Administrator or the Resident Representativeaccording t o i t s size. 

16. When approvalwas given, funds would be allocated for theduration of the project and 

responsibility for execution assigned in consultation with the government. It would then be for 

the Executing Agency or agent to establish details of the project which, onceagreed with the 

government and UNDP, would constitute the planof operation. The body responsiblefor 

executingaproject shouldalso draw up theplanof work. 

C. Implementation(PhaseHI) 

17. The phase just described would, in effect, be the first step in actual implementation of 

the project,^and would provide theyardst ick against which its progresscould subsequently be 

measured. 

18. In this phase, there would be greater f reedomthanat present in selecting methods and 

agents for executing the projects, i n o r d e r t o e n s u r e p r o m p t andeffectivedeliveryof the 

programn^eandavoidoverloadingpartsoftheUnitedNationsdevelopmentsysten^. Financial 

accountability and overall responsibility for the ^pera^ t io^swoulo^^ef i rn^çen^edqnth^ 

Administrator, in contrast to the present somewhat blurred situation. The Administrator 

would delegate maximun^ responsibility to theResident Representative. Effective arrange-

m e n t s f o r a r e g u l a r flow of information toUNDP headquarters from the executingagent and 

the Resident Representative wouldensure adequate supervisionof e a c h p r o j e c t ' s p r o g r e s s a n d 

provide valuable materialfo^evalu^ti^n^no^follow^np 

D. Evaluation (Phase PB) 

19. Evaluation would beacons tan t thread running through all other phases. It would be 

inherent in the detailed formulation of projects (where the plan of operation should p rov idea 

buil t- intoolof evaluation), in theappraisal of programmesand projects, a n d v i t a l t o t h e 

proper surveillanceof projects under execution, andtotheassessn^entandfol lowDupof a 

p ro jec t ' s r e su l t sonce i thadbeencomple ted . 
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E. Follow-up ( P h a s e r ) 

20. The continuation of support toacomple ted project, i . e . follow-up procedures, would 

bestrengthened, par t icu la r lywi thaview to c rea t ingac lose r l i nk between pre-investment 

activities ( i n t h e s t r i c t s e n s e o f the t e r m ) a n d a n y eventual investment decision. 

F . The Annual Review 

21. The country programme would be amajor periodic exercise within thecycle , coincid­

ing with the prepararon of the national development plan. In between, there would be an 

annual rev iewof thecount ry programme during which the government and theresponsible 

components of theUnitedNationsdevelopmentsystemwould together examine theprogress of 

theprogramn^e as awho leandadvance the f i rmprogramn^eoneyea r further ahead within the 

framework of the country's current development plan, thus introducing the essential element 

of flexibility. The Review would also provide a p r o g r e s s r e p o r t f o r t h e Administrator and 

the Coverning Council. 

O. T h e c y c l e a s a w h o l e 

22. When, at the end of theagreed period, the wheel came ful lcircle , there would be 

another full-scale country programme exercise. This would not, however, be anautomatic 

cut-off period since many projects wouldoverlapfromoneprogram^ne period into the next. 

It would provide anopportunity for amajor reassessmentof thecountry ' seconomic and social 

s i tuationandof therequirements for co-operation with theUnitedNationsdevelopmentsysten^ 

over the next years. In t ime , the wholecycleshould become acontinuous process, the 

programmebeing pro jec tedoneyear further aheadevery year within the nationalplanning 

cycle, and periodically subjected toare -examina t ion in depth synchronized with preparations 

for the ne^t national plan. 

23. Against this background, each of the five phases is described in detail in thesucceeding 

sections of this chapter. 

P .̂ Implementation of the proposals 

2^. Most of the proposalscontained in thischapter are covered by existing legislation and 

could beintroduced by simple decision of the Administrator. (In fact, some of the proposals 

made here a rea l ready under discussion, in part because they havebeen raised in the course 

of theCapaci ty Study, and may therefore already b e i n operation by the time th i s repor t is 

published.) The only major exception relates to the proposals for the "country programme"; 

there levant section therefore conta insaspec ia lpassage at the end suggesting how this could 

be organized smoothly. 

25. The proposed procedures would r ep re sen t ama jo r change for the Coverning Council 

only in the sense that programmées of UnitedNations developn^entco-operationwouldbe 
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submitted for the Council's approval, instead of individual projects a s a t present. The degree 

of financial authority delegated to the Administrator would not besubstantially changed for he 

would report regular lyto the Council on his actions in implementing the programmes and the 

Council could intervene if members w e r e a t anyt ime dissatisfied. In pract ice, the authority 

of theCounci lwouldnotonlybemainta inedbut actively strengthened, for the procedures 

proposed would give the Council better control of the programme a s a w h o l e and reinforce its 

constitutional policy-making functions. 

III. TPE PHASES OF TPE UN DEVELOPMENT CO-OPERATION CYCLE 

Phase I: TheCountryProgramme 

A. Introduction 

26. With the increased understanding that development is alengthy business and embodies 

many variedand interlocking economic andsocial factors, there h a s b e e n a p a r a l l e l real iza­

tion that development policies must embrace thewhole complexof problems, w i thdue rega rd 

for the often very subtle linkagesand interactions between them. Accordingly, they should be 

projected as far aneadas possible, whi les t i l lpreserving the flexibility demanded b y a s i t u a -

tion which is constantly changing. Developing countries havebeenconstantly exhor ted- and 

theUnitedNations sys temhasbeen in the fo re f ron t and has contributed substantiallyto the 

techniques invo lved- to work out na t iona lp l anso f seve ra lyea r s ' duration and to s e t u p c e n t r a l 

planning machinery toco-ordinate policies and actionsin the various economic andsocial 

sectors. Most countries have already adopted this practice, at least to some degree. 

27. I tfol lowsthat an internationalprogramn^e of developn^ent assistance which recognizes 

no other interests than the promotionof economic and social p rog res s in therec ip ient 

countries must also plan, in consultation with thegovernments concerned, the long-term and 

integrated use of theresources put at i tsdisposal . Th i shas not been t h ê c a s e i n t h e p a s t and, 

although p r o g r e s s h a s b e e n registered towards a longer-term and n^ore integrated approach, 

different programming cyclesand methods a r e s t i l l in force for the various inputs offered to 

the developing countries by theUnitedNations system, and even withinUNDP itself. 

28. At the san^etlme, there has been an increasing realization of the importance of effec­

tive programming, as for example in the Administrator's Report to the governing Council in 

Novemberl967. ^ Fur thermore , OA resolution 2188(^0^1) setting up ECPC emphasized, 

1̂  "The programme has con^e to the end, n ^ o r e o r l e s s , of af irs t^phasebased largely on 
satisfying individual requests for assistance as they came in; (there is a need for) a m o r e 
rational and systematic approach to programming." Future Needs forPre-Investment 
Activity in Relation to the Administrative Capacity of theUnitedNations System toP rog ramme 
and Implement such Activities, Report by the Administrator (doc. DP^L.57). 
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among thebas ic objectives, "the evolution of an integrated systemof long-term planning o n a 

p rogrammebas i s " . 

29. The Capacity Study has reached the conclusion that the measures taken so far are not 

sufficient and that, i n o r d e r t o e v o l v e aneffectiveUnitedNationsdevelopment system, both at 

its present l eve lo r at an appreciably h i g h e r l e v e l i n a f e ^ y e a r s ' t i m e , it would be essential to 

"p rog ramme" theuseo f allUnitedNations development resourcesinvolved. This would 

require a s e r i e s of carefullydefinedand interdependent procedures andprocessesbasedon the 

premise that programming is not aonce-for-al lact ivi ty for each project or programme, bu ta 

continuous process whichconstantlyneeds to bereviewed, revisedand renewed if multilateral 

aid is torespondeffect ivelyandflexiblyto the needsof individualcountries. 

30. The Study has accordingly p repa redaconcep tua ldes ignofasys t emof programming 

whichwould link up with theconceptualdesign of asys tem for the collection, retrieval and 

storage of information which i sdescr ibed in the nex t̂ chapter. It is therefore conceived a s a n 

integral part of agene ra l sy s t em. It has been discussed with the Advisory C^roupand the 

Panel of Consultants, and its practicability in the field has been checked with Resident 

Representatives working incountr iesof varying characteristics, most of whom havereacted 

favourably. Indeed, it isencouraging to note t h a t a v e r y similar experiment is to be carried 

out in^Benezuelathisyear , in the formof an overall review of the programmewith the parD 

ticipationof all concerned, both on thegovernmentandontheinternat ional side. At first 

sight, it might appear that the proposed procedures are too compl ica ted^ and would be 

difficult toapply Bin practice. This is not so. While the design is not meant to be rigidly 

applied, it establishes the main principles which, it is fully recognized, mus tbeadap ted in 

e a c h c a s e t o f i t l o c a l c i r c u m s t a n c e s . In fact, the proposals havebeen worked out in much 

greater detail than is shown here in order to verify their practicability and adaptability to 

varying circumstances. The Capacity Study is of the firm opinion that, if the principles are 

applied flexibly, the system is perfectlyworkable. More importantly, the introduction of such 

aprogran^mingsysten^is an indispensable condition for any effective expansion of the current 

capacity of theUnitedNations system. The question, then, is not whether it will work, but 

h o w t o m a k e i t w o r k . 

P . Present systemof programming 

31. Pefore describing the proposed new procedures and processes , abrief analysis of 

t h o s e a t present in operation may be helpful in understanding the nature of the changes 

suggested. 

^ It may be noted that over lOOseparateadministrat ivesteps have been identified in 
dealing wi tha typica l Special Fund project in the present operation. 
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32. To avoid longueurs in the main text, detafls of the programming procedurescur ren t ly 

employed for t heTA and SFcomponents of UNDP, for UNDP regional projects, f o r t h e r e g u l a r 

programmes of the Specialized Agencies, and for other inputs, such as those forUNICEF, 

WFP, SIS, the Freedom from Plunger Campaign, etc. are given in Appendix Two of Part^B. 

33. That analysis demonstrates plainlythe considerable variety of p rogrammingcyclesand 

methods used for the various inputs offered to the developing countries by theUnitedNations 

development system. Even so, this does not takeaccount of the IPRD, which f a l l s i n t o a 

category of its own, and which conducts substantialoperations in many countries, largely 

independently of theactivi t ies sponsored by the various organizations listed above. Even 

withinUNDP itself, the timing and methods vary between the twocomponents. Specialized 

Agencies often promote projects in their own particular field of competence without due regard 

toovera l lpr ior i t i es , and theco-ordinating link provided through the Resident Representative 

is not endowed with sufficient authority. 

3^. Priefly, under the latest procedures which came into forcea t thebeginning of this 

year, theTA component is p rogrammedonacont inuousbas is , as and when individualproject 

needsoccur, within anannual country target (projected p rov i s iona l ly fo r th reeyears more). 

Fullproject financing is required, and projects are approved by the Administrator for their 

full duration, up to amaximumof four years. Any savings are available for re-programming 

and theunprog ramn^ed ta rge t a t t heendof theyea r c a n b e c a r r i e d o v e r t o t h e n e x ^ t y e a r , up to 

amaximumof 50 per cent of the original target. 

35. The latest changes have brought the TA procedures nearer to those of the Special Fund 

component, whose main charac ter i s t icsare project-by-project appraisal and approval, com­

bined with continuous programn^ing, project financing, and approval for the wholeduration of 

the project. The main differencebetween the two, apart f romthe different scale and nature 

o f thep ro j ec t se l i g ib l e ineachcase , lies in theabsence of a"country target" for the Special 

Fund component and in the fact that the governing Counci lapprovestheprojects , o n t h e b a s i s 

of the recommendations of the Administrator after consulting the IACP. 

36. While it is usual to speak of t heUNDP"prog ramme" inapa r t i cu l a r country, the net 

effect of these procedures is to produce a s e r i e s o f projects, which may or may not b e i n t e r -

related, but certainly cannot be t e rmedaprog ramme in t hes t r i c t sense of the word. There 

i s n o p o m t a t w h i c h a " c o u n t r y p r o g r a m m e " i s p l a n n e d a s awhole w i t h d u e r e g a r d t o t h e 

optimumoveral luse of available resources, from whatever source. T h i s i s n o t t o say that 

no high priority projects are selected. On the contrary, very many bring great benefits to 

the recipients. Put asChapter Three hasshown, t h e r e a r e too many hast i lyprepared 

projects, someofmargina lva lue , where the opportunity cost is far greater than it should have 

been. When such misallocations of resources occur in the choice of Special Fund, TA or 

regional projects, the result is not o n l y a l e s s than efficient use of UNDP funds, but, more 
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seriously, the misemployment of thesca rce resources of thecountry concerned, since it is in 

every c a s e r e q u i r e d t o m a k e acounterpart contribution. W i t h e v e r y i n c r e a s e i n t h e s i z e o f 

theUNDPprogramme, thegrea te r become the possible distortions. 

37. This danger hasbeen realized and the new programming procedures under t h e T A c o m -

ponenthavegrownoutof arecognition that the leve la t which the programmeisnowoperat ing 

requires anew approach. The changes represent an undoubtedadvancebut, judging bypast 

experience, it seems umikelythat procedural improvements alone caneradicate a l l the prob­

lems , manyof which a reverydeep-sea ted . It is e s sen t i a la l so to changesomeof thebas ic 

concepts about the functions and purposesofprogramminganddevise new ones applying to the 

wholeprogramn^e. T h i s i s oneof thereasons for advocatingafull merger of the two 

components. 

38. The comn^on thread running through the successive programming procedures adopted 

fo rEPTA and then the TA component of UNDP is the gradualevolut iontowardsacountry-

orientedapproach. Put a l thoughagreat deal has beenwri t tenandta lkedabout the "country 

approach", for various reasons, someof themorganiza t ional ra ther than procedural, it has 

not been possible to prevent some arbitrary judgemen^sabout priorit ies. 

39. T h i s i s e v e n more true of the SF component. Whereas theintention was to safeguard 

the quality of projects and tostrengthen the influence of the Administrator over the content of 

the programme, t heSF component hascome to be characterized byan ad hoc approach to 

programme formulation and project selection. This permits arbitrary judgements andcurbs 

progress towards á s e n s e of overa l ld i rec t ionandperspect ive in anygivencountry. 

^0. There has^ in the past, beenatendencytoencouragegovernn^entstosubn^it anever -

growingnumberof requests for SF projects i no rde r both to demonstrate the need for an 

increased resourcef lowfron^UNDPto developing countries and toallow the Administrator a 

wider choice of projects. This, in turn, has stimulated the Agenciesin their search for 

m o r e r e q u e s t s , particularly since allprojects approved in their fieldof competenceauto-

mat ica l lyfa l l to them for execution. A s a r e s u l t , aqueueofunapprovedproject requests has 

fo rmed- theso -ca l l ed"p ipe l ine" . Since this phenomenon has been described inChapter 

Three, ^ l i t t l e more need be said here, except t o r e c a l l t h a t the present estimated backlog in 

the sys t en^asawho leo f some 1200 projects would take four years to clear, even with an 

apprec iable increase in resources , and represents aformidable strain oncapacity. 

^ 1 . Oneof theprob lemsofapro jec t -by-pro jec t system is the difficulty of comparing non-

comparable entities. For instance: is awell-founded and well-constructed fisheries project 

i n c o u n t r y " A " t o b e g i v e n preference over anequallywell-foundedand well-constructed 

forestry project incountry "P"^ Inevitably, apragmatic solution hasbeen found by selecting 

^ Para . 28. 
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p r o j e c t i o n a s e q u i t a b l e a g e o g r a p h i c a l b a s i s as poss ib le , although it m u s t b e r e c o g n i z e d that 

the sys tem h a s s o far tended to work to t headvan t age of m o r e efficiently o rgan ized and the 

bet ter -off among the developing coun t r i e s . This phenomenon de r ives i n p a r t f r o m t h e c r i t e r i a 

applied to the se lec t ionof p ro jec t s and in pa r t f r o m t h e d e m a n d s made on r ec ip i en t coun t r i e s 

for counterpar t a n d c a s h contr ibut ions . 

^2 . The p ro jec t -by-pro jec t operat ion also encourages the pro jec t approach to development 

i n p r e f e r e n c e t o t h e p r o g r a m m e approach, and tends t o l o o k upon p ro j ec t s as a n e n d r a t h e r 

than as a m e a n s of development. P r o j e c t s d o not a l w a y s g r o w organica l ly out of the specific 

n e e d s o f an ind iv idua lcount ry but s o m e t i m e s r e f l e c t w o r l d - w i d e s e c t o r a l po l ic ies of an i n t e r ­

nat ional organization which a re not applicable indiscr iminate ly . T h e y a r e a c c e p t e d b y 

count r ies par t ly because the v e r y condition of under -development r e n d e r s t h e m v u l n e r a b l e t o 

s u c h s u g g e s t i o n s , p a r t l y b e c a u s e they d e s p e r a t e l y n e e d external r e s o u r c e s and fea r that the 

fundsoffered cannot be obtained for any a l te rna t ive u s e , and p a r t l y because the v o i c e s c o m i n g 

f rom^theindividual Agencies f i n d a r e a d y e c h o i n t h e c o r r e s p o n d m g technica l m i n i s t r y of the 

count ry concerned. 

^ 3 . To these considera t ions m u s t b e a d d e d the fact that other inputs - U N I C E F , W F P , and 

the n o n - U N D P - f i n a n c e d p r o g r a m m e s o f the Special ized Agencies - a re each different again as 

r e g a r d s t iming and p r o c e d u r e s , and that the l ink between these p r o g r a m m e s o n t h e o n e h a n d , 

a n d w i t h l P R D a n d o t h e r sou rces of capi ta l on t h e o t h e r , i s not always as c l o s e a s c o u l d b e 

des i r ed . One c a n w e l l u n d e r s t a n d the perp lex i ty of any deve lop ingcoun t ry s t r iv ing to dove-

t a i l t h e co-operat ion available from in terna t ional s o u r c e s i n t o the f ramework of i t s o w n 

development plan and of other e x t e r n a l a s s i s t a n c e available. While s u c h a s i t u a t i o n w a s n o t 

t o o i m p o r t a n t - a n d w a s t o a c e r t a i n e x t e n t unders tandable - i n t h e e a r l y d a y s , t h e i n c r e a s e d 

s i z e o f United Nations r e s o u r c e s avai lable today for t e c h n i c a l a s s i s t a n c e p u r p o s e s h a s c r e a t e d 

a t o t a l l y n e w situation. A n o p e r a t i o n w h i c h inevitably h a d e l e m e n t s o f i m ^ p r o v i s a t i o n in the 

e a r l i e s t d a y s o ^ m u l t i l a t e r a l t e c h n i c a l a s s i s t a n c e now offers a r e a ! opportunity to b u i l d u p 

p r o g r a m m e s w i t h a l o n g - t e r m d e v e l o p m ^ e n t impact . More impor tant ly , the need to s t reng then 

b a s i c p r o g r a m m i n g c o n c e p t s also de r ive s f r o m t h e p r o g r e s s of a n u m b e r of developing 

coun t r i e s t o w a r d s g r e a t e r development awarenes s a n d g r e a t e r c o n f i d e n c e i n t h e i r own abi l i ty 

to embark on p lannedeconomic a n d s o c i a l d e v e l o p m e n t . 

C. Recommendat ions for future action 

(1) What is r equ i r ed 

^ . The new p rocedu re s proposed by the Capacity Study a re designed to m e e t t h r e e funda-

menta l r equ i remen t s : 

(a) the system^atic u s e of all r e s o u r c e s ; 

(b) t h e a d o p t i o n o f t h e "country approach"; 

(c) t h e c o - o r d i n a t e d u s e o f i n p u t s o f in ternat ional r e s o u r c e s . 
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^5 . The case for the country approach and for synchronizing the programming of the inputs 

of theUni tedNat ionssys tem and integrating them into the planning cycle of each developing 

country has already been made in thechapter on "The Next Twenty-FiveYears". ^ The 

arguments will not thereforeberepeated here , b u t i t m a y b e h e l p f u l t o summarize someof the 

subsidiary requirements which stem from them. 

^6. F i r s t , because allcountries aredifferent, the programming of external resource 

t ransfers must be ahighlyindividualized process , easily adaptable to the particular situation 

ineachcount ry . Flexibility must be the keynote. 

^7. Second, aval idcountry approach n^eans participation in the process of development 

planning inacoun t ryandacon t inu ing involvement with itsdevelopment objectives, recognizing 

no in te res t s extraneous to that purpose. Pybecomingan in teg ra lpa r to f aplanneddevelop-

ment process , multilateral assistance would achieve coherence, although it might very well 

s t i l lopera te in widely divergent fields. 

^8. Third, if this total involvement is to beachieved, programming must take place in the 

field and spring f romacons tan tawarenessof the problems, needs and plansat that level. 

^9. Fourth, in order to integrate national planning and international inputs, the resources 

made available ^romtheUnited Nations systemshould be projected o n a f a i r l y l o n g - t e r m p e r s -

pective, averag ingaroundfour to f iveyears , accordingtotheplanningcycleof thecountry. 2̂  

50. Fifth, i no rde r todo th i se f fec t ive ly , and enable the country to take multilateral 

resources in toaccountwhenplanningi t s development, it would b e e s s e n t i a l t o h a v e s o m e i d e a 

of the amountof thoseresources that are l ike ly tobeava i lab le over the plan period. It must 

beclear lyunders tood, however, that this would not b e a c o u n t r y target forUNDP in the sense 

in which this term has been used fo rEPTAand theTA component. It would not r ep re sen ta 

f i rmcommitment on the part of UNDP or the other components in theUnitedNationsdevelop-

m e n t s y s t e m t h a t t h e "order of magnitude"specified would automatically bespent in that par­

ticular country or bestow on that country any inalienable title to those funds asof right. 

Rather, it would be an indicative planning figure, determined by the Administrator, which 

c o u l d b e i n t h e f o r m o f awedge, i .e . indicating the upper and lower limits of the probable 

levelof funds available, andcou ld take in toaccoun t thees t ima tedra teo f growth of resources 

likely to be put at the disposal of UNDP. Ultimate expenditure would depend o n a n u m b e r of 

conditions, such as the overall availability of funds and the prior completion of certain steps 

andobjectives i nan agreed programme. 

^ Pa ra s . 69-100. 

2̂  This approach is supported in the Reportof the Commission on International 
Development (op. cit. pages 180-181). 
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51. Sixth, although certain dates and time-limits would have to be observed for admini­

strative reasons, programming would need to be a continuous and dynamic process . 

52. Seventh, in order to apply a rational programming system of this kind for UNDP, it 

would be essential to achieve a complete merger of the two components, both as regards 

procedures and finance. 

53. Eighth, the programming process would consist essentially of the joint determination 

by the government and the United Nations development system of the objectives which their 

combined efforts were designed to achieve. Projects would be secondary to these objectives 

and agreement on which objectives ought to be achieved would determine the further part ic i­

pation of an organization in the programming process and in the country programme itself. 

54. Ninth, once an objective had been agreed as a co-operative effort by the recipient 

government and the United Nations development system, ways and means would have to be 

found of achieving it. Obviously, the system must retain its right to decline to undertake 

projects that do not meet cri teria established by its governing bodies, or that it considered 

could not be executed efficiently. But saying "no" to a project proposal would not mean that 

the objective had been discarded, but rather that it would have to be reached by another path. 

55. The considerations set out above, applied exclusively to UNDP, would already produce 

a very marked improvement in the programming process. However, it is obvious that full 

rationalization of the programming of the non-credit inputs provided by the United Nations 

development system would not be possible unless the other United Nations organizations also 

participated in the country programme exercise, under the co-ordination of the Resident 

Representative, so that all the resources of the system could be taken into account simul­

taneously. This would also have the advantage of offering a wider range of assistance tools. 

It is to be hoped that the organizations concerned will give serious consideration to this 

proposal. Similarly, it is essential that the IBRD, as the main credit organization related to 

the system, should be intimately associated with the programming process. 1/ Within the 

framework of the government's policies, it would be desirable to ensure harmonization, as far 

as practicable, with the trade policies advocated by UNCTAD, the monetary policies of the 

IMF, and any other global or regional policies or objectives which have been officially en­

dorsed by the United Nations development system. (The reconciliation of the global strategy 

with the country approach, and the setting aside of separate funds for world and regional 

actions, has already been suggested in Chapter Four.) 2/ 

1¡ See footnote to para. 58. 

2/ Paras . 71-81. 
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56. A s w a s a l s o s u g g e s t e d i n t h a t c h a p t e r , ^ t h e best arrangement of all, in many cases, 

might be for the government toextend the "countryprogramme"operat ionto cover all 

anticipatedexternalco-operation of any magnitude, thus obtainingageneral idea of the total 

externalcontr ibut ionl ikelytobe available for the execution of its national plan. But even 

where this was not feasible, or thegovernment , for i tsown reasons, did not consider it 

advisable, then^orel imitedapproachout l inedabove, en^bracingonlytheUnited Nations 

develop^nent systen^, would facilitate the programmmg of co-operation from bilateral and 

other sources outside the systen^. Thus, the clear delineationoftheexpectedcontribution of 

theUnitedNations system for sonaet imeahead would makesystematicco-ordination with 

other programmes easier. Son^eoftheconclusionsemergingfron^the "country programme" 

operation mightevenexerc ise a m o r e direct influence. Indeed, with increasing experience 

of the process , it could be expected that some of the project needs, identified asessent ia l for 

the attainment of objectivesbut exceeding the resources of theUnited Nations system, might 

be formulated and implemented by bilateral programmes. If the government so wished, 

UNDP might even assist in mobilizing associated forms of aid of this kind. 

57. Programming isconceived tobe acontinuous operation, although the procedures may 

beconveniently divided into twointerlinked phases^ 

(a) OountryProgramme 

(b) Annual Progran^n^eReview 

58. Obviously, t he ro l e of theUnited Nations development system in assi s t ingagovern-

ment ton^eet its needs cannot bedetermined in isolation, but only in the context of the overall 

priority needsofthegovernn^ent in reaching it^developmentobjectives, andof the ro le of all 

ex te rna lsourcesof aid, bothmult i - and bilateral. The first prerequis i te!^ anassessment 

of the country'ssocio-economic position, its problems, resources,pote^tialitiesanditsdevelop-

mentplan, where this exists. Inanun^ber of cases, country studies of this kind area l ready 

1̂  Para . ^ . 



168 

i n e x i s t e n c e , some through the IBRD, and o the r s , of a s o m e w h a t different type, th rough the 

IMF. 1̂  W h e r e s u c h s t u d i e s a r e not avai lable , the government should be encouraged to c a r r y 

t h e m o u t , with whatever e x t e r n a l a s s i s t a n c e m a y be n e c e s s a r y . I n c e r t a i n c a s e s , a c o u n t r y 

study o r inventory of conditions m a y well be made t h r o u g h U N D P field offices, us ing ex is t ing 

field staff. UNDP should the re fo re s t rengthen i t s c a p a c i t y in t h i s r e s p e c t so that it m a y 

ass i s tgovernm^ents wherever appropr ia te . 

52. Pa r t i c ipa t ion and involvement in the development e f for t sof the count ry by t h e U n i t e d 

Nations development sys tem s i g n i f i e s s h a r e d r e spons ib i l i t y with the government for the out­

come of these efforts . It is the re fo re e s s e n t i a l t h a t any advice given to a c o u n t r y by the 

s y s t e m o n t h e select ion of ob jec t ivesshou ld ref lec t , so far as poss ib le , the joint v iews of all 

U n i t e d N a t i o n s b o d i e s concerned, including those c o m p o n e n t s o f t h e s y s t e m which a r e not 

^ Since th is conceptual design was completed, the P re s iden t of the IBRD officially 
i n f o r ^ n e d t h e O o m m i s s i o n e r that t h e B a n k now intends t o s e n d r egu la r e c o n o m i c r e v i e w 
m i s s i o n s , at the s a m e per iod e a c h y e a r , to about t h i r t y of the l a r g e r developing coun t r i e s 
a n d t o m o u n t c o m p a r a b l e m i s s i o n s t o t h e sn^aller d e v e l o p i n g c o u n t r i e s i n a r e g u l a r t w o - o r 
t h r e e - y e a r cyc le . T h e r e p o r t s they produce a r e i n t e n d e d t o p r o v i d e t h e f o l l o w i n g ^ 

(a) An evaluation of t h e s i t u a t i o n and p r o s p e c t s o f theeconomy^ 

(b) An analysis of the count ry ' s development o b j e c t i v e s a n d of the ma jo r development 
o b s t a c l e s a n d a s se t s of the economy^ 

(c) An informed judgement concerning the appropr i a t e development s t r a t egy to be 
pu r sued by the government concerned and the l ikelihood that it w i l l t a k e the 
action r equ i r ed to c a r r y out that strategy^ 

(d) An a s s e s s m e n t of domest ic and ex te rna l fmancing r e q u i r e m e n t s and of the p o s s i ­
b i l i t i e s of meet ing them^ 

(e) A n a n a l y s i s o f t h e p r i n c i p a l p r e - i n v e s t m e n t s u r v e y s a n d s t u d i e s r e o ^ u i r e d t o c a r r y 
out the development programn^e a n d o f t h e r e l a t i v e p r i o r i t i e s of t h o s e r e o ^ u i r e -
ments^ 

(f) An a p p r a i s a l o f t h e a v a i l a b l e n ^ a c h i n e r y for planning and for the forn^ulat ionof 
e c o n o m i c a n d financial policy^ and 

(g) An analys is of the p rob lems of inves tment and r e s o u r c e mobil izat ion and a l locat ion 
within t h e e c o n o m y and an^ong s e c t o r s , of e x t e r n a l d e b t p r o s p e c t s , of app ropr i a t e 
bor rowing t e r m s , and of c r e d i t - w o r t h i n e s s . 

T h e B a n k intends t o s e e k t h e o o - o p e r a t i o n o f s e v e r a l c o m p o n e n t s of t h e U n i t e d N a t i o n s deve lop­
ment sy s t em, p a r t i c u l a r l y t h e U N D P , w i t h r e g a r d to t h e a n a l y s i s of p r e - i n v e s t m e n t r e q u i r e ­
men t s ^nd p r i o r i t i e s . These m i s s i o n s s h o u l d c l e a r l y help t̂o provide t h e b a s i c c o u n t r y data 
r e f e r r e d to in the text . 
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directlyinvolved with providing inputs, but haveagenera l policy interest in the manner 

described in paragraph 55 above. This advice would need to be based o n a r e a l i s t i c assess­

ment of the potential i t iesofthecountry concerned, including theavailability and distribution 

of financial resources, theamount of permissible deficit financing, theabil i ty to repay loans 

and to assumetheburdenof recurrent expenditure, and the ultimate investment possibilities. 

(a) CountryProgramme 

60. Thepurpo^eof thecountryprogranan^e should be to establish, withinafinancial 

planning frameworksynchronizedwith the forn^ulationofnationaldevelopment plans, those 

objectives outlined in the country'sdevelopment plan which, by mutual agreement, theUnited 

Nationsdevelopment sys temwi l lhe lp thegovernment toach ieve . It would then describe in 

generaltern^s the type of mputs which might bere^ui red to meet those objectives over the 

periodof the plan. Where countriesdid not possessadetaileddevelopn^ent plan, the process 

would have to take place against the background of thegovernment 'sknowneconomic and social 

priori t ies. It would necessarily b e a l e s s precise exercise, but it should be possible to work 

out the activities on which the inputsf romtheUni tedNat ions system should be concentrated 

over the next few y e a r s i n o r d e r t o g i v e effective support to thegovernment 'sselecteddevelop-

n^entobjectives. I n s u c h c a s e s , thereshouldbe ade te rn^ inedef for tbyUNDPtoass i s t the 

government in improving itsplanning machinery and n^ethods, a s w e l l a s ^ h e c a l i b r e o f its 

planning personnel, so that thecoun t ryprogrammeexerc i señnprovedf romone period to the 

next. 

61. Reference hasa l ready been made in paragraph 50 to the need to establishanotional 

order of magnitude, or financial planning framework, at lea^t for theUNDP effort in each 

country dur ingagiven period, and, if possible, for thatof other elements of theUnited 

Nationssystem. Asys t emof country targets i sa l ready in operation for the TA component of 

UNDP, w h i l e a d e facto one exists for the SFcomponent. The newcombined order of magni­

tude could initially be determined, under the guidance of the governing Council, by the 

Admin i s t r a to ron thebas i so f present experience and practices, subsequently adjusted, taking 

into accoun t suchma t t e r sa s validity of programmes, performance, availability of projects, 

and other cri teria. Theimplications of suchasys t em for the overall financial management 

of UNDP ' s r e sou rcesa re examined inChapterNine. It would c lear lybe helpful if other 

programmes, suchasUNICFF, WFP, and the relevant Agency operational programmes not 

financed byUNDP, couldal^o establish similar orders of n^agnitude by country, thusfacili-

tatingsimultaneous andco-ordinatedprogran^minginthecountryi tself of all non-credit in-

putsf romtheUni tedNat ions system. ^ 

1̂  TheWorld Food Program mightexperience difficulties in ^uch long-term programming 
becausei ts r e sourcesmay fluctuate f ron^year toyear , as doesthe capacity of countries to 
absorbWFP assistance. However, the programnaing of WFP assistance should, to the 
greatest extent feasible, interlock with that of UNDPtechnical co-operation. 
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62. The logica l , in tegra ted sequence for e s t a b l i s h i n g a c o u n t r y p r o g r a m m e is^ 

(a) a s s e s s m e n t of a c o u n t r y ' s soc io - economicpos i t i om 

(b) identification o f o v e r a l l country development o b j e c t i v e s a n d t h e s t r a t e g y for 

achieving them^ 

(c) identification of the ro le of external aid within that strategy^ 

(d) identification o f the ro le of t h e U n i t e d N a t i o n s s y s t e m in ass i s t ing thegovernm^ent 

t o r e a c h the specified o b j e c t i v e s i n i t s d e v e l o p m e n t p l a n ^ 

(e) an i t emized Uni tedNat ions country p r o g r a m m e , synchronized with the p e r i o d of the 

development plan, descr ib ing in g e n e r a l t e r n ^ s the inputs that m a y be r e q u i r e d to 

mee t the object ives in (d )above^ t h i s c o u l d e i t h e r c o v e r U N D P alone, o r could 

include inputs f r o m o t h e r c o m p o n e n t s o f t h e U n i t e d N a t i o n s development s y s t e m 

insofar as they were able to pa r t i c ipa te . 

Those e lements of t h e U n i t e d N a t i o n s sys tem that w e r e i n v o l v e d in the e x e r c i s e would au to -

m a t i c a l l y p a r t i c i p a t e jointly with the governn^ent in ( d ) a n d ( e ) , but they n ^ i g h t a l s o b e i n v o l v e d 

in t h e e a r l i e r p h a s e s i f t h e g o v e r n m e n t so des i red , and according to t h e c i r c u m s t a n c e s o f the 

case . 

68. T h e U N D P i n p u t s in the country programmée could r ange f r o n ^ l a r g e - s c a l e e f f o r t s 

( ex -SF type ) , to one s h o r t - t e r m e x p e r t o r fellowship ( e x - T A t y p e ) . In each c a s e , t h e i n p u t s 

l i k e l y t o be r e q u i r e d on the pa r t of the government and f rom t h e U N D P for the whole p e r i o d 

should be stated in gene ra l t e rnas . The p r o g r a m m e submit ted would make p rov i s ion each 

y e a r f o r a r e s e r v e t o b e kept free and used as a c u s h i o n against any s h o r t f a l l o r i n c r e a s e i n 

planned r e s o u r c e s a n d to provide flexibility for s h o r t - t e r m p r o j e c t s , modification of l o n g - t e r m 

p ro j ec t s , and cont ingencies . This r e s e r v e could be p r o g r a m m e d during each following Annual 

P r o g r a m m e Review. Once t h e U N D P p r o g r a m m e had been approved by the g o v e r n i n g 

Council, p r o g r a m m e e a r m a r k i n g s would be made . Within t h e s e e a r m a r k i n g s , a p r o j e c t could 

b e a p p r o v e d a n d a f i n a n c i a l allocation made for i t s e n t i r e durat ion. ^ Appropr ia te action to 

in^plement the agreed programn^e according to t he i r p r o c e d u r e s would also need t o b e taken by 

any other components of t h e U n i t e d N a t i o n s developn^entsystem^ involved. 

(b) Annual P r o g r a m m e Review 

64. F v e r y y e a r , within the per iod covered by the count ry programmée, a r e v i e w would be 

h e l d j o i n t l y w i t h t h e g o v e r n n ^ e n t in o rde r to finalize the program^ne for the corning vea^r. On 

the b a s i s of p ro jec t evaluations by the field staff (see P h a s e 1^), the p r o g r e s s of on-going 

pro jec t s would be a s s e s s e d tode te rn^ ine the i r continued val idi ty and any n e c e s s a r y modi f ica -

t i o n s i n e x i s t i n g plans of operat ion. P roposa l s for new p r o j e c t s d e s i g n e d to n^eet object ives 

1̂  F u r t h e r d^etailsof the financial a r r a n g e m e n t s for t h ^ ^ y c l e a r e given i n C h a p t e r N i n e , 
p a r a s . 18-41. 



166 

agreed upon in thecountry programme, and follow-up oncompleted projects, wouldalsobe 

considered. The findings of each review, insofar as they concerned UNDP, would be t rans­

mitted to the Administrator and presented to the governing Council on an annual basis. Here 

again, any other parts of theUnitedNations development system providing inputs for theimple 

mentat ionofthe country programme would automatically participate in the Annual Review, and 

would need to take appropriate actionto carry out its findings and keep their own governing 

bodiesinformed. 

(c) Divisionof responsibilities at the country level 

65. Allof the programming phasesdescribed in the previous^ections must take place in 

the countryconcernedwiththeResident Representative co-ordinating the negotiations with 

thegovernment, s u p p o r t e d w h e r e t h e n e e d a r i s e s b y a r e p r e s e n t a t i v e of UNDP Headquarters. 

66. CountryProgramme. The Resident Representative would need appropriatesupport to 

co-ordinate the international participation in the country programme. He would have tech­

nical advisers on hisstaff already (seeChapter Seven) but, in many cases, he would need to 

supplement his teamwith other specialists. He would alsohave to co-ordinate theUNDP 

componentwi thothera idinputs of theUnited Nations system, suchasUNICFFandWFP, or 

theoperat ionalprogramme^ of the Agencies not financed by UNDP. Thegovernn^entmay 

wish to take advantageof the experienceof the Specialized Agencies by seeking their advice on 

specific economic andsocial sectors, whether inconnectionwith the asse^^n^ent of the socio-

economic situation(step (a ) inparagraph62 above)or in theidentification of the country's 

developmentobjectives (^tep (b)). Again, when the final stage of the country programme was 

being worked out, (^tep (e)), the Resident Representative would probably wish to consult with 

SpecializedAgencystaff in relation to specific aspects of theUNDP element, as well as with 

regard toanynon-UNDPprogrammes involved. In all the cases mentioned, the Agency staff 

concerned might already be part of the Resident Representative's office, might be available in 

theregion, or might b e s e n t specially fromthe headquarters concerned, according to the im­

portance of the programme. The final decision on the proposed UNDPprogramme submitted 

toUNDP Headquarters mu^t, of course, rest squarely on the government co-ordinating 

authorities, assisted by the Resident Representative. 

67. The fundamentalconsideration throughout is the need to draw upon al l the resources of 

knowledge and experience in theUNDP and other components of theUnitedNations development 

system, asappropriate , and including those of all relevant policy-making bodies, as well as 

those actively contributing inputs in order to developacon^istentprogramn^e. The rea r e 

various waysof doing this and t h e c h o i c e m u s t d e p e n d o n a n u m b e r of factors, nuchas the size 

of the country, its level of development, the ^ualification^of international personnel available 

on the spot, and thedegreeofexper ienceand skill in thecountry '^own planning n^achinery. 
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68. Annual P r o g r a m m e Review. This Review would be co-ord ina ted with t h e g o v e r n m e n t 

b y t h e Resident Represen ta t ive , or b y a r e p r e s e n t a t i v e f r o m U N D P H e a d q u a r t e r s . A s s i s t a n c e 

w o u l d b e f o r t h c o m i n g f r o m t h e Resident Represen ta t ive ' s t echnica l adv i se r s and, as a p p r o ­

pr ia te to the n e e d s o f t h e c o u n t r y , from r e p r e s e n t a t i v e s o f wha tever organiza t ions w e r e c o n -

cerned with the planning and implementat ion of the p r o g r a m m e . 

(2) The p r o c e s s of decis ion- taking 

(a) At the i n t e r -gove rnmen ta l leve l 

62. S o f a r a s U N D P i s c o n c e r n e d , the govern ing Counci lwould no longer a p p r o v e b a t c h e s 

of unre la ted p r o j e c t s b u t ins tead w o u l d c o n s i d e r U N D P c o u n t r y programmées p r e p a r e d o n t h e 

l ines descr ibed . Since these would b e s y n c h r o n i z e d with nat ional development p lans and 

cover the whole per iod of those p lans , t h e s u b m i s s i o n s would be s t aggered and the Council 

would consider different p r o g r a m m e s at each sess ion . The advantage would be tha t , i n s t ead 

of d iscuss ing i n d i v i d u a l p r o j e c t s i n isolat ion, t h e C o u n c i l c o u l d e x a m i n e each p roposed p r o -

gram^ne as a w h o l e , and in depth, taking i ts decis ion against the o v e r a l l e c o n o m i c and soc ia l 

background in each c a s e . Once the Coverning Council had se t the s e a l o f a p p r o v a l t o t h e 

programmée, this would a p p l y t o t h e w h o l e per iod , say, f i v e y e a r s , and the p r o g r a m m e would 

not automatical ly corn^e up t o t h e C o u n c i l u n t i l t h a t t i m e h a d e l a p s e d . However, r e p o r t s o n 

every p r o g r a m m e w o u l d be p re sen ted to the Council annually, b a s e d on the f ind ingsof the 

Annual Progra^nn^eReview. If the Adn^inistrator wanted to a l t e r t h e p r o g r a m n ^ e e a r m a r k i n g s 

by, say, m o r e than 10 p e r cent e i ther way, because a c o u n t r y p r o g r a m m e w a s g o i n g b e t t e r o r 

worse t hanexpec t ed , he would need to r e f e r th i s to the C o u n c i l ' s d e c i s i o n . If t h e r e w e r e a 

change in the l e v e l o f to ta l r e s o u r c e s , the Admin i s t ra to r would be empowered t o d i s t r i b u t e 

t h i s b e t w e e n individual country programmées, but r e f e r r i ng e v e r y recon^n^endation for e x c e p ­

tions to the Council. S imi la r ly , if any Council m e m b e r wished t o r a i s e a quest ion a r i s i ng out 

of the Annual Repor t , he could do so. 

70. In th is way, the C o u n c i l w o u l d b e b e t t e r informed about the p r o g r e s s and impac t of the 

p r o g r a m m e a s a w h o l e and t h u s b e i n a b e t t e r posi t ion to cont ro l and de te rmine pol icy . 1̂  

Moreover , t h e p r o g r a n ^ m ^ i n g s y s t e n ^ w o u l d p e r m i t a c l e a r e r v i e w o f t h e c o n t i n u i n g n e e d s o f 

developing c o u n t r i e s i n the foreseeable future and t h u s g i v e c o n t r i b u t i n g coun t r i e s an idea of 

the l eve lo f fundsreo^uired to mee t them. 

1̂  It might be worthwhile c o n s i d e r i n g a c h a n g e in the t iming of the Counci l '^ t w i c e - y e a r l y 
s e s s i o n s s o that i t s d e l i b e r a t i o n s c o u l d have the max imum impact on key p o i n t s o f 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 . Thus , an autumn meet ing , af ter t h e P l e d g i n g Conference (which 
might have to be a^little e a r l i e r than at p resen t ) but sufficiently in advance of t h e y e a r - e n d , 
would be well p laced to approve indica t iveplanningf igures ,and c o u n t r y p r o g r a m m e s for the 
next ca lendar year^ while a n o t h e r m e e t i n g i n e a r l y S p r i n g would allow t i m e for annual r e p o r t s 
on the preceding ca lendar yea r to be p r e p a r e d for the C o u n c i l ' s c o n s i d e r a t i o n at tha t s e s s i o n . 
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71. Sources of United Nations development assistance other than UNDP (notably UN1CFF 

andWFP), operating under their own legislation and decision-making processes, would need 

toadjust these processesappropria te ly if they decided to participate in the country programme. 

To the extent that closer forms of co-ordination could beachieved between the governing 

Counc i lo fUNDPandthegovern ingbodiesof themaina l te rna t ivesources of non-credit inputs 

(notably UNICFFandWFP), theprocess of approvalwould naturally be facilitated. 

(b) At thesec re t a r i a t level 

72. UNDP Headquarters would^ 

- determinetheprovisional "order of magnitude"of the country program^ne^ 

- determinethen^ethodtobeu^edinform^ulat ingthecountryprogram^ne (for instance, 

thecompos i t ionof the team, timing, etc.)^ 

- appraise thecount ryprogrammeand submit it for approvalto the governing Council. 

78. The purpose of theappraisal of acountry programme by UNDP Headquarters would be 

toestabl i^h its potential impact, cohesion, and overall soundness. It should beanexpeditious 

operation, based on consideration of all available information. The functions of the field 

(including the Resident Representa t ive)a t th iss tage would be to provideany additional informa-

tion that may be needed. 

74. Thesec re ta r i a t s of other par t sof theUnited Nations ^y^temwhich decided to take part 

in thecount ryprogramraewould need to takesuch decisions as are consonant with their own 

legislationand procedures. 

(8) Implementationof recommendations 

75. F r o m a n overall management point of view, it would probably be preferable to introduce 

the new ^ y s t e m a s a g e n e r a l policy assoon as possible. A^ a f i r s t s t e p , it should be possible 

to organize an Annual Rev iewmevery country almost immediately, preferablytin^edto coin­

cide with the national budgetarycycle. Whileit would bec lea r ly administrativelyunmanage-

able to draw u p a f i r s t c o u n t r y programme in every country simultaneously, the new procedure 

could be in t roducedas thena t iona ldeve lopmentp lansof therec ip ien tcount r iescame up for 

revision. Acommon programming cycle might be proposed for sub-regional groupings of 

Member States hav ingadegree of common economic planning. In the case of countries with 

no national plan, it would be necessary to agree ona t ime- t ab l e with the government concerned, 

indoing which theUNDPwould have t obea r in mind the need to achieveafeasible overall 

timetable, staggering theworkloadas evenly as possible over the period of time required to 

make the new system fully operational. There willthu^ inevitably bea t rans i t ion period 

before allcountrie^ a re invo lved in thenewsys ten^and th i s should be u^edto in t roduceas 

many of the featuresof the n e w s y s t e m a s practicable. 
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76. Thealternative would be to postponeageneralpol icy decision un tü the system had 

been tried out on anexpe r imen t a lba s i s i nanum ber of countries, preferablychosen because 

of their differing characteristics, levelof development and sophistication of planning 

machinery. However, t heCapac i t yS tudydoesno t f avou r th i s fo ranumber of reasons. 

Fir^t , it is confident that, basically, the proposed ^ysten^ is sound and willwork. Second, 

no "perfect" m^odelcanbedevisedwhichwouldbeautomatically applicable toeverycountry^ 

thesystem will have in any case to beadaptedtoindividual circumstances and the design is 

flexible enough to permit this. Third, ass ta ted at the outset, one of the most immediate 

and essential reo^uirementsof theUnitedNations development system is a m o r e s y s t e m a t i c 

approach to programming. Without this, both its current and its potential capacity will be 

necessarily limited. Finally, it will be observed that these procedures form an in tegra land 

vital part of the proposals put forward bythis Study, a l l o f w h i c h a r e i n t i m a t e l y r e l a t e d t o 

each other. Postponement of this stage willtherefore make it very difficult to apply any of 

the other recommendations and will certainly reduce theefficacy of the measures advocated. 

77. Thereremains the question of how this country programme process would link up with 

the newIBRDeconomic review missions described in the footnote to paragraph 58. A^ 

indicated there, off ic ia ldetaüswerereceived too late to permit theBank ' sp lan^ t o b e 

analysed indepth in relation to the conceptualdesign for programn^ing advanced by the Study. 

However, given that theobjective^ ofboth theBankandof t h e p r e s e n t p r o p o s a l a r e consonant 

withone another and shouldenable the two organizations to workcloselytogether on t hebas i s 

of anintegratedcountryprogramn^e, covering both pre-investment and investment projects, 

no conflict of principle ar ises . Nodifferenceofinterpretationof their respective and comple­

mentary roles should arise in practice, provided that the pre-eminent responsibility of UNDP 

for the pre-investn^ent and technicalco-operation activities which it finances, and the need for 

aconcerted approach to those activit iesby the Specialized Agencies, are assured, since they 

together represent the nub of the Capacity Study's proposals. This would mean that, while 

representatives of the Specialized Agencies would naturally be full m e m b e r s o f a B a n k mission 

for the purpose of sectoral analyses, they would work under the leadership of the Resident 

Representative, o r the Administrator 'srepresentative, ina l ln^a t te rs concerning t h e p r o -

gramme financed, or proposed for financing, by UNDP. Similarly, theBank 's pre-eminent 

responsibility for investn^ent activities would alsoberecognized. A p o i n t o f t i m i n g a r i s e s 

^ince the Bank's naissions will norn^ally be more frequent ^nantnecountryprograrnrne exer­

cise, even in the smaller countries, and synchronization with the planningcyclesof individual 

countries does not appear t o b e foreseen. Obviously, it would greatly assist the dovetailing 

of the two exercisesif prior agreementcou ldbereached ingoodt imebe tween thegovernment , 

theBank and UNDP ( a s w e l l a s any other major donor who might be involved, at the request of 

thegovernment, as suggested in paragraph 56)as to the best time for t h e B a n k ' s m i s s i o n i n 

relation to thecountry programme and the Annual Review. 
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Phase HB Project Formulation, Appraisal and Approval 

A. Introduction 

78. Project formulation is perhaps the most important phase of the whole cycle on which 

thesuccess or failure of theco-operationoffered by theUnited Nations systemto the develop­

ing countries ultimately depends. Time and again, hasty or faulty project preparation has 

been identified as the mamcause for both multilateral and bilateral projects to fa l l shor tof 

their objective. 

B. Present procedures 

72. Themain fea tu reo f present "progran^n^ing" (described in more detail in Appendix Two 

in P a r t ^ o f the Report), bo th fo r theTAandSFcomponen t s , consists mainly of prepar ingan 

aggregate of individual projects, rather than an integrated "programme"in thesense that that 

concept i s u s e d here. There are, however, certain aspects which need tobebroughtout in 

greater de ta l las background to the recommendations made later in this chapter. 

(1) TA component 

80. Possibly because theTA component, andFPTAbefo re i t , have tended to emphasize the 

provisionof single expe r t ^ r eo^u i r ed toac t a sgene ra l adv i se r s inapa r t i cu l a r field, rather 

t h a n o f t e a m s o f experts working together to achieve aspecificobjective, the TA biennial 

programn^e, whichwas in force unt i l therecent introduct ionof "contmuousprogramming", 

m o r e o f t e n t h a n n o t t o o k t h e f o r n ^ o f a l i ^ t o f experts with accompanying jobdescriptions, 

r a t he r thano f projects with well-defined goals anda t ime- sca l e for their achievem^ent. 

T h e r e h a s b e e n a n undoubted in^provementover theyearswi ththeint roduct ionof "project 

programming", whichencouraged governments to anticipate their needs for outsideco-opera-

tion for the entire project, if necessary beyond thecurrentbiennium, and required that all 

reo^ue^t^^houldbesupportedbyadetai led project data sheet, defining objectives, the exact 

nature and dura t ionof theass is tance needed fromtheUnited Nations developn^entsysten^, and 

thecontribution in personnel, money and facilities to be provided by the government. ^ In 

pract ice, however, "project programming"of the TA component tended to becomeaformali ty , 

and in many cases thegovernment requests for the succeeding biennium bore l i t t l e resemb-

lance to the projections n^adetwoyears earlier. Thenewprocedureof "continuous pro­

gramming" which became effective in !2622^was designed to correct these shortcomings but 

has not been inoperationlongenough to permit any judgement. 

^ These data are usually compiled on the spotbythegovernment , with the help of the 
ResidentRepresentat iveand^or of Specialized Agencie^'representative^, t o a g r e a t e r o r 
l e sse r degree. 

2̂  See Appendix Two in P a r t ^ . 



171 

(2) SFcomponent 

81. Since SF projects are usually larger and more costly, are directed to the achievement 

of some well-defined objective, such as carrying o u t a s u r v e y or setting u p a t r a i n i n g institu­

tion, and are funded for thewhole of their expected duration, the practice h a s b e e n t o formu­

late them in considerably greater detail. Frequently, this h a s b e c o m e a d i s t i n c t p h a s e i n the 

preparation of the project. 

82. Notwithstanding, the formulation of SF projects has often proved unsatisfactory in 

practice. The cause is probably tobe found in the manner of theor ig ina lse lec t ionof the 

project which, for thereasons given in the section on the country programme, does not enjoy 

full government support. In such cases, the project description and theeventualplan of 

operation may easily g lossover reality in some important respects, especially as regards the 

efficacy and availability of government counterpart support. Then again, the practice of 

"selling" projects, e i therbasedon models that have donewellelsewhere, o rwhichenshr ine 

some world sectoral objective proclaim^ed as agene ra lp r i o r i t ya t aconference, leads to the 

developmentof aprototype project roughlyadapted to local conditionsby appropriate changes 

of place names, descriptionsof governmentorganizations, and such details, but not tailored to 

fit t h e r e a l local idiosyncrasies and interests which can n ^ a k e o r b r e a k a p r o j e c t . Inother 

words, instead of measuring and cutting thecloth on thespot in accordance with individual 

circumstances and wants, a ready-madegarment is produced and forced to fit afterwards. 

88. Afurther grave weakness develops whenUNDP consultants and Agency technical ad­

visers workon the formulationofaproject at different times^ thendifferencesof opinion are 

subsequently resolved only at the expense of t ime, money, and often of efficiency. But 

probablythe greatest defect derives f romthe fact that the project andthe plan of operation are 

not formulated by the personwhowi l lbe responsible for its execution. Not infrequently, the 

person or persons who plan the project have no further connection with i t and this initial work 

may even b e c a r r i e d out b y a s e r i e s of unrelated people. There is thus no continuity. Des­

pite the welcome increase in the associationof project managers with thep repa ra t ionof the 

plan of operation, this state of af fa i rss tü l often prevails. 

C. Proposed new procedures 

84. Within th^fram^eworkof the country programrne, the process of project formulation and 

approvalof projects, onceform^ulated, will be acontinuous, on-going function, not subject to 

any arbitrary deadline. Projects will not be approved unt^lthe authorities respons ib leare 

satisfied that they are practical propositions l ikelytoat ta in the objectives of the country pro­

grammed the processof formulation should b e a r i g o r o u s test of the projects in thecountry 

programme, and any which failed the test would berejected, al ternativemethodsbeingsought 

toachieve those particular ends. Their preparation will be the responsibility of the Executing 
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Agency or agent, who shouldensure that the project manager is associated with the detailed 

planning work from itsinception in order to ensure continuity of responsibility anda rea l i s t i c 

assessment of the circumstances in which the project is l ikelyto operate. 

85. This process willwork in the following way. Theoveral lcountry programmée, planned 

for s eve ra lyea r s ahead, willdefinethe development objectives agreed between the government 

and theUnitedNation^development system, reflected i n a l i s t of outline projects designed to 

attain the^eobjective^. The list will a lmostcer ta inlynot be con^plete, o thersbeingaddedto 

i t d u r i n g t h e course of the cycle. Moreover, some of the projects will be described in more 

de ta i l thano thers , with approximate price-tags where possible, asguidancefor the Admini­

s trator and the CoverningCouncil(in the case of UNDP) for the distribution of re^ource^be-

tween different objectives. It is unlikely, however, that any of the projects will have been 

formulated or costed in final form at t h i s s t a g e . 

86. This work, then, is the next s tepafter the preparation of the country programme, once 

t h e g e n e r a l a r e a of activity has been mutually agreed between the country, on the one hand, 

and UNDPand other components of theUnited Nationsdevelopmentsystemon the other. Work 

on individualUNDP projects need not necessarily await the approval of the overall programme 

by the governing Council since the Administrator would have, as now, theauthor i tytoprovide 

preparatory a^^istance and undertake preliminary operations where necessary. At al levents , 

this work^hould start pron^ptlytom^eettheoverall t imetable forecast in the country pro­

gramóme. 

87. As for the work itself, it is clear that different methodsare needed for formulating 

multidisciplinary, long-tern^projects, a s c o m p a r e d w i t h a m e d i u m - t e r m t r a m m g programme 

or aone-manadvisoryn^iss ion. In the lat ter case, project formulation should normally be 

poss ib leon the spot, wi thnoouts ideass is tance . As a r u l e , however, preparatory assistance 

would be necessary for the crucial phase of formulating larger projects in order to car ry out 

preliminary investigation, surveys and research, and to check data and theavailability of 

domestic resources . Inthe case of the most substantialundertakings, suchas area develop­

ment projects, ap repara to ry teamof severalspecial is ts might beneeded for two or three 

years and might, indeed, const i tu teasepara te , preliminary project, on the results of which 

the decision to proceed with the major project would depend. In all cases, it would be 

essentialforUNDPHeado^uartersto elaborate the cri teria t obe applied in appraising projects 

and to make these known to governments and its field staff. 

88. Thecontent and degree of complexity of aproject description could vary widely. The 

sanaedetailwouldobviously not be needed todescr ibe aone-manexper t mission for three 

months as would be required, for example, for amul t ipurposer iver development project 

cover ingawide variety of activities andanumber of years. But, however brief, theinforma-

tion contained in the project description should always besufficient to provideayardst ick for 
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adequate appraisalof theproject and for evaluating its later performance a t eve ry stage of 

implementation, both duringand after the period for which external project personnelwill be 

madeavailable. The main aspects needing t o b e covered are^ 

- t h e purposeandobjectivesof the projects 

- its place in the development p lanandi ts re la t ionship toother preceding, on-goingor 

planned activitie^in the same orneighbouringsectors^ 

- t h e relationto other external development assistance, both multilateral and bilateral^ 

- t h e institutional frameworks 

- t h e necessary inputs from donor and recipient, i .e . afull project budgets 

- t h e methods of work and the tools to be applied to the problems 

- estimated costs and expected benefits^ 

- anetwork analysis, i .e . ascheduleshowing what is t o b e doneat intervals through­

out the project's lifeand who undertakes todo it̂  

-provision forbuilt-inevaluation (managerial andsubstantiveinformation)^ 

-follow-upactionand investment in^plications ( includingadescr ip t ionof thetypeof 

datawhich would bereo^uiredbyapotent ial investor, andwhichn^ust thereforebe 

provided in the final reports) and the steps that the country isexpected to take 

after the project personnel leave. 

82. The document t obe prepared on theba^ i s of the above project descriptionwould serve 

as a"planofoperat ion"which must beagreedbetweenthegovernment and UNDP andendorsed 

by the executing agent. 

D. Who does what in project formulation 

20. In thecase of smaller projects, consisting of one -o r two-man advisory missions, 

projectformulat ionwouldbethe joint responsibility of thegovernment and the Resident 

Representative, with advice, as appropriate, from technicalpersonnelon the Resident 

Representative's staff or from Specialized Agency advisers available in the country or the 

region. 

21. F o r l a r g e r projects, involving large-scale inputs and^ora t eamof experts, detailed 

projectformulationwouldbethe joint responsibility of thegovernment, theproject manager 

and theResident Representative. It is essent ia l tha t theorganiza t ioncal leduponto assume 

responsibility for the executionof the project^hould take part in the detailed planning of the 

work f romtheear l ies t possible moment. Therole of the project manager i s therefore 

crucial and he should beappointed immediately. He should beable to ca l lón whatever ass is ­

tance is needed in the formofaddi t ionalexper ts , short- termconsultantsand, where appro­

priate, representat ivesofprospect iveinvestors . I n t h e c a s e o f relat ivelysmaller or short-

te rmventure^ , theas^istance could begiven by any o^ualifiedexperts a v a i l a b l e o n t h e s p o t o r 

by special consultants. In all cases, the nationalsresponsible for the project should 
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participate as ama t t e r of course. There may also be cases w h e r e a b ü a t e r a l aid agency 

could be associated with the formulationof the project, for instance, where multi- andbi-

la tera l technicalco-opera t ionprogrammes join forcesor are dealing with related problems. 

TheResidentRepresenta t ivea lsoha^ an important general responsibility for this phase, to 

ensure that the project inconsistent with the approved programme, toadvise the Administrator 

a s t o the project 's viability or, whenauthor i tyhasbeen delegated tohim (seeparagraph25) , 

to decide whether to approve it or not. 

F . Theproces^ of appraisal and approvalof projects 

22. The purpose of the apprai^aloftheindividual project request, after it^ formulation, 

would be to establish its validity, includingco^t-benefit ratio (where feasible), technical 

soundness, theabil i ty of acountry toabsorb , support and continue the effort, and so forth. 

This would be done on thebas i s of a s e t o f criteria^ socio-economic, technical, managerial, 

organizational, commercial and financial. A t th i s s t age , it would also beimportant to ensure 

that the now fullyformulated project conformed sat isfactori lytotheapprovedobject ivesand to 

the generalplanof activities as approved by the CoverningCounciland that nomajorchangeof 

purposehadoccurred . 

28. Appraisalwould take place atUNDP Head^uar ters l^ in the case ofprojects of sufficient 

magnitude, a n d a t t h e c o u n t r y l e v e l i n t h e case of smaller projects. Specialized Agencies 

could performtechnicalappraisals when requested by UNDP Headquarters, or by the Resident 

Representative i n t h e c a s e of smaller projects. 

24. Appraisalof projects should be scheduled so that preparatory assistancedovetail^into 

projectoperation^. Thus, operationwouldgroworganically out of preparatory assistance 

throughthe naediun^ of the planofoperat ionwhich should emerge fron^theprojectdescription. 

25. Once a l l a spec t so f thep ro j ec thadbeenexaminedand the appraisalsatisfactorily com­

pleted, the project would be deemed ready for execution and soapproved. Within the frame­

work of theobjective^ and general outlineof activities approved as the "country programme" 

by the Ooverning Council, authority for theapprovalof all projects would be delegated to the 

Administrator of UNDP. He, in turn, would be empowered to delegateauthority to the 

Resident Representative for theapprovalof projects, as appropriate in each case, but within 

an outside limit o fa to t a l cost of US^lOO,000 2^for the duration of each project for which 

authority is so delegated. De^cription^of^uch projects would becirculated to Coverning 

Council Member Covernment^ at t he t ime of their approval, while the annualprogress report 

^ IntheRegionalBureaux described inChapter Seven, paras.21-22. 

2̂  This would be about the eo^uivalentofoneexpert for four years. 
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presented to the Councilwould show the number, nature, size and cost of the projects ap­

proved by the Administrator during the previous twelve-month period and indicate their place 

in theoveral l country programme previously approved by the Coverning Council. 

26. In this way, the formulation, appraisal and approval of projects would go forward i n a 

continuous, thoroughandexped i t iousmanner ,ensur inga t thesame time continuity of r e s ­

ponsibility and consistency of approach. 

Phase IUB Implementation 

A. Introduction 

27. Project implementation, as one of the phases of the "co-operation cycle", covers not 

only "execution" (in the present sense), but also certain phasesof project formulationand 

follow-up. In other words, when the Administrator, having accepted responsibility forUNDP 

participation inap ro j ec t , contracts with an Agency or agent, the contract will included 

(a) elements of project formulation, essentially âBwork plan and network analysis, 

embodied in the plan of operations 

(b) execution, or the undertaking of the tasksdefined in the plan of operations and 

(c) necessaryfollow-up action, which will havebeen provided for in the plan of 

operation. 

28. This section therefore necessarily overlaps the previousone on "project formulation" 

and the later one on"follow-up". Whileit may seem arbitrary to have treated three inter­

dependent subjects separately, it was deliberately decided to do so in the interests of more 

lucidexposit ionofa complex process. Moreover, as explained in thegeneraldescr ipt ion 

above of the "UN Development Co-operationCycle", interlocking does not stop the res ince 

project forn^ulational^oha^ close link^ with the earliest stage of prepar ingacount ry pro­

gramme. 

22. l^ikeall other phases of theUN Development Co-operationCycle, implementation mu^t 

b e a j o i n t andco-operat iveenterpr isebetweenthegovernn^entandtherelevantelen^entsof the 

UnitedNations system. It should be noted, however, that thissect ion deals only with the 

UNDP-financed programme and not with other components of theUnitedNationsdevelopment 

systemwhich might, eventually, participate in the "country programme"in accordance with 

the view advanced in that sections if that came about, special measures would need t o b e 

workedout to ensuresimilarlycomplen^entaryandinterlockingactionattheimplen^entat ion 

stage. The present section a l sores t r i c t s itself to the factors that lie principallywithin the 

control of UNDPand the Participating and Executing Agencies. The problems arising over 

government counterpart support havebeen analysed inChapter Three, andsomesolut ions 

havebeen proposed in this chapter by way of better programming and more realistic project 
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formulation, whileChapters Four and Nine propose more flexibility in establishingcounter-

part obligations according to the circumstances of individual countries. For present pur­

poses, therefore, t h e r o l e and contribution of thegovernment will be taken as given. 

B. Present procedures 

(1) TA component 

100. The Expanded Programme of Technical A^si^tance was originally envisaged a^ a sup­

plementary source of finance for tho^eactivit ie^ofUnitedNationsorganizations which were 

directed toward theas^is tance of developing countries. ECOSOC resolution 222(D^) pre­

scribes that the fundsavailable to the programme through voluntary contributions by govern-

ment^ ^hall be distributed to the Specialized Agenc iesaccord ing toasy^ temof percentages 

(^o-called Agency shares). Accordingly, projects f inancedbyEPTAwere naturally assigned 

to the Agencies for execution. I^aterlegislation introducing countryprogramming (which en­

tailed the elimination of Agency shares), consolidation with the Special Fund, or the latest 

programming procedures, have changed nothing in th is respect . Once the Administrator ha^ 

approvedaproject formulated byagovernment with theassis tance, in mosteasen , of a 

Specialized Agency, he makes afinancial allocation to the Agency, which undertakes responsi­

bility for implementation. However, the Agency does not report to the Administrator on the 

p rogressof the project, except in terrn^^ of financial accountability. The Resident Represen­

tative, ma^emi -annua l report to the Administrator, con^n^ent^on the progress of operational 

projects, describing major proble^nsor shortcomings. Upon completion of aproject , heal^o 

reportsonachievement^ and sub^eo^uent follow-up activities. 

101. Traditionally, a l l T A p r o j e c t s a r e executed directly by the Specialized Agency con­

cerned, probably because of the EPTAprac t i ceand because, on the whole, the projects are 

r a r e l y o f a s i z e to merit subcontracting. However, the Agency is not systematically held 

accountable for efficiency or for the fulfilment of the objectives of the project. 

(2) SFcomponent 

102. CA resolution 1240(^111), establishing the Special Fund, states that "the Managing 

Director shall have overall responsibility for the operation of the Fund"(paragraph 21) and 

shall "n^akeappropriatearrangenaents to follow the execution of projects"(paragraph 42). 

The resolution further provided for the Administrator t o "con t r ac t " these rv i ces of other 

agencies, private firms or individual experts, in case the services of the United Nations 

system members are"wholly or partially unavailable or inadequate". Except for two cases, 

the Administrator ha^, in practice, called upon the Participating Agencies exclusively and has 

given them full responsibility for implementation. 
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108. From r e s t a r t of the Special Fund, administrative provision hasbeen made for the sub­

contracting of all or part of these projectsby the Executing Agency concerned, notablythoseof 

apart icular ly large size, or thoseinvolving especially complicated techniques (e.g. the aerial 

geophysical component of aminera ls survey). Someti^nes, the selection of this method has 

been specified in the planof operation, but often thedecision has been left to the Specialized 

Agencies responsible for the overallexecution of the project. The extent to which Agencies 

^have resorted to thi^device, which relieves them of much of the day-to-day burden of execu­

tion, recruitment, e t c . , but not of technical supervision, has varied considerably. ^ 

104. The^Administratorreceivessemi-annual reports from the Executing Agency and 

"m^onitoring" reports from the Resident Representative on the progressof projects. UNDP 

Headquarters also undertakes periodicreviews with individual Agencies of the projects a s ­

signed to them^ these usuallytake place at the heado^uartersof the Agency concerned. When 

necessary, the Administrator doesca l l shor tcomings in project operations to the attention of 

the Agencies, either throughcorrespondence or a t the appropriate AgencyReview meeting, but 

he has no control over the action taken subsequently. Shouldaproject be delayed or badly 

executed, therefore, the Adminis t ra torhasvir tual lyno a l t e rna t ivebut toaccep t the situation 

if the Agency is unable toeffectaren^edy. 

C. Present performance of thePart icipat ingandExecutingAgencies 

105. It is unnecessary to comment at length on the strengths andweaknes^e^ of the present 

performance of the Agencies involved in delivering the programme. That much va luable^er -

vice hasbeen given is undeniable, as also is the fact that there is great need for inaprovement, 

as has been shown inChapter Three. Suffice it to say that some of the Agenc ies -no tab ly the 

larger ones -have found it difficult to live up to the commitm^ents which they undertook when 

accepting theresponsibil i ty for executing projects. T h i s i s d u e in part to their failure to 

assess accuratelythe capacity and ability of governments to fulfilthe planned project reo^uire-

mentsand, in part, to their inability to recruit com^petent personnel expeditiously and to p ro -

videadeo^uate administrative and technical backstopping. Theresu l t hasbeen delaysinin^ple-

n^entation, son^et imesso lengthy as to bese r ious lyp re jud ic i a l to thesucce^so f the individual 

project, a n d s o p r e v a l e n t a s t o a f f e c t a l a r g e proportion of the total programmée. 2̂  It has 

also led t o a n inc rease incos t s and, more seriously still, to anexces^ive delay in the final 

reports on SF projects that are vital to follow-upaction and any eventual investirent. 8̂  I t i ^ 

^ See Chapter Three, para. 58, andCraph8 .5 . 

^ I nMarch l262 , it was reported that over one-half of SF projects were running behind 
schedule. 

8̂  This statement reflects the situation at the time of writing the Capacity Study. I t i ^ 
hoped that it wülbeconsiderably improved by the new reporting procedures, introduced ^n the 
last half of 1262, which reduce the requirements for final reports , but it is still too ^oon to 
judge their practical effect. 
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possible, though this cannot be confirmed statistically for the whole programme, that delays 

in the delivery of the TA component have been less , but this may only beare f lec t ion of the 

fact that o n c e a T A post infil led it often continues fo ra long period even though there was 

ser iousdelay at the outset. But even here, postponement ofthe recruitment of akey expert 

in an irnportant sector can rnakethegovernrnent ' sp lansgo sadly awry andcau^e dislocation 

outof a l l p r o p o r t i o n t o t h e c o s t o f hi^ services. 

106. This situation has arisen partly because the Agencies, apart fromWHO, were not 

designed, at their inception, to undertake operational responsibilities, ^ and partly because 

of the very rapid growth of these responsibilities. 

107. It i^ t rue, as hasbeen discussedelsewhere, that the Agencies haves t r iventoadapt 

themselves to their new andexpanding operational role by internal reorganizationsand, in 

s o m e ( t h o u g h b y n o m e a n s a l l ) c a ^ e s , by greater use of subcontracting. In several of the 

Agencies, however, such naeasures have not proved adequate to offset the existing deficiencies 

even at the present level of resources . Any projection based on theassunaption that develop-

rnentco-operationoffered through n^ultilateral channels n^us ta tonce increa^egrea t ly in size 

and improve in efficacy thus leads to the conclusion that some Agencies cannot continue to 

carry th isburden alone. Certainlythey cannot doso without prejudice to their constitutional 

policy-m^aking and s tandard-s i t ing functions which rernain their prime contribution toward the 

creation of a w o r l d o r d e r . 

D. Proposed future policy for execution 

108. I t i ^ imperative to find remedies for the^e increasingly serious bottlenecks in imple­

mentation. The need becomesevenn^ore pressing when considered against any perspective 

of increased responsibilities. 

102. Obviously, t h e r e a r e many administrativeand organizational changes which could 

greatly ameliorate the functioning of the present system, and the^ea r^ dealt with elsewhere in 

the Report. Here, three measures which embody important concepts of principle which the 

Capacity Study considers are fundamental areadvanced. Theyare^ 

(a) clear pinpointing of overall responsibility for the implementation of the United 

Nations Development Programme(now diffused throughout the system) on the 

Administrators 

(b) wider u^e of subcontracting, particularly by the l a rge rAgenc i e sand fo r l a rge r 

projects^ 

(c) abandonment of the hitherto exclusive and automatic use of the Specialized Agencies 

a^ executing agents. 

^ Cf. Chapter Two, para .10. 
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110. Withaful l merger of the two components of the presentUnitedNations Development 

Programme, it is imperative that, if the Administrator is to p rovideapromptandef fec t ive 

response to thespecific needs of individual countries and be properly accountable to the 

Coverning Council, he must be assigned full responsibility for the entire operation, including 

implementationof projects. Heshouldexerc i seh i s authority in detern^ining, inagreem^ent 

withthegovernn^entconcerned, t hemeansbywhicheachpro jec t canbes tbe implem^en ted in 

anexpeditiousandefficientm^anner. He should also devise effective means of performance 

surveillance, i . e . thecontinuing oversight of all aspects of the Executing Agencies' or agents' 

performance in fulfilling the t e rmsof the contract or agreement, s o t h a t h e c a n c a l l t h e i r 

attention, as necessary, to any features l ikelytoaffect its ultimate results and indicate the 

action he wishes t o b e taken. Waysand means of doing this will be d i scussed in the following 

paragraphs. 

111. As has been shown, subcontracting has been sparinglyused, except by IBRD, and, t o a 

lesser extent, byWHOandUN, and the decision on this hasgenera l lybeen left to the 

Specialized Agencies. 1̂  There should be much greater and more del iberaterecour^e to this 

device, including the subcontracting of whole projects, if more efficient u s é i s t o b e made of 

resources, both at present levels and in theevent of any increase. It is therefore proposed 

that the Administrator, m consultation with the government, should stipulate when the sub­

contracting method should be used. 

112. The third point (made in paragraph 102above)is really anexten^ion of the second, but 

r e p r e s e n t s a m o r e substantial departure from previous practice. In the past, as hasbeen 

shown in the previous section, it hasbeen taken forgranted that, o n c e a p r o j e c t w a s approved, 

its execution would beentrusted to the Specialized Agency responsible for that particular field 

of competence, despite the leeway allowed in the legislation for adopting alternative methods in 

cer tamcircumstances . Discussion on this point has taken place only when an area of activity 

wasclaimed by two or more Agencies, or when the project was multidisciplinary a n d a 

decision wa^ needed as to which Specialized Agency should take the lead. In other words, the 

Agencies have h a d a v i r t u a l monopoly of the execution of UNDP projects. 

118. The process has not been accidental and its raison d'etre Í5 not hard to find. In the 

f i r e p l a c e , there are within theUnitedNations development system natural intra-familial 

loyalties. Secondly, the^Specialized Agencies in t̂he system haveaccumulatedworld-wio^e 

knowledgeand experience which could provide unic^ueand essential back^topping for develop-

n^ent operations^ moreover, as ChapterFourhas shown^ t h e r e i s an important two-way 

relationship between the standard-setting role and the operational functions of the Agencies 

^ Chapter Three, para. 58, andCraph8 .5 . 
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which should result inabenef ic ia l "feedback"forbothactivities of a sca l e and nature which 

could not otherwise be secured. Unfortunately, these expectations have not been whollyful-

filled in pract iceand it i^ the developing countries which havesuffered because of the result­

ing decl ineintheeff icacy of the co-operation programme. 

114. In the view of the Capacity Study, i twou ldbe to theadvan tage , both of the Agencies and 

thedeveloping countries and, indeed, of theUnitedNations s y s t e m a s awhole, if there were 

^omedeparture from thecuston^ofautonaatical lyas^igningaproject to therelevant Sped-

alized Agency for execution. It would benef it thedevelopingcountriesbecause execution 

would no longer be the prerogative of organizations already overburdened, while the in t ro-

ductionofanelenaentofcom^petition would mtroduceavi ta l incentive for therntoimprove 

their operationalefficiency. For the Agencies concerned, there would be at l e a s t a s lower 

rate of inc rease in thee f fo r t to expand their operations while their traditionaland primary 

functionsremain stationary. 

115. Theargument will be heard that the combined effect of these two m e a s u r e s - t h e 

g rea te ruseofsubcon t rac t ingand the introduction of "competition" -wi l l defeat their own pur-

poseby destroying the "international character"of the co-operation programmes undertaken 

by theUni tedNat ionssys tem. This is not so. TheAgenc i e sa r e the so l eUNau tho r i t i e s in 

their speci f icareasof competence. Therefore, in the first place, the planning of each 

country programme and thedetermination of the objectives t o b e sought must be done by the 

government and UNDP in consultation, as appropriate, with the Agenciesconcerned. The 

outcome will, in this way, reflect international goalsand policies a s t h e s e a r e a d o p t e d b y t h e 

particular country and compatible with its official policy, while t heac t i on programme that 

resul ts would bewithinUNDP resources. Secondly, the work will, at all stages, besuper -

vised by an internationalorganization(eitheraSpecialized Agency and UNDP, or UNDP 

alone), oneof whose m^ain tasks will be to ensure that i tconformstointernat ional standards 

and policies. Thirdly, theUNDP programme in any country will still b e a s "international" 

if (to t a k e a n e x t r e m e e x a m p l e ) i t i s c o m p o s e d of n^any teams each representing one nation­

ality as if each of those teams was multinational and made up, a s a t present, of individuals 

d i rec t lyrecru i tedbyAgencies . Fourthly, any reduction of the operational burden on the 

Agencies should permit n^oreattention to be given to their pr imary functions which would, in 

turn, enable t h e m t o m a k e a n ^ o r e effective and international contribution in both planning and 

supervision. 

116. The following paragraphsexplore the several possibilities outlined in the previous 

section and make sorn^e suggestions as to how they could be put into effect. Onecanenvisage 

severalways of organizing theimplementation phase of aproject under asys temwhich allows 

for more contracting toagents outside theUnited Nationsdevelopment system and ensures 

internationalsupervision, as we l l a s the Administrator's full responsibility for the execution 
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of the programme. Thus, the contracted Agency or agent would alwaysbe responsible to the 

Administrator for implementing the project in accordance with the contract he had undertaken, 

and the Administrator would be responsible to the Ooverning Council for administering the 

contract to ensure that the project was being carried out satisfactorily and that the t e r m s of 

agreement with the government were being met. 

117. Under these conditions, the options could be the following^ 

(a) the Administrator contracts the relevant Specialized Agency or other member of 

theUnitedNations system to execute the project through direct recruitments 

(b) the Administrator either reo^uestsaSpecialized Agency to subcontract on his 

behalforhimself contracts an organization or firm outside theUnitedNations 

systems 

(c) the Administrator contracts the project to an institution or firm within the 

recipient country itself (the contract could be made either via the relevant 

Specialized Agency or directly by the Administrators 

(d) UNDP executes the project itself. 

The Adn^inistratorwouldconsult with the recipientgovernm^ent before deciding which of the 

abovealternatives was the most appropriate, taking into consideration the natureof the project 

and thecapacity of the proposed agent to undertake execution. 

118. Whichever of these methods waschosen, however, the Administrator would in a l l c a s e s 

be responsible for administering the contract agreed upon. He would, among other things, 

have to ensure that (a) target dates were being met in accordance with the network analysis^ 

(b ) cos t swereas agreed^ (c) personnel provided were effectiveand adaptable to local sensi­

bilities^ (d) technical specifications were being adhered to. The Resident Representative 

would be given authority by the Administrator to exercise, on his behalf, surveillance of pe r -

formanceandtoadna in is te rcont rac t sa t thecount ry leve l , assisted by appropriate staff. 

112. In some cases, UNDP would need to have access to technical expertise in order to en­

sure proper supervision, whether at the headquarters or the countrylevel. Here again, the 

Administrator would haveseveraloptions^ 

(a) direct hire of supervisory staff by UNDP, as necessary^ 

(b) full- or part- t ime secondment of technical personnel toUNDP by Specialized 

D Agencies^rother^on^ponentsofthesystem^, as appropriated 

(c) technical servicescontracts with organizations outside theUnited Nations systems 

(d) temporary assignment of UNDP Headquarters staff to field missions. 
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(1) Execution byaSpecia l ized Agency or other organization in theUnited Nationssystem, 
recruiting project personnel directly 

120. It i s reasonable to assume that an Agency will normally beasked to execute directly 

virtually a l l o f t h e s m a l l projects (former TA type )andsomeof the larger and morecomplex 

(former SF type). In both cásese the Agency would provide both backstoppingand technical 

supervisionof projects, but theUNDPwouldmaintainresponsibi l i tyfor administering the con­

tract with the Agency. In other words, the Agency chosen as currently having provencapacity 

in that particular field of competence would have full responsibility for ensuring that all, in­

cluding the technical, aspects of the project were properly carr iedout , while overall r e s ­

ponsibility for the project would rest with the Administrator. This would mean thatUNDP 

Headquarters would not use technicalstaff for "second-guessing"Specialized Agencies on 

projectscontracted to them for direct execution, except only where the Administrator judged 

aneedfo r t echn ica l review had arisen. 

121. In order to exercise his overall responsibility, the Administrator would need to be kept 

informed of the progress of each project. The re shou ld the r e fo r ebea regu l a r report from 

each Agency, supplemented by information and reports provided by the Resident Representative, 

for all projects entrusted to them, irrespective of size, andcovering all aspects, technical, 

administrativeand financial. In addition, annual reviews would be carried out as at present, 

with the significant difference that they would be undertaken at the country level, as described 

in Phase I, the '^CountryProgramme", and would thus examine the progress of each project 

in more depthand proper perspective. 

(2) Execution by an organization or f irmoutside theUnitedNations system 

122. The Administrator may, in consultation with the government, decide tha tapro jec t 

should be executed by an organization outside theUni tedNat ionssystem. He would do this 

mainly on the bas i sof two cri ter ia . The first consideration is whether the nature of the 

project i s s u c h as to lend itself to the "outside"contracting approach. For instance, w h e r e a 

h igh- leve l teamwithacons iderab le variety of professional ski l lsand experience-engineering, 

economic, sociological, f inancialDis required to undertake sectoral and feasibility studies, 

this kind of work is , in many cases, d o n e b e t t e r b y a c o n s u l t i n g f i r m o r f i r m s o r b y a s p e c i a -

lized institution, than b y a g r o u p of individualexperts assembled on an ad hoc basis for that 

purpose. This method would also easerecrui tment difficulties andtendtoproduce teams of 

higher ca l ib reas it permits assignments t o a s h o r t - t e r m t ^ s k without interruption of careers , 

focusesresponsibili ty, facilitates the assembly of the team, andmakessupervis ionand 

management easier . It has the further advantage of making it possible to obtain advice and 

assistance from those familiar with the project after it has beencompleted^ this is not usually 

f eas ib lewhen the in i t i a lworkhasbeendonebyagroupof ind iv idua l ly - rec ru i t edexper t s which 

disbands when the work is finished. Conversely, of course, t h e r e a r e s o m e projects which, 
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because of their politicallysensitive nature, orbecauseofas^rBong element of counterpart 

training, may not lend themselves tocontracting outside theUnited Nations system. 

128. Secondly, there is the degree of burden which the appropriate Specialized Agency is 

already supporting^ if this is proving toogreat , there i s a n obvious case for having the project 

executed byacont rac tor outside theUnitedNat ionssystem, under international supervision. 

124. Again, depending on the natureof the project, the Administrator would either request 

anAgencytosubcontrac tonhisbehal f or would himself contract directlywith an "outside" 

organization. In the former case, technical supervision wouldc lear lybe therespons ib i l i ty of 

the Specialized Agency. Theeffective exercise of the Administrator 's overall responsibility 

for administering thecontract would, at the field level, beundertakenb^y the Resident 

Representativewho would monitor performance a n d e n s u r e t h a t t h e p r o j e c t w a s b e i n g carr ied 

out in accordance withtheprovisions of thecontract . 

125. Direct contracting by the Administrator, for which he already has authority, would be 

restricted to specially chosen fields, principally whereexper iencehasshown that the capacity 

of therelevant Agencies for either directexecution or superv i s ionofsubcont rac t s i sover -

strained. This process could be facilitated if Member States supplied l i s t s o r panels of con­

sultant firms, universi^iesand other institutions qualified to undertakecontract work for 

UNDP^ inclusioninsuch lists or panels would car^v with it the ^^commendation of the govern­

ment concerned and its guarantee (or that of an appropriate professional institution) of the 

duality of performance. With time and experience, ad i r ec t r e l a t ionsh ipwouldbebu i l tup 

with such bod ie son thebas i so f satisfactory work completed^ they would therefore come to 

havespecial experience of UNDP requirements. 

126. In these cases, the Administrator would have to ensure proper technical s ^ ^ ^ ^ ^ o n 

and control as well a s t o adn^inisterthe contract and assun^eoverallrespons^oili ty for the 

workdone. A certain an^ountoftechnicalstaff would son^etin^esbereo^u^^^^^ These, in 

fact, exist t o a c e r t a i n extent in the presentUNDP organization, b u t u ^ ^ ^ ^ ^ ^ o p o s e d p r o -

cedurestheirfunctionwouldbedifferent. I t w o u l d n o t b e t o s u p e r v i ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ ^ o f t n e 

Specialized Agencies (because, as explained above, the Agencies ^ould be considered tecbB-

nically responsible for their work, whilegeneral operational controlwould be ensured b v t h e 

arrangements described under section (1) above), but to s ^ ^ ^ ^ ^ ^ ^ ^ contracts n^aded^rec^lv 

by the Administrator with outside firms or institutions. Where suitably qualified personnel 

was not already available, the Administrator could r^^ort to one of the opt ionsdescr ibe^in 

p a r a g r a p h i a , including the possibility of a s k i n g ^ ^ ^ o n d institution, which should clearly^be 

from another country, to provide h i m w l t h t e c h r ^ ^ ^ ^ ^ ^ ^ ^ 

the project. This would provideameasurec^f geographic balance in supervision and so lessen 

the need for supervisory personnel a t U N D ^ Headquarters. 
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(8) Execution contracted by the Administrator t o a n institutionor firm within the recipient 
country 

127. Such cases would be uncommonat first but, as development advances, they could be­

come morefreo^uent as localcontracting firms gainexperience and skill andaco^uirethe 

necessary resources . Normaltendering procedures of the systemcouldnotbechanged, but 

this would not preclude local firms from applying to be consideredashaving the necessary 

^ualificationsfor inclusion in the l i s t sofcont rac tors invi ted to tender. A s i n a l l t h e o t h e r 

alternatives for execution, the Administrator would beresponsible for administering the 

agreement, calling onorganizations inside or outside theUnited Nat ionssystemto provide 

technical supervision, e.g. Specialized Agencies, or an approved firm or institution possibly 

selected f romthe panels described in paragraph 125. Only in special and isolated cases 

should UNDP itself undertake direct technical supervision of arrangements of this kind. 

(4) Direct execution by UNDP 

128. This, again, would b e a n exceptional case. The most probable example is that of 

multi-disciplinary projects where delays now often occur whenaconflict of jurisdiction arises 

over the major responsibility among the Specialized Agencies. In such cases, the Admini­

s trator would appointaproject manager to formulateand supervise the project, but he would 

keep the rec ru i tmen to fo the rpe r sonne l toamin imumandcon t r ac td i f f e r en tphaseso f execu­

tion to the Specialized Agencies or outsideagents who would work under the leadership of the 

project manager. The line of authority would therefore be direct, through the Resident 

Representative. 

E. The proposa ls in practice 

122. It may well be asked how the proposals would work in practice. I n thev i ewof the 

Capacity Study, it would bereasonable to assume that the Agencies would continue to execute 

the majority of projects because of their experienceand special qualifications, ^e t , for the 

reasonsa l ready given, there must b e a g r e a t e r proportion of subcontracted projects as well 

as more scope for competition through direct contract bv the Administrator. It seems, l ike­

wise, reasonable toas sume that the government of therecipient country c o n c e m e d , a s a p a y -

ing partner in the whole enterprise and the ultimate beneficiary, should h a v e a s a y in the 

^manner of execution for each project. 

180. The Capacity Study suggests the following procedures 

(a) Oncean individual project description had been prepared, the government would be 

consulted as to the mode of execution, i . e . whether it should be contracted t o a 

Specialized Agency for di rectexecut ionor whether some outside f i r m e r organiza­

tion should be contracted (either by the Agency or directly by the Administrator). 
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(b) In theevent tha t theAdminis t ra to r and the government agreed to opt for direct 

execution by the relevant Specialized Agency, the Agency would b e g i v e n a p r e p a r a -

tory allocation, invited toappoin tapro jec t manager and to prepare adeta i led p ro­

ject a s a b a s i s for the plan of operation. Once this wasapproved, funds for the 

whole duration of the project would be allocated. ^ 

(c) In theeventof thegovernment and the Administrator agreeing to use anoutside 

agent (whether this entailed the Administrator requesting there levant Agency to 

subcontract or contracting directly himself), the Administrator would select the 

institution or firm to undertake the project. Thereafter, the process would be the 

s ameas in the case of aSpecialized Agency (see (b)above). Where aSpecialized 

Agency wasdesignatedexecuting agency, the Administrator 'sselect ionof theout -

sideagent would be made on i tsadvice . 

181. As indicated elsewhere, particularly in Section II on"Project Formulation", the first 

s tep^nexecut ionis thedetai ledformulat ionof the project and the prepara t ionof thework plan 

wh ich fo rms thebas i so f the plan of operations hence, it is essential that those who are r e s ­

ponsible for the execution of the project (especially the project manager)should be associated 

with the whole process from the beginning. Under the proposed procedures, the rewouldbe 

threes tages in the genesis of any project, namely^ 

(a) outline of the project in the "country programme"^ 

(b) after approvalofthecountry programmée, adec i s iononthe mode of execution and 

on theexecuting agent for the project, whereafter theproject manager would be 

appointed and work would begin on detailed formulation and the work p lan(prepara-

tory allocations 

(c) approval of the project, signature of the plan of operation, allocation of the funds 

for the duration of the project and start of operations. 

F . Agreement or plan of operation 

182. Once aproject had been approved, the Administrator would enter in toan agreement, 

or plan of operation, with the governm^ent for implementing the project in accordance with the 

defined objectives. Thisdocument, which would bebased on the project description outlined 

in paragraph 88, would first define clearly both the general objectives of the project and the 

overall responsibüitiesassumedby^thegovernm^entann the Adm^inistrator of UNDP, r e s ­

pectively, for theattainment of those goals. Theagreement would then specify in sufficient 

detail theactions to be performed by all concerned-notablythebodiesdesignated to execute 

theproject , both within the country and on the international side - t o enableanetwork analysis 

1̂  See Chapter Nine, paras . 25-27and 81-82. 
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to be prepared by which later performance could be measured against time and accomplish­

ment targets . The joint responsibility of the parties would not end until appropriate follow-up 

action (e. g. investment, where relevant) had been achieved. 

133. In cases where execution was assigned to a Specialized Agency, the Agency's contrac­

tual obligations to the Administrator would be specified. The Agency would also be a signa­

tory to the agreement with the government. Where the Administrator had contracted the pro­

ject to an agent outside the United Nations system, or was directly executing the project him­

self, he alone would sign the agreement with the government. In the former case, a separate 

contract would be signed between the Administrator and the executing agent. Likewise, when 

responsibility for execution was assigned within the United Nations system, with the proviso 

that all or part of the work should be subcontracted outside, the Specialized Agency would sign 

a similar contract with the subcontracted agent or agents. Provision for the expeditious 

amendment of these documents by agreement between the parties concerned would be essential 

since changing conditions may invalidate earl ier assumptions. 

134. In these documents, the responsibilities of each party would be defined as follows: 

- The government would undertake to fulfil its obligations in accordance with the agreed 

plan of operation. 

- The Administrator would be fully responsible for those actions which he had under­

taken to perform under agreement with the government. If he had contracted with a 

Specialized Agency or agent to car ry out some of these functions on his behalf, he 

would have to administer the contract to ensure that the functions were executed in 

accordance with the te rms of the contract. He should delegate the authority for ad­

ministering the contract in the field to the Resident Representative, assisted by ap­

propriate staff. 

- The Executing Agency or agent, in accordance with its contractual responsibilities to 

the Administrator, would implement those functions for which the Administrator had 

accepted responsibility toward the government and would report on the progress of 

implementation to whomever the Administrator had delegated authority to administer 

the contract. In most cases, the Resident Representative would have this responsi­

bility and, accordingly, authority should be given to the project manager to report to 

the Resident Representative. The project manager would naturally maintain direct 

contact with his employer, Specialized Agency or otherwise. 

- The Resident Representative would have to ensure that the project was being imple­

mented in accordance with the plan of operation, including the network analysis. 

135. The Information System (see Chapter Six) provides for operational control reporting 

which would permit the Administrator to be kept continuously informed of the status of 

implementation. 
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С Other aspects of execution 

136. This c h a p t e r h a s c o n c e n t r a t e d o n t h e m o d e o f executing projects and the need t o i n t r o -

ducenewfor^nulaetoin^proveefficiency. There a r e o t h e r f a c e t s o f executions these are not 

dealt with here but in other chapters. It is, however, necessary to list them if onlyin the 

interests ofcross-reference^ 

(1) Contribution of the recipient country to the project 

137. This would be spelt out in the plan of operation but the^uestion arises as to the pro­

cedure to be adopted t o r e l e a s e governments fromunworkableprovisionsorfrom^comn^it^nents 

to provide facilities or personnel at levels beyond the country ' s resources . The case hasbeen 

made i n C h a p t e r ^ o u r f o r g r a d u a t i n g these dem^andsinaccordance with each country's levelof 

developn^ent. 1^ This matter i sdea l t with more ful ly inChapterNine. ^ 

(^) Responsibility fôrexêcutibn ât ^hefiëld^evel 

138. The delegation of authority to the Resident Representative for the overseeing of UNI^P-

financed projects raises importanto^uestions about hisrelationship with theexist ing country 

representatives of other components of theUnitedNationsdevelopment system. T h e s e a r e 

dealt with inChapter Seven. 3̂  

(3) methods of execution 

13^. In line with the constant theme of flexibility, methodsof execution must be chosen 

in^aginatively according to the nature of the task, the levelof developn^entintherecipient 

country and the problems encountered, moreover, since the latter are liable to change in 

character during lengthy projects, it must a l sobe possible to change the methodsof execution 

to meet the new situation without too many complications. The concept of an integrated 

country approach should be constantly kept in mind, at theexecution as we l l a s the program­

ming phase. This means that the Resident Representative must ensure close co-ordination of 

theexecution of UNOP-sponsored projects planned to be complementary to one another and 

generally encourage cross-fertilization of ideas andexpertise between projects. The primary 

t a s k o f e x p e r t s i s to work onthe projects to which they havebeen assigned, in accordance with 

their terms of reference, but if their particular specialization can he l p^o l ve a pa r t i c u l a rp ro^ 

ble^n arising in anotherUNOP-sponsored project, then it could be madeavailable, subject al­

ways to the reo^uirementsof the main project. 

1/ "The Case of the Less-Developed among Developing Countries", paras . 82-89. 

2/ Paras . 73-82. 

3/ Pa ras . 84-88. 
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(4) Tools of execution 

140. Thepresen t too l so fexecu t iona re : project personnel, equipment and fellowships, al­

though, asrecommended inChapterI^our,theseshould be modified in the future by the addi­

tion of other types of inputsand different mixes of existing inputs. ^ Since, however, the 

threeelen^entsn^entionedwillconstitute the backbone of the programme a n d h a v e g i v e n r i s e t o 

practical problems which urgently need solutions, they deserve special attention. Thereader 

is the re fo re re fe r red toChap te r s Eight and Ten dealing wi th"HumanResources"and"Other 

Resources andEacil i t ies". 

Phase 1^: Evaluation 

C ûot homines tot sententiae: suo^uo^uen^os 

A. Introduction 

141. Evaluation hasrecent ly become n^uch in vogue within theUnitedNationssystem. 

This section will not, however, deal with the subject in its widest sense, e .g. describing the 

different ways in which it is being tackled in the various elements of theUnitedNations system 

or entering into the now thorny o^uestionof methodology, for this is already being done by 

bodies such as the ACCStudyCroup on Evaluation 2̂  andbyUNITAR. 3̂  Instead, the Study 

wil lconcentrateon those aspectsof evaluation which are peculiarlyrelevant to theUN 

Development Co-operationCycle, and part icularlythe principles and procedures which should 

be applied b y U N D P i n o r d e r to make the evaluation process at once more effective and less 

cumbersome. However, as indicated later , the definitions adoptedbyACC will be used here 

in the in teres tsof consistency and comparability. 

13. Summary of the present situation 

142. Therecen t increase in governments ' interest inevaluat ion has been primarily con­

nected wi th thebas ic question as towhether the major contributors to the various voluntarily-

financed development co-operation activities have obtained"value for their money". Por their 

part , somedevelopingcountries a l sohaveasked for evaluations tobe carried out, orhave 

requested assistance in setting up efficient evaluation units staffed with qualified people. 

There ha sbeenaco r r e l a t i on between this increase in interest and thegrowth of theresources 

available to theUnitedNations developn^ent system. 

^ various suggestions are made in paras . 26-48. 

2̂  Evaluation of TechnicalCo-operat ionProjectsand Programmes, Annex I^of the 
Thirty-fifth report of ACC (doc. E^4668^Add.l). 

3̂  Cri ter ia and methods of Evaluation, op. cit. 
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143. Present arrangements for evaluation inUNDP and in UNICEPand WPP are described 

in Appendix Two in P a r t ^ . It t races the almost 180-degree change in the attitude toward 

evaluationfrom scant interest i n t h e e a r l y y e a r s of EPTA to, more recently, an intense p r e ­

occupation springing in pa r t f romconce rn over ther ight use of fundsand, in part , from the 

increasing difficulty of reviewing the multiplying activities of an organization which is be­

coming s t ructura l lymoreand more complex. Put it iseo^ually certain that evaluation will 

defeat its own purpose unless it i s c a r r i e d o u t in anorder ly and co-ordinated fashion, with 

clearly-defined objectivesand consistent proceduresapplied by competent evaluators. 

144. The present situation shows, on inspection, that this is not the c a s e a t present. As is 

to be expected, UNDP has established its own Evaluation Division as part of the Pureau of 

External Relations, Evaluation and Reports. The procedures which it has developed include 

provisionfor a"mid-project review"and for an examination and evaluation of t h e r e s u l t s of 

projects approaching their completion date. When such casesa r i s e , UNDP consults with the 

Executing Agency concerned and it is agreed which should undertake the work and how it 

should bedone. Such reviews are often carried out jointly between the Executing Agency and 

UNDP and, from many points of view, this is the most useful procedure. In addition, indivi­

dual Executing Agencies have evolved their own methods for evaluating various aspects of 

their own development co-operation activities. ^lany of these activities are supported by 

funds made available by UNDP,though the results of such reviews are not automaticallypassed 

on to UNDP. 

145. UNDP pro jec t sa re thussub jec t to evaluation by: 

(a) the government of the host country^ 

(b) any donor government that is interested in the projects 

(c) governing bodies, such as ECCSCC and the Coverning Council of UNDP^ 

(d) UNDP individually or jointlywith an Executing Agency^ 

(e) an Executing Agency orAgencies^ 

(f) the^IointlnspectionUnit^ 

(g) ( inafew individual cases) the External Auditors^ 

(h) indirectly, whena la rge donor government decides to make an evaluation of a 

particularUnitedNationsorganization. 

146. Suchevaluationis, however, sporadic and disjointed and does not conforn^toany 

generally acceptedcr i te r ia as regards methods, concepts or even terminology. This lack of 

an orderly approachto the evaluation of UnitedNations development co-operation activities, 

which should provideareasonably accurate ^measurement of the progress of projectsand the 

results achieved, has led t o a n u m b e r of untoward consequences. 
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147. T h e m o s t e v i d e n t o f t h e s e i s t h e n u m b e r and variety of value judgements madeabout 

multilateraldevelopment co-operation during recent years, someser ious and responsible, 

others more casual and lacking the depth of knowledge required. Despite the frequency of 

these inquiries, however, it remains true that those now responsible forUNDPat all levels 

are not always accurately informed aboutessentialelen^entsin the present operation, e.g. its 

effectiveness, its major strengths and weaknesses a n d t h e r e a l c o s t s involved. It might have 

beenexpec ted tha t thevo lumeof evaluat ionwouldhaveremediedthisbut , as the Capacity 

Study hasdiscovered, too frequently thebasic facts are unavailable. 

148. Therecanbenoo^ues t ionbu t tha t th i s volunte of activity diminishes the capacity of the 

Uni tedNat ionssys temto operate effectively. The time of UNDP Headquarters, the Agencies 

and field staff is lost by dealing with repetit ivein^uiries undertaken, in some cases, by per­

sons not always well qualified for the purpose. The net result of a l l this is too often to 

waste money and time, disturb and confuse judgements, and so cause aweakening rather than 

astrengthening of the system. 

149. The lack of co-ordination in attempting toevaluate, at different t imes, the various as-

pectsof theUni tedNat ions Development Programme (and similar multilateral operations) 

makes it essent ia l to introduce procedures focusing evaluation onthe essentials which will 

provideeffect iveoperat ionalcontrolon the one hand and, on the other, effectiveanalysisof 

experienceand results. It i s imperat ive to establish an organizational n^odelwhich permits 

eva lua t ion tobecar r ied out onlyby experienced people^ualified for this serious work. In 

thefollowingsection, an attempt will be made tosuggest ways of establishingauniform 

evaluation system applicable to the wholerange of operational activities financed by UNDP. 

C. Recommendations for futureaction 

(1) ^ n e r a l principles and definitions 

150. The co-operation provided by theUnitedNations development sys temtoadevelopment 

project undertaken byadevelopingoountry gives t h e s y s t e m a s t a k e in i t s success or failure. 

Since the efforts of the recipient country are no less de^l^iv^ for its eventual outcome, evalu­

ation must be applied to the whole project or programme, andnot onlyto the external ass is­

tance component. A s a c o r o l l a r y o f t h i s , the recipient government is vitally affected by the 

evaluation processand must bec lose ly associated wi thevery stage. Indeed, recipient 

governmentsshouldbeencouraged and assisted t^o^et^up their ownevaluation units, o r t o 

improve the effectiveness of t hosea l r ea^m^e^ra t io^n . 

151. Aunifiedsystemof^ev^uation must conformto established principles,but should billow 

for the divergencies intechn^^uesnecessary for different types dfp^rojects. Whenever ^valu^ 

a t i o n i s c a r r i e d out within ̂ he system, thesamebasicapproach^h^u^d apply a s r e ^ r d s pur­

pose, timing andorganization. I n t h e c a s e o f evaluat ionexerc i^s whichareno^tbuilt into 
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t h e s y s t e m a s a regu la r f e a tu r ed . e . those which do not fall under the "operationalcontrol" 

(see paragraphs 155 to 161)normally carried out on the basis of the plan of operation and the 

network analysis prepared for each project) but which may a r i s e a s a r e s u l t o f specif icdeci-

sions at unspecified t imesand draw on profess ionalservicesouts idetheUnitedNat ions 

system, a s e t o f recognized principles and cri ter ia shouldonce more be applied i n o r d e r to 

permit a systematic approach. Thesereo^uiren^ents areimportant , n o t o n l y b e c a u s e i t i s 

essential to provide member governments with up-to-dateandobjectiveaccounts of how effec-

t ivelytheircontr ibutionshave been used, but alsobecause of the obvious ^politicaldanger that 

proliferation of unco-ordinatedevaluation will damage the " image"oftheUnitedNations 

developm^entoperationsby distorting the true picture. 

152. Evaluation, a s t h e t e r m i s e m p l o y e d b y t h e A C C , ^ i s an umbrella word covering 

every stage of thedevelopment of aproject or aprogramm^eas well asaf te r its term^ination. 

Thefourpr inc ipa lphasesof an assisted project in which distinct elen^entsof evaluation are 

required havebeendefined as project preparation(identification of needs), appraisal of 

requests, operational control and assessment of resul ts . While the importance of project 

preparation and of appraisal of project requests is fullyrecognized and, in fact, can hardly be 

exaggerated both for the final outcome and a l soas providing the foundation for the later 

measurement of work progress and results and establishing the necessary basel inedata, this 

section is not concerned with those phases because they are dealt with above in the sections on 

the "CountryProgramme"and"ProjectPormulat ion" . In this section, evaluation will be 

limited to the several activities which have to do with the n^easuring of progress and resul ts 

in pro jec tsandprogrammesof technical co-operation, i . e . operationalcontroland as sess ­

ment of results , definedbyACC as follows: 

"Operational c o n t r o l . . . includes the p rocessesby which implementation of the project 
is monitored and reviewed in order to deter^nine the extent to which it is fulfilling the 
stated targets and objectives andtointroduce any necessary modifications at the right 
t i m e . " 

"Assessment of results . . . includes the processes by which the whole life of the 
project isreviewed and the major direct and indirect results are system^atically deter­
mined and critically examined, with respect both to the effectiveness of the project in 
attaining its objectives, within the context of therelevant economic andsocia lobjec-
tives, and to the guidelines to be derived for the benefit of further activit ies." 

153. Poth of the^e types of evaluation relate to theattainment of certain t a r g e t s These 

objectivescan usually bearranged in order, the ultimate onebeing of a v e r y general character, 

suchas a certain ra teofeconon^icgrowthorhigher l iv ing standards for thepopulation. Such 

very broad objectives would usually a p p l y t o a p r o g r a m m e r a t h e r than t o a n individual project. 

The more immediate objective of an individual project might be, forexan^ple, the punctual 

^ Evaluation of TechnicalCo-operat ionProjectsand Programmes, op. cit. 
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completion of a s t r e a n ^ - f l o w s u r v e y f o r m i n g a k e y s t e p i n a w a t e r resource development 

project. Less immediate, but nevertheless still measurable, would be the longer-term goal 

of that project to make those water resourcesavailable for irrigation. Whereas t h e a s s i s -

tance financed by theUnited Nations development system isacontr ibut ion towards theat tain-

n^ent of the objectives throughout their wholerange, evaluationof those farthest removed 

from the project and its most imrnediate objectives is likely to be less precise and useful for 

pract icalpurposes , particularly since long-range objectives of agene ra lcha rac te r will sel­

dom be achieved as aresul tofUNDP-supported projects alone. 

154. Again, both operationalcontrol and assessment of resul ts , if well performed, should 

help to improve project preparation and the management of projects in the implementation 

phase. They should there foreberegarded as important programn^eand project managen^ent 

tools and a s a m e a n s for systematically building up knowledgeand experience to be used in 

programme planning. ^ Por clarity of presentation, the two types of evaluation are dis­

cussed separately in the following two sections, but they are manifestly complementary 

activities. moreover, the underlying assumption is that evaluation must beacontinuous and 

consistent process from theoriginal identification of needs and appraisalof programmes and 

projects to the final assessment of their outcome. If the first stages have not been carried 

out efficiently, then the others will likewise fall short of their objectives. 

(2) Operational control 

155. Operationalcontrol is theactivity or process by which proposed accomplishments, 

scheduledactivities and budgeted expenses arereviewed to determine whether progress has 

been satisfactory. It isevident that such effective managerial control is impossible without 

realistic plansagainst which to measure progress. Por this reason, the section on"Project 

Pormulation"emphasizes the need forawell-for^nulated project expressed i n a p l a n of 

operation (includinganetwork analysis and project description and an annual project budget). 

T h e s e a r e t h e y a r d s t i c k s for operationalcontrol. 

156. Operational control can be carried out (l)through inspection or other direct contacts 

(2 ) th roughasys tem of reports^ or (3) throughacombinat ionofboth . However it is done, 

managerial attention will centre on those projects or programmes that are falling short of 

their objectives. Thisshould lead to enquiries into the reasons for those shortcomings 

which, in turn, could provide the basis for periodic adjustment of the project in question, and 

1̂  See question of Data Storage and Retrieval, Progress report by the Administrator 
(doc. DP^L.99of 9^anuaryl969) which identified three types of information required: 
(a) economicand social data at the country levels (b)technical and scientific inforn^ation^ 
(c)operating and administrative information. The first of the two types of evaluation spelled 
out above (operationalcontrol) would provide for much of the(c ) type of information, while the 
second(assessmentof results)would, in part, provide for the(b) type . 
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for the improvement of working methods. Since pro jec t s ra ther than programmes can provide 

the more immediateand more easily measured objectives, most operational control activities 

would be concerned with them. However, i f t heya resys t ema t i ca l lype r fo rmedongroupsof 

projects, for example, they may reveal patternsof experience that could beapplied to improve 

the content of future programmes, modify policies, or change managerial and administrative 

approachesand practices. 

157. This Report continually em^phasizes the importance of the countryorientation of p ro­

grammes and of the responsibilities falling on the Resident Representative and his staff in 

connection with programming and implementation. ^ It follows that theimmediate responsi­

bility for monitoring currently operational projects and programmes should also begiven to 

the Resident Representative. 2̂  It would initially be his task to determine, by observation and 

contact between his staff and the project staffs, the extent to which project targets were being 

met and theaction required to remedy any shortfalls. In addition, through the management 

information system, UNDP Headquarters and the Executing Agencies would haveaccess t o a n 

up-to-date picture of the total progran^n^e and its component p a r t s o n geographical, sectoral 

andsub-sec to ra l t e rms . In general, the most efficient arrangement would be for the officers 

immediatelyconcerned a t the field levelwith the various sectors (including officers on the 

Resident Representative'sstaff, project managers andexperts , asappropr ia te) to assume 

primary responsibility for ensuring that the information required was promptlyprovided to the 

Resident Representative and checked against the project 's objectives. Reporting to the 

Administrator and to theRegionalPureaux in headquarters should only be made by the 

Resident Representative. 

158. Agood deal of this built-in operational control type of evaluationwould be done in 

statistical t e rms , i . e . actualversus scheduled delivery of experts, fellowships, equipment 

andgovernn^entcounterpart, but som^e would have tobe inm^ore descriptive and analytical 

te rms, part icularlythat identifying reasons for achievementsand shortcomings. Periodical 

statistical informationwould b e s o provided as to permit computerized treatment. 

159. In addition, the project budget, and regular comparisonsofactualexpendi tureagainst 

it, would providean important tool for measuring p r o g r e s s i n a p r o j e c t . The budgeting 

process in itself has a d e c i s i v e r o l e t o p l a y m m a p p i n g o u t t h e c o u r s e o f aproject andin 

1̂  Theseresponsibi l i t iesand others which will a r i sedur ing the Development Co-operation 
Cycle will, in some cases, be new and involve different procedures from those now in force. 
In the event of thesechangesbeing adopted, there would accord ing lybeas t rong case for 
organizing intensive instruction ("crash courses") forResidentRepresentat ivesand their 
senior colleagues to prepare the^n for their new duties. 

^ See Chapter Seven, paras. 76-78. 
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bringing about considered decisionsand choices. ^ loredeta i l sof how this would work are 

given in Chapter Nine. ^ 

160. Pecause of thegovernment 's interest in, and fundamental responsibility for, the 

programmeand projects, the information sent toUNDPHeado^uartersand Agencies should also 

besen t regularly to the planning ministry and the technical m^inistryconcerned, so that they 

coulda lsoexerc ise their ownopera t iona lcont ro landbepreparedtounder take any remedial 

action required. 

161. Where t h e r e i s a c l e a r possibility for follow-on investment, potential sources of 

investment funds, e.g. the lPRD, aRegional Development Pank, local or overseas institu­

tions, should be kept informed through selected p rogress repor t s , subject to thegovernment's 

agreement (see the section on "Pollow-up"). Appropriate information should also besent to 

the Regional Economic Commission in the area. 

(3) Assessment of results 

162. Assessmentof results aims pr imarüyatend-of-project and longer-term programme 

objectives rather than improved management or immediate project objectives. Its principal 

purpose is to provide feedback that will help to improve the content of the country programme, 

sharpen project formulation, and lead t o a m o r e effective development approach. This type 

of evaluation should thereforeendeavour to: 

(a) es tabl ishabalance-sheet for the individual project upon the terminationof UNDP 

co-operation, registering i t sachievementsandshor tcomingsin relation to targets 

and the continued validity of its objectives^ in this way, it would form, inter alia, 

the basis for assessing the need for follow-up action in ternas of further assistances 

(b) provide additions to thecorpusofwor ldexper ience on successful and unsuccessful 

techniques which should, or should not, beapplied in similar circumstanceselse-

where^ and 

(c) determine whether theexpected or targeted relationship between costs and 

benefits wasachieved(which emphasizes the need for cost-benefit study at the 

project planning stage). 

The aggregate of the evaluations of completed projects (or those nearing completion) would 

provide one essentialelement in assessing the usefulnessof the total activities of theUnited 

Nationsdevelopment system in that country. Another element could beajudgen^ent, in the 

light of experience, o n t h e p o s s i b l e m e r i t s o f an alternative deployment of resources. Such 

an analysis of experiencegained would becon^eavaluableasset in the planning of further pro-

grammesof development co-operation in the same country or in thosewithsin^ilarproblen^s. 

^ Pa ras . 65-72. 
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Whileo^uantitativeassessment would be important, t h e r e s h o u l d b e a s t r o n g e r emphasis here 

on o^ualitativejudgements than would be the case in day-to-day operational control. 

163. The assessment of results of individual projects and of whole programmes would be the 

joint concern of UNDP, the Executing Agencies or agentsconcerned, and the field staff. 

However, assessmentscar r ied out within the framework of UNDP should be controlled p r i -

mar i lyby or through the Administrator of UNDP in order toavoid the indiscriminateevalua-

tions now beingconducted which r e p r e s e n t a d r a i n o n c a p a c i t y and risk unfair damage to the 

programme's image. In th i s t a sk , h e w o u l d b e a i d e d b y h i s inspection andevaluation staff 

whichwouldschedulesuch evaluations, suggest o^ualifiedevaluators, and indicate possible 

coverage and depth. 1̂  The interested Specialized Agency and the Resident Representative 

and his staff would a l sobe expected to contribute to theseevaluations. Drawing heavily on 

their operationalcontrolevaluations, they would contribute their knowledge of environmental 

circun^stances affecting the project over its l i fespan, as well as the manner inwhich prob­

lems weresolved, thedegree to which recomn^endations a rebe ing acted upon, and the 

probable needs for follow-up. They also would help theeva lua tors 'work with appropriate 

government ministr ies , other expertsand the personnel of theexecuting agent. Pinally, 

they would b e e x p e c t e d t o a s s i s t in putting valid evaluation findings and recomnaenda-

tions to use in improving thecontent of thecountryprogramn^eand the duality of project 

formulation. 

164. TheRegionalPureauxinUNDP Headquarters should, as indicated inChapter Seven, 2̂  

participate in the assessment of results asreo^uested by the Administrator. ^ o r e i m p o r -

tantly, they should review the findingsand, if applicable, direct and facilitate their application 

elsewhere in the i r regions and countries andensure that other headquarters divisions were 

aware of any relevant to their fields of interest. They would, in other words, o rgan izea 

mostnecessary "feedback"of the information derived fromtheassessm^ent of resul ts . 

Evaluation as an afterthought is largely of academic value, unless the experienceand know­

ledge gained isbrought to bear on day-to-day operations. To performthese functions, the 

regional bureaux might need u l t imate ly toemployasen ior evaluation officer tohe lp train 

division personnel in evaluation methods, review findings, and encourage their utilization in 

those day-to-day operations. Such appomtmentsshould not, however, relieve other division 

personnel of their ba^sic responsibility to apply r e s u l t s 

165. The role of the Specialized Agencies would also be to assist, upon the Administrator 's 

request, in conducting end-resultevaluations. In their respective sectors, they would be 

expected t o a s s e s s the knowledge gained and disseminate it wherever its application could 

1̂  See Chapter Seven, para. 99, for details of this unit. 

^ Paras . 91-92. 
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improve methodsand expedite development. Any such information concerning UNDP-financed 

projectsshould be automatically communicated toUNDP Headquarters which should also 

advise the Agencies on mat ters of interest to them. 

166. This leaves open theo^uestion of what arrangements might be appropriateat the 

regional level. There have been suggestions that the Regional Economic Commissionsand 

theregional bodies of Agencies might play an important role inevaluation. One immediate 

way inwhich this might beeffected is through their participation in theannual programme 

reviews, whenever appropriate, although this wouldclear lyvary in s izeand significance fron^ 

country tocountry. A la rger n^easure of participation could probably develop in the longer 

run. 1^ 

167^ None of theabove proposals precludes the possibility that evaluation of the significance 

and effectiveness of projects and programmes might also, f r o m t i m e t o t i m e , be undertaken by 

ape r son or persons on special assignment for that purpose. The services of such individuals, 

whoshould be independent of theUnited Nations development system for their careers and in-

con^es and who should demonstrably have the qualifications to dealeffectively with evaluation 

problems and procedures, could be obtained at the initiative either of UNDP Headquarters, the 

Executing Agency, theregional level(if assigned evaluation responsibil i t ies)or the Resident 

Representative himself. There could a l s o b e a n e e d to evaluate, f r o m t i m e t o t i m e , certain 

types or fields of act ivi t iesoftheUnitedNations developn^ent systen^as awhole which cut 

across the frontiersof nations andthef ie ldsof activity of Specialized Agencies. However, 

all such specificevaluations, outside the regular proceduresdescribed above, should nonethe­

less fit into the general framework established for the evaluation of UNDP activitiesand con-

form to the same policies andcr i ter ia . Inother words, t h e r e s h o u l d b e a n e n d t o a d h o c and 

unco-ordinatedevaluations. 

(4) Co-ordinating the two types of evaluation 

168. Throughout, this Study hasemphasized the country approach to programme develop­

ment and implementation and the vital role of the Resident Representative and his staff. No­

where is thisresponsibilitym^ore crucial than in helping to improve the application of know-

ledge and experienceand to increase the efficient use of development resources. The key to 

this is provided by the two types of evaluation-operational control and assessment of results . 

169. TheUN Development Co-operationCycle therefore provides for an annual country 

programmée review (see section on the "CountryProgramme"). O n c e a y e a r , the findings of 

bothtypesof evaluation for currently operational and completed projects respectively would 

be subjected to quantitative and o^ualitativeanalysis. This function would be performed under 

1̂  See Chapter Seven, paras . 112-119, and Appendix Three in P a r t ^ , passim. 
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the leadership of the Resident Representative with the full participation of the country team and 

the government. The result of this analysis, together with the budget proposa lsby project 

managers and reports on current expenditures, would furnish the annualcountry programme 

review with valuableguidance in assessing progress and mapping out the fu tu recourse of 

projects and programmes. Indeed, s u c h a n e x e r c i s e s h o u l d f o r m a n i n t e g r a l p a r t o f t h e 

Annual Review. 

170. This vital review and analysis will, of course, be facilitated if ap roper ly staffed 

Resident Representative'soffice is functioning effectively within the country. Throughout the 

year, the Resident Representativeand his staff would be expected to work hand-in-hand with 

government ministr ies , project managers andexperts and t o h a v e a c c e s s to operational da^a 

relevant to this purpose. The Resident Representative would arrange for the calling-in of 

outside consultants when needed. He would draw on repor t sand experience in order to deter­

mine how to "get projects back on track" when necessary, as well as to assist programming 

planners and project formulators. He would also encouragegreater objectivity in self-

evaluation bythe proper use of existingdata, interviews, etc. In this way, he would help to 

establish the necessary link withacontinuous process of planning implementation, evaluation 

and follow-up. 

171. So far, thearrangements discussed have related so le ly to theorganiza t ionof the two 

types of evaluation initiated withintheUnited Nations system. It must, however, be recog­

nized that ECOSOCand the Coverning Council may also require independent evaluations to be 

conducted. Such independent evaluations, when considered essential, might be focused on 

three major purposes, namely, to establish: 

(a) if policies, rules and cri teria laid down by either Council are being adhered to, and 

(b) if thesubstance of the programme reflects the development needsof thecountr i^s^ 

(c) if the programme is managed efficiently. 

172. Similarly, the right of contributing governments to carry out end-result evaluations 

must be recognized. However, in the interestsof efficiency, it is hoped that they would only 

engage in these when some special reason existed for doing so, e.g. when their own pro­

grammes or projects i n a p a r t i c u l a r country are being affected by an internationalprogramme 

or project receiving co-operation fromUNDP. Whenagovernment considered an independent 

eval^ation^tobe^eces^ary, it would be helpful to all parties if the^overnin^g Council and the 

Administrator could be officially informed of its nature and scope, so that co-ordination with 

similar activities initiated within thesystem could bear ranged and duplicate investigations 

avoided. In any case, if the arrangements described in th ischapter were appliedeffectively, 

governn^ents should feel less need of obtaining additional information than at present. 
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173. Since the External Auditorsand the ^lointlnspectionUnit both have responsibilities in 

these mat te rs , the performance of suchevaluation as they deem necessary reo^uiresconsidera-

tion. Por reasons touched on above, multiple evaluation is to beavoided wherever possible. 

The functions of the External Auditorsextend far beyond evaluation and it can be assumed that 

t h e y w i l l c o n t i n u e t o o p e r a t e a s i n t h e p a s t andonlyn^ake evaluationsof individual projects if 

t h e y f e e l t h i s t o b e essential. T h e r o l e o f t h e ^ I U i s l e s s p r e c i s e and its functions would need 

t o b e co-ordinated with those of theinspectionandevaluation unit of UNDP Headquarters. ^ 

D. Conclusions 

174. Thepresent situation in relation to evaluation i sboth an impediment to efficiency(and 

thus to capacity) andahindrancetofutureUni tedNat ions development co-operation. It is 

vi ta l that evaluation of theUnitedNations Development Programmée (and preferably any that 

affects the rest of theUnitedNations development system) should onlybe conducted as part 

of awell-defined and realistic policy. This means that both programmes and projects should 

besubjectedtoevaluat ion only to the extent that i sabsolu te lyessent ia l to ensure efficiency, 

and that the process of evaluation should berecognized for what it is, adelicate and complex 

action t o b e car r iedout only by qualified individuals. 

175. It is clear that the first step is forUNDP to develop effective machinery for evalu-

a t i o n - b o t h a s r e g a r d s o p e r a t i o n a l c o n t r o l a n d assessment of results - as an integral part of 

i tsoperat ional system. Ways and means of doing th i shavebeendescr ibed in some detail in 

sections (2)and(3) aboveand it will be noted thatUNDP is tohave its own inspection and 

evaluation unit reporting direct lyto the Administrator. Evaluations of UNDP-assisted 

activities carried out within theUnitedNationssystem should only be made with theagree -

ment of thegovernment concerned and the Administrator and withinaframework of mutually-

agreedcr i t e r i a and techniques. The same systemof evaluation should, so far as possible, 

also be applied to other parts of theUnitedNations development system. 

P h a s e r : Pollow-up 

A. Introduction 

176. "Pollow-up"is the last of the five stages of theUN Development Co-operation Cycle. 

I t i s o f decisive importanceand provides the ultimate evidence of the programn^e'seffective-

ness . 

177. The te rm"fol low-up" isgenera l ly applied to the continuation of an external assistance 

actionwhich, in itself, has been completed. In theUNDP Special Pund operation, follow-up 

has usually beendirected to the investment phase following upon the com^pletion, for example, 

1̂  See Chapter One, para. 105-108. 
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of anatural resources surveyor , in theTA component, to the implementation of recommenda-

tionscontained in the final report of an individualexpert. 

178. In this section, follow-up is g ivenawider connotation in the sense that action is not 

considered tohavebeencomple tedunt i l e i ther the agreedobjec t iveshavebeenachievedor , by 

agreement, abandoned. Co-operation between theUnitedNations development sys temand 

each developing country in anef for t toachieveagivenobjec t ive must thereforeoften require 

action after the formal termination of aproject. ^^Investment" during the follow-up phase 

should beconceived broadly andconsidered as an input of resources which m^ay take several 

forms. budgetary provision byagovernment to continueatraining activity started with the 

helpofexternalco-operat ion after that co-operation hasceasedd ive r t s current income to 

capital formation as much, for example, as other forms of investment. 

179. Experience in the field of development, wherever gained, emphasizes that the real 

test of the efficacy of the planning and execution of apre-investm^ent undertaking is shown in 

the succeeding phase when, despite unforeseen contingencies, political, soc ia lo r technical 

shifts, which a r e a n inescapable part of the development process, patient pursuit of the 

original purposecanyield results . Oreat skill and judgement arereo^uiredtodecide when 

the conjuncture is completelyunfavourable or when further p a t i e n c e w i l l b e r e w a r d e d b y a 

reversal of such circumstances. Apermanentsys temof rev iewas wel las considerable 

political acumenaredemanded. 

P . Presentsituation 

(1) Procedures 

180. It hasbeen the practice to rev iewand repor ten follow-upaction with respect to pro­

jects in theTA component. The Resident Representative's office maintains recordsof all 

such projects and reports regularlytoUNDPHeado^uartersondevelopments suchas the in^p le -

m^entationof experts 'recommendations or theadoption of improved prac t icesand techniques. 

Pecause many projects achieve their purposesduring the exper ts 'miss ion, and because the 

p ro j ec t sa re sma l l and numerous, t h e r e i s genera l ly ra ther less emphasison follow-up in 

this area than in the SPcomponent. Some strengthening of these procedures i sessen t i a l in 

order to provide a c l e a r e r v i e w o f t h e a c t u a l r e s u l t s o f theTA component. 

181. I n t h e c a s e o f t h e S P component, follow-upis much more read i ly ascertained because 

n^uch of the programmée i sd i rec ted toward "pre-investment" in its narrower sense which 

posits that investment should follow once the project iscompleted, and toward the building of 

human and material infrastructure and the continuity and maintenance of the facilities se tup 

with the help of the Special Pund after the latter has withdrawn. The Resident Representative 

is instructed to keepUNDP Headquarters informed, i n a s p e c i a l section of his per iodicrepor t , 

about the character of follow-up action on completed projects, ^lore importantly, most 
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projects which are expected ultimatelyto lead to investirent provide for the appointment of a 

financial adviser a t a s t a g e of the project's development when enough economicand technical 

inforn^ation bambeen gathered to advise the government about investment prospectsand 

negotiations, moreover, inmune 1968, the governing Council authorized the Administrator 

to establish, in close consultation with theWorldPank and the three Regional Development 

Panks: 

" . . . a small panelof senior financialadvisers to participatein reviewing pre-invest-
ment projects, to help identify investment opportunities, to assist in preparing 
proposals for investment, to discuss these proposals with thegovernment, Executing 
Agency and institutions concerned, to assis t the Administrator in maintaining active 
and continuous liaison with international financial institutions, and to adviseand assist 
governmentsat their request with respect to investment follow-up action on Special 
Pund p r o j e c t s . " ^ 

At the time of writing, however, this panel has not yet been established. 

(2) Effectiveness of present procedures 

182. Put although follow-up is very much in the mind of the UNDP administration, it is 

generally agreed that the effectiveness of the measures designed toachieve it must be im­

proved. So far as the TA component is concerned, the calls on the Resident Representative 

are so numerous that it is often difficult for him to keep the records up-to-date, m u c h l e ^ s t o 

pron^pt thegovernment concerned intoaction. On the Agency side, their n^ajor preoccupa­

tions centre oncur ren t projects under execution, and on the preparation of new projects, 

rather thanon consolidating what has been done in the past. Similar considera^ionsapplyto 

theSPcor^ponent , although rather firn^er conclusionscan be drawn about specifically "pre-

mvestn^ent" projects by noting the investirent flow stem^ning directly or indirectly from com-

ple teds tudiesand surveys carried out with Special Pund co-operation. Since the latest 

figuresavailable on this have been analysed in some detail inChapter Three, ^ it is only 

necessary t o r e c a l l here that, while sonae projects have produced n^ost encouraging results , 

there is clear room for improvement, although the many factors involved are by no meansa l l 

within the control of UNDP. ^ 

183. In general t e rms(and the lack of more precise information rules out any other), the 

present situation on follow-up may be summarized as follows: 

(a) An analysis of the causes is out of place here, but plainly deficienciesofpro-

grammmg due tohas ty project preparation and submission, inadequate apprecia­

tion of specific developmental problems, including those of absorptive capacity, 

andinsuff ic ienta t tent ionto theendusesof aproject , a l l p l a y a p a r t . 

1¡ UNDP, Report of the Governing Council, Sixth Session (doc. E/4545). 

2/ P a r a s . 61-66. 
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(b) This si tuation is aggravated b y t h e lack of re l iab le f a c t s a n d f igures . Although 

some bas ic information of the kind a l ready given i s a v a i l a b l e , t h e r e i s l i t t l e to 

indicate why ce r t a in p r o j e c t s have failed t o a t t r a c t inves tmen t o r t o s h o w w h e r e 

respons ib i l i ty r e s t s within t h e U n i t e d N a t i o n s s y s t e m for deciding what, if any, 

fur ther action should be taken. This kind of inquiry i s e s s e n t i a l if t h e U n i t e d 

Na t ionsdeve lopment s y s t e m is to profit f r o m e x p e r i e n c e a n d s o i m p r o v e i t s 

effect iveness. 

(c) Responsibi l i ty for follow-up a s b e t w e e n g o v e r n m e n t s on the one hand and the 

Uni tedNat ions development sys tem o n t h e o t h e r i s r e a s o n a b l y w e l l defined (see 

below). Responsibi l i ty as be tweenUNDP and the Agenc ies , however , i s not 

c l ea r ly es tabl i shed. 

(3) Division of respons ib i l i ty for follow-up 

(a) Governments 

184. Pas ic respons ib i l i ty for follow-up r e s t s with the rec ip ien t gove rnmen t s . They a g r e e , 

i n t h e words ofECOSOC reso lu t ion 222(1^) (establ ishing EPTA) to : 

" . . . give full and prom^pt cons idera t ion to the technical advice they r e c e i v e a s a 
resu l t of t he i r co-opera t ion with the par t ic ipa t ing o r g a n i z a t i o n s i n r e s p o n s e to the 
reques t s they have in i t ia ted" . 

They also agree to: 

" . . . under take t h e s u s t a i n e d e f f o r t s r equ i r ed for economic developn^ent, including 
continuing support and p r o g r e s s i v e assun^ption of financial r e spons ib i l i ty for the 
adminis t ra t ion of p ro jec t s ini t iated at t he i r r eques t under in te rna t iona l ausp i ce s " . 

CA resolution 1240(^III)(establishing the Special Pund)is l e s s explici t on th is point, but 

s t r e s s e s that the purpose of the Pund i s , i n t e r alia, to facil i tate "new capi ta l i n v e s t m e n t s o f 

all types" . Even so , t he re can be no doubt that bas ic respons ib i l i ty r e s t s with the rec ip ien t 

government. 

(b) T h e U n i t e d N a t i o n s s y s t e m 

185. The impor tance at tached by the Admin i s t r a to r of UNDP and o the r s to follow-up is un ­

questioned and ref lected in many r e p o r t s a n d ins t ruc t ions . Responsibi l i ty for i t , however , 

does not seem to b e a l l o c a t e d in any clear ly-def ined way in t h e U n i t e d N a t i o n s s y s t e m but to 

be d ispersed throughout i t s va r ious components . It i s perhaps not s u r p r i s i n g , t h e r e f o r e , 

that follow-up tends to be handled on an ad hoc b a s i s , with the r e s u l t t h a t individual govern ­

men t s , UNDP and the executing agent m a y all be involved in the p r o c e s s without being fully 

aware of what o t h e r s a r e doing. As with so many other aspec ts of the opera t ion, a c l e a r 

responsibi l i ty devolves upon the count ry level , where the Resident Represen ta t ive should once 

again act as a c o - o r d i n a t i n g link between the government and the v a r i o u s c o m p o n e n t s o f the 

sys tem, though he is not adequately equipped to do th is at the p r e s e n t t i m e . It a l so appea r s 

self-evident that the respons ib i l i t i e s of an executing agent should not end with the fo rmal 
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closure of the external assistance portion of the project but should also extend to theat ta in-

m e n t o f t h e g o a l s f o r w h i c h i t w a s s e t u p ^ this would seemessent ia lwhen the project is 

executed byaSpecia l ized Agency, but current and prospective projects pre-empt their atten­

tion. Like so many other present problems, this originates in the very rapid expansionof 

UNDP operations, which outstripped thesupply of information about all aspects of the operation 

for t h e u s e o f those responsiblefor effective administration. 

(c) Other current methodsof follow-up onUNDP-assisted projects 

186. As so often whenexis t ingarrangementshavebeenshowntobefa l l ib le , solutionshave 

been sought through the opening-up of newchannelsof action, by-passing the machinery al­

ready established for that purpose. This tendency isencouraged by the relat ivescarci ty of 

adeo^uatelyprepared investirent projectsin relation toavailable financial resources - reflected 

in the increasing demand from all sources of finance (IPRD, Regional Development Panks, bi­

lateral aid programmes, private banks, private industry, e tc . ) fo r projects prepared in 

sufficient detai land in suitable form for investment decisions. 

187. This is the area which, essentially, the Special Pund, and later UNDP, was intended to 

occupy, ^ e t a g r e a t deal of the effectiveandsystematicaction for this purpose is takenout-

side theUNDP by specialized groups such as thePAO^IPRD Co-operative Programme, or in 

Latin America, byADELA, which are financed by potential investorsand oriented toward 

investment. ThePAO^IPRD Co-operative Programme is of particular interest because it 

functions within theUnitedNations systen^ and because it isbecon^ing the pattern for other 

direct nexusbetween the Pank and individual Specialized Agencies(e.g. UNESCO). Under the 

arrangementsagreed for this programme, which started in !964 , the Pank provides 75 per 

cent ofthe cost andPAO the rest . Por l968-1969, the total budget was U S ^ 7 m i l l i o n and 

car r ies forty-two professionalposts, but these will beincreased to seventy over thebiennium 

1970-1971^ the total will increase toUS^5 million. In five years of existence, the pro­

gramme's activities have led toWorld Pank loans and IDA credits of US^422 million. This 

evidently much more favourableratio between the cost of studies and the eventual level of 

investment is in large part due to the fact that the programme draws heavily on inform^ation 

provided from projects receiving UNDP supports in fact, about one-half of the projects being 

processed this year for earlyfinancing by thePank are related toUNDP projects, while of 

thir ty-f iverecent reports twenty-six concerned UNDP projects. These results areachieved 

by organiz inga"Projec t Identification ^ I i s s ion" toaUNDP project when some latent invest-

ment possibility has been revealed. Any additional pre-investm^ent or feasibility work 

required for presenting the project in fully bankable forn^ is then undertaken b y a " P r o j e c t 

Preparation mission". The resu l t ing repor t sa reava i l ab le in the first instance only to IPRD 

whichmayassoc ia teo ther sources of finance in the operation and, whenacourse of action has 

been settled, they may bere leased more widely. 
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188. Similar arrangements, o n a s m a l l e r scale, are being negotiated between thePAO 

Investment Centreand the Regional Development Panksand co-operation may be extended to 

private commercial banks, also onafinancial subvention basis. T h e r e i s a l s o t h e P A O ^ 

Industry Co-operation Programme, consistingof over sixty multinational co^npanies working 

in the agricultural field, which financesomeactivit ies of t heProgramme ' s sec re t a r i a t . 

189. Any measures toaccelera te or facilitate the transition from pre-investment to the 

actual mobüizationoffundsare invaluable and meet an obvious and desperate need. Accor­

dingly, it may sound ungenerous and carping to describe thesearrangements as repeating 

tendencies visibleelsewhere to duplicate existing patternsof organization, to encroach on 

functionsalready assigned and t o s e t u p r a t h e r e x c l u s i v e s e t s of relationships having negative 

a swe l l a spos i t i veaspec t s . Indeed, the Capacity Study acknowledges that these special 

arrangements would not have come into existence had there not b e e n a c l e a r need. This 

n e e d - which still arises in other areas - i s m p a r t due to the fact that, in many cases, UNDP 

projects donot elaborate theinformation obtained in sufficient detail to enable potential in-

vestors to make decisions. In part, too, there is the reluctance of investors t o r e l y on any 

information other than that which is tailor-made to their requirements and, if possible, 

obtained under their supervision, when not directlyinvestigated by themselves. Even when 

the studies are carried out under impeccableauspices enjoying international repute, the pro­

spects and tern^sof financing cannot f a i l t obe affectedDand may even b e d i s t o r t e d - b y factors 

such as theamount of soft loan money available at the tin^eand the financing organizations' 

current policies and priorities. Developing countries are l ikelyto benefit most under an 

arrangement which offers t h e m a g r e a t e r range of contactsand permits then^to negotiate the 

mode of financing most appropriate to their situation. It would also best serve the purposes 

of developed countries to have wider opportunities of considering how to supportUNDP-

identified investment projects. 

190. There is thusan important area in the final stages of specifically "pre-investment" 

projects assigned by UNDP in which it is not fulfilling its role. Clearly, UNDP should strive 

tomakegoodthisdef ic iency at once before alternative andlesseffectivearrange^nentsnaul-

t iplyandthesi tuat ionbecon^esoutof hand. 

C. Recommendations for futureaction 

(1) General 

191. How could an improved UnitedNationsdevelopmentsysten^ensure effective follow-up 

of projects^ Part of t h e a n s w e r l i e s i n better and more comprehensive planningandpro-

gramn^ing, because of the c lear l ink between follow-upand the preparation of acountry pro­

gramme and the formulation of projects. In the first place, therefore, aneffectivesystem 

of planning the use of all available international resources, as suggested in the section on the 
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"CountryProgramme", should be introduced as soon as possible. Second, each project 

should, from the outset, be thought through carefully and the follow-up action, including any 

investment implications, should be defined clearly and responsibility allocated specifically. 

As indicated in thesec t ionon"Pro jec tPormula t ion" , the proposed procedure emphasizes the 

great importance of includinganetwork analysis in the project description (whereappropriate) 

and thep lanof operationso that p rog res s in imple^nentationcan be kept under regular observa­

tion, assessment of results made when necessary, and follow-up pursued unt i le i ther the 

desired objective hasbeen achieved or, byagreement , abandoned. 

192. One of the objectsof more careful planning and forn^ulation of projects is t o a s s e s s all 

theimplicat ionsof the proposed course of action for everyone concerned, and thus reduceany 

r i sks involvedto a minimum^or at l eas t ensure that they are calculated r isks . However, it is 

the very nature of the development process that the unexpected must be one of the elem^ents^ 

risk can be mmimized in relative ter rnsbut cannot be eliminated absolutely. This n^eans that 

then^ethodofnetworkanalysis and thesubseo^uentmeasure^nent of results serve three pur­

poses: first, t ogu ide thecou r se of the projects second, to n^easure the project 's progress 

aga ins ta t ime- tab leand i t sgoa l s^ and t h i r d - afunctionwhich stems from these - t o warn of 

dangers as theyappear and of the possible need to changeobjectives or methods, or both, in 

t he l igh to fexpe r i enceo r of changed circumstances. 

193. These observationsillustrate, in turn, the equally close bond between follow-up, 

evaluation, and theinformation system. Theinter-relationship of effective evaluation and 

follow-up is a m a t t e r of essential importanceat all stages in the life of aproject . Prom the 

moment an mdividualprojectiscontemplated, it should beassessed , if possible, in ternas of 

the wider objectives, and its subse^uentoperationalcontroland evaluation, as it progresses, 

should be considered continuously in relation to the action needed if successful follow-upis to 

beachieved. Again, any systen^atic procedure for n^easuring or modifying projects, with its 

evident implications for follow-up, must depend largely on the flow of accurateand timely 

information f romeach phase in programming and implementation. Pothpoints il lustrate once 

moretheinterdependenceof every aspect of any efficient intemationaldevelopment operation. 

Similarly, the need toaccelera te the production of final reports, as noted above, is an 

important step in achieving follow-up. While measures have been introduced to achieve this 

purposeand to simplify the final report procedure, it is still too ear ly to see whether they 

will b e a s e f f e c t i v e a s i s clearly necessary. 

(2) Allocation of responsibility for follow-up 

194. Po r evident reasons, adevelopmg country itself must be the prime movermensur ing 

adequate follow-up of UNDP co-operation. Given the limitations imposed by the very fact of 

their developing status, however, these responsibilities are more clearly identifiable and, in 

relative t e rms , more easilyfulfilledin some types of situation than in others: e .g. in 
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assuming full charge of atraining institution set up with UNDP co-operation, as opposed to 

providing the large capital sums needed for exploiting new mineraldeposits discovered b y a 

survey supported by UNDP. In all cases, however, it is necessary to pinpoint thegovern-

ment 'sspecific responsibility beforehand. Waysandn^eans of doing this will be suggested in 

the next section. i 

195. Nevertheless, whereUNDP has becomeapa r tne r with the government i n a p r o j e c t , it, 

too, hasarespbns ibü i ty to continue i t sass is tance for an appropriate phaseafter its direct 

participation has ended. Within theUnitedNations development system, final responsibility 

for ensuring fo^ow-upactionforUNDP-assisted projects should therefore rest so^uarelywith 

UNDP, as the financing organization acting in concert with the government concerned. This 

signifies that the responsibility should be decentralized to the Resident Representat iveat the 

country level or to the Executing Agency or agent - indeed, i t i s l o g i c a l t h a t m u c h o f t h e w o r k 

should be doneat these levels of thesys tem and the necessary staff provided. It means, 

furthermore, that any initiatives of this kind undertaken in respect of aUNDP-assisted project 

byabodyhav ingacon t rac tua l relationship withUNDP for that project, or by the Resident 

Representative, should be naade known toUNDP Headquarters which should be kept informed 

of develop^nents and consulted about proposals for action as they emerge. Such arrangements, 

already necessary, wouldbecomeessen t i a lunderasys temwhere projects might be executed 

by governmental, institutionalor private organizationsoutside theUnitedNations system. In 

such cases, i twouldbe incumbent onUNDP to ensure, as fully as possible, that any follow-up 

assistance, capi talor otherwise, was provided on the best terms availableand in accordance 

with international standards. 

(3) Ways and means 

196. Pecause theef f icacyoffo l low-upac t ion is the justification of theexpenditure of UNDP 

resources , and because of the linkages with programn^ing, project formulation, evaluation and 

the information system, it is evident that it n^ust form an integral and continuous part of the 

UN Development Co-operationCycle. This means not onlythatfollowDup must be envisaged 

at the moment of or igmatingaprogramme or project, but that the Annual Review held at the 

country level(see the section on the "CountryProgramme") should consider not merely pro-

jec tscurrent lyunder execution, or in course of preparation, but should systematically review 

all completed projects and recomrnend any additional or alternative rne^suresr^ui re^fo^r 

effective follow-up. Pecause of the composition of the Annual Review teams, this would, in 

effect, beadialoguebetweenUNDP and the government, though in certain circumstances, and 

depending on the government's wishes, the discussion may be broadened to include other 

elements of the system, as well as representatives of bilateral programmes. In the periodic 

assessment of the country'seconomic and social situation, it would also be essential to 

review the status of projects co^npleted withUNDP assistance during the previous periods the 
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analysis made of thereasons for any shortcomings must clearly have abear ing on the external 

co-operation reo^uiredduringthesucceeding period. It would, of course, be of special signi­

ficance if, wherever possible, the IPRD carried out this initial survey. 

197. The first s tagein follow-up support is the punctual presentation of afinal report con-

ta in ingclearrecommendat ionsbasedonsound investigations. Thesecond is the constant 

reviewof progre^^ incar ry ingout these recon^n^endationsuntilthe ain^s of theprojecthave 

beenachieved, o rhave , by agreement, beenabandonedas no longer realistic. The taskof 

observingand reporting on further developments about completed projects should be entrusted 

to the Resident Representative. This information should beincluded in annual reports for all 

projectscompleted less than t h r eeyea r s earl ier (orlonger, whencircumstancesreo^uireit) 

but should bedeal t with i n a m o r e thorough and systematic way than is now the case. 

198. As follow-up procedures wi l lvary according to the nature of the project, it seems 

easiest to divide theseinto three categories: 

(a) small projects involving one or two experts, whether in an advisory or operational 

role (ex-TA and OPE^type)^ 

(b) larger projects, involvingan important, on-gomg commitment for thegovernment, 

including considerablerecurrent costs after the terminationofUNDPsupport, but 

not capital investment of any considerable proportions, e.g. training institutions, 

research institutes, etc., (ex-SP "infrastructure"type)^ 

(c) larger projectsreo^uiring considerable capital investn^ent after thetermination of 

UNDP support (ex-SP "pre-investment" type in the strict sense of the word). 

(a) Small projects 

199. The Resident Representative and hisstaff should have the main responsibility of keeping 

the recommendationsof final reports on these projects under constant reviewand to discuss 

with thegovernment, asappropriate , the best way of putting them into effect. Through his 

semi-annual report, the Resident Representativeshould keep the Administrator informed 

about the resul tsof these endeavours and, when warranted, should advise the Administrator of 

any supplementary action required fromUNDP Headquarters or from the Specialized Agency 

concerned since, as indicated in the section on"lmplementation", it is they who would normally 

continue to execute this typeof project exclusively. Pollow-up along these lines should con­

tinue for twoyears after completion of theproject , or longer if necessary. This would per-

n^ i tno ton lyapos t f ac toas ses smen to f theworthwhilenessofpreviousefforts and identification 

of reasonsfor success and failure, butcouldalsodem^onstratewhereaddit ionalassistance 

might still further theachievement of the wider objectivesof the project. 
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(b) Larger projectsentailingsubstantial recurrent expenditures by thegovernment but no 
further capital investment of any magnitude 

200. In such cases, it would be particularly important to make certain from theoutse t that 

the long-term implicationsofthe project for thegovernment had been fullyinvestigatedand 

t h a t a f a i r chance existed, other thingsbeinge^ual , of their being able to n^eet theseobl iga-

t ionsonacont inuing and pern^anent basis. Recognition of these co^nn^itmentscould be 

achieved by including the project budget as part of the plan of operation as proposed in the 

sec t ionon"Projec tPormula t ion" . The budget would show estimated government expenditure 

on the project for at l e a s t a f e w years after completionof international assistance. ^ This 

expenditures , e. the investment), would becon^e part of thesigned agreement and giveUNDP 

a direct interest in theoutcon^e of the project after assistance has ceased. Thepreparat ion 

of suchabudget would make the long-tern^ financial implications of aproject absolutely clear 

to the responsible government. This is a m a t t e r of vital importance, for projectsof this type 

should not be undertaken unless therecipient government has fully accepted all thein^plica-

tions. A s s t a t e d i n P h a s e l , international organizations m^ust, for their part, accept their 

sha reo f the respons ib i l i t ywi th inacoun t ryprogram^ne tha t i s in harmony with sound financial 

policies and budgetary practices. 

201. In addition to the exan^inationof each current project which would automatically take 

placeduring the Annual Programme Review, specialattention would begiven to pro jec ts for 

whichUNDP assistance wasscheduled to end within thesucceeding twelve months. This would 

ensure that the arrangem^ents made by thegovernment to^take responsibility for the project 

were satisfactory or, should unexpecteddifficulties ar ise , make i t possible to agree on al ter-

nativearrangen^ents with the government and the Executing Agencies or agent.The next Annual 

Review afterthe completionof aproject would also provide anoccas iontoexaminetheef fec ts 

of the agreedarrangements and to decideonany necessary remedialaction. 

202. Here again, the Resident Representative would have thesame continuing responsibility 

to repor t on developments and torecommend any necessary further action as in the caseof 

smallprojects . 

(c) Larger projectsreo^uirmg subsequent capital investment 

203. This category of projectsdi f fersf rom^theother twoin that, except in t h e r a r e cases 

wherecapi ta lcan be provided by the governn^ent or f rompr iva tesourcesof finance already 

operating in thecount ry , considerable further assistance from^othersourcesis still required 

for som^e time to come. Since, constitutionally, thisco-operation cannot be given by UNDP, 

co-ordinationwiththese other sources, par t icular lythoseofanoff ic ia land public nature, 

^ Details of the project budget are elaborated inChapter Nine, paras. 65-72. 
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t a k e s o n a n e v e n greater importance, moreover, in concert with therecipient country, 

UNDP h a s a n obligation to safeguard the country's interests by seeing that thisadditional 

assistance is provided as soon as possibleand on the best terms available. 

204. As theea r l i e r analysis of the present situation showed, t h e r e i s a v e r y considerable 

gapremaining to bebridged between pre-investn^ent activities andactual investment. Th i s i s 

caused less by the shortage of capital funds, though these are inevitably scarce , as by the 

scarcity of projects elaborated t o a p o i n t where apotential investor has the elementsreo^uired 

to decide whether to risk his money or not. Pur thermore ,on the limited figuresavailable, 

thereseen^s to beevidence that aconsiderable number of UNDP-assistedprojectsdesigned to 

secure eventualcapitalinvestm^ent have not done s o . Anobv ious l e s son tobed rawnf romth i s 

is that"pre- investment"projects(us ing the termexactly) receiving UNDP assistance should 

be more deliberately directed toward attracting capital investment. This entails, in essence, 

much moreattention to the preparation of investment-oriented feasibility studies as part of 

the "pre-investment" phaseand, indeed, auseful advance in th i sd i rec t ionwas made inmune 

1969 with the Governing C o u n c i l ' s d e c i s i o n ^ t o permit the Administrator to finance such 

studies costing less thanUS^200,000 from the revolving fund. 

205. The objective can be achieved in part by ensuring that the collection of necessary 

economic andtechnicaldata, and therecrui tment of appropriatelyo^ualified personnel, is 

es tab l i shed in theor ig ina lp lanofopera t ionof any project ultimately aimed at invest^nent^ in 

part by greater and more effective use of the existing provision for assigning financial 

advisers tosuch projects at the appropriate momenta and in part through theea r ly appoint­

ment of the panel of senior financial advisers, and the direction of its immediate efforts to the 

supervision, and even the direct preparation, of final-stage feasibility studiesand investment-

oriented reports . This would place theUnitedNations development system's responsibility 

for identifyingand seeking follow-up investment forUNDP-assistedprojectsso^uarelyonUNDP 

and would provide instruments for supervising theactivities of other components of the system 

during this phase that so fa rhave either been entirely lacking o rhave been too weak. Clearly, 

this would also entail considerablestrengthening of the follow-up unit inUNDP Headquarters 

which should support theact ivi t ies of the panel of advisersand closely followall investment-

oriented projects. Action undertaken by UNDP in relation to follow-up at any time would 

obviously be subject to the approvalof thegovernment concerned. 

206. There still remains the o^ue ŝtion of the relationship betweenUNDP and the potential 

sources of external f inance- IPRD, IDA, the Regional Development Panks, governmentsand 

thepr iva tesec to r . Hereadilemm^a ar ises . Ontheonehand, it is important, for obvious 

practical reasons, that the potential investor should be associated with the project at a s e a r l y 

1̂  Cf. UNDP, Report of the Governing Council, Eighth Session, op. c i t . , para. 245. 
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as tage as possible, sothat theinvest igat ions areor iented toward providing datawhich the 

investor regards asindispensablefor adecision. This conclusion is reinforced by t h e r e -

luctance of investors to endorse findings that have not been undertaken, or at least checked, by 

themselves. Ontheo therhand , it is in the interestsof the developing country, which must be 

uppermost inUNDP's considerations, that the project should not be tied f ron^ theou t se t toone 

particular source of finance, wi th theposs ib leb ias th i s might entail. 

207. It is unl ikelythat th isdi lemma can beresolved satisfactorily, but compromise could 

at least be sought. In the first place, it i s c l ea r ly of the utmost importance that as many as 

possible of the potential official sourcesof investment finance should be associated with the 

preparation of the "country programme". Under the system described in the section on this 

subject, the IPRD would be closely associated with this process but it i s a l s o envisaged that, 

if thegovernment requested, i t couldbe expanded toembrace the wholerange of ex te rna lco-

operation required for thecountry'sdevelopn^ent plan, whether of a c a p i t a l o r technical nature, 

andcouldtherefore involve representatives of b i la tera landotherprogram^nesopera t ing out­

side theUnitedNations system. When this happened, the operation would be akin to the 

IPRD's consortia andconsultativegroup arrangements which have already operated success-

fu l ly inanumber of countries. In considering the ultimate investment p r o s p e c t s o f p r e -

investn^entprojectsproposedforUNDPco-operation, aprel iminary decision might well be 

taken by the government, on the basis of available evidenceand in agreement withUNDP and 

the financialagency concerned, a s t o w h i c h o f t h e agenciesinvolved in the exercise should 

follow the progress o f thepro jec twi thav iewtoprov id ingcap i ta lu l t imate ly for its further 

developn^ent, should the findings warrant this. This would provide valuable orientation for 

the kind of studies and reports to be made bythe project. 

208. Such an arrangement would obviously not befeasible for all projects and would ce r ­

tainly have t o b e r e s t r i c t e d to official sources of finance. The harnessing of pr ivatecapi ta l 

for the follow-up of pre-investment surveys car r iedout by UNDP poses apar t icu la r ly thorny 

p rob lemandpr iva teen te rp r i se i s unlikely toshow interest unless s tudiesreveal convincing 

indications of promising results. It is inevitable, therefore, tha tsomeUNDP projects may be 

started with n o a s s u r a n c e a s to whence eventual finance would come. Whatever the situation, 

it is clearly essent ia l tha ta l lUNDP"pre- inves tment"projec tsshould be carefully reviewed 

when they reach t h e s t a g e a t which promising investment possibilities have been detected but 

not worked out in detail. 

209. Circum^stances will obviously vary greatly f romcase to caseand o n l y a s i m p l e s e -

o^uenceof even t scanbe sketched here to i l lus t ra te thes tages involved . When investment 

possibilities have been ascertained, evenif cnlytentatively, i twouldbe therespons ib i l i tyof 

the Resident Representativeand the project manager to inform the government, the Admini­

strator of UNDP and the executing agent. Taking intoaccount any wishes the government 
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might have, the Administrator would decide, on the advice of the panel of financial consultants, 

upon the next step to be proposed to thegovernment. Avar ie tyofmethods would be open to 

ensure that the essent ialdata on the project 'sinvestment potential reaches would-be investors 

or officialsourcesof finance, ranging from fa i r lywided is t r ibu t ion toavar ie ty of sources 

through to very specificdiscussions with those n^ost interes tedas to their precisedata 

requirements. Thepanel ' s advice at this point would beof great in^portance, whether a 

preliminary choiceof potential investorhad been n^ade or not. The Annual Programme Review 

might also provideauseful forum for discussion. If, as foreseen in paragraph 207, the 

düemma between ty ingapro jec t at anea r ly date t o a s u r e s o u r c e of finance or keeping the 

o p t i o n s o p e n t o g e t t h e b e s t b i d c a n o n l y be overcomeby compromise, the courseof action to 

be fo l lowedn^us tbedev i sedadhoc . Put whichever course is chosen, twobasic principles 

apply: first, that in any project designed to terminate in investment, the u l t imatea im must 

be constantly kept in sight by both thegovernment and UNDPand all necessary steps taken at 

e a c h s t a g e t o e n s u r e t h a t i t i s achieved^ and second, that these measures should, so far as 

possible, bedevised to obtainthe most favourable terms for the country. 

210. Noneof the proposals suggested above would run counter to the existing bi-organiza-

t ionalar rangementsbetweencer ta in Specialized Agencies, IPRDand other entitiesdescribed 

ear l ier which aredi rec ted to stimulateinvestn^entof asec to ra lk ind . It would n^ean, 

however, that they would come under thegeneral "multi lateralumbrella"whichUNDP could 

p r o v i d e i n o r d e r t o seek the most favourablesourcesof capital finance for following up 

projects which it had itself assisted. m o t h e r words, theseprogrammes would befree , as 

before, to work on the bas i sof data provided by UNDP projects t o s e c u r e an IPRD loan or an 

IDAcredit , but with two important differences: one i s tha t , hopefully, data provided by 

UNDP-assisted projects would become much moresophisticated, and the second, that this 

informationwould not necessari ly be restricted to one source of financebut could be made 

available to other possible investors if thegovernment so wished. Any supplementary investi-

gationsdirected at encouraging investment inUNDP-assisted projects would need the prior 

agreement both of the Administrator and thegovernment, to whomtheirs^ubseo^uent findings 

should be communicated periodically. ^ The increased responsibility of UNDPinthis regard 

is another reason why the appropriate unit atUNDPHead^uartersshould be progressively 

strengthened. 

211. Pecause of the need to maintain contact with international financial c i rc lesand the 

specialized nature of the work involved, much of theresponsibili ty for this third kind of 

follow-up would necessarily res t not only withUNDP Headquarters but, most importantly, with 

^ One Agencysuggested to the Study that, in future, a r r angemen t s suchasex i s t between 
IPRD andPAO and UNESCO should be extended to other Executing Agencies and that all of 
them should be made tr ipart i te so as to include UNDP (e.g. UNESCO^IPRD^UNDP). This 
idea certainly seems worth pursuing. 
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the panel of senior financial advisers. In addition, the Resident Representative would also 

have an important responsibility in deciding when to inform the Administrator that the time had 

come to take positive steps toward investment, in negotiating various proposals between the 

government and the Administrator, and in keeping the latter informed of local developments. 

The executing agent would likewise have the responsibility of informing the Resident Repre­

sentative (and through him the Administrator of UNDP) immediately of any development likely 

to affect investment prospects. 

(4) Conclusions 

212. The prime interest in, and responsibility for, follow-up action on projects receiving 

co-operation f rom UNDP lies with the government concerned, but there is no doubt that UNDP 

could do considerably more than at present to facilitate the process, in agreement with the 

government, and thus car ry the co-operative enterprise that they have undertaken together one 

stage further, to the achievement of the ultimate goal. 

213. This section has accordingly put forward aTnumber of suggestions for intensified UNDP 

activity in this sphere, of which the principal aims are: 

(a) To focus both the planning and the action of the organizations comprising the 

United Nations development system on objectives, bearing in mind that projects 

are secondary to objectives. 

(b) To build into the system an automatic mechanism to ensure continued attention to 

the results of completed projects, and to give early consideration to whatever 

supplementary or additional support may be necessary in order to achieve the 

agreed objectives. 

(c) To centre the main responsibility for the follow-up of UNDP-assisted projects on 

the Administrator of UNDP assisted by the new provision, as appropriate, for 

decentralization to the Resident Representative and the Executing Agency. In this 

way, UNDP would fill the vacuum which exists at the final stage of the pre-invest­

ment process and would assume a function for which it has a clear mandate. 

(d) To ensure, as far as practicable, that follow-up of UNDP-assisted projects is 

organized in the best interests of the developing country concerned and to obtain 

the best terms available. 
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SUMMARY OF PRINCIPAL RECOMMENDATIONS 

1. Joint p r o g r a m m i n g at the country level should c o m p r i s e two aspec t s : 

(a) The Country P r o g r a m m e . This should 

(i) be p r e p a r e d in pa r tne r sh ip by the national au thor i t i e s , on the one hand and, on 
the o ther , by r e p r e s e n t a t i v e s of as many as poss ib le of the components of the 
UN development sys t em having individual inputs - i. e. UNDP, UNICEF, W F P , 
and Agenc ies with operat ional p r o g r a m m e s financed from the i r r e g u l a r budgets 
and /o r o ther funds - under the l eadersh ip of the Resident Representa t ive ; 

(ii) be ba sed on a p r i o r socio-economic study of the country and an identification of 
the needs in t e r m s of to ta l ex ternal r e s o u r c e s and of those which might be met 
by the UN development sys tem; 

(iii) form an identifiable p a r t of the count ry ' s own development plan and be syn­
chronized with it; 

(iv) conform to an indicative planning figure o r " o r d e r of magni tude" communicated 
by the Admin i s t r a to r ; 

(v) define the development object ives agreed between the government and the UN 
development sy s t em, descr ib ing in genera l t e r m s the inputs requ i red to attain 
these object ives and including a p r e l i m i n a r y l i s t of outline pro jec ts ; 

(vi) be ha rmonized with the potential capital inputs f rom the UN s y s t e m ' s financing 
ins t i tu t ions and consis tent with internat ional m o n e t a r y and t r ade pol ic ies . 

(b) The Annual Review at which the government and the respons ib le components of the 
UN development s y s t e m would together examine p r o g r e s s and advance the f irm p r o ­
g r a m m e one y e a r fur ther ahead. 

2. The IBRD should pa r t i c ipa t e in the country p r o g r a m m i n g e x e r c i s e , wherever feasible, 
and, converse ly , UNDP should par t ic ipa te in any pa ra l l e l p r o g r a m m i n g of investment spon­
s o r e d by IBRD, espec ia l ly with r e g a r d to any p re - inves tmen t a spec t s . To the extent 
pos s ib l e , t h e s e e x e r c i s e s should be dovetailed. 

3. The Governing Council should approve country p r o g r a m m e s ins tead of individual p ro jec t s . 

4. The new p r o g r a m m i n g p r o c e d u r e s should be introduced as new national development plans 
a r e e labora ted . Dur ing any t rans i t ion per iod , an annual review in eve ry country should be 
organized . 

5. Detai led formulat ion of 

(a) sma l l p ro j ec t s should be done jointly by the government and the Resident Rep re sen ­
ta t ive with technica l advice, as appropr ia te , and 

(b) l a r g e r p ro jec t s should be done by the prospec t ive Executing Agency or agent, under 
the joint r e spons ib i l i ty of the government , the p ro jec t m a n a g e r and the Resident 
Represen ta t ive ; the pro jec t m a n a g e r ' s ea r ly appointment should be sought and what­
e v e r a s s i s t ance i s needed should be provided. 

6. Within the object ives contained in the "country p r o g r a m m e " approved by the Governing 
Council , authori ty to approve p ro jec t s should be delegated to the Admin is t ra to r who should 
in tu rn delegate author i ty to the Resident Representa t ive for the approval of sma l l e r p ro jec t s . 
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In the implementa t ion phase , t h r e e f u n d a m e n t a l p r i n c i p l e s s h o u l d b e o b s e r v e d : 

(a) overal l r e s p o n s i b i l i t y f o r the implementat ion of U N D P p r o g r a m m e s and p r o j e c t s 
should be f i rmly cen t red on the Adminis t ra to r ; 

(b) there should be wider u s e of subcontract ing, pa r t i cu l a r ly by l a r g e r A g e n c i e s a n d for 
l a r g e r p ro jec t s ; 

(c) t h e h i t h e r t o e x c l u s i v e a n d a u t o m a t i c u s e o f the Special ized Agencies a s e x e c u t i n g 
agents should bed i s con t i nued . 

^. Methods of implementa t ion should be m o r e flexible. Maximum u s e s h o u l d be m a d e of 
the Specialized Agencies , but t h e r e s h o u l d also b e m u c h g r e a t e r r e c o u r s e t o o ther s o u r c e s o f 
knowledge or exper t i se than h i the r to . After consultat ion with t h e r e c i p i e n t government , the 
Adminis t ra tor should choose between the following a l te rna t ives : 

(a) c o n t r a c t i n g a S p e c i a l i z e d Agency or o t h e r U N body to e x e c u t e a p r o j e c t d i rec t ly ; 

(b) r e q u e s t i n g a S p e c i a l i z e d Agency to subcontrac t the p ro jec t , o r h i m s e l f d i r ec t l y 
contract ing it outside t h e U N s y s t e m ; 

(c) contract ing the pro jec t to an insti tution or f i rm within t h e r e c i p i e n t count ry d i rec t ly 
or through the Special ized Agency; or 

(d) executing the pro jec t himself . 

The Adminis t ra to r should admin i s t e r all such con t r ac t s , delegating authori ty as n e c e s s a r y to 
the Resident Represen ta t ive . 

^. T h e p l a n o f opera t ion should be a c o n t r a c t u a l document specifying the r e spons ib i l i t i e s of 
t hegove rnmen t , the Admin i s t r a to r , the Executing Agency or agent, and the Res ident 
Representa t ive . 

10. Evaluation should c o m p r i s e two pr inc ipa l a spec t s : 

(a) o p e r a t i o n a l c o n t r o l w h i c h should be c a r r i e d out main ly by the Res ident Represen ta t ive 
and his staff; and 

(b) a s s e s s m e n t o f r e s u l t s which should be t h e j o i n t concern of UNDP, the Execut ing 
Agencies or agents concerned and the field staff, supplemented by outside con­
sultants as n e c e s s a r y . ECOSOC and the Governing Council m a y also r e q u i r e 
independent enqu i r i e s . 

Both types of evaluation should becon^bined in the Annual Review. 

11. Asses smen t of the r e s u l t s of UNDP-ass i s t ed p ro jec t s 

(a) should b e a p p l i e d to the whole programn^e o r p r o j e c t a n d not o n l y t o the ex te rna l 
ass i s tance component; t h e g o v e r n m e n t should t h e r e f o r e b e c l o s e l y assoc ia ted ; 

(b) should be r e s t r i c t e d to the mini^num essen t ia l for the r e q u i r e m e n t s of M e m b e r 
States and t h e U N d e v e l o p m e n t system; 

(c) should be pe r fo rmed only by qualified people; 

(d) when c a r r i e d out within t h e U n i t e d N a t i o n s sys t em, should be made o n l y w i t h the 
agreement of thegovernn^en t concerned and of the A d m i n i s t r a t o r , a n d w i t h i n a 
f r ameworkof mu tua l ly - ag reed c r i t e r i a and techniques; 

(e) when c a r r i e d out independently by contributing g o v e r n m e n t s s h o u l d , so fa r a s 
poss ib le , be co-ord ina ted with any s imi l a r act ivi t ies within the systems, through 
p r io r consul ta t ion with t he Governing Council and the Admin i s t r a to r . 
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12. Fo l low-up should be m a d e m o r e sys t ema t i c by: 

(a) m o r e effective p r o g r a m m i n g and p ro jec t formulation; 

(b) ass igning full respons ib i l i ty for ensur ing follow-up action for UNDP-ass i s t ed 
p r o j e c t s , within t h e U N d e v e l o p m e n t sy s t em, t o U N D P , the bas ic responsib i l i ty 
r e s t i n g always with t h e g o v e r n m e n t ; 

(c) m c l u d i n g c o n s i d e r a t i o n o f completed p r o j e c t s , and those approaching completion, in 
the Annual Review; 

(d) p u n c t u a l p r e s e n t a t i o n o f final r e p o r t s c o n t a i n i n g c l e a r r e c o m m e n d a t i o n s b a s e d o n 
sound inves t iga t ions ; 

(e) cons tan t rev iew of p r o g r e s s in c a r r y i n g out r ecommenda t ions m a i n l y t h r o u g h the 
Res ident Represen ta t ive ; 

(f) inc ludmg in the pro jec t budget incorpora ted in the plan of operation all substant ia l 
r e c u r r i n g expendi ture f a l l i n g o n t h e g o v e r n ^ n e n t , p ro jec ted for a f e w y e a r s b e y o n d 
complet ion of U N D P a s s i s t a n c e ; 

(g) ensu r ing e a r l y co-ordinat ion with potent ial s o u r c e s of finance for p r o j e c t s r e q u i r i n g 
subsequent capi tal inves tment . 
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Chapter Six 

INFORMATION SYSTEMS CONCEPT 

"There i snowea l thequa l toknowledgeand 
nopover tyequal to ignorance and no 
support equa l tosoundadvice ." 

Saidbythe4th^a^ifa,SayadAliIbnAbeTalab. 

I. STUDYBACI^GROUND AND INFORMATION POLICIES 

A. Introduction 

1. This chapter deals with the conceptual design of an information sys temtosuppor t the 

act ivi t iesoftheUnited Nations development system. The proposed design buildson the findings 

andrecommendaticnsof other aspects of the Capacity Study and, insofar as possible, links those 

recommendations withcurrent or plannedworkon information systems development under way 

throughout theUNsys tem. 

2. In this chapter, Sect ionl f i rs t outlines the background andapproach of the study, disD 

cusses thepresent information situation within theUNsys tem, and identifies existing problems. 

In Section II, informationcriteria are discussed andasynops i s of therecommended information 

system concept isprovided. Separate sections thendescribeeach major component of the overall 

system. Finally, guidelines for the implementation of the recommended concept aregiven. 

B. Study background 

3. Theinformationsystems sub-study of the Capacity Studyisthe result ofaconfluenceof in­

teres ts summar izedas fo l lows in the repor t of the Administrator of UNDP to theseven th 

session of the Governing Council: 

" T h e s t u d y . . . shou ld . . . produceaconceptual design of aninformation storage and 
retrievalsysten^towhichtheUnitedNationsorganizationswouldfindit possible to sub­
s c r i b e . . . In view ofthecloserelationshipthatanyinformation system should haveto an 
overall systemfor development planning andmanagement,thisstudywouldbe carr ied 
out as an extension of the CapacityStudy." 

4. That report also noted relatedefforts within theUNsys tem-^ particularlythe work of the 

ComputerUsers Committee(CUC)ofACC, and of theconsul ta t ionscarr iedouton behalf of the 

Secretary-General ^t the requ^^tc^fth^ECPC. Th^s^ initiatives fc^cu^ed primarily ôn the 

problems and opportunities associated with the techniques of handling large volumes of data-^ and 

especially withcomputerapplications. For example, theoriginal terms of reference of the CUC 

were: 

"(a^ To dealwithquestionsconcerning the use of computers inGeneva, and 

(b) To develop inter-organization co-ordination andco-operation in m^atters 
of generalconcern regarding computers." 
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These t e r m s of reference were strengthened byECOSOCresolut ionl353(^L^) of 2 August 1^53 

i n w h i c h t h e c o m n ^ i t t e e w a s r e q u e s t e d t o : 

" . . . devote as much attention to questionsconcerning the useof computers 
throughout t h e U n i t e d N a t i o n s s y s t e m a s t o q u e s t i o n s c o n c e r n i n g the use of 
c o m p u t e r s i n G e n e v a . " 

At present, the CUCis examining the following information-related n^atters: 

- Standardization. Adoptionofstandardclassification schemes to distinguish between 
fields that are the substantive responsibi l i tyofvar iousUNbodiesand fields 
that are not therespons ib i l i tyo fas ing le inter-Agency body; 

- Adn^inistrativeclassifications. Establishn^ent of auniformadministrat ive classifi­
cation withagreed-tobasicdef init ionsand terminology (e.g., financial items); 

- Geographicalcoding. Establishment of astandardclassi f ication and coding scheme 
for countries and regions; 

- Databanks. Examination of the extent towhichUNsystemorganizat ionscould 
co-operateinestabl ishing data banks of economic and social information, thus 
permittingcommon and m^ore effective utilizationof these data; 

- Exchange of information. Promotionof constant exchange of information oncomputer 
hardwareandsoftwarecapabi l i t ies andfutureplans amongUNsystemorganiza-
tions. 

5. Anote by the Secretary-General prepared for theECPC 1^ outlined terms of reference 

similar to those of the CUC, and stressed that the inquiry was: 

" . . . o f aninterimcharacter(that)wil lattempttosetdown some important principles 
about computer applicationsfor managerial purposes; a n d . . . dealwithtwoprior i ty 
matters . O n e i s t h e p r o b l e m o f classification of quantitative information. The 
other is theproblemof techniques fors torageandret r ieva lo f in format iongenera l ly . 
T h e c o m b i n e d u s e o f different typesof information for thecreat ion of databanks 
that canrespondtoques t ions andact as agenera l in format ionsys temfor a wide 
range of managerial purposes i s a l s o mentioned." 

5. T h e C U C a n d E C P C h a v e taken important steps t o w a r d c o m i n g t o g r i p s with several 

b r o a d a n d c r u c i a l issues. Before those s tepscan be fully effective, however, there i s a n e e d 

for (a)adel ineat ion of the management objectives, procedures, and organizational structure 

which information systemsshould, and must, be designed to serve, and (b) an overall in­

formation systemdesign concept within which individual information efforts may proceed. 

The Capacity Study, therefore, adopted an approach designed to fill these needs. 

С Study approach 

7. Indevelopingaconceptualdes ignof an information s y s t e m t o which al lUNorganiza-

tions could subscribe, efforts were concentratedondefining the information needsDfulfilled 

1/ United Nations, Development of Modem Management Techniques and Use of Computers, 
Note by the Secretary-General (doc. E/AC. 51/GR/19, of 5 March 1969). 
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and unfulfilled^ of operational activities in development co-operation. To ensure that all 

information requirements were identified, theCapacity Study was augmented by staff members 

fromUNDP,UN, ILO, WHO, FAO, and UNESCO. The assistance of the five 

Agencies was requestedbecause they undertake thebulk of the operational activitiesfinanced 

through UNDP. 

3. Under the studyapproach originally planned, each Agency wasasked to ass ignone full-

time analyst to the project, but, except in thecase of UNDP, this could not be arranged. The 

appro^chwas therefore modified; existing decision-making processes, information flows, and 

information requirementsof development co-operation activities were investigated by o n e o r 

more analysts f romtheAgenciessurveyed, each of whomdevoted part of his t ime to the task. 

T h e l B R D w a s a l s o c o n s u l t e d s o t h a t a s i z a b l e p o r t i o n o f all typesofUNdevelopment co-opera­

tion activities was represented in the study. Chart5.1 summarizes schematically the approach 

used. 

9. The staff members working in each of the representative Agencies gathered^basic in­

formation about the Agencies' operations, i.e., whatdecisions are made in planning p r o ­

grammes and projects ^nd in managing thoseprojects after approval; where in the organiza­

tion those decisions are made; what information is used in helping make them; and how that 

information is generated, processed, and presented. This fact-finding was concentrated 

primarily on the financial and non-financial inforn^ationrequirementsrelating to the formula-

t ionandexecutionof operational projects. However, attention was alsogiven to the identifi­

cation of information needed to manage administrativesupport activities, as w e l l a s t o c a r r y 

out longer-range, worldwide and sectoral planning and toaccumula teanddisseminate technica l 

results. 

10. Comparativeanalyses were then made to discover similarities anddifference^between 

these identifications of individual Agency requirements. These analyses, together with data 

from Agency responses to earlier Capacity Study questionnaires and interviews, were used to 

develop alternativeconcepts. The latter, in turn, provided the basis for further discussions 

designed to select the best and most practical approach for providing the information required 

to support the organization and processes prescribedelsewhere in this Report. Throughout, 

efforts had t o b e made to keep the study focused on operational activities. As shown in 

Chart 5.2, development c o ^ o ^ ê ^ t i ^ ^ ^ i v i t i ê s ^ r ê ^ u t o n e ^ f t h ë ^ ë n ^ e n t s i n e c o n o m i c a n d 

social development. The tendency was togobeyondthedevelopment co-operation activities 

andat tempttodesignahypothet icalsysten^ involving alleconon^ic and social activities. Also, 

because electroniccomputers andcommunications offer exciting opportunities, t he rewas an 

inc l ina t ion to th ink in te rms of afully automated and integrated system. However, both 
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becauseof its mandate and for other reasons which will be developed later in thischapter, the 

CapacityStudy concentratedon the information needsof the development co-operationopera-

t iona lac t iv i t i esandonwhat appears practical over the near and mid term. 

D. Present use of information and related problems 

11. Analysisof the facts concerning Agencyoperations showed that someof the same 

patterns exist in the information fieldad are discussed ino ther chapters. I n a b r o a d s e n s e , 

all Agencies of theUN system function i n a s i m i l a r fashion. That is , each has somemeansof 

planning and budgeting i t sp rogrammes andof formulating individual projects within its pro­

grammes. T o a g r e a t e r o r lesser degree, each Agency records ^omeinformationabout 

the^e programmes and projects a s a b a s e l i n e a g a i n s t which it later reports andcompares 

performance. Also, though t o a l e s s e r extent, and withvarying degree of top-levelmanage-

r ia l involvement, each Agencycompares information of actual performance against plans, for 

purposes of self-evaluationand improvement of planning as well as for the correction of cur­

rent operations. Similarly, in i tsown sector, each Agency at temptsto stimulate member 

countries to improve the information they report on their economicand social affairs. Like­

wise, systems a r e b e i n g b u i l t t o record, s toreanddisseminate technical andscientific data 

reported fromprojects andother Agency activities. Thus, i n the seb road similarities among 

Agencies and in their extensiveeffor ts toimprove information, lies great hope for theeven-

tual development of morecompat ib lesys tems. 

12. But, despite thebroad similarities, numerousdifferencespreventUN bodies from 

havingaunified information system. The problem starts , as noted previously, with the 

absenceof aunifiedpolicy or systematic organizational andprocedural approach toUN 

development co-operation. T h e r e d o e s n o t y e t exist aframeworkwithinwhichUN develop­

ment co-operationdecisions a r e m a d e n o r a^ystemformanagingdevelopment co-operation 

activities. Decisions affecting development co-operation resources and activities are made 

in numerous places without sufficient knowledge of or reference to oneanother. 

13. A s a r e s u l t , most information systems or system designefforts to date have suffered 

f romthesamefragmentat ionwhichcharacter izesdevelopment co-operation activit iesmore 

generally. Thisfragmentedapproach, in turn, leadseach Agency to classifydifferentlydata 

relating to t h e s a m e o r similar objectives a n d t o t h e s a m e o r similar types of activities. 

Moreover, ^omeefforts concentrate on measuring programmeinputs; others dealprimarily 

with outputs. The result is that nowhere in theUNsystem is it possible to aggregateeasily 

andconsistently data about plans and programme inputs. It i s n o t possible t o a s s e s s accurate­

ly those inputsin terms of objectivesor to assessperiodically actual progressand results 

( i .e . , output) within thesameframework used for planning. As a resu l t , governing bodies 

and senior officials throughout t h e U N s y s t e m d o not have the information required in order to 
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m a k e r a t i o n a l s y s t e m - w i d e p o l i c y a n d p r o g r a m m e decis ions . In shor t , t h e r e a r e n o w s i m p l y 

too many sepa ra t e , inconsis tent , incomplete information s y s t e m s re la t ing to s o m e f a c e t of 

development co-opera t ion ac t iv i t ies , a n d t h e s e s y s t e m s a r e undi rec ted o r u n c o - o r d i n a t e d b y 

any cen t ra l authori ty. Moreover , t h e t r e n d t o w a r d f u r t h e r p r o l i f e r a t i o n o f dec i s i on -mak ing 

bodies, e a c h w i t h ^ u t h o r i t y t o reques t a n d g e n e r a t e d a t a o u t s i d e a n a g r e e d s y s t e m f r a m e w o r k , 

i s likely t o f u r t h e r aggrava te t he s i t ua t i on . E l sewhere in the Capacity Study, efforts have 

b e e ^ m a d e to p r e s c r i b e a u n i f i e d p o l i c y f o r development co -ope ra t ion con^bined w i t h a s y s t e m i -

atic p rocedura l and organiza t ional approach. This chapter d e s c r i b e s a c o n c e p t for an in fo rma­

tion s y s t e m w h i c h w o u l d s u p p o r t that approach. I n s o d o i n g , i t i s b e l i e v e d t h a t t h e i n f o r m a t i o n 

s y s t e m p r o p o s e d c o u l d be extended beyond the opera t ional a c t i v i t i e s f i n a n c e d b y U N D P and 

s e r v e a s t h e b a s i s f o r b e t t e r co-ordinat ion of a l l UNdeve lopment co-opera t ion act ivi ty . 

14. This is not t o s a y that t h i s c h a p t e r is the only effort in that d i rec t ion . In p a r a g r a p h s 

4-5 above, other major efforts of a f o r m a l na tu re were mentioned. The Capaci ty S t u d y h a s 

also n o t ^ d n u n ^ e r c u s i n f o r m a l c o - ^ p e r a t i v e efforts ^mongAgenci^e^ to c^o-ordinate with one 

another. By itself, though, e a c h e f f o r t i s l i k e a s i n g l e b r i c k . T h e p r o b l e m i s n o w t o s e l e c t 

the r i g h t b r i c k s i n t h e r ight o r d e r and t o p r o v i d e the m o r t a r that will bind t h e m t o g e t h e r into 

awe l l -des igned , useful s t ruc tu re . 

15. I n t h e r e m a i n d e r of t h i s c h a p t e r , t he re fo re , an a t tempt i s m a d e t o p r o v i d e t h e concept 

which r e p r e s e n t s the m o r t a r , as well as a b r o a d plan f o r l a y i n g t h e b r i c k s i n s u c h a w a y as to 

b u i l d a s o u n d s t r u c t u r e . 

II. SYNOPSIS OF INFORMATION SYSTEM CONCEPT 

A. Introduction 

15. As indicated in the preceding section, an effective informat ion s y s t e m m u s t support 

a n d m e s h w i t h t h e p l a n n i n g a n d c o n t r o l p r o c e s ^ e ^ as w e l l a s w i t h t h e o r g a n i z a t i o n a l s t r u c t u r e 

which a n e n t e r p r i s e c r e a t e s to c a r r y o u t i t s miss ion . Development of s u c h a s u p p o r t i n g 

information s y s t e m s h o u l d p r o c e e d c o n c u r r e n t l y with development of m a n a g e m e n t ' s p l a n n i n g 

a n d c o n t r o l p r o c e s s e s a n d b e m o d i f i e d p r o m p t l y w h e n t h o s e p r o c e s s e s change. T h e i n f o r m a -

t i o n s y s t e m s c o n c e p t p resen ted in this c h a p t e r h a s b e e n es tabl i shed o n t h e s e b a s i c p r i n c i p l e s ^ in 

addition, the Capaci ty Study accepted five impor tan t c r i t ^ r i ^ ^ n a m ^ l y , t h ^ t t h e i n f ^ r ^ n a t i ^ n 

sys tem should: 

(a) incorpora te existing s u b - s y s t e m s , when appropr ia t e , i n t o t h e ove ra l l s y s t e m 

design and draw to the m a x i m u m p o s s i b l e e x t e n t on a v a i l a b l e s t a f f a n d p r o c e d u r a l 

r e s o u r c e s ; 

(b) provide for p rocedures a n d a n o r g a n i z a t i o n t o r e g u l a t e a n d m a i n t a i n t h e s y s t e m 

and adapt it t o t h e changing environment and needs; 
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(c) facil i tate planning and manager ia l cont ro lof both p r o g r a m m e management and 

adminis t ra t ive support activit ies; 

(d) supply mformat ion matching identified needs a t e a c h organization level, with 

m a x i m u m e c o n o m y ; 

(e) p rov idea f i rm^ base for evolution towardafu l ly - in tegra ted in fo rn^a t ion system 

which wi l l even tua l ly se rve a l l c o n ^ p o n e n t s o f t h e U N d e v e l o p m e n t syste^n. 

E a c h o f these pr inc ip les and c r i t e r i a i s r e f l e c t e d in this section. Specifically, the following 

p a r a g r a p h s w i l l c o n s i d e r in sequence: 

- t h e b a s i s for information sys t emconcep t s found in other Capacity Study findings and 
recommendat ions ; 

- t h e types of information requi red t o s u p p o r t t h e U N d e v e l o p m e n t system; 

- t h e c o n c e p t s of information flow within t h e s y s t e m ; 

- t h e componentsof an information system; 

- t h e r e s p o n s i b i l i t i e s for t hep rov i s ion of information requ i red to suppor tUNdeve lop -
ment co-operat ion; 

- schemes for categorizat ion or classification and format t ing of information e lements . 

B. Foundation for the information sys tem concept 

17. Using t h e i n f o r m a t i o n r e q u i r e m e n t s i d e n t i f i e d (see pa rag raphs 7 a n d 3 ) a n d projecting 

them for the o r g a n i z a t i o n a l p r o c e s s e s recommended in the Capacity St^dy, t h e b r o a d c r i -

t e r i a outlined above were used to develop the inforn^ation concept. Fundamentally, the 

s y s t e m c o n c e p t i s designed t o p r o v i d e i n f o r m a t i o n t o h e l p r e a c h p r o g r a m m e decisions, 

support the recommended p l a n n i n g a n d c o n t r o l p r o c e s s e s , a n d h e l p n ^ a n a g e t h e e x i s t i n g a n d 

recomm^endedorganiza t iona lun i t s . Accordingly, the p r i nc ipa lCapac i t y Study findings and 

recommendat ions w h i c h w e r e u s e d as thefoundation for t h e m f o r m a t i o n s y s t e m c o n c e p t are 

t h o s e r e l a t i n g t o : 

(a) the content of UNdevelopment co-operation; 

(b) the nature of t h e U N Development Co-opera t ionCycle ( i . e . the management 

planning and control p rocesses ) recommended by the Capacity Study; 

(c) the ex is t ingorganiza t iona l s t ruc ture fo rUNdeve lopmen t co-operation; 

(d) the organizat ional s t ruc tu re recommended by t h e C a p a c i t y Study. 

(a) Content of UNdevelopment co-operat ion 

13. F o r the purpose of bu i ld ingan information sys tem, development co-operat ion may be 

v i e w e d ( s e e C h a r t 5.2) as one element i n a w i d e s p e c t r u n ^ o f in ter -connected factors affecting 

development (e .g. population, t r ade , monetary affairs, capital investment and credit) . 

Development co-opera t ion i s , in turn, c a r r i ed out through t h r ee k indso f activit ies, not all of 

which a r e of equal magnitude: (a) operational activities f i n a n c e d e i t h e r b y UNDP or by other 
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sources; (b) regular activities of the Specialized Agencies (principally research andstandard-

setting activities); and(c)relief and rehabilitation efforts. 

19. TheCapacity Study emphasizes thoseaspects of UNdevelopment co-operation repre­

sented byoperationsfinancedbyUNDP. Concepts of organization andprocedurehavebeen 

developed toprovide asinglechannel for deliveryofUNDPassistancetodeveloping countries 

and, atthesametin^e, to encourage n^aximumco-ordination of allUNdevelopment co-opera­

tion activities. Therecommendedprocess for this delivery, together with the concept under­

lying it, is described next. 

(b) UNDCC 

20D TheCapacity Study recommendsanew approach toplanningandcontrol of UNDP-

financed operational activities in theUN Development Co-operationCycle (UNDCC), described 

inChapterFive. The steps in the various phasesofthiscycle are basedon four keyconcepts: 

- adoptingacountryprogran^ming approach; 

^ integrating responsibilities for operational activities of theUNdevelopment system; 

^ reducing theexclusive reliance on the Specialized Agencies for project implementa­
tion; 

- conductinganannualreviewofallUNdevelopment co-operation activities ineach 
country. 

21. Information of various typesis requiredtosupport eachelement oftherecommended 

organizationalstructure asi t conducts itsdevelopmentco-operationactivities (seepreceding 

paragraph) andcarries out its roleintheplanningandcontrolof operationalactivities (see 

alsoChapterFiveontheUNDCC). Since the focusoftheCapacityStudyhasbeen on opera­

tional activities in development co-operation, the steps andphasesoftheUNDCCareusedas 

the principal fram^ework within which to discuss information requirem^ents. 

(c) Existing organizational structure 

22. As Chart7.lof Chapter Seven shows, thepresentUNstructurefordevelopment co­

operation contains three levelsof activity: 

(i) Thegovernmental level, con^prising the legislativeanqBorgoverning bodies of the 

Specialized Agencies (including theWorld Bank group and IMF)and IAEA, as 

well as UN bodies such as UNCTAD, UNIDO, UNDP, UNICEF, WFP and Regional 

EconomicCommissions. All bodiesare linked to the overall UNsystemthrough 

eitherECOSOC or the General Assembly. 

(ii) Theexecutive level, comprising the Secretary-General and the ExecutiveHeads of 

theabove-mentionedAgenciesandprogrammes with their respective staffs. 
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(iii) The field level, comprising UNDP Resident Representatives, Agency fieldestab-

lishments (e.g., regional offices, sub-regionaloffices, country representatives); 

individualexperts and project managers, w h o c a r r y o u t developmentprojects at 

thecountry leve l . 

23. At present, all three levels play significant ro les ineconomic andsocialdevelopment. 

Asnotedpreviously, and as indicated on thechar t , e a c h s u b s t a n t i v e u n i t o f t h e U N a n d s o m e o f 

the Specialized Agenciesplans andconducts i ts ownprogrammes without significant reference 

t o t h e p r o g r a m m e ^ of the others. The principal forcesfor integrating programmes are the 

UNDP, UNICEF, andWFP. Each of these programmes provides funds to support the bulk of 

the operational activities, but to date none has chosentorequireuni formprocedures , joint 

planning, regular reporting, or other m e a n s t o a r r i v e at an integrated UNapproach. Other 

integrating forces are found in the consultative deliberations of the ACC, the budget reviewsof 

ACABOS, and the co-ordinating efforts of various units of the UN Secretariat(e. g., the Office 

of theControl ler , TARS)and such bodies as the ECPC. But, for the most part, none of these 

mechanisms hasprov idedthedi rect ion and unity needed. 

(d) Recommended organizational structure 

24. T o h e l p r e m e d y some of thepresent shortcomings, the Capacity Study recommends a 

neworganizational structure. The concept underlying it and the^tructure itself aredetai led 

inChapter Seven. Although t h e r e c o m m e n d e d s t r u c t u r e ( s e e C h a r t 7.4inChapterSeven) 

retains t h e t h r e e c u r r e n t l e v e l s o f activity, i thastwoespecia l ly in^portantcharacter i s t ics . 

Firs t , it c lear lydist inguishe^betweenUNDPas the n^anagement centre for planning andcon-

trollin^g operations on the one handand the Agencies and^or contractors as the agentsfor im­

plementing specific field projectson the other. Secondly, therecommendedorganization 

establishes a n e w s e t o f responsibi l i t iesandroles togovernre lat ionshipsbetweenUNDP and 

other organiz^tionalelen^entsinvolvedinUNdevelopn^entco-operationactivity. Charts 7.3 

and7.4of Chapter Seven show respectively the recommended roles and relationships and the 

recomn^ended structure. 

С Types of supporting information required 

25. TheC^pacityStudydivided the overall developmentco-operation information system 

i n t o t h r e e m a j o r s u b - s y s t e m s f o r the convenience of discussion, but alsobecausetheinforn^a-

t i o n r e q u i r e d b r e a k s i n t o t h r e e m ^ a j o r t y p e s , each of which has differentcharacteristics and 

lends itself to different treatment. These three types of information, which will be fully 

discussed later in Sections III, 1^, a n d ^ a r e : 

-Technica l and Scientific Information (T^S); 

^ Economic and Social Information(E^S); 

- Operationaland Administrative Inforn^ation(O^A). 
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25. The respons ib i l i t i es of UNDP and the Agencies va ry somewhat with r e s p e c t to each 

type of information requ i red . T h e s u p p o r t i n g information r e q u i r e m e n t s for each s u b - s y s t e m 

a re summar i zed i n C h a r t 5.3, w h i c h p r e s e n t s t h e s e q u e n c e o f ma jo r s t eps i n e a c h of t he five 

major phases of t heUNDCC. The s a m e char t indicates the type of in format ion r e q u i r e d and 

produced at each step accord ing to t h e s u b - s y s t e m ' s c l a s s i f i c a t i o n . As Char t 5.3 shows, the 

information sys tem should help answer ce r t a in fundamental ques t ions at e a c h p h a s e i n t h e 

deve lopment^o-opera t ion cycle. F o r example, in the country p r o g r a m m e pha^se, quest ions 

such as the following need t o b e answered: 

(a) What i s the s ta tus of t h e c o u n t r y ' s e conomicand soc ia l development in r e l a t ion 

t o a b a s e - h ^ n e y e a r and in re la t ion to other n a t i o n s o f s i m i l a r g e o g r a p h i c , economic , 

and socia l c h a r a c t e r i s t i c s ^ 

(b) Wh^t i s the count ry ' s development s t ra tegy or plan^ 

(c) In which s e c t o r s h a v e e x t e r n a l a s s i s t a n c e a c t i v i t i e s (pa r t i cu l a r ly progran^n^es 

s p o n s o r e d by t h e U N d e v e l o p m e n t s y s t e m ) b e e n c o m p l e t e d and in which s e c t o r s 

a r e e x t e r n a l ac t iv i t ies now u n d e r w a y ^ 

(d) What r e s u l t s have been obtained f rom past ac t iv i t ies within and outs ide the 

country, and what r e s u l t s a r e expected from ac t iv i t ies c u r r e n t l y u n d e r w a y ^ 

(e) What i s the s i tuat ion in each ma^or sec tor of the coun t ry ' s e c o n o m y ^ within the 

coun t ry i t s e l f a n d w i t h i n t h e r e g i o n or w o r l d w i d e ^ that m ^ a y h a v e a n impor t an t 

bear ing on the coun t ry ' s developn^ent^ 

(f) W h a t U N r e s o u r c e s a r e likely t o b e a v a i l a b l e ^ 

27. Answers to such quest ions n^ust come f r o m a v a r i e t y of s o u r c e s (e .g. . Agenc ies , the 

government of the developing country, o ther country s o u r c e s , UNDP) and they should include 

broad p ^ s t a n d p r o j e c t e d e c o n o m i c a n d s o c i a l m e a s u r e m e n t s , m o r e s p e c i f i c t e c h n i c a l d a t a ^ o n 

r e su l t s and expectat ions, and specific financial and non-financial data o n U N d e v e l o p m e n t 

sys tem o p e r a t i o n s a n d adminis t ra t ion . T h e e c o n o m i c and soc ia l data^will p robab ly b e m o s t 

needed during this country p r o g r a m m e phase . R e g a r d l e s s o f h o w s y s t e m a t i c a l l y o r u n s y s t e m -

a t i c a l l y t h e y a r e a s s e n ^ b l e d a n d p r o v i d e d , o r h o w w e l l f o u n d e d o r con jec tura l they n^ay be , 

economic and soc ia l data a r e e s sen t i a l as a b a s i s for p rog ramming . In o the r w o r d s , w i t h e r 

w i thou t a fo rn^a l information s y s t e m , t h e c o u n t r y t e a m w i l l h a v e t o d o i t s b e s t w i t h w h a ^ t e v e r 

in fo rmat ioncan be obtained f r o m a n y sou rce . Of course , to t h e e x t e n t that in format ion m a d e 

available i s a c c u r a t e , t ime ly a n d c o m p l e t e , and is provided sys t ema t i ca l l y and efficiently, 

the qual i tyof country p r o g r a m m e s will improve . 

23. Next, in the project f o r m u l a t i o n p h a s e , answers m u s t b e s o u g h t t o b a s i c ques t ions such 

as : 



(a) What are the specificobjectives to be accomplished by the project7 

(b) What prior or current work in the countryor outside i t canbeapp l i ed or adapted 

to the particular projects 

(c) How should the project be accomplished^ 

(d) What are the likely costsand benefits of the project and of theapproach being 

considered^ 

(e) What past experience can be drawn upon to help determinewhat needs t o b e done, 

when, and by whom, t omee t t he sepa r t i cu l a r objectives^ 

(f) Who, or what organization, is most capable and bestsui ted to performtheproject7 

(g) When, and in what form, are results or output likely to be observable, and how 

can tha tou tpu tbemeasured7 

29. The answers to such questions are likely to come primarily from reports of past tech­

nical ^nd scientific undertakings within or outside the country ^nd secondarily from financial 

and nonDfinancial records of past or current operationsand supporting ^dministrativeactivity. 

The procedures outlined in Section III for theT^Sconcept are designed to provide the informa­

tion for these questions. 

30. In theproject implementation stage, the basic questions will include: 

(a) Who has agreed to dowhat, when,andatwhatcost7 

(b) W a s i t d o n e o n t i m e , within the budget, according toplan, and is expected 

progressbeingat tained7 

(c) If not, why7 

(d) What changes, if any, are needed in approach, plans, schedules, performance 

targets , budgets, or personne l 

Answers to theseques t ionsshou ldcomela rge ly in the formof reports from personnel at the 

coun t ry leve l ( i . e . , the project team, the Resident Representative and his staff). Additional 

information should come from regional bureaux. Executing Agenciesor agents, and the 

Administrator and his staff acting upon operational, technical, or administrative reports or 

upon inspection reports of country-level activities. These reports would be processed by the 

O^A information sub-system outlined conceptually in Sec t ion^of this chapter. 

31. When results are being assessed, the questions to be answered will be similar to 

those in the project implementation phase. However, this phase will have the benefit of a 

longer t ime frame and of hindsight. Evaluations or assessment of results will probably be 

made in t e rms of technical and scientific information(e.g., were planned technical results 

actually achieved7), as well as operational andadmini^trativeinformation(e.g., were these 

resul tsachieved within budgetsandtin^eschedules7). 

32. F r o m t h e standpoint of asupporting information system, the follow-up phase should 

al^o be viewed much as the project implementation phase. Who does what after the project 
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teamdepar t s should be spelled out during project formulation, if possible, or determined as 

the project t eamef fo r t sa renea r ing completion. Operationsreports of performance on follow-

up ^ctionsassigned to the government, theUNDP, or others should be examined. Need for 

further action should be determined. 

D. Concepts of information flow 

33. Under ideal circumstances, the information needed to support the UNDCC should be 

n^etoutof an organizedcontinuu^nof information that flowsfreely and regularly fro^n and 

between organizational units engaged in developmentco-operationactivities. Thisbroadf low 

concept is illustrated inChar t 5.4. It indicates thateconomic and social data, for example, 

a re repor ted by economic sector through UN Agencies and used primarily in thecountry pro­

gramming phase and , toa lesse rdegree , in theevaluation phase. Specific projects need, and 

generate, technical,scientific, operational, and administrative information, which is then used 

principally in project implementation. Conversely, all phases of the cycle generate one or 

n^oretypesof inforn^ation used to improve performance continuously throughout thecycle . 

The chart also indicates th^t to facilitate the flowof information between countries ^ndthe 

aggregation andcon^parison of that inforn^ation, the samesec to ra l process, andproject identi­

fication schemes shouldapply. 

34. Outof thisinformationcontinuum, it should be possible to extract appropriate summary, 

sample, or detailed information onUNdevelopmentco-operation activities showing the impact 

of U N s y s t e m r e s o u r c e s o n a g i v e n developing member country, a n d o n ^ p a r t i c u l a r economic 

or social sector or sub-sector. F ron^ th i sda ta reports could beconstructed for all levels of 

the organization for UNdevelopment co-operation. The reports would show trends in that 

particular country'sdevelopment, reflect progress against plan, identify where object ivesare 

o r a r e n o t b e i n g m e t , and indicate what addition^lefforts are needed. Similarly, the elements 

of thedevelop^nent co-operation organization should be able to draw on these informationbases 

in articulating objectives, identifying needs, establishing and financing programmes to meet 

needs, and assessing performanceand accomplishment. 

35. At this point, awordof caution is in order. It should be understood that the purpose 

of an information system is to support and assist managers and their staffs in making 

decis ions-^not to^ub^t i tu tefor th^m. No information s y s t e m s noma^tter^howperfectlyiti^ 

designed and operated^ cangu^ranteeperfectdecisions. 

E. Components of information system 

35. To ensure the appropriate information flows to the right places ^t the right times is 

no simple task. It requiresacarefully-defined process which integrates me^nsforgenera t ing 

or collecting, communicating, storing and processing, retrieving and reporting dat^. Sucha 
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p roces scan be carried outentirely by manual means, or, as is more likely today, by partly 

manual andpart ly mechanical or electronic means. 

37. Electronic computers, moderncommunications, and other devices arenowc^pableof , 

or offer futurepromise for, automaticallyhandlinglargeamountsof data at extremely high 

speeds. These features make possible, as never before,the full integration of thefunctions 

outlined in the preceding paragraph. That integration, in turn, makespossible the closer 

integrationof activities of geographically separatedorganizations. Bu tbe fo resuchan 

integratedand highly automated sys temcan be developed, i t i snece s sa ry , first, t o a g r e e o n 

what information i sneededand by whom. Then, it is necessary to decide where it will be 

collected, stored, and processed. This, in turn, requires the data t o b e uniformly defined 

andclassified if they are to be freely ^ndexpeditiously transferred among all the organizations 

of theUNdevelopment system. Indeed, the steps for system integration outlined above a r e a 

prerequisite for aneffectiveandeconomiccom^puter-based, automated system; and, in fact 

a re la t ive lyhigh degree of benefits can accrue from system integration without full automat 

tionandhighDspeedcomn^unications. 

33. Thef i r s t essential step toward information system integration is the provisionof a 

central authority t ogu ide thesys t em design and to co-ordinate development efforts. At 

present, there isnosingleconst i tut ional or executiveauthorityover the numerous bodies 

involved inUNdevelopment co-operation; and the Capacity Study does notrecommend any 

constitutionalchanges to provide for such an^uthority. However, the Study doesrecommend 

that the Administrator of UNDP, as the manager responsible for theeffectivefunctioningof 

theUNDCC, should takea lead ing role indeveloping the information system required to 

support theUNDCC. I n t h i s r o l e , andgivenas ta f f to help him to discharge it, the Adminis­

t ra tor shouldconcentrate on the other essential steps noted in the preceding p^ragra^ph. The 

Capacity Study, while recognizingthe validity of the long-term goal of afully automated system, 

believes that focusing on those mid- te rmprerequ i s i t e s teps is the only pract icalcourse . It 

feelsconfidentth^t successml accomplishment of thoses teps will, in themselves, bring the 

greates tbenef i t to theUNdevelopment system and, at the same time, lay the necessary founda­

tion f o r a l o n g - t e r m , ful̂ y automated system. 

F. Responsibilities for information systems 

39. Chapters Five and Seven on theUNDCCand on Organizationrecommend certain roles and 

relationships forUNDPandtheSpecial izedAgencies in development co-operation. The 

patterns outlined in those chapters suggest the roles thateach should play in theprovis ion of 

informationtosupport development co-operation. 



40. T h e T ^ S s u b - s y s t e m i s c o n c e r n e d primarily withtechnical and scientific knowledge 

required for development co-operation activities and, within that, principally with t h e r e s u l t s 

flowing from operational programmesand projects. T^S information i s r e q u i r e d in all five 

phases of theUNDCC. Because the Administrator is chargedwith effective utilization and 

appl icat ionofamajor share of the operational resourcesof theUNdevelopment system, and 

s inceT^S information is not only one of the end products of the pro jec tsUNDPfinancesbut 

also an important element in a l l t hephaseso f theUNDCC, the Administrator should^ssume^a^ 

major responsibility for stimulating improvements in t h i s a r e a , and providing the framework 

wi th inwhichtheT^S information collected byAgencies as part of their constitutional responsi-

bilitiescould be made accessible to all participants in theUNdevelopment system. 

41. The E^S sub-system is concerned mainly with the statistical data generated and 

reported bygovernments. E^S information is needed in UNDCC primarily in the country 

programme phase, a n d i t i s u s e f u l i n t h e e v a l u a t i o n p h a s e a l s o . Thistypeofinform^ationis 

already ^being collected and reported under the statistical authority of^th^UNand, in the i r — 

respective sectors, under the constitutional authorityof the Specialized Agencies. Since the 

Capacity Studyhasrecommendedmoreextensiveplanningandcountry programming withthe 

participation of UN Agencies under the leadership of UNDP, it follows that the UNDP should 

b e c o m e a m u c h b i g g e r " c u s t o m e r " f o r t m s type of information. As such, it should h a v e a 

greater voice in prescribing requirements and be i n a b e t t e r position to suggest opportunities 

for improvements andbetter co-ordination of elements of the sub-system. B u t t h e U N a n d t h e 

Agencies would, of course, retain their basic responsibilities in this area. 

42. The O^Asub-systemcontainsboth operational and administrative information. Opera­

tional informationconsistsprimaBrilyof project plans and the information needed tomanage 

the imple^nentation of these plans. Adm^inistrative information deals withadministrative 

support functions carried out by ^11 Agencies (e.g., personnel, budget, equipment). Since 

theCapacity Study makes the Administrator of UNDP accountable for the effective discharge of 

theUNDCC, it follows that heshould have full responsibility for developing ^nd maintaining 

the operational portion of the O^A sub-system. The Administrator, with the help of his staff, 

should haveauthor i ty toprescr ibe the information tha teach participant in thecyc leshould 

provide, its frequency and timing, how it shall be stored and processed, and t h e r e p o r t s which 

should be produced from it. however, since the Study does not recommendany^ change rn 

the constitutional relationships between the UNand the Agencies, it follows that theUNDP 

would not have the same authority over administrative information. Each Agency should 

continue tohaveau thor i tyover i t sownadminis t ra t iveaf fa i r s , with theproviso that co-ordina­

tion continues to be effected through ACC under the agreement^betweentheUN^nd those 

Agencies^ however, thisarrangement does not preventUNDPfromoffering some leadership 
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in administrative information ^re^s dealing primarily with the administration of Agency 

operational activities closely re la ted to operational activities financed byUNDP. 

43. The foregoing sub-systems have been designed to facilitate the improvement of the 

information system, not to provide detailed data classification schemes. In fact, in the 

ultimate designeach data element r ep resen t inga t ransac t ionor^p lanned or actual action will 

probably beclassified in severalways (e.g., by country served, by organization, by 

type of activity or function performed, by sector affected)as pointed out in paragraph45below. 

Accordingly, some data informationelementscould logically fit into miore than one of these 

three information sub-systems. 

G. Categorization or classification of data 

44. Fundamental to the development of any information systen^iseffective categorization or 

classification of the d^ta. Thisp^r t icular subject waseffectively covered in Part Illof the 

no teby theSec re t a ryDGenera l to theECPC. l^ 

45. Here, it câ n be noted tha t̂ the approach, policies, programmes, processes, reports, 

and organization for development co-operation envisaged by the Capacity Study will require 

d^ta to be classified in different ways. To serve the varietyof information needs of a l l the 

UNdevelopmentco-operation Agencies, agivenexpenditure, for example, should beclassified 

b y c a t e g o r i e s s u c h a s : 

- countryor region benefiting; 

- project, programme, or function (if programmesupport) affected; 

D organization (Agency, department, branch, office, etc.) expending; 

- purpose or object of expenditure; 

- fund or source f romwhichexpendi ture isbeing made. 

Either through the project or programme identification a sa seconda ry classification, o r a s 

^dditionalc^tegories in thepr imary classification, it would a l sobe necessary to denote the 

type of project or programmeand the sector, sub-sector, or field of activity for which the 

expenditurewasmade. 

45. Ideally, these classifications should be uniformly defined and uniformly applied through­

out t h e U N s y s t e m t o facilitate the myriad aggregations andcomparisons that must be made. 

However, as pointedout in the document referred to above, it would not be imperative to have 

absolute uniformity below the country-sector and major-type activity, particularly if computers 

areav^i lable to translate f romone classification scheme toanother. Nevertheless, it will 

1^ Developmentof Modern Management Techniques and Use of Computers, op. cit. 
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be absolutely essential, if different classification schemes continue to prevail, t o m a k e c e r t ^ i n 

that they are compatibledown to the level suggested and that translationsof detailed data below 

that can readily be made. Further, it will be desirable towork toward consistent formatting 

of the uniformly classified data in order to p rov idea f i rm base for evolution towardacomple te -

ly integrated, fully automated sys temto serve all componentsof theUNsys tem. 

47. I n S e c t i o n s ^ a n d ^ I , theclassification requirement will be discussed further in t e r m s 

of possible classification schemesand their importance to system implementation. 

43. The foregoing discussion has providedasynopsisof the information system^concept in 

te rmsof (a) the nature of the organization, the typesof activities, and the processes that the 

information system should be designed tose rve ; (b ) the typesof information required; (c) the 

flow of information; (d) themajor components of ^ i n f o r m a t i o n system; (e) the distribution 

of responsibilities for information development and operation; and (f) information classifica­

tion. But improvement of the complex information systems required by theUNdevelopment 

systemwill require concertedeffort and talents^ t h ^ ^ r e not now effectively mobilized. Bere-

tofore, improvementefforts, aspointed out previously, have been launched at many points in 

theUNsys tem and have involved much use of committees. While all these efforts have helped 

toward the solution of inforn^ationproblemsorhavegiven promise of sodoing, they are not 

providing the concertedaction needed. The Capacity Study therefore recommends inChapte r 

Seven that the Administrator be provided withaManagement and Information Systems ^taff.l^ 

Suchastaff is needed to help the Administrator to discharge his responsibilities for the systems 

design work and leadership outlined in paragraphs 35-33 above. This is perhaps the most 

important of all the recommendations made on the information systems concept. In subsequent 

sections of this chapter, each of the three information sub-systems enumerated is discussed 

in detail, together with recommendationsfor their implementation. 

III. TECHNICAL AND SCIENTIFIC INFORMATION SUB-SYSTEM 

A. Introduction 

49. The development co-operation act ivi t iesoftheUnited Nations system require ready 

access t o a l a r g e body of technical and scientific information i n a v a r i e t y of subject-matter 

fields. This information i sgenera ted th roughabroad range of activities, including: 

- regular programmes of UN Specialized Agencies resulting in internally-produced 
documents (both published and unpubnshed); 

- UNDP-financeddevelopmentco-operation projects generating project p rogressand 
technical reports; 

1^ Seep^ra . 97. 
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- workca r r i edou t in and by the developing countries creating published and unpublished 
material; 

- development co-operation activities carried outby external inter-governmental, 
non-governmental, and bilateral organizations (encompassing research and other 
scholarly activities) generating scientific literature, including booksand periodi­
cals. 

50. Theinformation^ub-^y^temdevelopedtoprovide a c c e ^ totechnicaland scientific 

information must meet twocr i ter ia . Fi rs t , it must support t h e r e q u i r e m e n t s o f t h e U N s t r u c -

ture andthepol ic ies andprocesse^for UN developn^ent co-opera t ionprescr ibedinthe Capacity 

StudyReport. Second, the system mustbuild on and utilize fully the information system infra­

structure now in place, orbeingdeveloped, throughout theUNsys tem, andinkeyexte rna l 

organizations(e.g., OECD, Deutsche StiftungfürEntwicklungslander) to improve the dissemina-

tion of technical knowledgeandexperience relating to development co-operationactivities. 

This section proposes aconcept for atechnical and scientific information sub-systemdesigned 

to meet those cr i ter ia at reasonable cost. Specifically, it should: 

- identify the technical and scientific information required tosupport all the develop-
mentco-operation activities of theUNsys tem(but principally theactivities 
relating to the UNDCC); 

- desc r ibeprob lems in providing thisinformationwithexist ing information systems; 

- proposean information systems concept whichcan satisfy the information require­
ments notedabove andbeextendedtoprovidefor moreeffect ivetransfer of 
techmcaland scientific information to developing countries; 

- outline procedures for operating the proposed ^ystern^; 

- present recommendationsfor implementing the concept. 

B. Technical andscientificinforn^ationrequiren^ents 

51. Access toanex tens ivebodyof technical and scientific information is necessary 

throughout the developn^ent co-operationcycle, but is most essential intwo phases D project 

formulation and project implementation. 

52. In the project formulation phase, technical ^nd scientific information is needed to: 

(a)determine whether the project is necessary; (b)supportsubst^ntiveand administrative 

planning; and (c) identify the cur ren t"s ta te of the art". At the start of project formulation, 

project staff mustdetermine whether the objectives of the proposed project havebeenn^et by 

earl ier endeavours. For example, it may be concluded, after anexamination of available 

infornaation, that segments of ag ivenproposedpro jec thavebeenca r r i edou t elsewhereand 

that the scope of the proposedproject should therefore be changed. 

53. Technical and scientific information i s a l s o u s e d tosupport planning activities during 

project formulation. Previous projects similar in na tu re to thepro jec t under consideration 

provide useful planning guidelines on aspects^uch as theapproaches followed, the time-table, 
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t h e r e s o u r c e s u s e d , and the p rob lems encountered. In addition, during projec t formula t ion , 

the la tes t r e s e a r c h r e l a t i v e t o t h e proposed project m u s t b e r e v i e w e d in o r d e r t o g a i n ins ight 

into the t e c h n i c a l t o o l s a n d p r o b l e m s involved. 

54. During project implementat ion, technica l and sc i en t i f i c in fo rma t ion is r e q u i r e d t o h e l p 

r e ^ o l v e o n - t h e - s p o t opera t ing problen^s. Byconsu l t i ng s o u r c e s of re levant informat ion , the 

project t eam m a y l e a r n how pa r t i cu la r p rob lems w e r e s o l v e d e l s e w h e r e , and t h e r e b y avoid 

duplicating effort. 

55. In a d d i t i o n t o p r o v i d i n g d i rec t support t o p r o j e c t formulat ion and implemen ta t ion 

ac t iv i t ies , technical and scientific i n f o r m a t i o n i s u s e d i n s e v e r a l o t h e r w a y s . I n d i v i d u a l s o r o r g a n i -

zations in the developing country-^ governmental , educat ional or p r i v a t e ^ m a y d r a w o n the 

technical and scientif ic information s u b - s y s t e m t o s u p p o r t country development planning. 

Because these count r ies a r e likely to have l e s s developed l i b r a r y and r e f e r ence s y s t e m s , they 

would make significant u s e of t h e U N s y s t e m . 

55. Special ized Agenc ies ' staff would also u s e t h e t echn ica l and scientif ic s y s t e m a s a 

r e f e r e n c e s o u r c e for t h e i r own r e s e a r c h andongoing r e g u l a r p r o g r a m m e a c t i v i t i e s . Other 

organizat ions ^ b i l a t e r a l and mult inat ional a s s i s t a n c e agenc ies D would u s e the s y s t e m for 

s imi l a r purposes . M a n y o t h e r u s e r s D governments , individuals , educat ional ins t i tu t ions , 

students D would t a k e a d v a n t a g e of t h e t e c h n i c a l and sc i en t i f i c in fo rma t ion m a i n t a i n e d b y the 

U N s y s t e m . 

57. While UNDP,in i t s capacity as manage r of the UNDCC, i s a m a j o r c o n s u m e r of T^S 

information, i t i s n o t t h e o n l y o n e ; it i s a c o n s t i t u t i o n ^ l r e s p o n s i b i l i t y o f the Specia l ized 

Agencies to provide informat ion in the i r s e c t o r s for a l l u s e r s . To se rve s u c h a v a r i e t y of 

a c t i v i t i e s a n d u s e r s , t h e T ^ S information sub - sys t em m u s t genera te data at v a r i o u s l eve l s 

of detai l . T h e s y s t e m m u s t r e s p o n d n o t only t o g e n e r a l informat ion or su rvey type ques t ions 

but also to highly deta i led technica l quest ions. 

C. P r o b l e m s in exis t ing T^S information sys tems 

53. Many p r o b l e m s i n supplying technical and scient if ic inforn^ation a r e n a t u r a l o u t g r o w t h s 

o f the sys tem used t o p r o v i d e such information. Technica l and scientific informat ion s y s t e m s 

g e n e r a l l y h a v e t w o object ives: 

(a) to identify t h e r e l e v a n t s o u r c e s o r documents containing r equ i r ed informat ion; 

(b) t o r e t r i e v e , o r m a k e a v a i l a b l e , phys ica l copies o f t h e d o c u m e n t s . 

Thus, these information sys t ems deal p r i m a r i l y with d o c u m e n t s a s a w h o l e ( e . g . , r e p o r t s , 

books) andno t with s p e c i f i c e x t r a c t s of the informat ion in t hose docun^ents. However , s o m e 

new s y s t e m s a r e a t tempt ing to s t o r e and r e t r i e v e p a r t i c u l a r information f r o m w i t h i n a d o c u -

ment. 



236 

59. Five problems have developed with existing T&S information: 

(a) the lack of consistent structure to the information; 

(b) its large and growing volume; 

(c) the failure to publish significant portions of the information; 

(d) the wide geographic dispersion of the information; 

(e) the excessive reliance, in retrieval activities, on the knowledge of individual 

personnel. 

The following paragraphs first discuss each of these problems and then describe current 

efforts to solve them. 

(a) Lack of s tructure 

60. The information which constitutes the technical and scientific base cannot, at present, 

be reduced to raw data forms within reasonable economic limits. It is generated by many-

individuals throughout the world, and is recorded primarily in documents containing tables, 

text, maps, drawings, and other forms. The documents have no consistent structure or 

format; some are voluminous and others are brief. As a result of this diversity, there is, at 

present, no economical way of sorting out individual information items; coding and storing 

important data and discarding the rest; or determining which information is to be analysed, 

indexed and made available to the users . 

(b) Growing volume 

61. The number of documents included in the UN technical and scientific information base 

is already large and is growing rapidly. It is estimated that by the end of 1970, about 

100,000 document references will be stored in the F АО, I LO and UN documentation centres, l/ 

After 1970, the volume in these l ibraries may grow by 15,000 to 20,000 documents each year, 

which will represent only that fraction of total available documents of particular interest to 

development co-operation. As UNDP's early growth is matched by an increase in completed 

technical reports, the flow of documents will probably expand even more rapidly. This high­

lights the need to build provisions into the T&S sub-system not only for careful indexing and 

consistent coding, but also for effective policing to ensure the exclusion of references of 

marginal value and the weeding out of those entered but not used. 

(c) Failure to publish some information 

62. Significant proportions of useful documents are not published, or are not available 

to a large range of potential users . Formal published reports are registered and stored in 

iy This number includes only documents that have been abstracted and stored in the 
computer systems. 
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d o c u m e n t a t i o n c e n t r e s o r l i b r a r i e s , but all re levant documents do not e n t e r i n t o t h e s e d o c u -

m e n t a r y serv ice faci l i t ies . T h e r e a r e s e v e r a l r e a s o n s for th i s p r o b l e m . F i r s t , m a n y 

d o c u m e n t s a r e i n f o r m a l w o r k i n g p a p e r s ; i n F A O , for exan^ple, i t h a s b e e n e s t i ^ n a t e d that only 

10 p e r cent of t h e r e l e v a n t documents a r e published. m o r e o v e r , b e c a u s e of de lays i n p r o ^ e c t 

implementat ion and r e p o r t p r e p a r a t i o n , project r e s u l t s a r e not i m m e d i a t e l y ava i lab le . And 

many documents a r e r e s t r i c t e d and thus not available for w i d e d i s t r i b u t i o n and u s e . 

63. Apart f r o m d o c u m e n t s genera ted by t h e U N a n d t h e Agencies, a c o n s i d e r a b l e n u m b e r 

of documents produced b y g o v e r n m e n t s , b i l a t e r a l and other a s s i s t a n c e g r o u p s , a n d o t h e r 

o r g a n i ^ a t i o n s a r e not published. ^ u c h of the informat ion in t h o s e documents could b e useful 

to t h e U N a n d t o the o t h e r g r o u p s m e n t i o n e d above. 

d̂̂  ^ i d e g e o g r a p h i c a l dis tr ibut ion 

6^. The A g e n c i e s n e e d d i rec t a c c e s s to t h e i r own documents , b u t t h e w i d e g e o g r a p h i c a l d i s -

p ^ ^ s i o ^ o f t h ^ A g e ^ c i e ^ h a ^ l e ^ ^ w i d e p ^ r y s ^ a l ^ i s p e r ^ o n o f 

sc ient i f icdata . T o a d d t o t h e p r o b l e m , the informat ion faci l i t ies of development o r g a n i s a t i o n s 

outside t h e U N s y s t e m ^ a r e mainta ined in s t i l l o t h e r l o c a t i o n s . Thus, the p o t e n t i a l u s e r f i r s t 

has difficulty in i d e n t i f y i n g a l l p o s s i b l e s o u r c e s and then has t r o u b l e i n o b t a i n i n g a c c e s s to 

such s o u r c e s . 

^ r e l i a n c e on individual r e c a l l 

65. The t a s k of obtaining r e q u i r e d information i s g r o w i n g even m o r e c o n ^ p l e x b e c a u s e o f t e n 

individuals a r e the p r i n c i p a l r e p o s i t o r y o f information on s o u r c e s and subs tant ive data . ^ h e n 

s u c h i n d i v i d u a l s l e a v e , knowledge that i s c r u c i a l to t h e s u c c e s s f u l opera t ion of t h e t e c h n i c a l 

andsc ient i f ic in format ion s y s t e m i s lost to the organisa t ion and t o t h e s y s t e m . 

^ Ourrent im^provement efforts 

66. As l i b r a r i e s a n d d o c u m e n t a t i o n c e n t r e s throughout t h e world b e c o m e m o r e c o n c e r n e d 

at the difficultyof handling the growing volume of t e c h n i c a l and scient i f ic d o c u m e n t s , they a r e 

increas ingly challenging the past p r a c t i c e s b y t u r n i n g to m o d e r n m e t h o d s a n d s y s t e n ^ s . w i t h i n 

t h e U N s y s t e m , two c o m p u t e r - a s s i s t e d information s y s t e m s ^FAO's and I L O ^ h a v e a l r e a d y 

been implemented, while t h e O a g H a m m a r s k ^ o l d L i b r a r y ^DUL^ i s now t e s t i n g and i m p l e m e n t -

i n g a n e w s t o r a ^ e a n d r e t r i e v a l systems UNF^OO and ^ ^ O a r e c u r r e n t l y p^^nning t h e i r own 

c o m p u t e r - a s s i s t e d document and information s y s t e m s . 

67. O h a r t 6 . 5 sumn^ar i^es t h e s e new systen^s, a l l o f which have sim^ilar c h a r a c t e r i s t i c s . 

F a c h system; 

^ has an Agency^sub^ect^matter o r i e n t a t i o n s , е., s t o r e s in format ion of ma^or u s e 

to the Agency^; 
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^ involves abs t r ac t ing documen t sand us ing key words to d e s c r i b e e a c h document; 

^iii^ u s e s , or plans to use , microf iches t o s t o r e documents . 

A l t h o u g h t h e s y s t e m s a r e not identical , they c o u l d b e made re la t ive ly compatible. 

68. To c o - o r d i n a t e t h e s e p a r a t e efforts of t he se Agencies and other i n t e rna t i ona lo rgan i^a -

t ions , t h e ^ o r k i n g F a r t y o n Indexing and Documen ta t ionwas es tabl ished. This group, which 

has met s e v e r a l t i m e s s i n c e F e b r u a r y 1966, is p r i m a r i l y concerned wi thco-o rd ina t ing va r ious 

inforn^a t ionsys ten^s a c t i v i t i e s b y : 

^i^ in terchanging indexes; 

^ exchanging informat ion oncon^puter s y s t e m s a n d p r o g r a m m e s ; 

^iii^ d e f i n i n g o r g a n i ^ a t i o n a l r e o u i r e m e n t s o r p r o c e d u r a l r equ i r emen t s ^e.g., complete 

number ing of al l documents^; 

^iv^ studying m e t h o d s f o r moving t o w a r d s y s t e m s compatibil i ty; 

^ p r o v i d i n g a u t h o r a b s t r a c t s f o r all l a rge docun^ents; 

^vi^ identifying a r e a s for defining common t e r m s ; 

^vii^ developing con^mon s tandards ^e.g., in the u s e of microfiches^. 

69^ In addition, o ther a r r a n g e m e n t s for developing s y s t e m s con^patibility a r e under way 

^e.g., ILO, FAO, OFOD, and the Deutsche Stiftung für Fntwicklungslander work on 

an^Al igned L i s t o f Desc r ip to r s^^ . 

70. Thus, the AgenciesintheUNdevelopment sys te^nandothershavebegunto develop 

technical andscientificinformationsysten^s and to co-ordinatethosedevelopmentsto ensure 

some con^patibility. I3ut only afewAgencies have n^adesignificant progress thus far in 

systen^s development. ^lore rapiddevelop^nent of com^patiblen^oderndocumentation methods 

such as those being soughtby the ILO, FAO andOFOD is needed in all the Agencies, and the 

legis la t iveandother means tofostersuchdevelopment should be encouraged. 

D. Technical and scientific information sub-systemconcept 

71. Indef in ingaconcept toprovide for the collection, retrieval, and dissemination of tech­

nical and scientific information, two fundamental principleshave been observed. First , the 

newsub-systen^concept should serve inforn^ation requirements within the frameworkof the 

development co-operation cyc led hence, it should ^ b e b u i l t a s m u c h a s p o s s i b l e o n w o r k 

a l readyaccompl ishedor under way ^ b e f e a s i b l e i n the near t e rmand ^c^be modest incost . 

Second, the concept shouldprovide the infrastructure forlong-termdevelopment of a sy s t emof 

akind whichwould, intin^e, respond t o a v a r i e t y o f user de^nands^ e.g., preparationof 

briefs forUNdevelopment co-operation andgovernn^ent policy planners, provisionof special­

ised subject packagesofmicrofichesand document abs t rac ts for individual project managers 

andpro^ect technicians. 
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72. Detailed design and implementation of the new sub-sys temwi l lbead i f f icu l t^ob . It 

will require leadership and technicalexpertise. Also, it wi l lprobablyinvolvesome modifica­

tion of current institutional arrangements andthecrea t ionof newones t o d e v e l o p t h e g r e a t e r 

compatibility desiredamong these inforn^ation activities. building anadeo^uatetechnical and 

scientificinformationsub-system will alsoreo^uire^udicioususeof financial resources to 

extend and, insom^e cases, develop the initial systems components. If aneffective develop­

ment information network is to be realised, theresponsibleauthori t ies of Agencies engaged in 

UNdevelopment co-opera t ionact iv i t ies^nustbepreparedtosuppor t these efforts with finance 

and patience. A s y s t e m t o support the highlycomplexUNdevelopment co-operation network 

cannotbecrea ted inashor t t im^e . 

73. Having takenthese principles andrelatedconsiderat ionsintoaccount , the Oapacity 

Study proposes asys tems conceptbasedon three designprinciples; 

â̂  providing access to most technical andscientific information needed in the 

development co-operationcycle through the decentral i^edcomputer-assisted 

facilities of the Specialised Agencies; 

^ arranging for the Dag Hammarsk^old Library ^ D U L ^ t o s e r v e a l s o a s t h e U N D F 

information facility andtooffer some centralized services fo r theUNdeve lop-

ment syste^n; 

ĉ̂  buildinganetworkof National DocumentationOentres ^NDO's^ tha twouldeven-

tuallyfeedtechnicalandscientificinforn^ationintotheUNdevelop^nent systen^. 

Fach principle i sdescr ibed in more detail below. 

^ Providing access through Agency facilities 

7^. The Specialised Agencies wouldcontinueto develop their owndocumentat ionretr ieval 

systen^s and would ^maintain independently-operatedcentres. However, they shouldcontinue 

to work toward system-wide compatibility andcons i s tencyso tha t in fo rmat ioncanbe readily 

exchanged andeconomies effected. Fach Agency would beresponsible for maintaining all 

the documentation i tproduces and for obtaining requested information f r o m o t h e r l i b r a r i e s i n 

its subject-matter field. Thisdecentral i^edapproach offers several advantages. F i r s t , it 

permits selectivityof input andoutput; both activities require, in n^any cases, detailed tech­

nical knowledge available only i n a p a r t i c u l a r Agency. Specifically: 

-Thepotential volume of the documents, including external scient if icandtechnical 
sources, is sufficiently great todemandcareful selection of documents t o b e 
abstractedand stored; 

-Abstracting technical documents requires experience with thesub^ect-matter field; 

-^hephras ing of inform^ation requests m^ayoftenvary from onetechnicalandscient i f ic 
discipline toanother. Supplementary assistance fromexperienced technical 
personnel may thereforebe required to p rov idea reasonab leanswer f romdocu-
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mentation centres. Furthermore, separate Agencydocumentationandretrieval 
cen t re sa re reasonab lebecause of the widegeographical dispersion of Agencies 
and theheavyuseof the in format ion by each Agency's own personnel. 

75. Finally, thisapproachwould allow the Agencies to proceed withcurrent system design 

anddevelopment efforts, both intra- and inter-Agency. Suchefforts ^described inapreced ing 

section^include the design and implementat ionofcomputer-assistedsystems for, inmost 

cases , format, volume, and r e t r i eva lp rob lemsmake the use of acomputer necessary. 

^ DesignatingaUNDF information facility 

76. Under the proposed T&Ssub-systemconcept, the Dag Hammarsk^old Library would 

se rveUNDF' sneeds as adocumentation and re t r ieva lcent re in addition, of course, t o i t s o w n 

general functions. As such, it could also legitimately help toco-ordinate document indexing 

and identification throughout theUNdevelopment system. It could performsome centralized 

functions andrefer informationreo^uests totheappropriateSpecial i^ed Agencies whenever 

necessary parole t o b e discussed in moredeta i l latere. 

^ ^ui^dinganetwork of National DocumentationOentres 

77. Developing countries p roducea la rgeamount of published and unpublisheddocun^enta-

tion of direct interest for developmentco-operation activities. Often, this material is dis­

persed, not easily accessible, and may, in t ime , disappear completely. ^luchof this docu­

mentation m^aynotbe directly relevant toUNDF financial operations. Nevertheless, a l a r g e 

portionof it m a y b e of significant value to countriesfor their development activities. compa­

tible docun^entationanddocun^entationtechnio^ues should therefore be an integral part of UN 

development co-operation operational activities andthebui ld ingupof acompletenetworkof 

National DocumentationOentres is recommended. ^ i t h appropriate local modifications, such 

centres should help developing countries to benefit fron^theadvantages of n^odern documenta­

tion technio^uesandtoretr ieve country information that i scur ren t ly unknown or unavailable. 

78. Until the countries themselves are inapos i t ion to take on this function, the resident 

^epresentat iveand his staff should perform it to the maximumextent possible. A tamin imum 

thisshould involve at least assembling documents produced with the help of UNresources^and 

with that of other resources, if such documentsare available^ and forwarding them for cata­

loguing and analysis. It would alsoentai l forwarding requests forT&S information requested 

by project personnel, country programn^ingtean^s, and the host government. 

79. TheT&S information concept proposed allows the Specialised Agencies to r e t a i n a 

large degree of autonomy and local flexibility. At the same time, it establishes the basic 

infrastructure fo r longer - t e rmevo lu t ion towardasys temtha t binds theUNsys temclose ly 

with the developing countries andother external sources^users of technical and scientific 

information. 
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F. Procedures for operating thesys tem 

80. Ohart 6.6outlines the T&S system concept. The following paragraphs describe the 

institutional ar rangementsandsub-sys temprocedures in five areas, the typesof products and 

their flow within the T&S sub-system. These five areas are; 

- Documentationco-ordinatingcentres; 

- Specialised Agency activities; 

- D a g Hammarsk^old Library activities; 

- National DocumentationOentre activities; 

-Information request activities. 

^1^ Documentation co-ordinating centres 

81. The focal point for the initial handling of technical and scientific information received 

fromdeveloping countries would bee i ther of two co-ordinating centres. Thesecen t res , one 

in New^ork ^perhaps in the Dag Hammarsk^old Library or a s a n appendage to it^ and the other 

inOeneva, would receive and ass ignacata logue number to the documents. It would then 

forward the docum^ent to the appropriate Agencyor Agencies into whosesec tor thesub^ec t of 

of the document falls for scanning, selection, and abstraction or rejection. ^The Agency, of 

course, may choose not t o e n t e r t h e d o c u m e n t i n t o t h e retrieval system.^ Oentralcataloguing 

shouldsaven^oney, since, inOeneva alone, it is estim^ated that son^edocun^entsare now 

catalogued in as many as ten different offices. These operations of the centre should bedone 

manually for the first several years , with distribution to the Agencies through the mail. 13y 

then, each centre might find its proceduressufficiently refined to^ustify procurement of a 

ter^ninalwhichwould link withacon^puter serving all Agencies in the area. ^ i t h s u c h a n 

arrangement, the centre would catalogue the information in machine-readable forn^via the 

terminal, using the document's serial number or standard book number, author, title, pub­

lisher, and the like. Still later, if worldwide communicationsbecomeeconomical and reliable 

enough, oneco-ordinating centre mightbesufficient. 

82. Fachco-ordinatingcentre anight alsobeeo^uipped with co^nplete ^microfiche-processing 

laboratoriesand serve a s a s e r v i c e b u r e a u for Agencies in its area. var ious Agenciesare 

now beginning to move onare la t ive lysn^al l scale t o s e t up their own n^icrofiche facilities. 

It is likely that such operations will becon^e unwanted burdens tothe^ Agencies. Asophist ica-

ted and well-equipped central processing service provided by the centre could t ake these 

burdens off the Agencies and, a t thesam^et ime, permit the purchase of better equipment and 

therebya l lowforbe t te ro^ua l i tyserv icea ta lower overall cost. 
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^ Specialised Agency activities 

83. Agencyl ibrar iesordocumenta t ioncent res would receive documents directly or from 

the co-ordinating c e n t r e s . ^ P r i o r i t y should begiven to the analysisof internal documents and 

project reports . To ensure that infor^nation is up to date, project reportsshould be sent to 

Agencydocumentat ionunitsas they are completed^ theplanof operation shouldclearly stipu-

latewhat interin^technical reports will beprovided, and when they should beprepared. 

8^. Agencies should subscribe t o a u n i f o r m s y s t e m o f document identification andcata-

loguing. ^ut each Agency n^ustdevelop cri ter ia for selecting the documents tobeabs t rac ted 

and ^nicrofiched in its own sector. This step is critical to thesuccessof the system and 

shouldbeperformed by aunit with qualified personnelwithin the Agency. If proper selection 

methods a r eno t applied, valuabledocumentationcouldbelost or excessive costscould be 

incurred, particularly in retaining andprocessing material of n^arginalvalue. 

85. All information catalogued, indexed, and abstracted in the Agencies would be retained 

in the Agency 'scentral store of machine-readable information if the Agency pos se s se sacom-

p u t e r o r h a s access to one. whatever specialised information the Agenciesneededtoproduce 

awareness abstracts, indexes, bibliographiesand the like could be extracted f romthis store. 

86. În addition, the Agencies should send initially to the DHL and later to the co-ordinating 

centre, abstracted documents ^inmachine-processableform, if systems arecon^patible^ and 

microfichecopies, if t heycanbe re l ea sed . Onlydocun^entsgenerated within Agencies should 

be forwarded; docun^entsproducedexternally, but maintained in Agency centres, should notbe 

forwarded. 

^ Dag Hamarsk^old Library activities 

87. T h e D H L w o u l d h a v e a s i m i l a r s e t of procedures and n^ethods for processing reports 

anddocuments, although i t s sys t em and services n^ightbem^ore extensive than those of the 

Agencies. In serving UNDP, it would beresponsible for handling economicevaluation 

r e p o r t s , ^ abstracts received from Agencies, and UNdevelopment system documents from 

Agencies without automated systems. Abstracts received from Agencies with abstracting and 

automated retr ieval systems would be treated as documentsbyDHL;but reports from Agencies 

without automated systems must be abstracted and filed for automated retrieval byDHL. 

iy Unti lco-ordinatingcentres are established, the Agencies would receive documents 
directly, but should attempt to co-ordinatewitheach other toreduce duplication incataloguing 
andanalysis . 

2^ Largely interpretat ivereportsandevaluat ions of countryeconomies; they are dis­
cussed in ^nore detail in Section I^of this chapter. 
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88. Thus, theDHLwouldbu i ldacen t ra l i ^edf i l eo fabs t rac t s and key words on all docu­

ments relevant toUNdevelopmentco-operation. Using these tools, i tcould perform search 

activities for internal or external requests e v e n t h o u g h i t m a y n o t h a v e h a r d c o p i e s of the 

documents. The centralized file should be created onlyaf terDHL's technical capabilities to 

handle requests have been sufficiently tested. Untilthen, DHL should not per formcent ra l 

searches except onUNDP documents. 

89. In addition, DHL should eventually set u p a s m a l l unit to serve as the N e w ^ o r k O o -

ordinatingOentre to handle the future flow of technical and scientific documentation from those 

NDO'swhose location would best be served by DHL. 

^ NationalDocumentationOentre activities 

90. The primary objective of helping developingcountriesto establishNDO'sls to enablethen^ 

toimprovetheirplanningandutili^ationofavailableT&S knowledge. This is ahighly important 

objective, but not one which is absolutelyessential to the functioning of the UNDOO. There­

fore, their establishment is not required immediately under the postulated T&S information 

systemconcept. In order to makeUNDOO function, the resident representat ive 's office can 

doasim^ilar^obprin^arilyonUNDOO-relateddocuments. However, i t i s n e c e s s a r y t o sketch 

out how these NDO's would fit intotheenvisaged structure a n d p r o c e d u r e s i n o r d e r to describe 

the concept fully. 

91. In brief, the long-term objective would be for these NDO'sto collect, catalogue, and 

analyse material produced in their respective countries for their own useand exchangewith 

other countries and international organisations. Pending full operation of such NDO'sand the 

proper trainingof their personnel, n^aterialmadeavailablebygovernm^entsor institutions 

could be collected by the centre or by the resident representative and transmitted to the 

documentation co-ordinating centre. T o d o t h i s , the NDOorloca lUNstaf f would need to 

build up contacts with the various ministr ies, universities, research institutions, andorgani-

^ations which produce developn^ent-relateddocu^nents in their countries. Thedocun^entation 

co-ordinating centrewouldcatalogueand arrange toanalysethedocun^ents. Oorresponding 

abstracts or indexescould then be supplied in return to the NDO's. Thus, the NDO would not 

needin^n^ediatelytocatalogueandanalysedocumentslocally, though this would b e t h e l o n g -

term^ob^ective. In addition, theNDO's would receive m^icrofichecopiesorhardcopies of 

Agency documents, together withproper indexes for use by national r e sea rche r sand UN 

development co-operation country teams. 

92. Initially, most NDO'scould probably operate wi thas taf f of one fully-qualified and 

experienced librarians docun^entalistandone or twocler ical assistants. AsNDO's a r e c r e a t e d 

and built up over time, training courses for professional staff might be organised in either of 

the co-ordinating centres^New^ork or Genevan. 
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^ Information request activities 

93. In general, twoma^orkindsof requests will be made of theT&Sinformation sub-system 

byAgency personnel, project, or technical people in the field, member Governments, other 

institutions and individuals and, ultimately, NDO's. These types of reo^uestsare â̂  subject-

matter a n d ^ activity requests. Fach typewill be handled differently. 

9^. ^lost requests for subject-matter informationcould readily be s e n t t o t h e appropriate 

Specialised Agency^e.g . , fishing toFAO, primary education to UNFS^O, meteorology to 

^^IO. Agencies would then answer requests, probably by preparing abstracts, perforn^ing 

searches, or duplicating n^icrofichesthatwerenotpreviously placed in theNDO through which 

thereo^uest was placed. T o b e n^ost helpful, Agenciesshoulddevelop liberal distribution 

policies andp lace res t r i c t ionson documents only where necessary toprotect the confidentiality 

of the originaldocument while governments should beencouraged to remove restrictions when­

ever possible. ^FAO finds liberal distribution policies useful in gaining agreement and avoid­

ing duplication of effort; almost no problemshave arisen thus far.^ 

95. In other cases, matchingareo^uest with theappropriate Agency may notbe so straight­

forward. Son^ereo^uests-^ generally thoseconcerning activities D n^aynotbeassociatedwith 

as ing le Agency. For example, apro^ec t teamcharged with establishingafishing co-opera­

tive i n v e s t Africa may want toreview projects of thesan^ekind; the search would becompli-

cated, however, because pro^ectsdealing with such an activitycouldwell be found in several 

Agencies. 

96. ^ h e n the Agency best suited toanswerareo^uest cannot be identified, the information 

requests should be forwarded to the DHL. Using i t sabs t rac ts and indexesof all documents, 

the DI^L could performthe initial computer search in one location. Then the individual making 

the request couldexan^inethe abstracts, determine useful documents, andformula teare^ues t 

for microfiche copies to the sub^ect-matterAgency^or to DHL, if the microfiche is stored 

there^. Stringent rules governing the re^ues t s to be handled by the DHL should be drawn up; 

whentheappropriatenessof areo^uest is indoubt , it should be forwarded to the Agencies 

immediately. 

97. The procedures would thusallow appropriate levels of document decentralisation, while 

providing foracent ra l i^edclear ing-house for the initial processing of inforn^ation search 

requests. 
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F. recommendations for system implementation 

98. Implementing the proposed concept for the T&S information sub-system, f i rs t to support 

theUNDOO, and then to build toward the longer-term goal of the full network of NDO's and 

fully computerised operations, involves four steps; 

^ developing within each Agencyacomprehensive list of technical repor t scover ing 

completed projects financed by UNDP and Agency regular progran^mes o n a 

country-by-country basis; 

^ establishing documentationco-ordinatingcentresand starting operationsdescribed 

inparagraphs77-82; 

^ providing for the development of machine procedures in all Agencies; 

d̂̂  strengthening the inter-Agencygroup to increase co-ordination and standardisa­

tion; 

ê̂  assisting developing countriesin the establishment of docum^entationcentres. 

99. The office of the resident representative should keep an up-to-date andcomprehensive 

list of all development activities recently completedorbeing carried out in thecountry in 

order to help theUNdevelopn^entsystem^countryteamtoplancountryprogramn^es. He 

should ut i l i^eal l possible sources ^e.g.. Agency r epo r t son operations not financed byUNDP, 

bilateral programmes, other inter-governmental programmes, e tc .^to help h i m t o b r i n g the 

list up t o d a t e a t least once each year. 

100. The documentation co-ordinating centresshould be established so that theUNdevelop-

ment systen^canbegintoreceivethebenefi tsofn^oreuniform^cataloguingandof fewer cata­

loguing points. .UNDP should partially or fully finance these centresand its management 

and Information Systems staff ^ISS^ should collaborate closely with t h e ^ o r k i n g Party on 

Indexing on thedesign of their procedures. If fully financed by UNDP, the centres should be 

assigned as uni tsoftheadministrat ivestaff or of the management and Information Systems 

staffofUNDP. Alternatively, if only partially financed by UNDP, the centres might well 

report to the UN Secretariat. 

101. To encourage Agencies without computer-assisted systems to developcompatible 

systems, UNDPmight partially finance such efforts^- e.g., for that portion which applied to 

reports fro^nU^DP-fmançed projects. Provision should be n^ade for Agencies without 

computers to use existing computer facilities ^e.g., the DHL's facilities in N e w a r k , 

UNFSOO's in Par i s , ILO's or ^ H O ' s i n Geneva, lAFA's in^ ienna , FAO's in^ome^ . In the 

interim, UNDPshould ensure that reports f romthoseAgenc iesa re abstracted and placed in 

the DHL system. 
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102. T h e ^ o r k i n g P a r t y o n Documentation and Indexing, augmented by^IISSsystems 

analysts, should moveswiftlytowardstrengthening co-ordination andco-operation among 

Agenciesinthedevelopn^entof newsysten^s. Thisgroupshouldconcentrateondeveloping: 

^a^microfiche standards; ^ standard indexing terms and methods; ^ abstracting format 

standards; and ^ con^puter and programming standards. 

103. As requested bydeveloping^Iember States, UNDPshoulddraw upon the experience of 

theUNFSGO technical andscientific documentationcentresin helping toestabl ishNDG's . 

National l ibraries or someformof documentationcentres exist in approximately half of the 

countries whereUNDPoffices arenowlocated. Upon request, theseexist ing facilities might 

beexaminedand, if consistent with the country's development plan and strategy, those that 

prove capable of making an importantcontribution might bereinforced with additional staff 

or facilities throughaUNDP-assis ted project. ^ h e r e no such potential NDGexists, informa­

tion should be furnishedonNDG costs, benefits, and functions, if countriesreo^uestsuch 

inforn^ation. Then, as appropriate, projects for the i r establishment maybe considered in 

the country progran^me, or poss ib lyonasub- reg iona l or regional basis. 

1^. FGONO^HG AND SOGIAL INFORMATION SU^8-S^STF^I 

A. Introduction 

10^. Section Ilof this chapter provided thebroadout l ineof an informationsysten^concept 

to support the functioning of theUNdevelopn^entsysten^and identified several broad typesof 

information required for sound planning andefficientn^anagement throughout a l lphaseso f the 

UNDGG^country programme, project forn^ulation, in^plen^entation, evaluation, and follow-up^. 

One of thesewas defined as Fconomic and Social ^F&S^ information. In th issec t ion , a con­

cept is presented forbui ld ingasub-sys ten^to collect, process, and provide thateconomic 

and social information-D primarily statisticalcollections, secondary status arrays, and 

interpretative analyses-^ asneededindevelopingcountry programmées andforsec tora lwor ld 

strategies. 

105. Here, again, the Gapacity Study was guided by the overallconcepts enunciated in other 

chapters. The concept having greatest relevance for th issub-system is thecountry approach 

to programming. Successfulconduct ofthe country approach requires up-to-date economic 

and social information, b a s e d o n a c o u n t r y framework, and usable for other purposesbya l l 

the Agencies which make up theUnited Nations development system. 

106. This section will: 

- identify the reo^uirementsfor economic and social in format ions support the activities 
oftheUNDGG; 

- descr ibe theproblems encountered in meeting thosereouirements with existing in­
formation systems; 
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-p ropose an information sys temconcept tosa t i s fyF&S information needs; 

- outlineprocedures for collecting, processing, anddisseminating information under 
theproposedconcept; 

- presentrecommendations for implementing it. 

13. Fconomic and social information requirements 

107. Fconomicandsocial information is neededprimari ly in the country programmephase 

oftheUNDGG^i.e. , during the periodic development of theUNDPcount ryprogrammeand 

during the annual reviewof the country programmed iy It is to support these programming 

activit iesbyUNDP that an improved F&S information sub-system isbe ing developed. However, 

economic and social da t awi l l a l sobe used for evaluating projects and programmées and for 

numerousactivities carried out by: ^ the country's own planning experts in formulating the 

country'sdevelopmentplan; ^2^United Nations Specialised Agencies and other bodies, such 

asUNGTAD, in developing indicative world s t ra tegiesand in carrying out research and report 

work; and ^ o thera idagenc iessuchas theOFGDDevelopment Assis tanceGommit teein 

their development activity analyses. 

108. ^eo^uirementsforeconon^ic and social inforn^ation must be defined in threedimensions: 

â̂  Organisational- whoneeds the informations 

^ Time hor izon- what time period is covered^!, е., past, present, or fu tures 

^ Information h a r d n e s s - t h e e x t e n t t o w h i c h estimates must be used to supplement 

o r f i l l g a p s i n b a s i c s e r i e s . 

In the sections that follow, information requirements are identified as needed by: 

^ theUNdevelopmentsys temcountryteam; 

^ UNDP Headquarters; 

^3^ the Specialised Agencies and other users . 

^1^ requirements of thecountry programming team 

109. The resident I^epresentativeand his staff work full-time in the country, while 

Speciali^edAgencypersonnel and other personnel of theUN system, suchas officialsofthe 

regional FconomicGomn^issions, 1131̂ 0, and I^IF may work there full- or part-time, ^ h e n 

the country programme isbeing prepared or theannual review is held, such personnel and 

o l ^ ^ s w ^ u ^ b ^ ^ a l l ^ i n ^ h ^ ^ ^ n ^ w ^ 

Thesewil l all require up-to-date economicand social backgrounddata both for programming 

within the context of regional andworldwidetrendsand for theannual reviewof the country 

programme. ^oth the country and the team need the information to ident i fy thecountry ' s 

iy ^ h e n the country programme is described a t a h i g h level of abstraction, the first steps 
informulat ingapro^ect ^i.e., identifying and describingapro^ect^ are considered p a r t o f the 
country programme phase of theUNDGG. 
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current economicposi t ionandprospects . Then, by assessing thegapbetweencurren t status 

and the country's objectives, as well asdeterminingavai lableresources to close thegap, the 

government and the t e amcan identify the critical leverage areas for the allocation of UN 

development system resources. 

110. T o c a r r y o u t i t s assigned tasks, the country team needs up-to-datebackground informa­

tion, including 

^ Analyses of thecountry 's economic andsocialcondit ionD gross national product, 

population, pr ices , production, government financialcondition, balance of pay­

ments, human and natural resources. 

^ Analyses of thecountry 's development objectives andplans, the ma^or obstacles, 

its principal assets , and its own strategy and aspirations regarding prod^^tion, 

consumption, and investment. 

^ Arecord of the country's past performance in carrying out i t s s t ra tegy and 

achieving previous objectives. 

^ Projections, or forecasts, of somecountry sectoral development data ove ra 

reasonable planning hori^onD normally five y e a r s ^ to cover the scope of the 

country'sdevelopmentplan. For some purposes, longer-term projections will 

bereo^uiredtocover factors, sub-sectors, or sectors which require longer-term 

t r e a t m e n t s e.g., population or forestry. 

ê̂  Further detail or informationonspecialcountryfeatures-^ e.g., data on regions 

or sections which mayhavesuchdis t inc t ly different econo^nicprospectsorprob-

l e m s d u e t o p a r t i c u l a r geographical or clin^aticconditions. 

^ Lists of pre-investn^ent activities and results-^ recent, actual, or expected; 

^ An identification of trade and aid opportunitiesand their probable impact. 

^ Inform^ationontheproblen^sof mobilising resources, external debt prospects, and 

the record of credit repayment. 

^ Sectoral information-^including country data in the broader context of the regional 

and world situations and prospects. 

111. This information is largely analytical and interpretativeand, asnotedelsewhere , 

would need to b e a s s e m b l e d f r o m a w i d e v a r i e t y o f sources. Theseana lysesshouldbe 

developed within the contextof the trends and projections for theregion and the world, ^ i t h 

suchabackground, the country team should beable to identify ma^or conflicts between the 

country's aspirations as expressed in its national development plan and the future conditions 

postulated in the projections. Having identified the problems, the country t eamcan advise the 

governn^ent how to plantheprogra^nme of co-operation to be requested fromUNDPand possibly 

other componentsof theUNdevelopn^ent systen^ in suchaway as to obtain the optin^un^ 

contribution tothecountry 'sdevelopment . To bolster the effectiveness of the country pro-
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gramme, and if requested by the government, the country t eamcou lda l so iden t i fy the l eve l 

and type ofother forms of a s s i s t ances .g . , bilateral^. This wouldenable the country team 

and the government to design theUNDP-financed programme in the context of the probable 

effect of assistance from other sources upon the country and itsdevelopment plan, as well as 

upon the UNDP programme itself. 

112. Ideally, such analytical information shouldeventually flow regularly f romthe various 

elements of theUNst ruc tu re for development co-operation. ^ut, until the F&Ssub-system 

isdeveloped, it is o^uitelikely that theassen^blyof such informationwouldreo^uirepreparatory 

assistance in the forn^ of investigations, surveys, research, data checking, interpretations, 

and the like. 

^ Headquarters requirements 

113. At UNDP Headquarters, the Administrator must provide funds to supportUNDP p r o -

gramm^ingactivitiesin the developing countries within the constraints of overall financial 

resources. In support of the programming effort in the field, headquarters n^ust perform 

the following tasks: 

â̂  formulate policyguidelines for selecting the objectives t o b e supported and for 

selecting specific projects; 

^ formulate indicative planning f i gu re s^o rde r s of magnitude^^for each country 

inwhichUNDPoperates ; 

ĉ̂  identify regional or world projects whichcould serve manycountries. 

11^. To accomplish his key function in this p h a s e d developing aneo^uitabledistribution of 

funds^ the Administrator must view the country i n a g l o b a l context. Thus, the Administrator 

requires aggregate information a t a h i g h e r l e v e l , s o t h a t h e m a y e s t a b l i s h a c o u n t r y ' s p o s i t i o n 

in the world. Indecidingontheopt imumdistr ibut ion of resources, the Administrator should 

have a sabackgroundan assessment of the country's economic status and its ability to utilise 

assistance. Asaconseo^uence, he will need the following information: 

^ worldwide statistical series of economic development indicators; 

^ interpretations of worldwide pro^ectionsand t r e n d s ^ sectoral andoverall ; 

^ evaluationsof country plans-^particularlyof internal and external resources 

a v a i ^ b ^ ^ i n a w o r l d w i d e context which will help to identify opportunities for 

potentialco-operation or conflicts in overall development programmées. 

115. To facilitate the discharge of these functions, the country data must be built up within 

asystematic frame of reference in order topermi t integrations andcompar i sons ina reg iona l 

and world context ^seeGhart 6 . ^ a n d p a r a g r a p h 3 ^ . 
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^ ^eo^uirementsof Specialised Agenciesand others 

116. Theinformationdevelopedforthe Administrator should be made available in appropriate 

fo rmto the country'sown planning ministry, to the country programming team and to the 

Specialised Agencies. In this way, thoseorgani^ations can operate within the same frame of 

reference as the Administrator. Information developed by, or for, thecountry team should 

also be made available to the Specialised Agencies and too the rUN bodies involved in 

country programn^es. Such inforn^ationshouldassist the Agenciesin their internal planning 

activities D includingdeveloping indicative world strategies and m^aking initial estimates of 

reo^uirementsfor carryingout their regular programn^esas well asUNDP projects. 

G. Problems in existing information systems 

117. Although much information on economicand social f ac to rs i s now being generated, not 

all identified n e e d s a r e y e t b e i n g met. In large part, p rob lemsar i se because existing data 

collection systems are managed by numerous Agencies, each with its own interestsand needs. 

Thus: 

- data are difficult toclassify or to compare; 

- information is oftenout of date; 

- gapsininformationcoverage exist; 

- datadissemination methods are inadequate; 

- insufficient interpretative information is supplied. 

In the sect ionsto follow, t h e s e p r o b l e m s a r e discussed in greater detail and some recent 

attempts to solvethem aredescr ibed. 

^ Illustrative problems 

118. Sectoral datacollected by Specialised Agenciesaresomet imes inconsistent, and there­

fore a re not easily analysed. I n s o m e c a s e s , they even conflict. For example, the balance 

of production and trade may conflict with consumption. ^ h i l e data classifications within 

subject fields have done much to ensure consistency amongcountry statistics, classifications 

are not always comparable from one subject-matter field to another. Thus, it may be 

possible to compare the t radeofdifferentcountr ies but not t o r e l a t e trade and production 

withinacountry, and because data aregatheredbyAgencies within their fields of interest, 

individual sources often disagreeeven when overlaps exist. Different Agencies sometimes 

usedifferent estimates of population and national accountingaggregates and, as a resul t , 

futurepro^ections are not always comparable. ^ l u c h w o r k n e e d s t o b e d o n e i n t h e c a r e f u l 

assessment and interpretation of data before the results of the labor iouscol lec t ionandcom-

pilation c a n b e p u t t o u s e a n d i n t e r p r e t e d a t t h e c o u n t r y l e v e l . 



251 

119. Two aspects of the timing of data collection present difficulties in using the data. 

Firs t , overall inforn^ationcycles^from^collection in the country t o r ev i ewandproces s ing in 

the Agencies and thence to circulation or publications often involve two- to three-year delays. 

I n somecase s , t h e c y c l e i s even longer. Thus, data are often out of dateby the t ime they 

reach the use r s . i y Second,data gathered by different Agencies are collected for different t ime 

periods and published with varying freouencyD further complicating the taskof comparing 

information. 

120. Specialised Agencies collect information relating to their subject-matter fields. 

because not all subjects arecovered by the con^bineddata collection activities of the Agencies, 

and for other reasons, importantdata gaps exist that are difficult to fill at central pointsof 

data assembly. For example, there a resomet imes significant amountsof unrecorded trade 

transactions, a n d t h e r e a r e l a r g e g a p s i n p r o d u c e r , input, wholesale, and retai l pr ices . 

121. Inadequate dissen^ination of information has resulted in insufficient awarenessof the 

information available, andexisting systems do not facilitate retrieving data b y c o u n t r y ^ a 

prime need under the programming procedure recommended by the Gapacity Study. because 

n^ost secondary ar rays are organised by topic or subject, assem^blingal l re levantdatafor a 

specificcountryis atime-consuminganddifficult^ob. 

122. Finally, current systems of collection, processing and dissemination are primari ly 

oriented to o^uantitativestatistical data, not to evaluationsor analyses. moreover, the inter­

pretations and analysesdeal mainly with past trends, and insufficient attention hasbeen given 

to developing present-situation and forward-planning data. Thus, existing systemscannot 

provideadeo^uatelyfor the extensive interpretative dataand relevant forecasts called fo rby 

the Gapacity Study recommendations. 

123. There are manyother specific data gapsand problems, but the five ^ust described 

represent the n^ost pressing. Thus^ theproposed system for economic and social data must 

overcome them. Some attempts at improvement havebeen made, however, and they are 

discussed in the following paragraphs. 

^ Gurrent improvement efforts 

12^. TheUNsys tem, as awhole, hasrecogni^edsom^e of the problems involved in provid­

ing economic and social data. At this time, activities performed in three organisational units 

are helping toal leviate some of those problems. because these activities bear direct lyon 

iy For factors rare ly affected by ma^or annual fluctuations-D such aspopulation or 
education s ta t i s t ics^- the timing problem is not serious. 
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thesys temconcept proposed, the roles of the un i t sconcernedare described in some detail 

here. They are: 

^ t he ro l e of the variousorgam^ational units in the Department of Fconomic and 

Social Affairs ^FSA^; 

^ the role of the UN Statistical Office ^FSA ;̂ 

ĉ̂  t he ro l e of Agency statistical offices. 

125. var ious organi^ationalcon^ponents within FSAarerespons ib le for pulling together 

econon^ic analyses whichUNDPcan use in developn^ent planning. For example, theGentre 

forDevelop^ment Planning, Projections and Policies ^GDPPP^ is constructing worldeconomic 

growth models and preparing t h e ^ o r l d F c o n o m i c Survey, which analysestheworldeconon^ic 

situation. ^Although these models may be of use at the headquarters level, theywouldprobably 

have re la t ive ly l i t t l eva luea t the countrylevel.^ The secretar ia ts of the regional Fconomic 

Gommissions carry out studies andanalyses within theirgeographic sphere. These groups, 

plus other economicgroups within FSA, provide some basis for establishing economic 

analyses and projection functions at the headquarters level. 

126. TheUNStatist icalOffice is primarily responsible for co-ordinating statistical activities 

in theUni tedNat ionssys tem. Specifically, the UN Statistical Office is responsible for 

^. .^ publication of statistics . . . maintenance of close contact andco-ordinationwith national 

governments o n . . . submission of statistical data, analysis and publ ica t ion . . .^ 1̂  

127. TheUNStatist icalOffice has undertaken many activities designed to improve the 

co-ordination of statistical activities in theUNand toservedevelopn^ent needs n^ore effective­

ly. It has taken the lead in the computerisation of many key ser ies , such as trade statistics. 

It has stimulated theimprovement of statistics in the developing countries ^inco-operation 

with Specialised Agencies^ and made recon^n^endations on the outlinestatistical series to be 

used bydeveloping countries in their econom^icand social planning. 

128. Agency statistical offices have constitutional responsibility for primary statistical 

collections in their subject-matter fields. In addition, Agenciesare taking steps to assemble 

^country profiles^ -^i .e . , standardgroupingsof data about each country to aid in country pro-

gramn^ing. The country profiles can be made available to other users . beyond this, by 

developing indicat iveworldstrategies . Specialised Agencies have developed forecastsof 

sectoralworldcondit ions which also p rov ideabas i s for country programming. 

1^ United Nations, Statistical Research and Publications, Annexai to the thirty-fourth 
report of the AGG^doc. F ^ 8 6 ^ A d d . 2 o f 2 ^ u l y l 9 6 8 , para. 2^. 



253 

129. Thus, potentially, theUNdevelopment system has the mechanisms and the institutional 

framework for gathering, collecting, processing, and publishing primary and secondary 

economic and social data, andexpertise also exists within t heUNsys t em for preparing appro­

priate analyses, interpretations and forecasts. Thep rob lemhass imp ly been the lack of 

concertedeffort tobring that potential together in order to ut i l i^eandim^provetheavailable 

F&S data for more effective overall operational policy, planning, and performance. 

D. Fconomicandsocial information sub-systemconcept 

130. The concept for the collection, analysis, and dissemination of economic and social 

data must satisfy twokey criteria. Firs t , thesys tem must primarily serve the country 

programn^ing tean^ in the processof developing and in^plen^entingUNDPcountry programmes. 

Thus, first and foremost, thesys tem must haveacount ry orientation. within this framework, 

consistencyof disparate subject-matter areas, such as trade andproduction, would result from 

theuseof acountryfran^ework. 

131. Second, the information system must view theUNdevelopment system as an integrated 

organisation and thus mus tbu i ldonexis t ings t reng thsandexper t i se . Accordingly, the 

information systemconcept must not involve the duplication of the presentUNcapabi l i t ies in 

the econon^ic and technical fields. 

132. Although these twoguidelines are crucial to the development of aneffect ivesystem, 

other considerations shapethe proposed system. The system must support users other than 

the country teameven though that team may be the primary user. Thecountry itself, UNDP 

Headquarters, the Specialised Agencies and other UN bod iesDas well as other bilateral and 

multilateral aid organisations^-would be sources and use r so f the information. Although the 

United Nations system in this context is to be seen as as ingle information system, it may be 

necessary, in order to obtain the neededcountry information, to drawon other bodies which 

a r e a ç t i v e i n t h e field of international statistics. In some cases, it may be necessary for 

UNDPtostimulate, or take the lead in initiating, work to build up information on neglected 

areas in whichUNDPhas an unfulfilled requirement. 

133. In thel ight of these guidelines andconsiderations, the systemconcept must establish 

an organisational focus; be capable of offering reasonable incentives; pul lcurrent improvement 

efforts together; elimina^tegapsandinconsi^tenoies; andmake some organisational chang^sto 

bring the economic and social information effectively to bear on the UNDGG. The proposed 

sub-systemconcept res ts on three design principles: 

^ reliance on historic statistical series fo racoun t ry framework and f o r a m o r e 

general information framework, both maintained by sub^ect-matterAgencies 

^including the United Nations and i t s re la ted bodies^; 
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^ provision foracountryframeworkes tabl i shed and updated at the countrylevel; 

^3^ utilisation of a c e n t r a l analysis and interpretationcapability. 

Fach design principle is discussed in turn. 

^ re l iance on historical statistical series 

13^. The historic statistical series maintained by the Specialised Agencies would provide 

thebas i s for agenera lana ly t ic fran^ework. The series would be used forbasic research 

intolong-term changes and wouldprovideafoundation for current analyses and long-term 

pro^ect ionsinanappropriateplanninghori^on. Gurrent organisational arrangementsfor 

collecting and publishing these data shouldcontinue. However, tosupport the proposed 

systems concept, the Agenciesshould build, o rmakeavai lab le , additional services for: 

^ performing analyseson, and providing interpretations of, the data; 

^ formulating subject-matter policy; 

ĉ̂  developing longer-term projections to support programming and planning. 

^ Provision of country framework 

135. T o b e fully useful at the countrylevel, economicand social data must beselectively 

upda tedandin te rpre teda t that level. ^lany governments are doing this now for their own 

purposes, butnowhere is the rebrought toge therabody of data for the developing countries, 

revised, processed, n^atchedtoregionalandglobaldata , and presented in theformsneeded 

bytheUNdevelopment system. It isproposed that this task beaccon^plished throughco-

operat iveworkingrelat ionshipsled by thel^esident representat ive and supported by f ielder 

regionalpersonnel of the Specialised Agencies and theUNand its related bodies. 

136. Fachyear , unless it hasbeen done adequately by the country itself, the country team 

should br ingkey statistical data up to date, make short- termpro^ect ionsand develop esti-

^mates at the leve lo f detail required. methods for obtaining data may vary; adhocapproaches 

may b e a l l that i sposs ib le in som^e cases; considerableadvancesurveys, analyses, and 

research may prove worthwhile in others. The latest annual information should be used until 

the corresponding primary statistical s e r i e s a r e revised later in theUNDGG. ^h i l ecu r r en t 

staffs may be able toaccomplish the required revisions, additional personnel may be needed. 

^3^ Gentral analysis andinterpretationcapability 

137. The country team utilising and updating information at the countrylevel must be 

supported byaheadc^uartersanalysis and interpretation staff. This staff would receive the 

informationcollected by the country programming team, including sectoral information 

furnished by Specialised Agencies, andwould: 

â̂  analyseand evaluate the information received; 

^ prepare, or arrange for the preparation of, consistent regional and worldwide 

forecasts and assessments; 
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^ maintain the historical country framework f rompr imary statistical ser ies 

collected by the Specialised Agencies for u seby the country team and theUN 

Agencies in programming; 

^ provide analysesand interpretations for the Administrator to use in reachinga 

reasonable distribution of funds; 

ê̂  provideguidance to the country team for updating the country framework at the 

countrylevel. 

138. The information systems concept proposed here i m p l i e s a s h a r p turn away f r o m c u r -

rentmethodsand approaches. For example, the long-term goalwould be tohave data revised 

annually at the countrylevel; projections would be made to support programming; a n d a m o r e 

consistent level of analysis and interpretation would be built into thesys tem. However, the 

systemsconceptal lowspresent organisational units to perform the required tasksalthough 

somechanges^such as provision for the experts of the regional Fconomic Go^nmissionsto 

contributed-would be necessary. ^lorei^nportantly, the proposed systems concept would 

provide data at the countrylevel i na fo rmwhich , both in itself and within the context of 

international dataand projections, would aidcountries in their development planning. 

F. Procedures for operating theproposed system 

139. The overall systemsconcept and information flow are illustrated inGhart 6.7. This 

shows the country as the starting point, the focus, andtheendpoin t of all activities. It is 

in thecountry that prim^ary subject-matter col lec t ionsofs ta t i s t ica lda tawouldbegenera ted , 

audit is in the country that the datawould be finally used. 

1^0. Data generated in countries should flow to the appropriate Specialised Agencies, ^ h e r e 

data received fromcountries are incomplete, it would be the responsibility of the Agencies to 

work with the resident representative and select unofficial sou rceso r to arrange for the 

preparation of estimates, perhaps through their field staff. The definitions, s tandardsand 

methods for collecting statistics would s t i l lbedeterminedbyAgency statistical offices and 

divisions and by the UN Statistical Office. 13y using data compiled for their own areas of 

responsibility andda ta f romtheUNSta t i s t i ca l Office on general questions ^population, national 

accounts^, the Specialised Agencies shoulddevelop Agency sectoralpolicy, world strategies 

and longer-term projections. Thes^data, p r ^ s ^ n t ^ o n a s t a n d a r d i ^ e d b a s ^ should flow 

to UNDP Headquarters staff for further analysis and compilation. 

1^1. AtUNDPHeado^uarters, thestaff should use the data tocons t ruc t the historic country 

fra^nework and trends, develop overall policyguidance, and assess thereg iona land world 

implications of trends and projections. These elements should also be used by the country, 

the Specialised Agencies, the country team, and other aid agencies. To make these analyses 

complete, headquarters should arrange for the orderly f lowofworldwidestat is t icsfrom 
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relevant sources outside the UNsystem. because many of theseanalyses will involve mani­

pulating andprocessing quantitative data, UNDP Headquarters should transmit its processing 

requirements to the InternationalGomputingGentreand use theGentre ' s services toperforn^ 

the actual processing. 

1^2. Thema^or systen^steps cursori lydescribed above involve primarily theflow of 

statistical data and the construction of historical statistical s e r i e sby means of well-structured 

procedures. However, dataflowsforinterpretat iveinformation are based on ad hoc 

procedures. Interpretative data may originate in the country, in the preparation of 

the country development plan, and in annual reviews of the country programme. Fach 

year, the res ident representative and his s t a f f s aided as necessary by Specialised 

Agency staff at the country levelDshould revise relevant portions of primary 

statistical ser ies in selected subject-matter areas , which may b e a t levels below the primary 

statistical ser ies . S o m e s e r i e s m a y n o t b e cons idered^ , g., whenannualchanges are not 

useful or necessary^. Documentscontaining historic F&S data and published or unpublishable 

interpretations should be catalogued, analysed, abstracted, indexed, stored, anddissen^ina-

ted in the same manner as T&S information^Ghart6.6 and paragraphs 80 t o 9 7 i n Section III 

above^. 

1^3. The updating of interpretative da tawouldbebased on personal knowledge of the 

countrygainedfromcontacts with ministryofficials in the countries, fron^ technical experts, 

f romtechnica landsc ient i f ic repor ts , and fromobservation of the country programn^e 

operations. Headquarters staff must provideguidance for this work in the country toensure 

consistent frameworks. 

1 ^ . These statistical revisions formone part of the annualcountry review. Gountry 

development plans, UNDPprogrammes, Agency programme,not financed by UNDP, other aid 

agency plans, andon-the-spot interpreta t ionsoftheeconomic situation formanother part. 

Together, thesegenera te the total flow of infornaation to the head^uartersstaffofUNDPand 

theSpecial i^ed Agencies for interpretation and review. From information transmitted, 

heado^uartersstaff should p r e p a r e a c u r r e n t country framework and reassess the regional and 

world implications of country plans. These elements, plusearlierheado^uartersstaff 

analysesof regional and world projections and other information, formasignificant portion 

of the information frameworkof the annual country review at thecountrylevel . 

1^5. The procedures ^ust outlined describe only the ma^or flows of information; they do not 

provide for the flowsneeded for detailed operationof thesystem. moreover, the flows are 

describedonly in terms of thefourma^or informationusers: thecountry; the country pro-

gramraingteam; UNDPHeado^uarters; and the Specialised Agencies. Detailsand flows for 

other users should be workedout subsequently within theconcept prescribed. because so 
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much of the F&S information required would bebasedon interpretations, projections, e tc . , 

it is not likely that the flow can be fully regularised. Therefore, it would be essential 

forUNsystem^personnel involved in theseact ivi t ies to becon^e thoroughly versed in what 

is , andean be, madeavailable and to use ingenuity and imagination in utilising it. 

F . I^ecomn^endationsfor system im^plen^entation 

1^6. In order to implement the systems concept and relatedprocedures described in 

preceding sections, the following s t e p s a r e required: 

^ providing an organisational focus for developing and maintaining the F&S 

information system; 

2̂̂  providingUNDPHeado^uarters w i thaProgramme Policy staff l^for^ 

inter alia, econon^icanalysis, interpretation, and projection; 

^ modifying Agency systen^s to provide consistent projection and analysis 

information; 

^ building up capability at the countrylevel to rev i se and use the country 

framework; 

^ providing financial support, if necessary, for Specialised Agencies. 

Fach step isdescr ibed in more detail in the following sections. 

^1^ Providing anorgani^ational framework 

1^7. As recommended inGhapter Seven, 1^ a top- leve lProgramme Policy staff is 

required to formulate overall operational policy for UNDP. Thisgroup, with help from the 

UNDP regional bureaux, ^ should b e a b l e t o g u i d e country t eamson the annual 

revision of the country framework. The information systemsdesign and maintenance 

capability should be located separately in the^Ianagen^ent and Information Syste^ns 

staff responsible for information needs inUNDP: This staff group should work with 

theProgrammePol i cy staff in developing specifications of requirements for 

information processing and documentation. They should arrange with the International 

Go^nputingGentreand with the Specialised Agencies tosa t i s fy theprocess ing require­

ments, as indicated in p a r a g r a p h i a ! above, and with the Dag Hammarsk^oldLibrary 

and Agencies for thedocu^nentation as indicated inpa ragraph l^2 . 

1^ See Ghapter Seven, paras. 103-106, foradescr ip t ion of this unit. 

2^ See Ghapter Seven, para. 91, foradescr ip t ion of these bureaux. 
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^ Providing analysis andinterpretationcapabili ty 

1^8. AUNDP Headquarters evaluation and analysiscapability is required to integrate 

and interpret Agency andcountrydata. Thiscould be provided in part by GDPPP, by 

other units of FSA, andbythel^egionalFconomic Gon^missions. ^ut overall responsi­

bility for perforn^ing this function on behalf of the Administrator shoulddevolveon 

theProg rammePo l i cy staff. It shouldoffer the leadership necessary to ensurethat 

UNDP's requirements are n^et and thusprovide theAdn^in is t ra torwi thas ingle unit 

t o w h i c h h e m a y l o o k f o r effective dischargeof the responsibility. 

^ modifying Agency systems 

1^9. The Agencies must take steps to providepro^ections, interpretations, and analyses 

o n a s u b ^ e c t - m a t t e r b a s i s i n support of theproposedsub-systemconcept . This reo^uire-

n^ent may involve reallocatingstaff, and, in some cases, acquiring additional staff. 

moreover. Agencies may be required to accept responsibility for gathering, at the 

countrylevel, provisional informationof common interest tocountry team members. 

This function, when assigned, should be subject to theoveral lco-ordinat ion of the 

resident representative. 

^ building an updating capability in the country 

150. resident I^epresentativesinthefield should strengthenthe necessary working 

relationshipswith Agency andcountry personnel in order togather and use country 

data. This s tepcan begin immediately, and the in fo rma t ioncanbeuseddur ing the 

country programme phase of theUNDGG. In the long term, technical ministries in 

thecountry should b e e n c o u r a g e d t o r e v i s e t h o s e a s p e c t s o f the country framework 

whichcan be filled in from materialcollected by their departments. 

^ Developing arrangements for financing F&Sreo^uirements 

151. Garrying out the procedures for datacollection, processing, and dissemination 

called for by the proposed sub-systemconcept would reo^uireasignificantefforton the 

part of the UN Statistical Office, thelnternationalGomputingGentre, and the Specialised 

Agencies. It is the Gapacity Study'sinterpretation that these units are chargedwith 

this responsibility now. It follows that if UNDP makes itsreo^uirements known, 

these offices and Agencies shou ldmee t themoutof their regular budget resources. 
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Assuming that operat ional act ivi t ies a r e granted the high p r io r i ty t h e G a p a c i t y Study 

a s c r i b e s to them, those offices and Agencies might have to adjust the i r p r e sen t work 

p r i o r i t i e s to meet the F&S needs of UNDP, although it should be recognised that all 

would benefit f r o m t h e p r o p o s e d c o n c e p t a n d p r o c e d u r e s . Despi te th i s , i t i s r e c o g ­

n ised that some augmentation of Agency budgets may have to be a r r anged . 

^ . OPF^ATIONAL AND AD^INISTI^ATI^F INFORMATION SU^8-S^STF^ 

A. Introduction 

152. In the two preceding sec t ions , concepts for two components of an informat ion 

s y s t e m designed to s u p p o r t U N d e v e l o p m e n t co-opera t ion act ivi t ies w e r e p resen ted : 

^ the economic and soc ia l^F&S^informat ion s u b - s y s t e m , and 

^2^ the technical and scientific^T&S^ information sub - sys t em. 

^ o t h sub - sys t em concepts were designed p r i m a r i l y to provide informat ion t o s a t i s f y 

r e q u i r e m e n t s to support the p r o c e d u r e s a n d organisa t ion of theUNDevelopm^ent 

Go-opera t ionGycle . However, t h e p r o p o s e d s u b - s y s t e m s w o u l d a l s o m e e t needs 

extending far beyond t h e c y c l e ; they should a l s o h e l p to satisfy the informat ion 

reo^uirem^ents of governments , of Specia l i sed Agencies with r e g a r d t o r e g u l a r p r o ­

g r a m m e act iv i t ies , and of u s e r o r g a m ^ a t i o n s a n d individuals outside t h e U N s y s t e m . 

153. Adif ferent approach wasfo l lowed in d e s i g n i n g a c o n c e p t for opera t iona l and 

adminis t ra t ive^O&A^informat ion . F o r th i s component, efforts were l imi ted to 

formulat ion of a s u b - s y s t e m to support theUNDGG because the cycle i tself i s the 

p r i m e r e s p o n s i b i l i t y o f the Admin i s t ra to r , and through the i r par t ic ipa t ion in it, 

o the r organisa t ions a r e respons ib le to him. The Gapacity Study i s c o n v i n c e d that , 

with the co-opera t ion of al l organisa t ions i n t h e U N s y s t e m , t h e r e c o m m e n d e d O & A 

s u b - s y s t e n ^ c o u l d b e e x t e n d e d w i t h l i t t l e d i f f i c u l t y t o c o v e r all other opera t iona l 

a c t i v i t i e s o f t h e U N d e v e l o p m e n t sys t em, and eventually, a l l non-opera t iona l 

development co-opera t ion a c t i v i t i e s a s well. ^SeeGhar t6 .2 .^ 



260 

15^. In th issec t ion , it is proposed to: 

- identify O&A information requirements; 

- discuss problems inexistingO&A information and outline current efforts to 

resolve them; 

- proposeaconcept and procedures toprovideO&A information; 

- present recommendationsfor implementing theconcept. 
13. Operational andadministrativeinformationreo^uirements 

155. The effective functioning of the five UNDGG phases ^seeGhart 6.3^ requires the effi­

cient managen^ent ^ of programmeand project operations, and^2^ oftheadn^inistrative 

activities which support progran^^ne andpro^ect operations. Thecharacter is t ics of these 

activities detern^ine the operationalandadnainistrative information needsof theUNdevelop-

ment system^. Fach activity is considered in turn. 

^1^ Programm^eand project operations 

156. To manage programme and project operations efficiently requires the effective plan­

ning andcontrol of avar ie tyof activities which, in turn, establish two byroad typesof informa­

tion requirements. Ghart 6.8 showshowplanningandcont ro la re^e la ted to e^^hph^^eof 

thecycle . 

157. Operationalplanningbegins with development of the country programante, the first 

phaseof the cycle, andextends through project forraulation and slightly intopro^ectin^plen^en-

tation. Feedback information is received from all phases of the cycle to correct and adjust 

operationalplanning; replanning goesoncontinually. 

158. Thekey information requirements of operational planningactivity, as shown inGhart 

6.3, includeoutputs from the country programmeand project formulation phasesoftheUNDGG, 

e.g., resources ^financial and hun^an^ available for programme development; statements of 

basic and interpretative economicandsoc ia lda ta toass i s t inprogrammeplann ing ; country 

programmestatements outlining the resources committed by theUNdevelopment system, 

country by country, overag ivenper iod ; prelin^inary and detaileddescriptions of individual 

development projects. These exhibits also indicate the n^a^or information requirements for 

operations planning emanating from the implementation phase of the cycle, such as key feed­

back reports indicating theprogress of previously planned andongoing programmes and 

projects ^including evaluationandfollow-upreports^. ^ i t h such information, andespecially 

the items generatedduring the project formulationand implementation phases^ planning 

activities would result in terminationofwhointends to dowhat, when for individual projects 
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and country programmes. These plans would lay the base for later determining (a) whether 

what was intended has been (or is being) done and (b) if not, what were the causes of poor 

performance. 

159. Operational control activity begins during the overlap between project formulation and 

project implementation and continues through assessment of results and follow-up. The 

purpose of operational control i s , above all, to measure the progress of programmes and 

projects against established time, cost, and technical milestones and to feed information back 

into this process. Operational control thus provides the base for subsequent assessment of 

results and planning. The key information requirements of control in the implementation 

phase of the cycle include: 

(a) project review or status reports measuring progress against the targets set 

in project descriptions; 

(b) project technical reports transmitting substantive findings and results; 

(c) Resident Representatives' reports enabling headquarters to undertake 

continuous assessment of the country's situation affecting the project and to 

monitor project follow-up. 

(2) Programme or administrative support 

160. In addition to managing programmes and projects, UNDP and other organizations 

involved in development co-operation conduct a variety of administrative activities which 

provide general support for programme and project operations. These support activities 

must also be managed, i.e., planned and controlled. Their relationships to the UNDCC are 

shown on Chart 6.8. Among these administrative activities are: (a) personnel activities; 

(b) equipment purchase and supply; and (c) finance and accounting. 

C. Problems in existing O&A systems 

161. The Capacity Study surveyed UNDP, UN Headquarters, and selected Agency decision 

processes and information flows to measure their comparability and compatibility. A 

reasonably comprehensive picture was obtained of system-wide operational and administra­

tive processes and their information requirements. In analysing survey returns, the pro­

cedures recommended for the UNDCC were compared with the corresponding procedures 

existing at present. The comparisons showed that information similar to that required to 

support the proposed cycle now exists, but it was also concluded that current problems in 

available information would prevent its immediate adoption as a full-scale O&A sub-system 

for the UN development system. The following paragraphs describe these problems and 

some improvements currently under way. 
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(1) Current O&A information problems 

162. evidence gathered fromUNDP, UN, and the selected Specialised Agenciesrevealed 

that existing O&A informationsystems were not functioning adequately, primarily because 

they did not focus uniformlyon the basic objectivesofUNdevelopment co-operation as 

recommended inCAreso lu t ion218^^^I ) . T h i s l a c k o f f o c u s h a s l e d t o a p r o l i f e r a t i o n o f 

infor^nation systems. The findings of thesurveyc lea r ly demonstrate how thisproblem 

weakens themanagem^ent of operational andadministrativeactivit ies. 

16^. P i rs t , inforn^ation prepared for the sectoral needs of the Specialized Agencies cannot 

fully support operational planning forUNDP-financed activities, especially under the new 

procedures andprocesses recommended by the Capacity Study. Por example: 

(a) One Agency combines, i n a s i n g l e r e p o r t , information related to 

(i) assessment of acountry ' s economicand social position; 

(ii) t h e c u r r e n t s t a t u s o f development co-operation activities within that 

country; and 

(iii) t he ro l e so f the components of theUNdevelopment system and the 

relationshipsbetwecnthcm. 

Theen t i r e repor t is geared to serve thespecial planning needsof that AgencyD 

not the broader needsof theUNdevelopment system. 

(b) Another Agency examinesi ts country progran^n^es at the regional levelby using 

its owncountry reports and programme directives. Thus, noindependent 

n^easureisprovidedfor choosingamongalternativeprojects. 

(c) Athi rd Agency a s s e s s e s o v e r a l l c o u n t r y n e e d s a n d r e s o u r c e s o n t h e b a s i s of 

reportsfron^i ts regional offices and headquarters technical units. It then relates 

this assessment to i ts capacity andcapabi l i ty todevelopandexecuteprojects 

solely for its own sector. 

Certainly, Agencies have special information needs, but the system-wide impact of these 

varying and unrelated operational planning efforts is a l l tooof tenawasteful duplication of 

informationcollection and analysis. 

16^. In another areaD controlling operations ^ inconsistency in generatingand processing 

project control information among the Agenciesis amajor problem. In addition, project 

control information is not channelled t o a c e n t r a l point of n^anage^nent responsibility. Por 

example: 

(a) One Agency conductsmissions to inspect all thecountry activities itperforn^s 

and toprovide help for programming t heTA component of UNDP. ^ut the full 

resul tsof those naissions, as wellastheconsiderablean^ount of pre-n^ission 

briefing documentation, are not transmitted toUNDP Headquarters. 
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(b) A s e c o n d Agency dupl icates pro jec t cont ro l r epor t ing because p ro jec t m a n a g e r s 

p r e p a r e one set of p r o g r e s s r e p o r t s f o r A g e n c y h e a d q u a r t e r s while h e a d q u a r t e r s 

p r e p a r e s a s e c o n d set f o r U N D P . 

(c) I n a t h i r d Agency, substant ive uni ts edit project r e p o r t s f r o m t h e f ie lds P^ut t h e r e 

was no indication that t h e p r o c e d u r e contr ibutes to continuous, effective p ro jec t 

control; nor did the Agency i n d i c a t e h o w U N D P w a s r egu la r ly i n f o r m e d o f changes 

or delays in pro jec ts . 

T h e r e is additional evidence that opera t ions cont ro l information flows in d i f f u s e p a t t e r n s . No 

r egu la r p rocedure exis ts to ensu re that ac tua l pro jec t r e su l t s a r e c o m p a r e d w i t h o b j e c t i v e s 

and t h a t a n y n e c e s s a r y co r r ec t ive action i s ini t iated. 

165. Inadequate information also h i n d e r s a d m i n i s t r a t i v e support p r o c e s s e s . Pu t in l a rge 

n^easure , p r o b l e n ^ s o c c u r b e c a u s e t h e s e s u p p o r t s y s t e n ^ s o p e r a t e a u t o n o m o u s l y , without 

effective cohesion. P o r ins tance , each Specia l ized Agency, as well as t h e T e c h n i c a l A s s i s ­

tance Recru i tment Serv ice(TARS) of t h e U N , main ta ins i t s o w n set of r o s t e r s and p e r s o n n e l 

f i les. P u r t h e r m o r e , t h e r e i s no uniform class i f icat ion scheme t o b i n d t h e m i n t o a c o m m o n 

s y s t e m t o s u p p o r t a l l U N d e v e l o p m e n t co -opera t ion ac t iv i t ies . T h e l a c k o f u n i f o r m c l a s s i f i -

cat ion a l so affects the b u d g e t a r y a n d f i n a n c i a l p r o c e s s e s of t h e U N d e v e l o p m e n t sy s t em. 

166. ^ a n y of the p r o b l e m s o f a d m i n i s t r a t i v e s u p p o r t information a r e a l s o caused by insuffi­

cient anddif fuse planning of opera t ions . T o i l l u s t r a t e : 

(a) P o r equ ipn^en tpu rchaseand supply, ma jo r p rob l ems iden t i f i ed include: 

(i) delays in p rocurement and d is t r ibut ion caused by i l l -def ined pro jec t 

specifications, and 

(ii) l a cko f e f f ec t iveprocedures and informat ion s y s t e m s for con t ro l l ing t he 

total stock of equipment in the field. 

(b) P o r r ec ru i tmen t act iv i t ies , t h e C a p a c i t y Study noted frequent c o m p l a i n t s o f 

inadequate p rec i s ion i n j o b d e s c r i p t i o n s for project m a n a g e r s a n d t e c h n i c a l 

project personnel . It a lso noted that the s y s t e m d i d not p r o v i d e a n y m e a n s of 

d iscover ing whether counterpar t pe r sonne l granted fellowships r e t u r n e d t o t h e i r 

ass ignment after completion of t h e i r s tudies . 

^ a n y O&A information s u b - s y s t e m p r o b l e m s h a v e b e e n recognized, however , and s e v e r a l 

improvement efforts a r e under way. 

(2) Cur ren t improvement efforts 

16^. In Section I, it was noted that s e v e r a l e f f o r t s a r e under way at v a r i o u s l e v e l s within 

t h e U N d e v e l o p m e n t s y s t e m t o s t r e n g t h e n informat ion sys t ems . Some of t h e s e e f f o r t s a i m 

e i ther t o i m p l e m e n t m e t h o d s a n d p r o c e d u r e s of document r e t r i e v a l o r t o s t r e a m l i n e t op - l eve l 

policy and p r o g r a m m e formulation. I3ut o the r s h a v e a s a g o a l t h e i m p r o v e m e n t o f t h e p r o -
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cesses of operations planning andcontrolforUNDP-financed activities. To illustrate the 

latter kind: 

(a) UNDPand the Specialized Agencies are currently developing new proceduresfor 

thepreparation and distribution of the final repor tson Special Pund projects 

executed by the Agencies; 

(b) One of UNDP's and UNPSCO'schiefefforts is to strengthen the formulation of 

project descriptions throughthe use of networkanalysis techniques, andother 

Agencies are engaged in similar actions. 

168. In addition, the work previously noted of the ACAPO^ and the UN Statistical Office 

(see Section II) is contributing to the design and implen^entation of auniformclassification 

schen^ewhichcould provide the basis for aUN developm^entsyste^nprogrammebudget. 

Pfforts such as these prov ideabroad base of experience which should be helpful in installing 

an information sys temto give direct support to theUNDCC. 

D. Operational and administrat ivesub-systemconcept 

169. Indesigning an O&A sub-system concept thatwouldovercomethe problems just noted.the 

Capacity Study was principallyguided by two inter-re la tedcr i ter ia . Pi rs t , aneffective 

information systen^ for operationsn^anagen^ent and adn^inistrative support n^ustmeshwith 

d e p r o c e d u r e s and orgamzational structure recommended forUNdevelopment co-operation 

activities; and second, i tmus tbu i ld as muchasposs ib leonexis t ing informat ionresources 

withintheUN developn^ent systems. These c r i t e r iawere dealt with in Section II. Promtha t 

ear l ier discussion, twoimportant principles e^nerged affecting the nature of the O&A inforn^a-

tion sub-system: 

(a) In the Capacity Study'sproposals, the Administrator of UNDP has final responsi­

bility for n^anaging operational activities which, in turn, are directed toward 

the fulfilment of the mission and objectives of theUNdevelopment system 

which are manifest in theUNDCC. Thus, the PxecutiveHeadsand senior 

officials of the Specialized Agencies and of UNoperational units would be 

responsible for providing support to the Administrator, when acting asPxecut-

ingAgencies(or secondarily, when providing technical support) forUNDP-

financed operations. 

(b) Operational and adn^inistrativeinforn^ationisgeneratedprincipallyfromplans 

and activities carried out at the countrylevel. Operational information is 

derived from, and used primarily top lanandcont ro l , projects. Administra­

tive inforn^ation stems fronn functions perforn^ed in the office of the Resident 

Representative(thougheach organizational unit throughout theUNdevelopn^ent 

systems may, at t imes, beasked to contribute adn^inistrativeinforn^ation). 
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Althoughadministrat iveinformationisneededfor effective management at 

near lyevery step of theUNDCC, it is most critical to projectcontrol during 

the implementation phase. 

I n t h e r e m a i n d e r o f t h i s section, aconcept and procedures founded on these twoprinciples 

and applied to the three major O&A mau^gementprocessesare proposed (i.e., operations 

control, administrativesupport, operations planning). 

(1) Concept and procedures for operational activity control 

170. Pfforts to develop sound procedures to secure control information for operational 

activity should receive priority attention from systemsdesigners . Portunately, much pro­

gress has already been made by UNDP^ the Specialized Agencies, and theUN in the matter 

of project control reporting, and this work iscontinuing. Py basing efforts toward systems 

developmenton the newly-introduced Special Pund Reporting System, the Administrator could 

strengthen h i s sys t em for operations controlwith little difficulty, e.g., by extending the 

coverage of t he repo r t f i l e tocoun t ry programme statementsand, latere to evaluations and 

follow-upreports. In addition, analysis of Agency reports hasconvincedtheCapaci ty Study 

that such reports should serve the operational control needsof the Pxecuting Agencies, as 

well as the requirements of UNDP. 

171. These reports must beadap ted to the needsof management, however. Thus, three 

components m u s t b e specified: (a) the information requirements for each major leve l of 

management within theUNdevelopment system; (b) information flows throughout the system 

(i.e., whogenerates andwhoreceives); a n d ( c ) t h e w a y s i n w h i c h t h e r e p o r t s will be processed 

(i.e., by whom and how). Pach component is considered below. 

172. Information requirements for the management of theUNDCC have been presented in 

Chart 6.8 and discussed briefly in Section II. Theseexhibi tsshow that O&A information 

wouldbeproducedor received at near lyevery step in the cycle, but that it is of prime 

importance during the implementation phase (e.g., projectbudgets, project status reports , 

inspection reports , Resident Representative's ad hoc reports). These repor t s would be used 

at each major orgamzationallevelwithin theUNdevelopment system inva ry ingdegreeso f 

detail. Resident Representatives would need to receive quarterly and annual projectprogress 

reports in order to monitor project activities a n d t o t a k e a n y necessary corrective actions. 

178. The reportsshould measure progressagainst plans and highlight deviations so that 

management can focus on the necessary correctiveaction. Asampleof s u c h a r e p o r t i s 

presented inChar t 6.9. 

17^. RegionalPureauxwül require the s a m e s t a t u s r e p o r t s , plus project inspection (see 

Chart 6.10) andad hoc reports prepared by the Resident Representative tocont ro l projects 

andcountry programmes within their geographic sphere of responsibility. To help control 
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operational activity, headquartersstaff units must also have access to files on personnel 

(e.g., indicating current and projected staffing levels, impending key vacancies in headquarters 

and field) and finance (e.g., indicating country programme expenditures). The content of 

reports from such administrative files is illustrated in Charts6.11 and6.12. At present, 

UNDPis working wi thPAOandwi thUNHeadquar te r son the computerization of project 

expenditure andcommitment data. Considerable n^anual handling is still required because 

of d i f fe rences inrepor t formats used by each Agency; however, efforts arebeingn^ade to 

agreeon uniform formats. If that canbeaccomplished, it should bepossible to transfer data 

f romthe Agencies toUNDP and vice versa inco^nputer-processableforn^ and without n^anual 

intervention. This sort of effort should be encouraged, expedited, andextendedtoa l l 

Agencies as soonas possible. In fact, financial reporting i sp robab ly themos t promising 

a rea forob ta in ingear ly agreement amongal lAgenciesonuniformcategorizat ionandclass i f i -

cationof data and uniformreport formats D a l l i n t h e i n t e r e s t of expediting system integration. 

175. Although these sample formats (i.e.. Charts 6.9through 6.12)refer only to the activi­

ties andexpendituresfor which the Administrator is responsible, there i s n o r e a s o n w h y they 

could notbeadopted for u s e b y all organizations in theUNdevelopment system. Development 

by the ACCofuniformterminologyandclassif icat ion schemes for all UNsystem activities 

would facil i tategreater use of such standard reports and file formats. In addition, should 

UNDPsignificantly increase i t s l eve l of effort in the next decadeand beyond, aforward pro­

jection of available financial resources and plannedcontributions will be necessary. 

176. The flow of O&Acontrol information within the systemwouldessential ly be upward 

f romthe leve l s of the project andof the Resident Representative'soffice to higherlevels in 

theorganization. Por example, during implementation, project inspection reports would be 

prepared by the Resident Representativeand sent to thegovernment, the Regional Pureaux, 

and th^ management and Information Systemsstaff(^ISS), which would, in turn, consolidate 

t h e r e p o r t s i n a n ^ a n n e r suitable for presentation to the Administrator and theProgran^m^e 

Policy staff. Copies would a l s o b e s e n t for reference to the Inspection and Pvaluation staff. 

Similarly, the project manager would prepare quarterly and annual s ta tus repor t s . These 

reports would go to the Resident Representative, to the Regional Pureauconcerned, and to the 

PxecutingAgencyor agent. Summaries of these s ta tusrepor ts (see Chart 6.18) made by the 

^IlSSat headquarters, would be available to the Administrator and key staff units. 

177. Theprocessingof inforn^ationonthe control ofoperational activity, as indicated 

earl ier in thissect ion, wouldbe carried out by^OSS on behalf of the Administrator. As items 

of O&Acontrolinforn^ationwereproduced or received by substantive or administrative units 

of the Specialised AgenciesorUN, ^IISS would work with the Technical AdvisoryPanel l^ 

SeeChapter Seven, para. 102, foradescr ip t ion of this panel. 
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to design and implement the requisite procedures. Initially, asoperat ions control reporting 

was built up f r o m t h e b a s e of the Special Pund Reporting System, most reports could be pro­

cessed manually. Put as the report file expanded and the formats were refined, processing by 

con^puter could beint roducedtoproduce timely and accuratesun^mariesformanagen^ent and 

governing bodies. 

(2) Concept for administrative support processes 

178. The systemconcept proposed for administrative support information i s b a s e d on the 

premise that (a) the Administrator of UNDP will plan, budget, andcontrol the elements of 

hisownorganizationconcerned with programme and supporting activi t iesand(b) the Adminis­

t ra tor will contract with the Specialized Agencies to help in various phases of theUNDCC (or, 

in the case of outside organisations, in the phase of implementation). P e w i l l b e e x p e c t e d t o 

continue t o e n s u r e t h a t each unit in his ownorganizationplans andbudgets i t s activit iesand 

that reports of these areaggregated for periodic presentation to theCoverning Council; 

similarly, hewi l lwan t r epo r t s of expenditures and activities of U N D P u n i t s a s a m e a n s of 

checking on their efficiency andeffectiveness (see the illustrative f o r m s i n C h a r t s 6 . 1 ^ and 

6.15). Asautonomous agents, eachSpeciali^edAgency or independent contractor engaged 

to help in one or another phase of theUNDCC would be expected tope r fo rmtheadmin i s t r a -

tive functions needed to support programmeand project operations they agreed toundertake 

(e.g., recruitment of project managers and technical personnel, equipment supply). Thus 

the Adn^inistrator would not and should not beconcernedwi th theseadminis t ra t ive functions 1^ 

except as they affect: (a) the Agency ' soragent ' scapac i ty to perform; ( b ) t h e c o s t o f t h e 

project; or (c) effective project performance. Pence, though the Administrator would not 

dictate internal Agency administrative procedures, he may properly call upon all prospective 

agents topresent in standard format evidence of their capacity to executetheproject under 

consideration. Pe will also request, as part of the project budgets included in thep lansof 

operation, thepresentat ion (in standard format) of support costs and arrangements. (A 

sample format is illustrated inChar t 6.16.) Pinally, theAdminis t ra tormay request an 

explanation of these activities or costsif his control reports (see Charts 6 .18and6.17) show 

that project implementation is impeded by inadequateperformance. 

179. It would then be desirable for the UNand all Specialized Agencies engaged in develop­

ment co-operation todevelopgreater standardization of administrativefunctions andof the 

information and reports pertaining to them. TheCapacity Study hasconcluded that responsi­

bility for co-ordinating those functions andfor suggest inggreateruniformityor centralization 

1^ Pxceptwherehecont rac teddi rec t ly in the circumstancesdescribed in Chapter 
Pive, para. 125. 
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belongs to theACC. PecauseUNDP, as apr inc ipa luse r of suchsupport services, has a 

vital and continuing interest in their efficientperformance, the Administrator should make 

UNDP'srequi rementsc lear ly known. It might also be in the interests of the total programme 

if UNDPactuallyperform^edcertainco-ordinating or central service functions, or at least 

loaned some members of ^IISS to helpdeviseuniform classificationschen^es andprocedures 

that would b e t h e c o r e of inforn^ationsysten^s development. 

(8) Concept for operational activity planning 

180. Inforn^ation for operational activity planning will be large ly project-oriented and will 

be requiredpredominantly during t h e l a t t e r s t e p s o f t h e c o u n t r y p r o g r a m m e p h a s e (e.g^, 

identificationof the role of theUNdevelopment system, preparat ionandappraisalof country 

programme) and early in theprojec t formula t ionphase (e.g., preparation of project descrip­

tion, selectionof executingagent). This informationwouldberef lectedinprojectbudgets 

andplans of operat ionwhosepreparat ionwouldbeaided by project s t a tus repor t sand the like. 

Thus, past exper iencewithsimilar projects under the same or similar conditions will be 

helpful inplanning new projects. 

181. I n t e r m s o f concept designand procedures, theinformation requirementsfor opera­

tional activity planning wi l lvaryonly slightly fromthose of operational activitycontrol. That 

is , thespecific reports and analyses wouldcontainthesame types of information as thecon-

t r o l r e p o r t s n o t e d e a r l i e r . The salient difference is that planning inforn^ationwould 

generally utilise historicalexperiencesupplied from files maintained by key UNDPstaff units, 

as w e l l a s b y organi^ationalcon^ponents of the Specialised Agencies; it wouldbe concerned 

withexpressing expected futureaction. Control inforn^ation, on theo therhand , is concerned 

with actions recentlycompleted; it would be utilized to con^pareactualwithplannedperform-

ance and to build up the historical files for use in future planning. 

182. ^ h i l e theUNDCC would be introduced simultaneously into developing member States, 

theoperational activity planning information would need tobe perfectedover an extended 

period. Initially, p l answou ldbep repa redwi th theuseo f whatever information was available. 

Asexperience was gained and O&A files built up, the information from themcould be used to 

improve planning. Also, operational planning may be expected to improve as information 

f romother sub-systems is perfected(e.g., country surveys, interpretative P&S data). 

P. Recommendations for sub-system implementation 

188. Pive tasks mus tbe undertaken to translate theproposedO&Asub-system from con-

ceptdes ign tofu l l implementation. They comprise: 

(1) establishing the ^ISS at UNDP Headquarters to take the lead in O&A information 

systems development; 
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(2) developing project a n d p r o g r a m m e class i f ica t ion schemes ; 

(8) building the information sys tem for operat ional a c t i v i t y c o n t r o l on the b a s e of 

cu r r en t l y -u sed repor t ing p rocedure s ; 

(^) s t rengthening opera t ional activity planning informat ion by t r a in ing in network 

analys is techniques; 

(5) improving admin i s t r a t ive support information. 

Pach of these t a s k s i s d i scussed in the following sec t ions . 

(1) P s t a b l i s h i n g ^ I S S at UNDP Headquar te r s 

18^. In accordance with the organizat ional r e c o m m e n d a t i o n s o f Chapter Seven, the e s t a b ­

l ishment and staff ingof^USS should be an immedia te objective of UNDP. It should be headed 

b y a s e n i o r officer and should include p e r s o n n e l e x p e r i e n c e d in s y s t e m s d e s i g n a n d a n a l y s i s 

and knowledgeable i n c o m p u t e r applicat ions. U N D P ' s P u r e a u o f P x t e r n a l Rela t ions , Pva lua -

tion and Repor ts ^ n a y p r o v i d e s o n ^ e p e r s o n n e l for t h i s n e w staff. 

185. Ideally, staffing of ^ I S S s h o u l d b e r e a s o n a b l y c o m p l e t e b e f o r e it t ake s the lead in 

specific i m p l e m e n t a t i o n t a s k s . Put because of the informat ion s y s t e m s d e v e l o p m e n t work 

now being done in t h e U N D P a n d the Specialized Agencies , 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 

benefit by proceeding with implen^enta t ioneven before t he organiza t iona l a r r a n g e m e n t s r e c o ^ n -

mended by t h e C a p a c i t y Study a r e completed. 

(2) Developing projec t c l a s s i f i ca t ioncodes 

186. A p r e r e q u i s i t e t o e f f e c t i v e c o n t r o l o f U N D P - f i n a n c e d d e v e l o p m e n t p r o j e c t s i s t h e 

development of c l a s s i f i c a t i oncodes . On behalf of the Admin i s t r a to r , ^USSshould move f i r s t 

t o d e v i s e a s cheme to mee t the needs of UNDP Headqua r t e r s though t h e b r o a d e r a im should be 

to m e s h sys t em-wide e f fo r t s ( e .g . , CUC, ACAPO^) in toacommon , uniform s c h e m e . 

187. The following projec t c h a r a c t e r i s t i c s should be cons idered i n c o d i n g : (a) c o u n t r y ^ r e -

gion; (b) economic sec to r or s ec to r affected; ( c ) p r o j e c t t y p e ; (d) s o u r c e of financing. Char t 

6 . 1 8 s h o w s t h e p o s s i b l e r e l a t i o n s h i p s b e t w e e n the se f a c t o r s b y us ing the i l l u s t r a t i ve breakdown 

of s e c t o r s and s u b - s e c t o r s contained in the ACAPO^ r epo r t . 

188. S u c h a c l a s s i f i c a t i o n s c h e m e could then be used to collect : 

(a) f inancial d a t a ( e . g . , planned v e r s u s a c t u a l e x p e n d i t u r e s , coded by project and 

country p r o g r a m m e ) ; 

(b) non-f inancial data (e.g., actual completion date of p r o j e c t e v e n t v e r s u s comple ­

t ion date s t ipulated in work plan, coded by individual pro jec t a n d c o u n t r y p r o ­

g r a m m e ; technica l r e s u l t s a t t a i n e d v e r s u s t hose planned); 

(c) combinat ions of f inancial and non-financial d a t a ( e . g . , u n i t c o s t s o f benefi ts 

at tained v e r s u s planned). 
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The informat ion thus compi l edcou ld be eas i ly aggregated in va r ious ways ^ b y region, sec tor , 

s u b - s e c t o r , s t a g e o f pro jec t completion, a n d t h e l i k e . O n c e a g g r e g a t e d and s tored o n a 

compute r file, t h e i n f o r m a t i o n c o u l d b e r e t r i e v e d b y t h e Admin i s t r a to r and key staff m e m b e r s 

for p r o g r a m m e analys is and for p r epa r ing r e p o r t s t o t h e C o v e r n i n g C o u n c i l a n d o t h e r govern­

m e n t a l bodies . 

189. A s t h e c l a s s i f i c a t i o n c o d e was developed, ^IISS should work with the Agencies to 

es tab l i sh r e q u i r e m e n t s f o r the c lass i f i ca t ionof p r o g r a m m e s , type of study, a n d t h e l i k e . 

^ h e n t h e s e needs w e r e t e n t a t i v e l y e s t a b l i s h e d , ^ I I S S s h o u l d m a k e U N D P ' s requiren^ents 

known s o t h a t t h e y c a n b e m e s h e d w i t h t h e o t h e r c l a s s i f i c a t i o n s c h e m e s b e i n g d e v e l o p e d within 

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

(8) P u i l d i n g a s y s t e n ^ for opera t iona l a c t i v i t y c o n t r o l 

190. A s s o o n a s t h e c o r e o f t h e ^ I I S S w a s i n p l a c e , t h e r e c e n t l y introduced UNDP repor t ing 

s y s t e m s h o u l d b e e x a m i n e d a n d f u r t h e r refined in the light of key Capacity Study concepts. 

Taking the lead in th i s t a sk for the Admin i s t r a to r , ^ U S S s h o u l d w o r k c l o s e l y w i t h U N D P ' s 

o ther staff un i t s , concent ra t ing f i rs t o n f o r m a t s and p r o c e d u r e s f o r project p r o g r e s s r e p o r t s . 

However, d e s i g n a n d i m p l e m e n t a t i o n o f suitable project descr ip t ion , evaluation, and follow-up 

r e p o r t s s h o u l d a l s o g o forward promptly . 

(^) St rengthening opera t iona l activity planning information 

191. Al though^ñe p r o g r a n ^ ^ n e t o s t r e n g t h e n information for ope ra t i ona l ac t i v i t y planning 

depends on t h e s p e e d w i t h which fi les of opera t ions control r e p o r t s a r e b u i l t u p , and the 

e l e m e n t s o f t h e P & S s u b - s y s t e m a r e es tabl ished, s o m e s t e p s may be taken immediate ly . P o r 

example: 

(a) P i s t s o f p r o j e c t s c o u l d be p r epa red by type of pro jec t to s h o w e x p e n d i t u r e s o r 

c o m m i t m e n t s a n d t o s u m m a r i z e s ta tus or p r o g r e s s ; s i m i l a r state^nents of non-

opera t iona l ac t iv i t ies should be a s sembled b e c a u s e b o t h t y p e s of l i s t s would be 

helpful in country p rogramming . l^ISS should a s s e m b l e such l i s t s . 

(b) R e p o r t s o n the opera t ional s ta tus a n d c a p a c i t y of Agencies , as well as recent 

project cont ro l r e p o r t s , could be provided by t h e a d m i n i s t r a t i v e uni ts of the 

Special ized Agencies in support of the project formula t ion phase of theUNDCC. 

(c) Pffor ts should be broadened to improve the des ignof pro jec t descr ip t ions through 

t ra in ing in network analys is techniques (such as t h o s e c u r r e n t l y planned a tUNPSCO 

and other Agencies) . UNDP should take the lead h e r e . 
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(5) Improve administrative support information 

192. As the organizational changesrecommendedinChapter Seven and the changes in 

financial management discussed inChapterNine were introduced, ^IISS should examine 

methods for planning, budgeting andcontrollingUNDP's support activities. Purther modifi­

cations and improvements will undoubtedly be in order, and information requirements would 

change accordingly. The changes thus introduced should be in line with the overall proce­

dures and classification schemes of theUNsys tem now in process of development. 

^ 1 . PRINCIPPPSANDCUIDPPINPSPORS^STP^I^PI^P^PNTATION 

A. Introduction 

198. Thus far, t h i s chap te rhas described theCapacity Study's conceptual design for an 

overall information sys temto which all members of t heUNsys t em might subscribe. The 

proposed design i sba sed on: (a) the nature of theUNdevelopment system; (b) the informa­

tion requirements and flows needed to support the basic objectiveof theUNdevelopment 

system as manifested in the UNDCC; (c) the procedures and organizational responsibilities 

neededfor processing information in the system; a n d ( d ) t h e s t e p s r e c o m m e n d e d i n t h e case 

of each con^ponent information sub-system in order toproceedf romconcep tua ldes ign to 

operation. In this final section, it is proposed to: 

- set for thpr inciples toguide implementation; 

- spell out the namre of the management responsibilities and organizational arrange­
ments needed in order toensure sound systems development; 

- indicate the directions which theUNdevelopment system might take in utilizing 
electronic data-processing equipment tosupport therecom^nendedconcept 
design. 

P. Principles for systems implementation 

19^. Translating the proposedconcepts into ongoing systems will require substantial 

efforts by all members of theUNsys tem over an extended period of time. In the past, 

efforts dealing with information systems or related matters havegenerally resulted in the 

establishment of aco-ordinatingcommittee (or s imi la rbody) tos tudythes i tua t ion , propose 

improvem^ents, andexhort the various executive and governingbodies to adopt thes tudy 's 

findings. Put results under this method have been slow to materialize f o r a v a r i e t y of 

reasons (e.g., limited study scope, unwillingness to change or to surrender any autonomy). 

Such limited p rog re s shas no doubt accounted for thegrea t frustrat ionexpressed bygovern-

ments toward theUNsys temDfrus t r a t ion leading, in turn, t o a f u r t h e r proliferation of 

studygroups, consultations, andco-ordinating committees. 
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195. The Capacity Study r e c o m m e n d s a d i f f e r e n t approach to implementa t ion of the proposed 

informat ion sys tem. The r ecommended approach r e s t s on two fundamental p r inc ip les : 

(1) the ass ignment of management respons ib i l i ty for sys t em implementa t ion and(2) the 

ins ta l la t ion of con t ro l s for s y s t e m s d e s i g n and implementa t ion ac t iv i t ies . 

(1) Ass igning managemen t respons ib i l i ty 

196. T h e C a p a c i t y Study recomn^ends that the Admin i s t r a to r of UNDP be given respons ib i ­

l i ty for ensur ing the achievement of the bas i c object ives set forth in C A r e s o l u t i o n 2 1 8 8 ( ^ ^ I ) 

insofar a s U N D P o p e r a t i o n s a r e concerned. If he i s t o b e r e spons ib l e for achieving these 

object ives and accountable for act iv i t ies under taken to at ta in them, it follows that he must 

have sound informat ion to plan a n d c o n t r o l t h o s e a c t i v i t i e s as well as the authori ty and means 

for obtaining such informat ion. Current ly , much of the informat ion is p resen t in t h e U N 

sys t em, but not m a d e a v a i l a b l e in the form o r m a n n e r i n w h i c h i t c a n be usedeffec t ive ly . 

To obtain the informat ion in the form and manne r needed to d i scha rge his respons ib i l i t i es , 

the Admin i s t r a to r should u s e a l l s o u r c e s , making known h i s r e q u i r e m e n t s and obtaining it 

f rom o ther o rgan iza t ions , if poss ib le . Put if it i s not made avai lable to him after he has 

c l ea r ly p r e s e n t e d h i s r e q u i r e m e n t s , he should develop the n e c e s s a r y information sys t ems 

himself, o r take the lead in working jointly with o thers who a lso need it. P o r this la t te r 

function, he would, of c o u r s e , n e e d a q u a l i f i e d s t a f f and he m u s t r ece ive full and active 

s u p p o r t a n d a s s i s t a n c e f r o m t h e P x e c u t i v e H e a d s ( a n d t h e i r r e s p e c t i v e s t a f f s ) o f other Agencies 

engaged in the p r o g r a m m e . 

(2) Ins ta l l ing con t ro l s for implementa t ion 

197. In the pas t , t h e p r o l i f e r a t i o n o f au tonomousand uncon t ro l l ede f fo r t s to so^ve in forma­

tion p r o b l e m s within t h e U N d e v e l o p m e n t sys tem has led, at be s t , to m a r g i n a l sys tem-wide 

gains and, at wors t , to m e r e duplication a n d c o n s i d e r a b l e f rus t ra t ion . T o p r e v e n t s i m i l a r 

difficulties f rom h a m p e r i n g implementa t ion of the proposed s y s t e m s c o n c e p t , two controls 

a r e needed. 

198. P i r s t , p r i o r i t i e s s h o u l d be set for all r equ i r ed t a s k s . Such p r i o r i t i e s will facil i tate 

ove ra l l d i rec t ion a n d c o n t r o l of s y s t e m s design and in^plen^entation while helping t o e n s u r e 

that efforts focus on building s y s t e m s which t ru ly support the development co-operat ion 

ac t iv i t ies of t h e U N s y s t e m . 

199. Second, the in t roduct ion of p roposa l s , r e so lu t ions , and in i t ia t ives to improve informa­

tion s y s t e m s s h o u l d b e l imi ted a n d c o n s i d e r e d in the light of the above p r i o r i t i e s . No doubt 

p r o p o s a l s f o r n e w e f f o r t s w i l l b e m a d e , a n d m a n y will have value. P u t b e f o r e a n y a r e 

approved, t h e i r benefi ts should be carefully weighed against t h e i r poss ib le in te r fe rence with 



278 

ongoing efforts. Responsibility should be assigned for: (a) examining each proposal sub­

mitted; (b)reachingadecis ion as to its utility; and (c)calling for implementation if it is 

useful. 

200. Neither control presently exists, though numerouseffor tshavebeen made to estab­

lish them. 1̂  Despite these efforts, the will of members of t h e U N s y s t e m t o act in concert 

(oneofthequintessent ialelementsof asystem) has apparently not been sufficiently strong. 

One way to promote concerted action is to delineate clearly the management responsibilities 

established inChap te r sP ive and Seven and applied here to information systems. 

C. management responsibilities 

201. Thischapterdef inesconceptsand procedures for information sub-systems designed 

to provide three broad categories of information (i.e., T&S, P&S, and O&A). Put the focus 

andextentofmanagementresponsibi l i tyvaries with each type of information. As noted 

previously, the Administrator should, with his own staff, develop the required sub-systems. 

^ h e r e he is not the exclusive user of the particular type of inforn^ation, he and his staff 

should n^ake their requirements known to othersresponsible and, if necessary, take the lead 

in the systemsdesign effort to ensure thatUNDP requirements a re met. System development 

effortstarted with this Study andother recent corollary efforts referred to in Sect ionlshould 

be actively continued. They should proceed simultaneously on all three typesof information 

described;butbecause the Administrator isexclusively responsible for the management of 

theUNDP elements within theUNDCC and, therefore, for operational activity control and 

planning information, it is logical f o r h i m t o g i v e priority to that type of information. 

(1) Operational information 

202. ^ i t h regard to operational information, the principal task of theUNDPAdminis t ra tor 

would be to (a) establish the detailed requirements for information and (b )des ign inde t a i l 

the procedures to supply information necessary for the operation of thecycle . T h e d a t a w i l l 

be generated primarily by units of his own organization or by agents he engages to implement 

parts of the UNDP programme. The flow of their data will be within that s tructure. Thus, 

although co-ordination with others would be essential, the system for providing this type of 

information would be almost entirely within his control. Day-to-daymanagement of systems 

in^ple^nentation for operational information should be under the direction of the chief of ^IISS, 

which would spearhead the implementation steps recommended in S e c t i o n ^ f o r O&A informa­

tion. 

1/ ECOSOC resolution 1455(XLVII). 
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(2) P&S and T&S information 

208. The Administrator would beama jo ruse ro f the in fo rma t ionproces sedandprov ided 

by theP&SandT&Ssub- sys t ems , and his key staff unit in th i s r ega rd would be the Programme 

Policy staff (PPS). As set out in Chapter Seven, the PPS would analyse development 

assistance requirements, flows, trends, and issues. I twou lda l so func t ionasa^bra ins 

t rus t^ indevelopingcount ry^orders of magnitudes, in objectively scrutinizing country pro-

grammes, and inofferingleadership on newapproaches to development. 

204. In linewith these important functions, P P S m u s t p l a y a k e y role in determining the 

substantive content of the Administrator 'srequirements of P&Sand T&S information. ^IISS 

shouldwork closely with PPS and provide thesys temdes ign skills required. The entire 

UNDPstaff should n^aintainconstant linkage with the other organizations of theUNdevelop­

ment systen^. 

205. Satisfaction of the Adminis t ra tor ' s requirementsfor this information would result in 

greatly improvedoveral l management of theUNDCC. Improvements in the quality, timeli­

ness, andflowofinformationamong other component organizations of theUNdevelopment 

sys temwoulda lsobeproduced . 

(8) Administrative information 

206. The Administrator 's spanof control over administrative information wouldextend 

on ly toh i sowns ta f f u n i t s a n d t o t h e contractors heengages to implementUNDP-financed 

develop^nentprojects insofar as their administration n^ayin^pinge on the effectiveness of the 

fieldoperations for which he isresponsible. Thus, the Administrator cannot be expected to 

assumeresponsibil i tyforuniform^administrat iveinforn^ationfortheentireUNsysten^. 

However, since his activities are conce rnedwi tha l a rgepa r t of thesystem activities, his 

r equ i remen t smaybe expected to exert amajor influence. 

207. At this time, there is no uniformclassificationschemewhich will foster preparation 

of meaningful andconsistent aggregations, comparisons, and analyses of administrative 

information throughout theUNsys tem. Although the Administrator could rightfully move 

toward the designing of ac lass i f ica t ionschemepr imar i ly to serve his own needsas chief 

executive ofUNDP (see Chart 6.19for illustration), the broader implications of the classifi­

cation question for theUNsys tem preclude taking such an approach. 

208. TheACAPO^has already proposed uniform budgetary classification schemes for the 

en t i r e rangeof UN activities (e.g., maintenance of peace andsecurity, human rights, 

economic andsocialdevelopment). Purther, a t t hebehes t of theCUC, theUN Statistical 

Office hasp repa redacoun t rycod ing scheme. ProposedclassificationofUNDP-financed 

projects andactivities should meshwith these efforts. 
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209. Sect ion^presented anil lustrat ive set of classification factors utilizing thebudget 

scheme proposed by the ACAP^(seeChar t6 .18) ; an illustrative coding scheme according to 

the needsof UNDP wasshowninChar t 6.19. The point at issue now i s n o t the precise con­

tent of thescheme, bu t ra ther recognition of the fact that the Administrator does not have 

authority to prescr ibeauniformclass i f ica t ioncode covering the full range of UNactivit ies, 

but that he does urgently needauniform classification of the activities for which he is 

responsible and that these, in turn, r e p r e s e n t a l a r g e portion of all UNactivit ies. Therefore, 

whateverUNDP does in the way of classification should be compatible with the ongoing work 

of the ACC and ACAPC^ and vice versa. 

D. mechanisms for systems implementation 

210. In recommendingaconceptual design of an information storage and retr ieval sys t emto 

support UNdevelopment co-operation activities, it i sassumed that much of the information 

wouldshortly, or eventually, beprocessedbycompute r s . Therefore, many of the procedures 

and illustrations have beendesignedwith that in mind, although this does not necessarily mean 

that much of the informationcannotcontinuetobe processed manually. No attempt is made 

in this Study top repa reade ta i l edcompute r feasibility study. A r e c e n t s u r v e y o f computers 

in theUNindicatedthat , intotal , the system now has in place or on o rde rmore thanenough 

excess capacity t o s e r v i c e a l l its anticipated requirements, although somelocations may, 

f r o m t i m e t o t i m e , be overloaded. moreover, since conoputers s inop lyprov idease rv ice fo r 

management, n o m o r e a n d n o l e s s , the inoperative need for theUN sys temic to a g r e e o n t h e 

objectivesand tasks which management should p e r f o r m s rather than concentrate at this 

time on the physicaltools t o b e used incar ry ing out those tasks. 

211. However, since theUNsys tem already has more than enough computer capaci tyDfor 

the near term, at l e a s t s and since these facilities r ep resen tas izeab le and growing cost, 

they have been of legitimate concern to the administrators of theUNsys tem. As stated 

above, it isbelieved that the proposed infornoationsystenowould eventually utilizeconoputers 

t o a g r e a t e r extent, a n d t h e r e b y a b s o r b s o m e o f t h e p r e s e n t e x c e s s c o m p u t e r capacity. Three 

possible courses will illustrate the range of action the proposed system might follow for 

provisionof computer assistanceininformationcollection, processing, storage, retr ieval 

and dissemination. 

(a) Continue the historical pattern of diffuse anddisjointed acquisition and applica­

tion of electronicdata-processingequipnoent. This experience hasproved 

tobe unsatisfactory andcostly and hasbeen recognized a s suchbo thwi th in and 

without theUNdevelopment system. Thisapproach should notcontinue. 
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(b) Instal, inOeneva, anotherlarge computer facil i tysimilar to the International 

Computing Centre (ICC). Chiven the needs of the Administrator for programme 

planning andcontrol, this proposition would be attractive only if UNDPHead-

qua r t e r swerea l so shifted to Ceneva. If UNDP Headquarters remains where it 

i s , there is enough capacity in existing configurations in Purope(e.g. , ^HO, IPO, 

IAPA)to support the needs of present organizationsof theUNdevelopment system 

based there. In this case, additionalcomputer capacity inCenevawould not help 

UNDP unless intercontinentalelectronicdatacononounicationsbeconoenoore reliable 

andeconomical and UNDPcouldbeadequately served bya t e rmina l linked t o t h e 

computer inCeneva. 

(c) Use existing computer capability within theUNdevelopment system but build into 

ICCamoreex t ens ivecen t r a lp roces s ing capacity. This approach, which is 

favoured by the Capacity Study, wouldcause least disruption of present facilities, 

but would provide the enlarged capacity for collection, processing, storage, 

retrieval, and dissemination of management information needed by the Adminis­

trator and his staff. UNDP would link up with the ICC v iaa te rmina l . 

212. Regardless of where the computer facilities may be located, the important initial need 

is to dec ideon the information needed in support of UN development co-operation activities, 

where it shall be obtained, and towhomi t shall beprovided. This will requireconcerted 

effor tbythePxecut ive Heads of theUNsys tem, aided by capable systemdesign staffs (such 

a s the^ ISSrecommendedfo rUNDP) . The location of the computer hardware and i t sdeg ree 

of centralizations or decentralizationthen becomes almost incidental. The first steps to 

successful system implementation are, therefore, (a) a reso lve by the top management to 

proceed and(b) the engagement of capable systems design staff. 

218. Throughout this chapter, great emphasis hasbeen placed on inter-Agency co-ordina­

tion and, morespecifically, on extensive and detailed planning and on the necessity to achieve 

maximumcategorization, classification, formatting and maintenance of the data involved in 

the information process. Such effort is required not only to provideasolution to immediate 

information needs, but also to lay the foundation fo rah igh ly integrated information system 

which isbound to be developed throughout the U N s y s t e m a s alogicallong-rangesolution 

to i ts information problem. At some future point, whencommunicationsbetween large com­

puters and remote terminals have become more economical andentirely reliable, the time 

will have come t o c o n s i d e r a l a r g e c e n t r a l U N c o m p u t e r . Put the use of such highly sophis-

ticatedequipment will be feasible only if adequate preparation hasbeen made. Pventhen, it 

^houldberecognizedthathunoanbeings wi l l s t i l l be the ^nost vital part of thesysteno. The 

sys temcannotbe entirely mechanized, nor should it be. It is designed to serve human beings 

and tohe lp theno tobemore innova t iveandc rea t i ve . It cannot function without their full 

co-operation or without their will to make it work. 
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ILLUSTRATION OF RELATIONSHIPS OF 
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ORGANIZATION 

I. INTRODUCTION 

1. The streamlining and rationalization of current proceduresalong the lines proposed in 

previous chapters could contributesignificantly toward making theUnited Nations develop­

ment system moreeffective. ^e t , as has been shown in Chapters TwoandThree , many of 

the more serious difficulties with which thesys tem has to contend derive from fundamental 

organizational defects, especially so far asoperational activities are concerned. It is 

imperative to transform this complex andcumbersome organizational structure i n t o a m o r e 

orderly framework. 2/ 

2. Here, the Capacity Study facedadilemmaD On the one hand, it is not too difficult to 

devise, with the benefit of hindsight, the ^ind of multilateral organization best suited t o c a r r y -

ingoutefficiently an operational programn^eofdevelopn^ent co-operation truly reflecting the 

priority needsof individual countries. On the other, it cannot be forgotten t h a t a p r o g r a m m e 

is already in operation and that an organizational structure already exists, both of them with 

considerableachievements to their credit, whatever their inherent drawbacks. I twou ldce r -

tainly n^ean sacrificing t h e r e a l to the ideal if the proposedchanges were s o d r a s t i c a s t o i n -

volve sweeping away all thatexis ts already, however imperfect some of its parts may seem. 

The Capacity Study has thereforeadoptedapragmat ic approach, seeding to build on the 

positive elements that are already in being, while at the same time keeping in its sights the 

ultimate objective to which the various modificationsoughttoaspirecumulatively over the 

longer perspective posited in ChapterFour . In colloquial language, theS tudyhasobserved 

the common-sense dictum of not throwing out the baby with thebathwater. 

1/ ^If the questions are posed skilfully and in the right way, this posing of o^uestionsby 
i t s e l f . . . will enable improvements to be made. ^ V.I. Lenin, ^ o r ^ s ^ , 4thedition, Moscow, 
1950, V o l . 3 3 , p . 2 l . 

2/ Cf. Report of the Comm^ission on International Development, op. cit. page208^ 
^Ma^ing aid effective is not simplyao^uestion of proceduresand techniques'. Even more 
important is over-all organization and purpose. As the aid system hasgrown, its channels 
have multiplied and tangled. Unless this machinery aco^uiresgreater coherence, aid cannot 
be used to best advantage.^ 
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3. These words should not be construed asacomfor t ing invitation to complacency. The 

n^odifications to the present structure will still have to be far-reaching. Governments are, in 

fact, faced with the basic policy decision of either accepting the limitations of the present 

system, with all that this implies in the way of reduced benefits for developing Member States 

and diminished return on the contributions invested in the programme, or of introducing the 

ma^or changesnecessa ry toovercomethepresen t difficulties andprovidefor rapidexpansion. 

The political difficulties involvedarerecognizedand for this reason theStudy has opted for 

pragmatism. But it must bes t r e s sed that the aim is simply tosmooth the path to the desired 

goal, and not t o s h i r ^ the fundamental issue. IntheStudy^s considered view there is noway 

of escaping the present dilemma, which is a legacy of history, without failing the challenge 

of the future. 

4. Against thisbac^ground, th ischapter examines, first, thenatureandshor tcomingsof 

the present organizations second, the var iousal ternat ives t ructures which might be adopted^ 

and th i rd , the recommended model, which i sdescr ibed in more detail, together with thes teps 

necessary for its implementation. Finally, an attempt!^ made to focus these proposals in the 

longer- termperspect ive . 

II. PRESENTORGANIZATIONAL ARRANGEMENTS 

A. General 

5. Today, a s a r e s u l t o f t h e d r a m a t i c g r o w t h i n i t s economicandsocial activities, the 

United Nations system spendsabout five tinges as muchon development co-operation a s o n 

political and peace-keeping functions. AMemberGovernmentcanob ta inadv iceandhe lpon 

almost any facetofitscountry^sdevelop^nentfrom^one or n^orecomponents of the system. 

The main areas of activity in which thesys tem.canprov idese rv icesof one ^ indor another 

are^ 

credit and investments 

traded 

developmentco-operation, cover ingawholerange of specialized fields, 

among which population must b e s i n g l e d o u t a s b e i n g of special importance. 

6. Advice and assistance on monetary matters andonexternal investment andcredit are 

offered through the IMF, IBRD and its related b o d i e s - I F C and IDA. Another potential, 

though at present minimal, source of capital assistance exists in theUNCapital Development 

Fund, which is administered by UNDP. Although not fo rmal lyapar t of theUN family, the 

Regional Development B a n ^ s - t h e Inter-American Development Ban^, the African Develop­

ment Ban^, and the Asian Development Ban^- also providesimilar assistance ona multi­

lateral basis . 
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7. Advice and assistance on trade m a t t e r s a r e offered throughUNCTAD and GATT. 

8. On matters relating to development assistance for identifying and utilizing natural 

resources , stimulating sectoral growth, and increasing the capacity of institutionsand infra­

structure to help support growth, co-operation i so f fe red th roughavar ie ty of Agencies. These 

included theUNdevelopment programme, financed byUNDP and at present normally executed 

by the various components of theUNdevelopment system- ESA and itscomponent centres and 

divisions through theUNregula r programme- the Regional EconomicCommission staffs^ the 

Specialized Agenciesand IAEA through their own programmesof technical assistance, if any, 

financed by their regular budgetsor other non-UNDPsources^ subsidiary o rganso f theUN 

such as UNIDO and UNCTAD- IBRD and its affiliates, mainly in the capital investment field-

^ F P for assistance in the form of food- and UNICEF a s a s u p p l y organization supporting pro-

gramn^esbenefiting mothers and children. 

9. On population matters , theUNsys temoffersco-opera t ion primari ly throughUNDP, 

E S A , ^ H O , UNICEF, and, more recen t ly , IBRD. 

10. In addition, a s s i s t ance in the fo rmof relief isofferedunder certain conditions through 

UNHCR, UNR^A, and, to some degree, t h r o u g h ^ F P . Still another important form of ass i s ­

tance may be found through participation in the regu la r conference, research, andstandard-

setting programmes of the Specialized Agencies. 

11. These variouscomponents of theUnited Nations system offering development co-opera­

tion are outlined in C h a r t 7 . 1 . Th i schar t shows only the ma^orAgency blocks and the princi­

pal types of units in the field. 

B. The Governing Bodies 

12. To govern th i ss t ruc ture . Member Governments haveestablished the General Assembly 

andECOSOC. They havealso established separate conferences, assemblies, congresses, 

governingcouncils, committeesand boards for the following bodies^ each of the eleven 

Specialized Agencies, including IBRD and IMF- IAEA^ the three operational programmes 

^UNDP, UNICEF,^FP^- organs of the General Assembly such as UNCTAD and UNIDO, and 

for the two relief programmes^UNHCRandUNR^A^. At the regional level, inter-governmen­

tal Regional Economic Commissions have beenestabl ishedforAfrica, Asia and Latin America, 

andanumber of inter-governmental bodies of various ^inds have been set u p f o r s o m e o f the 

Specialized A g e n c i e s ^ . g . ^ H O , FAO^. 

13. The Specialized Agencies, including IMF and IBRD, are linked to theUN by agreements 

under which they accept co-ordination of their activities through ECOSOC. The governing 

bodies of U N D P , ^ F P , UNICEF, UNHCR, and the Regional Economic Commissions are sub­

ordinate bodies of ECOSOC,but those of UNIDO, UNCTAD, UNR^A, as well as ECOSOC 
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itself, a r e subordinate to the Genera l A s s e m b l y . 

14. P e r m a n e n t bodies have also been es tabl ished to f o r m u l a t e a n d enunciate policy on 

o ther subs tant ive facets of development p r o b l e m s . Some five of these bodies 1/ a r e d i rec t ly 

subs id i a ry to the General^Assembly, and another e i g h t h / t o ECOSOC. T h e s e bodies provide 

guidance to al l the c o m p o n e n t s o f t h e U N d e v e l o p m e n t s y s t e m in f o r m u l a t i n g a n d e x e c u t i n g 

t h e i r programmées . They m a y a l s o o f f e r g u i d a n c e to deve lop ingMember Sta tes seeding develop-

ment co-opera t ion . Still fu r ther developm^ent co-opera t ion guidance to Agencies and to coun­

t r i e s m a y emanate f rom^sess iona lcon^mi t t ees - t h r e e of the Genera l Assembly ^the Second, 

Thi rdandFi f th^and t h r ee of ECOSOC ^Economic, Social and Co-ordinating^. A f u r t h e r network 

of subs id i a ry commi t tees and o ther bodies extends through theSpec ia l i zed Agencies covering 

va r ious t echn ica l o r other s p e c i f i c a s p e c t s of t h e i r s e c t o r a l r e spons ib i l i t i e s . 

C. Admin i s t ra t ion of the S t ruc tu re 

15. Each p r i n c i p a l U N body h a s a n Execut ive Head a n d a p r o f e s s i o n a l staff which r anges in 

s i ze f rom n e a r l y 500 in UNDP to between 200 and 300 each for UNCTAD, UNIDO and UNICEF, 

and under 200 for ^ F P , UNHCR, U N R ^ A , and the Regional Economic C o m m i s s i o n s . The 

p ro fes s iona l staffs of the Special ized A g e n c i e s a n d IAEA number some 6,500. 3 / 

16. On behalf of the Genera l Assemb ly and ECOSOC the Sec re t a ry -Gene ra l e x e r c i s e s v a r y ­

ing d e g r e e s of policy a n d a d m i n i s t r a t i v e c o n t r o l and d i rec t ion over the bodies that a r e d i rec t ly 

d e p e n d e n t o n t h e U N , with the help of t h e U N s e c r e t a r i a t . His pr inc ipa l i n s t r u m e n t for policy 

-d i rec t ion i s t h e D e p a r t m e n t of E c o n o m i c a n d Social Affai rs . T h i s u n i t o f over 500 profess iona l 

staff, headed by a n U n d e r - S e c r e t a r y - G e n e r a l , a lso p r o v i d e s s e c r e t a r i a t support fo rECOSOC, 

the Gene ra l Assembly a n d v a r i o u s o f t h e i r s u b o r d i n a t e b o d i e s . In addition, E S A e x e c u t e s a 

subs tan t ia l opera t ional p r o g r a m m e in v a r i o u s s e c t o r s , financed by both the r e g u l a r U N -

a s s e s s e d budget, voluntary funds f r o m U N D P a n d t r u s t funds. 4 / The var ious admin is t ra t ive 

f u n c t i o n s ^ . g . budget, pe r sonne l , e tc . ^ a r e i n t h e h a n d s o f o t h e r U n d e r - S e c r e t a r i e s - G e n e r a l 

and Ass i s t an t S e c r e t a r i e s - G e n e r a l . Admin i s t r a t ive cont ro l i s e f f ec t ed d i rec t ly through var ious 

budgetary and other r egu la to ry means of differing intensi ty , and indi rec t ly through the 

S e c r e t a r y - G e n e r a l s authori ty to appoint or to nominate the h e a d s o f c e r t a i n U N bod ies . 

L/ UNCITRAL, CDF Executive Board ^not yet s e t u p s Committee on Peacefu l Uses of 
Outer Space , UN Scientific Advisory Commi t t ee , Commit tee to Study Peaceful Uses of the Sea 
Bed. 

2^ S t a t i s t i c a l C o m m i s s i o n , Commiss ion for Social Development, P o p u l a t i o n C o m m i s s i o n , 
Advisory Commit tee on the Applicat ion of Science and Technology to Development ^ACASTD^, 
Commit tee fo rDeve lopment P lanning , Commi t t ee on Housing, Building and Planning , Com­
m i s s i o n on Human Rights , Commiss ion on the S t a t u s o f ^ o m e n . 
3^ S e e P a r t V , Appendix Six, Tab le 18 for de ta i l s . 
4/ See Tab le s 11 , 12 and 13 in Appendix Six, P a r t V , for deta i ls of the amounts involved. 
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17. In the case of the Specialized Agencies, the Secretary-General merely co-ordinates 

under the authority of the ^oint agreements. H i scon t ro l i s strongest over the activities of the 

UN bodies funded by theUN-assessed budget, moderate over the voluntary-fundedactivitiesof 

theUN Agencies, and mildest over the Specialized Agencies tied to theUNonly through ^oint 

agreement. Thestaffs which help to administer th i ss t ruc ture serve as secretar iats to their 

respective governing bodiesand to the various subordinate committees. Hence, t h e y a l s o f o r m -

ulate, or at least influence, policy in the sectors for which they are responsible. They ca r ry 

out the regular programmes of conferences, research, and standards developments adminis­

te r the Agencies^affairs^ and help formulate co-operative projects for developing countries 

and provide technical and administrative bac^stopping for most of the 8, 000 project personnel 

carrying out these projects, 80 per cent of which are financed by UNDP. L/ 

18. The Capacity Study examined the internal Agency organization structures for this 

latter function in some depth, but detailed description would lengthen the Report unnecessarily. 

It is sufficient to note that the organization of the operational function within the Agencies is 

not uniform. Three different pa t te rnsseem t o b e followed. The first f avou r sa sepa ra t e 

department for planning andcontrolling the execution of all technical assistance and p r e -

investment projects undertaken by the Agency. The second goes to the other end of the spec­

t rum and merges such projects completely into theregular functional and programme depart-

mentsof the Agency- control is exercised over the programming and pro^ectexecution p ro ­

cesses largely through internal financial measures and reports, sometimes monitored intern­

ally b y a s m a l l staff umt established for that purpose. The third pattern falls in between^ 

under thissystem, asepara tedepar tmentexerc i ses directcontrol over apor t ion of the over­

all process, either the project formulation or theexecution. 

D. Co-ordination of the Structure 

19. Anumber of bodies havebeen set upboth at the inter-governmental and secretar ia t 

levels in an attempt to co-ordinate the activitiesof these d iversUNst ruc tu res . At the 

ECOSOC andGeneralAssemblylevels , somefivema^or co-ordinating bodies havebeen estab­

lished^ the Committee forProgramm^e Co-ordination(^CPC^ theExpandedCommit teeon 

Programme Co-ordination ^ECPC^ the Advisory Committee on Administrativeand Budgetary 

questions ^ACAB^- the Board of Auditors^ andtheJ^int lnspe^t ionUnit under the General 

Assembly. The Secretary-General chairs the Administrative Committee on Co-ordination 

^ACC^, which includes the Executive Headsof the Specialized Agencies and, by invitation, the 

headsof other UN bodies. T h e A C C i s served by an Assistant Secretary-General fo r ln t e r -

AgencyAffairs and his staff, as well as by certain units of ESA. It has more than twenty 

1^ SeePa r tV , Appendix Six, Table 18. 
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standingcommittees, sub-committees, inter-agency bodies and wording groups. In the case 

of UNDP, an Inter-Agency Consultative Board ^IACB^ has been set up, consisting of the Heads 

of the Participating and Executing Agenciesandchaired by the Administrator of UNDP. 

E. Representation in the Field 

20. At the field level, development co-operation affairs are administered i n a v a r i e t y of 

ways. UNDPemploys some ninety Resident Representatives, each of whom has astaff vary­

ing in number according to the sizeof the programme in the countryconcerned. Several 

o rgan iza t ions^ .g . UN itself, UNCTAD, UNIDO, ^ F P , e tc .handsome of the Specialized 

Agencies a l soaccredi t theRes ident Representative as the i r representa t ive . However, the 

larger Agencies ^FAO, ILO, UNESCO, ^ H O and UNICEF^ all have field establishments of 

their own- regionaloffices, sub-regional offices, country representatives, regional represen­

tatives, orcombinations thereof. TheUNal so has its network of Regional Economic Com­

missions. L/ 

21. From time to time, the Agencies, includingUNDP, send out special missions for pro­

gramming, project formulation, or evaluation purposes. Finally, each Agency appoints indi­

vidual expertsand project managers who, with their team members ^the 8, 000 project per­

sonnel referred toear l ier^ , actually deliver the development co-operation services at the 

ground level. 

22. Thus, in summary, the present structure forUNdevelopmentco-operation includes 

some twenty ma^orAgenciesandother bodies. They, in turn, aregoverned, given policy 

direction andco-ordinated by about thirty bodies of government representatives ^abovethe 

line^, between the executive and government levels. 2/ At the field level there a r e a t least 

six different typesof representation structures, as shown by Chart 7 .1 . 

F . Shortcomings in Present Structure 

23. The mere description of the present structure for development co-operation identifies 

i ts ma^or shortcomings- it is far too fragmented, a n d h a s l a r g e areasof overlapwhichcreate 

ma^orproblemsof co-ordination and an unnecessary degree of bureaucratic conjplexity. 

Some mayo^uarrelwith the foregoing methodof classifying the categoriesandfunctionsof the 

various UN bodies. Others will argue that any international underta^ing-part icularly that 

of development co-opera t ion- i so fnecess i tycomplex . ^e t the picture painted here may 

1/ Cf. Appendix Three in P a r t V f o r a m o r e d e t a i l e d e x p o s i t i o n of the tangle of organ­
izations at the regional level. 

2/ T h i s i s aconservativeestinjate of the principal inter-governmental bodies. They, in 
turn, a rebut t ressedbycount less committees, sub-committees and specialist groups. 
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even be conservative; a deeper search would probably bring additional bodies to light. And, 

although each Agency is primarily responsible to only one governing body, the continued exis­

tence of so many other bodies with the right, and, indeed, the obligation, to express them­

selves on policy cannot help but be a drain on the capacity of the UN development system. 

24. The defects of the present organizational structure and the limitations that they impose 

on capacity have been described in Chapter Three. 1/ It is only necessary to recal l that they 

lead to frustration on the part of all those participating in the programme - the developing 

Member States, the developed Member States, the Specialized Agencies and UNDP - and to 

complaints that the structure is expensive to operate, particularly as accountability for the use 

of funds is not clearly defined. Most seriously of all, the structure is hampering accomplish­

ment of the programme's objective of providing effective development co-operation. 

25. Notwithstanding extensive efforts to spell out precisely the functions and responsibilities 

of the various representatives, Agencies, and policy-making and co-ordinating bodies, con­

siderable duplication remains at every level in the structure that is supposed to serve the 

development function - a function which is inherently integrated and which, therefore, should be 

carried out in an integrated fashion. Thus, without some central authority to determine ju r i s ­

dictions and processes (i .e. to manage the operation), the present highly fragmented structure 

will probably continue to frustrate, to be less than fully effective, and thereby to remain a 

drain on UN capacity to accomplish its job as defined in the preceding chapters. 

III. BASIC OBJECTIVES 

26. If the overriding objective is to devise an organizational structure which will enable the 

UN development system to fulfil the requirements so admirably set out in GA resolution 2188 

(XXI) 2_/ then governments must accept the clear limitations of the present "non-system" and 

recognize that the only way of achieving the objective is to adopt a much more systematic and 

integrated approach, both to development policies t>nd to the use of resources . It becomes 

imperative to create an organization, operating in conformity with clearly-defined policies 

established by its Member Governments, which would: 

be directly accountable to them; 

effectively manage the operational activities of the UN system in 

support of the economic and social development of Member States; 

1/ Pa ras . 127-144. 

2/ See quoted text in Chapter One, para. 8. 
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becentred unequivocally on the needsof individual countries, without 

neglecting therequi rementsof approved regional andworld policies 

likely to accelerate the development process. 

27. This wouldcarry with it anumber of other implications. It would mean drawinga 

clear structural distinction between theoperational activities o f the^ys t emand thoseo f anon-

operationalcharacter , i no rde r to ensure that the programmewas action-oriented, and 

efficiently n^anagedtoachieve precisely definedobjectiveswithinagiventin^etable. This, in 

turn, would r e q u i r e t h e s h o r t e s t a n d c l e a n e s t l i n e o f authority t o b e drawn fromthegoverning 

andexecut iveorgans a t t h e t o p t o t h e c o u n t r y l e v e l w h e r e a c t i o n h a s t o t a k e p l a c e . This should 

no tbe cons t ruedaspresuppos ingacomple ted ivorce f romthe non-operational, constitutional 

functionsof international organizations. On the contrary, the two types of activities are com­

plementary, although, as shown in earl ier chapters, the dramaticexpansion of operational 

activities and thead hoc m^easures taken over the years to accom^n^odate then^within theexis t -

ing structure have destroyed the balancebetween them. New waysshould therefore be found 

of res tor inganequi l ibr iumwhich will permi tamutua l ly advantageous interchange of ideas 

andexperience between the two, without impeding the efficiency of their normal activities. 

Indeed, the desiredorganizational structure ought to f i l l av i t a l need by pulling together all 

the divers threads related todevelopment which a renowsca t te red among very many different 

UN bodies. It ought to provideafoca l point for the discussions on many inter-related prob-

l emsnowdi spe r sedamong theUNand i t sSpec i a l i zed Agencies, thus saving both ti^neand 

money. Moreover, in order to justify its multilateral character, theorganiza t ionmustbe 

abletoharne^s^ effectively all resources available to it for pron^oting development, whether 

t h e s e b e i n s i d e or outside thesys tem, or indevelopedordevelopingcountr ies . 

28. In keeping with the more integrated approach propounded here, the organization should 

be s o s t r u c t u r e d a s t o b e a b l e t o p l a n , introduceandcarryouteffect ively the inter-related 

s e r i e so f activities which the Study has termed theUN Development Co-operation Cycle. Thus, 

i t should be equipped to play its proper part in the various phases of country programme, pro­

ject for^nulation, implementation, evaluation and follow-up, a sdesc r ibed inChap te rP ive . 

29. This, a t amin imum, is demanded by the present situation. But, bearing in mind the 

r eques t to theS tudy tocons ide r the impl i ca t ionsofadoub l ing of resources within five years , 

it i s necessary to look further ahead. Moreover, in the longer perspective of the next genera­

tion or soadvoca ted inChap te rPour , theonly certainty is that the remain ingyear so f the 

century will bring major change. One cannot predict what this will involve for theUNdevelop-

n^ent systems it may require n^oreintensiveaction in developn^ent co-operation, or it may 

s igni fyamajor shift in emphasis towards population or trade matters , whatever challenges 

enjergo, the organization must be ready to meet them. It must thereforebe open to new ideas, 

and, indeed, active in seeking newapproaches to the developn^ent problems, a^ well as 
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sufficiently flexible in form to pe rmi t prompt adaptat ion to new r e q u i r e m e n t s . 

20. In shor t , the watchwords m u s t be : consis tent policy d i rec t ives ; efficient development 

opera t ions d i r ec t ly respons ive to country needs and b a s e d o n in tegra ted managemen t and u s e 

of r e s o u r c e s ; c l ea r accountability; a n d a r e a d i n e s s for innovation. 

IV. ALTERNATIVE METHODS OP ACHIEVINGTHESE OBJECTIVES 

A. The Ideal Operat ional Model 

21 . If one w e r e s t a r t i n g from sc ra t ch , a n d a t t h e s a m e t i m e a b l e t o b u i l d o n t h e e x p e r i e n c e 

of mul t i l a t e ra l development operat ions as they h a v e e v o l v e d o v e r the l as t twenty y e a r s , i t i s 

fair ly easy t o e n v i s a g e the type of organizat ion that would need t o b e s e t up, even though g rea t 

c a r e a n d foresight would obviously b e r e q u i r e d in working out the d e t a i l s o f a s t r u c t u r e e n t i r e ­

ly devoted t o a t a s k - d e v e l o p m e n t c o - o p e r a t i o n - which in i tself i s manifes t ly complex. One 

single organizat ion should be es tabl ished, andendowed with sufficient r e s o u r c e s a n d a u t h o r i t y 

t o l a u n c h a n i n t e g r a t e d a t t a c k o n t h e p r o b l e m o f d e v e l o p m e n t c o n c e i v e d a s a w h o l e - the I n t e r ­

national Development Authority of t h e U n i t e d N a t i o n s , if you wil l . A p o s s i b l e i n t e r p r e t a t i o n 

of s u c h a m o d e l i s given in Chart 7 . 2 . The Author i ty would respond t o a s i n g l e i n t e r - g o v e r n ­

menta l po l icy-making body which, in i t s tu rn , w o u l d b e e n t i r e l y c o m m i t t e d t o d e v e l o p m e n t i n 

i t s widest s e n s e . The s e c r e t a r i a t would be s t r uc tu r ed i n a w a y conducive t oe f f ec t i ve o p e r ­

ational a c t i v i t i e s i n d e v e l o p i n g c o u n t r i e s . I t w o u l d r e q u i r e a s t r o n g field network, with an 

adequate d e g r e e o f delegated authority, b a c k e d u p b y a h e a d q u a r t e r s w h i c h w o u l d c o m p r i s e 

s ec to r a l arrn^s, cover ing the ma in ingredients of development s u c h a s ag r i cu l t u r e , i ndus t ry , 

na tura l r e s o u r c e s , education, health, employment and thedeve lopmen t of human r e s o u r c e s 

general ly; n o n - s e c t o r a l a r m s , dealing with such m a t t e r s as t rade ,popula t ion ,c red i t , develop­

ment planning, s t a t i s t i c s a n d public adminis t ra t ion ; and reg ional d e p a r t m e n t s , c o m p r i s i n g 

country desks , where the p r o g r a m m e s of co-opera t ion for individual count r ies w o u l d b e dealt 

with in an in tegra ted manner . In the i n t e r e s t s of maximumdecent ra l i za t ion^ to the l eve l s 

where action t a k e s p l a c e , t h e s e r e g i o n a l depar tmen t s might well be located in t h e g e o g r a p h i c a l 

regions t h e m s e l v e s . A t a l l e v e n t s , it wou ldbe c lea r ly unders tood that the c e n t r e o f g rav i ty 

would f o c u s o n the n e e d s o f individual coun t r i e s . The s e c t o r a l a r m s w o u l d p e r f o r m a p u r e l y 

technical function in advis ing t h e r ^ g i o ^ a ^ 

n^osaicof adeve lopmentp rogran^n^e , at all s t ages of the operat ion, a n d w o u l d s u p e r v i s e , 

f r o m a t e c h n i c a l point of view, a n y o p e r a t i o n s f a l l i n g within the i r r e s p e c t i v e s p e c i a l i z e d f ie lds . 

In other words , the s e c t o r a l i n t e r e s t s would b e c l e a r l y subordinated to t h e c o n c e p t o f the 

i n t e g r a t e d c o u n t r y s t ra tegy . Operat ions wo u ldbe c a r r i e d o u t b y a m i x t u r e o f d i r ec t r e c r u i t ­

ment for i nd iv idua l expe r t s in sma l l p ro jec t s , ando f contract ing for al l l a r g e r p r o j e c t s ; in 

e i ther case , the Authority would be d i rec t ly accountable to i t s g o v e r n i n g body for the u s e of 



292 

the resources placed at its disposal. Indeed, the l ineof authority would be absolutely clear-

cut from governing body to the Authority and so down to i tsregionaloff ices(if any) andcountry 

teams, while thatofresponsibil i tycould be traced back through the samelevels withequal 

clarity. 

22. This d o e s n o t m e a n t h a t t h e r e would be noneedof Specialized Agencies as they exist 

today, but that their functionwouldbeverv different. The^ would ineffectbe researchand 

standard-setting institutionsin their respective spheres of interest, each sifting the world-

wideknowlege andexperience whichtheyhave acquired fron^ member countriesin their res ­

pective sectors, and n^akingrecommendationsfor its utilization in morerea l i s t i c international 

and national policies and in moreeffective operational programmes. The i r ro le , in short, 

would be mainly in thefieldof research and wouldbeadvisory incharac te r . Theirgoverning 

bodies should be made up of government representatives, but ideally of people with the appro­

priate technical background appointed by governments, and their deliberations should be 

restr icted to technical mat ters . The sectoral arms of the International Development Authority, 

on theo the rhand , would beexclusively geared to operational matters in their fields of com­

petence. Even though thespecialized institutions might well be autonomous organizations, in 

order to preserve the independence of their scientificand technical recomn^endations, it 

would be necessary to forge close mutual l inksbe tweenthemandthe Authority so that there 

couldbe aconstant interchangeof ideas andexperience andof theory andpractice. 

22. Unfortunately, we donot live in an i d e a l w o r l d a n d w e a r e not operating inavacuum. 

Any atten^pt to introducean ideal n^odel along thel ines just describedwould inevitably entail 

acon^pleteupheaval and theamendn^entof theUNChar ter andof Agenoyconstitutions. 

Accordingly, abalance must bes t ruck between the best possible kind of organization that 

could bedevised, andwhat i s practicable in present circumstances. It is therefore necessary 

to exan^ine other possibilities with n^oreim^nediateprospectofin^plen^entation. At this point, 

somemay argue that there is , therefore, no point in consideringany ideal solution, even in 

theory, since it is patently unattainable. The Capacity Study would not agree but sustains 

that it is essential to work out thebas ic requisites o f t h e i d e a l i n o r d e r t o h a v e a m o d e l o n 

which t o b a s e a m o r e practicable proposal. In other words, acceptance of areal is t icapproach 

should not denotecompletesurrender to thes ta tus quo, b u t r a t h e r a s e r i e s o f selective 

improvements, all carefully aimed atcoming as near as possible to the ideal, particularly in 

the medium to long term. It i son ly in this way that the international systemwil l escape from 

the incessant improvisation of ad hoc solutions that has sobedev i l l ed i t i n thepas t . ^ i t h a 

prospectof twenty-five y e a r s o r n ^ o r e of activity ahead, it is imperative t o h a v e a p o l e s t a r 

toward which to travel. 
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В. OtherAlternativesConsidered 

24. The Study c o n s i d e r e d a n u m b e r o f o t h e r alternatives, which, despitesome variants 

withineachone, fall mainly into four categories: 1̂  

(1) reducing operational activities andeliminating, or severelylimiting, the 

functions of UNDP; 

(2) maintaining pre-investmentactivit iesbut merging themwith the investment 

activities of the IBl^D; 

(2) retaining the present organizational structure with minor modifications; 

(4) devising an organization of a m o r e c o l l e c t i v e c h a r a c t e r in which all the main 

con^ponents of thesysten^wouldparticipaten^oreful ly at all levels. 

(1) deducing operations andeliminating,or severelylimiting, the functions of UNDP 

25. Thisalternative represents the opposite extreme from the ideal model. It is, i n a 

sense, the m^ost logical response to the n^orer^dicalexponentsof the v iew- e x p r e s ^ e d o n a 

number ofoccasions to the Capacity Study-that the impact of technical assistance provided 

through t h e U N a n d its Specialized Agencies on the economic and social progressof developing 

countries has not been in any way proportionate to its cost. The majority of t h e s e m o s t severe 

critics are alsodeeply sceptical about the suitabilityof the m^ultilateral approach for opera­

tional activities requiringquick decisions andeffectiveaction^ and ci tetheperforn^anceof 

t h e v a r i o u s U N p r o g r a m m e s o v e r t h e l a s t couple of decades as i l lus t ra t iveof th i sbas ic in­

capacity. If one accepts this view, one is therefore forced to the conclusion that t h e U N s y s t e m 

m a d e a f a t a l m i s t a k e b y t a k i n g u p o n i t s e l f an operational role for which it was not cut out and 

at which it was doomed to fail. 

2^. Pursuit of this school of thought to its logical conclusion would limit the function of 

theUNdevelopment system largely to collection of information; to research on and study of 

issues; and to the enunciation of policies, goals, standards, andbroadobjectives. Any 

necessary operational activities would revert to theregularprogran^n^es andbudgets of the 

UNand the Specialized Agencies and would be relat ivelyümited in character. 2^ The main 

1^ Thissurvey is not intended t o b e con^prehensive. Anun^ber of other alternatives 
could be workedout, bu t theStudyhas concentratedonwhati t cons idered tobe then^a incho ices . 

2^ Another possibil i ty-though one that would not beadvocated by the c r i t i c s r e f e r r e d t o 
in para. 25who believe that neither t h e U N n o r its Agencies should havebecome involved in 
operations - i s that the regular programmes of the Agencies would become proportionately 
bigger, the funds formerly channelledthroughUNDPbeing divided between them (though not 
necessa r i lya t thesame leve l s ) th rough the i r regular assessed budgets or trust funds. The 
Capacity Study considers that theobjec t ions tosuch an arrangeaient are conclusive - it would 
perpetuate thesec tora l fragmentation of activities a t t hecoun t ry l eve l andexace rba t e the 
inter^Agency rivalries that so m^anymea^ure^ taken over the last few years havebeen 
designed toattenuate. 
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emphasis would be on those purposes for which the variouscomponents of t h e U N s y s t e m 

were originally establ ished-namely, through study and discussion, to reachcommon agree­

ments to which al lMember States maysubscr ibeand thereby stimulate international со-

operation. 

27. Under this alternative, theorganizational structure of theUNdevelopment system 

would^onsist essentially of: 

(a) ECOSOC to enunciate policy; 

(b) E S A t o m a k e s t u d i e s and suggest policies that should beadopted; and 

(c) the Specialized Agencies to coHect information, conduct research, develop 

standards in their respect ivesectors , andconduct conferences exhorting 

Member States to adopt their agreed policies and those of ECOSOC. 

The elimination of operational activities of any significant magnitude would, in turn, eliminate 

the need for UNDP. 

28. A l e s s e x t r e m e variant of this approach would not eliminate the operational activities 

of theUNdevelopment system altogether, f a ther , it wouldcircumscribe them to assisting 

governments in national development planning and in strengthening their administrative struc­

tures through OPEXappointments. In this model there could b e a p l a c e f o r a m u c h reduced 

UNDPtoundertakethe^nainresponsib i l i ty for supervising this work and for co-ordinating 

the effortsof the individual sectors. However, thiscould almost certainly be done equally 

wel lbyESA, if not better, given its long experience in development planning, public adminis­

tration and the provision of OPEXservices . 

29. This alternative provides a temptinglys impleanswer to manycomplex and irksome 

n^anagerialproblen^s. However, the Capacity Study could not accept it as av iab leanswer 

since it believes that theUNsysten^ provides the only international machinerycapable of 

supplyingafull range of development a s s i s tanceserv icesandthatUNDPoccupies aunique 

position within that system. The two in combination are potentially capable of makingamajor 

contribution to the solution of development problems. This view is certainly shared by the 

vast n^ajority of thedeveloping countries whosegovernn^entscommunicated with the Study: 

while expressing their concern on specific, and often important, aspects of the programme 

which needed t o b e made moreeffective, most of thememphasizedthei rbeüef in the validity 

oftheapproach, and their continuing and growing need for multilateral co-operation. MoreD 

over, in the Study's view, the model described here would inevitably result i n a r e n e w e d dis­

persal of sectoral activities, both for research and for such operational programmes as 

might still continue. This would undoubtedly b e a r e t r o g r a d e step, particularly in the light 

of the halting but nonetheless significant progress which hasbeen achieved in th is respec t 

o v e r t h e y e a r s andofthegrowingconviction of the integral nature of developn^entproblen^s. 
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40. Por all of these reasons, therefore, the Capacity Study rejected this alternative out 

of hand. 

(2) Maintaining pre-investmentactivi t iesbut merging themwith the investirent 
activities of the I B I ^ I D A 

41. This variant, i n a s e n s e , is an extension of the previous one but it issufficiently 

different to warrant separate treatment. It a l sos tems from the premise that theUNdevelop­

ment system, as at present organized, is not suited to the direct provision of multilateral 

assistance o n a l a r g e scale. However, it recognizes that there is acontinuingand, indeed, 

an increasing, need for co-operation in pre-investmentact ivi t iesand that the international 

channel possesses considerable intrinsic advantages over other means of providing t h i s s e r -

vice. According to this school of thought, the main difficulty- apart from the cumbersome 

structures and p r o c e d u r e s - h a s been the lack of asufficiently close link between pre- invest-

ment work and the main sources of investment proper, which has meant that much of this work 

has fallen short of its objective or, indeed, has not been sufficiently oriented towards it. 

Th i sa rgumen tcou ld l ead to thesugges t ion - which, again, h a s b e e n m a d e o n a n u m b e r of 

occasions to the Capacity S tudy- tha tUNDP's functions in the pre-investment field should be 

taken over by IBI^D, or, more specifically, by IDA. 

42. Such an arrangement, while necessarily presupposing the demiseof UNDP, as in the 

previous instance, would not precludecont inuedoperat ionalact ivi t iesonaconsiderable scale 

byother components of theUnited Nations system, notably the Specialized Agencies. These 

might continue to act for the Bank in their respect ivespheres through anexpanded version of 

the arrangement which already exists withPAOandUNESCO. 1^ It is probable, however, 

that this would result i n a c e r t a i n reduction of the scaleof their operational activities - at 

least in the immediate future andassumingthecontinuanceof a s imi la r am^ount of total funds 

for pre-investn^ent at around present levels - since the IBI^D would no doubt still pursue i ts 

policy of contracting the major part of its work outside thesystem(although, under this model, 

it might be foreseen that the Agencies might undertake the supervision of contractson behalf 

of the Bank). 

42. Asys tem of this kind presentsconsiderableadvantages. In the first place, as said 

earlier, p r e - inves tn^en tworkca r r i edou tby theUNsys ten^wou ldbe fa rmorec Iose lygea red , 

ineveryway , t o a m a j o r source of investment and probably, through it, to theregional banks 

and bilateral sources of credit. Secondly, the Bank hasshown itself t o b e a n efficient organ­

ization, totallyoriented towards operations and the attainment of tangible results at reasonable 

^ SeeChapterNine, para. 59 foradescr ip t ion of this arrangement. 
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cost. Its current arrangements withPAOandUNESCO are an admirable example of the 

businesslike approach, being of as t r ic t lycontractualnatureandaffording the financing agency 

- in this case the Bank- far more control over the funds it provides than is provided by the 

more tenuous arrangements existing withUNDP. Thirdly, the Bank is already working in the 

pre-investment field, through its arrangements with theSpecialized Agencies 1^ and in other 

way^; it has therefore acquiredexperience in this field. Pinally, andm^orein^portantly, if 

IBI^D took over full responsibility for n^ultilateralpre-investn^ent activities,this would solve 

theincipientproblen^of duplication of functions withUNDPand settle onceand for all the 

location of the dividing linebetweenthe^n. 2^ 

44. Notwithstanding thesecogent arguments, the Study hasopted against this solution. The 

Bank suffers from drawbacksof apolit ical nature, which makes it l e s s s u i t a b l e a s a v e h i c l e 

for multilateral co-operation thanUNDP. Its membership is not universal, and the Eastern 

European countries are not included. Secondly, its voting is weighted; it has, therefore, a 

moreconspicuous "donor-bias" thanUNDP. Thirdly, the term pre-investment is misleading. 

Not all of the technical co-operation required by the developingcountries is of the kind likely 

to l ead directly or indirectly to an investment need, although much of it contributes to the 

making of the broad infrastructure without which no single item of capital investment is likely 

tobesuccess fu l . Much of this work, indispensable as it i s , cannot by its nature berevenue-

p roduc ingor l ead to anear ly increase in GNP. It is therefore unlikely toreceiveat tent ion 

from any banking institution, howeverl iberal its policies, 2^ and little from bilateral sources 

of technical co-operation. I f theUmtedNat ionsdeve lopment sys temceased towork in th i s 

field, therefore, it would l e a v e a v e r y big gap with little prospectsof its being filled f romelse-

where. 

45. Por all of these reasons, therefore, the Capacity Study decided against thissecond 

al ternativealso, at any r a t e a t the present t ime. The main consideration here is the extent 

to whichUNDPcan be equipped and restructured so as to perform its undoubtedly uniquerole 

1^ See Chapter Two, para .48 , ChapterPour, para.29, andChapterNine, para.59. 

2^ An equally valid alternative would be to merge the Bank's affiliate IDA intoUNDP. In 
some ways this would be more logical since IDA, with its emphasis on development loans at 
low interest rates^ is nearer in conception toUNDP than to the Bank which has perforce t obe 
guided by commercial banking rates since it has t o r a i s e i t s m o n e y o n the world markets. 
However, the Capacity Study does not think it timely to pursue this idea unless the capacity of 
UNDPis strengthened. 

2^ This, incidentally, is one (though by no m^eans the only) reason why theworkof the 
Bank achievesmuchmoresigmficant results: it concentrates - and r ight ly- on projects where 
b e n e f i t s i n r e l a t i o n t o c o s t a r e f a i r l y clear f romthe outset, whereas aprogran^me totally de­
voted to technical co-operation, suchasUNDP, cannotby i t sna tu re operate f r o m a s i m i l a r 
basis of reasonablysure(or even reasonable) returns. 
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in an effective manner. It might thereforebeadvisable to keep this model in abeyance until 

progress in this respec tcan be ascertained. Something more will b e s a i d o n t h i s i n the last 

section of this chapter, which deals with future projections. 

(2) Minor modifications to the existing structure 

46. The Study alsoconsidered how far capacitycould be expanded without major organi-

zationalchanges. In practice, this would mean relyingentirely on the procedural improve­

ments outlined in Chapters Pive, Six, Eight, Nine and Ten. There is no doubt that they would 

domuch if applied conscientiously. The Study came to the conclusion, however, that res t r ic t ­

ing innovation to the purely procedural aspects would signify, in effect, accept ingal imita t ion 

of capacity a t a l e v e l not appreciably greater than that existing at the present t ime and the 

dishearteningacknowIedgementthattheUNdevelopment sys temmust always work well ^elow 

its potential. On the one hand, procedural improvements in t hemse lvesa reümi t ed in their 

effects; secondly, some of the procedural changes themselves would be difficult t o r e a l i z e , 

at least to their full extent, unless accompanied by somest ruc tura l change at key points; 1^ 

and thirdly, and most convincingly, this is exactly the kind of make-and-mend operation which 

hasbeen used repeatedly in the past to so little effect. 

47. Por all of thesereasons the Capacity Study also dismissed t h i s a l t e r n a t i v e - t h e 

"tinkering"approach. 

(4) Modifying thes t ruc ture in order to p romoteamoreco l lec t iveapproach at all levels 

48. fo rk ing from the thesisof extracting all possiblebenefit from the existing structure, 

the Capacity Study also examined the possibility of converting thecent ra l organization for 

development operat ions( i .e . UNDP)intoaconsort ium, freely constituted by theUnited Nations 

itself and all the other con^ponents of thesys temwhich now participate in operational econon^ic 

andsocial development activities. T h e s t a t u t e o f t h e c o n s o r t i u m c o u l d b e a c o n t r a c t legally 

binding all the organizationsadhering to it. Alternatively, formal agreements might be 

negotiated between the neworganizat ionandeachof the Agencies defining functions a n d r ^ -

spons ib i l i t i es insuchaway as to rn^ake possible a f a r g r e a t e r degree of collectiveaction. 

Suchanapproachoffersveryconsiderableat t ract ions: it would build uponexis t ings t ruc tures ; 

1^ Por instance, it would be difficult to es tab l i shaUN Development Service o n a c a r e e r 
basis, as described inChapterEight , under the present system, l ikewise, t h e " c o u n t r y t e a m " 
approach to the programming andexecution of UNDPactivities will not function properly with­
out changes in thesys tem of field organization and the recognition of the full authority of the 
resident representat ive. 
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it wouldproject still further, b u t i n a m o r e effective way, thecollective philosophy which has 

n^ainly informed the evolution of theUNcomplex of organizations up to the present, despite 

periodic controversiesbetween"central is ts" and"decentralists"; and it would reflect the 

many-sidedand interlocking facets of the development process. 

49. The Capacity Study therefore devoted careful thought to thecollectiveconcept and 

workedou taposs ib le model in some detail. It seemed logicalthat this unifiedorganization 

should beheaded byaBoardcomposedof theExecu t ive Heads of these organizations, each 

of whichwould delegate to thecen t ra lo rgan iza t ionpar to f theau thor i ty it now independently 

exercises and would, in return, have a s t a k e i n t h e commonenterprise. Here the f i r s t snag 

arose as a consequence of the very number of these organizations. It is obvious that nobody 

around twentyAgency Heads, no matterhowdist inguishedandcapable, i s l i k e l y t o b e a b l e 

toprovide decisiveleadershipandeffectiven^anagen^ent, especially since eachwouldcon-

tinue to carry the heavy responsibility of hisown organization. This shortcoming might be 

partially remedied by the appointmentofaGeneral Manager, but h i s r o l e might well come to 

overshadowan unwieldy andslow-moving directorate, inwhichevent the casefor acollective 

Boardwouldi t se l fbe called into question. Again, the use of understudies would undermine 

the Board 's prestige andauthority. Another solution would be to c r e a t e a s m a l l e r b o a r d o f 

s evenor eight people, con^prisingtheAdn^inistratorof UNDPandtheExecutiveHeads of 

only themajorPar t ic ipa t ing and Executing Agencies, ^ h e n t h e Con^missionerlaunchedthis 

idea i na se r i e so f in fo rn^a l discussions with Heads of Agencies, however, it became apparent 

that it wasnot acceptable t o s o m e of theHeads of those organizations unlikely t o b e r e p r e s e n -

t e d i n s u c h a g r o u p . A for^nulawhereby they would be represented b y o n e o r t w o r o t a t i n g 

me^nbersdid not find favour either. 

50. On further examination, the Study encountered further ser iousobstacles to the prac­

tical application of this proposal. It is , for example, legitimately open to doubt whethera 

Boardcomposedof representatives of sectoral fields and interests would beable to devise 

and follow independent andoveral l policies having the interestsof integrated development as 

its aim. Aglance back at history confirms that this inherent difficulty is compounded in the 

case of the Specialized Agenc ie sbyanumber of factors: their autonomy, and the fact that 

their independent leanings are heightened by overlapping functions, a c r i t i c a l and sensitive 

point, which makes agreementevenmore difficult; their strong, direct links with sectoral 

ministr ies in the developingcountries, which, however desirable and inevitable in their own 

part icular field, inh ib i to rder lyandin tegra tedprogrammingat thecount ry leve l ; the lack 

of any constitutional means of enforcingcollectiveaction or the subordination of sectoral 

interests to those of t h e s y s t e m a s awhole; theconstant and intractable difficulties 
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encountered in achieving unified representation in the field. 1^ Thegeneral disillusion and 

frustration over t he reco rdo f the ACC, expressed to theStudy by several of its members , 

also tellingly illustrates the limitations of collective action in practice. Against th i sback-

ground, it may well be questionedwhether the Agencies would besufficiently induced by their 

prospectivestake in thecon^n^on enterprise to su r rende r to the central organization thepowers 

necessary to ensurearea l ly in tegra tedandeff ic ientopera t ion . 

51. After verycareful examination of the p r o s a n d c o n s , theCapacity Study reluctantly 

carn^e to theconc lus ion tha tamoreco l l ec t ives t ruc tu rewouldno tbe practicable in present 

circun^stances and would not contribute to theexpansion of capacity. 

V. THE^ECOMMENDEDMODEl^ 

52. Through this processof elimination, theCapacity Study came to develop the model 

which, ini tsopinion, i s b e s t suited to achieve the greatest possible improvement in capacity 

on the basisof what ex is t sa t the present time, with the minimum amount of upheaval. At 

the^sametime, it still adheres as closely as possible to thebasicobject ives alreadyoutlined 

in paragraphs 26-20 above. Pirst , someexp lana t ion i sneededof the ro les and inter-relation­

ships envisagedbetween the various con^ponents of the existingUNdevelopn^ent system in 

thisnewlayout. 

A. Idoles of the Principal ExecutiveComponentsoftheUNDevelopmentSystem 

52. Since thisStudy was undertaken at the direction of the IACB and the Governing Council 

of UNDP, its primary focus hasbeen on activities financed throughUNDP sources. These 

activities primarily involve programming for TA and SP projects and their formulation, 

execution, andevaluation and follow-up. 

54. As pointed out earlier, however, development co-operation alsoinvolves other activi-

t i e so f theUN. Inonedimension, these comprise: the operational programmes o f ^ P P a n d 

UNICEP; the operational programmes financed from the regu la r budgets o f t h e U N a n d t h e 

Specialized Agencies andothernon-UNDP funds; the conference, research, information and 

standard-setting programmes of theSpecialized Agencies; any activities ca r r i edon under 

the umbrella of the regional EconomicCommissions, or theregionaloff ices of the Agencies; 

and, i n s o m e c a s e s , the relief programmesofUNHCI^andUNl^^A. I n a b r o a d e r sense, they 

also cover trade, population, and monetary affairs, including investment andcredi t , and thus 

1^ See Chapter Two, passim, f o r a m o r e detailed description of theevolution of the Agency 
structure, andChapter Three, paras. 127-144, for aful ler analysis of the deficiencies of 
the present arrangen^ents. 
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extend to the activities oforganizations such asUNCTAD, the IBI^D and its affiliated bodies, 

and the IMP. Consequently, while t h i sd i scuss ion focuseson the ro l e s of UNorganizational 

entities a s re la ted to the operational aid programmes of UNDP, it may also touch on the 

wider ro lesof these organizations, as necessary,in order t o s e e the total effort of theUN 

system in perspective. 

(1) The role of UNDP 

55. Invarious places the Studyhas underl inedthenecessity for assigning toone account-

ableexecut ivetheresponsibi l i tyforappIyingUNDPresourcesn^ost effectively andefficiently. 

Given thisfundamental responsibility and the concertedapproach to country programming and 

project formulation, execution, andevaluation prescribed inChap te rP ive , the logica l ro le 

f o r U N D P i s one of s t rong leade r sh ipa taH levels for operational programmes car r iedoutby 

theUNdevelopn^ent systen^ in the fields of pre-investment and technical co-operation gener­

ally. The resident representat ive of UNDP should therefore play an equivalent key role at 

thecount ry leve l . Heshou ld take the lead , in close consultation andagreement with the 

government, in bringing in ternat ionalexper t ise tobear on the country's critical problems as 

defined in itsdevelopment plans and accorded priority in its official policies. Dogically, he 

should be theso lespokesman for thoseaspec tsof theac t iv i t i es of all componentsoftheUN 

sys temthat are financed, or proposed for financing, by UNDP. I t i s h e whoshouldbecharged 

withinformingthegovernment what resources and co-operation it may receivefromUNDP 

(and, s o f a r as possible, f romother elements of theUNdevelopment system) andwith helping 

it t o w o r k o u t a " c o u n t r y programme" whichwülu t iüze themtoopt imumeffec t . Pinally, 

he shou ldensure tha tUNDPresources actually n^adeavailable a r eusedwe l l . 

56. It follows f romthis that the wholeUNDP organization above thecountrylevel should 

bedesigned to facilitate the fundamental, on-the-ground operation. Obviously, if there is to 

be one Adn^inistrator accountable for thesebasicoperat ions throughout the world he must 

have the necessary staff to: 

(a) help establish andenunciate the policiesand procedures under which the 

operation will be carr iedout; 

(b) make the decisions necessary to al locateresources wisely; 

(c) exercise managerial control over the operations; 

(d) facilitate the assemblyof resources and talents needed; 

(e) report on achievements in relation toobjectives. 
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(2) TheroleofUN^ESA 

57. TheUN is at presentaPar t ic ipa t ing and Executing Agency f o r U N D P i n a n u m b e r of 

important fields. In the model proposed by theCapacity Study, however, t h i s r o l e w i l l b e 

gradually modified. It is suggested later in t h i s c h a p t e r l ^ that ESA should gradually divest 

itself of i tsoperational responsibilities in such fields as natural resources, transport and 

housing, which could be distributed among other componentsof the system, but should retain 

those respons ib i l i t i es^ .g . economicand social planning, public administration and statistics) 

which haveagenera l , non-sectoral bearing on development and are of vital importance in 

creating the necessary infrastructure. ESAwouldbecomean increasingly vital partner to 

UNDP (in addition, naturally, to its own activities in promotion of international economic and 

social co-operation generally)particularly in preparing thegroundwork for the country p ro­

grammes and for future development co-operation policies. The two organizations would 

therefore work even more closely together than hitherto and, looking forward to the distant 

future, might eventuallymerge. 2^ 

(2) The role of the Specialized Agencies 

58. The Specialized Agencies have p layedakey role in theUNdevelopment system and 

clearly haveac ruc i a l bearing on its capacity. They possess a l a r g e pool of technical exper­

tise andtheir work may beexpec ted toacqui re increasing va lueas spectacular advances in 

scienceand technology force nations towork more closely together. Indeed, it is t o b e hoped 

that each of the Agencies will evolve into worldcentres of knowledge for the disciplines they 

represent, since they would thus fulfil the high objectives proclaimed by their constitutions. 

Their intellectual and technical resources must therefore be used to the full in any future 

organization. 

59. A t t h e s a m e t i m e , it must not be forgotten that the Agencies also havegreat respon­

sibilities to all Member States, both developed anddeveloping. A s h a s b e e n i n d i c a t e d e a r l i e r , 

thesuddenexplosionof operational activities has inevitably affected thesebroader functions 

of internationalco-operation, while the various organizational and administrative arrange-

m^entsdevisedbetweenUNDPand the Agencies have not provedconducivetoeffective and 

expeditiousmanagement of an operational programme. The a i m t h e r e f o r e m u s t b e t o m a k e 

thebest use of the invaluablecontribution they have tooffer without detrin^ent to their wider , 

non-operational responsibilities or to the managerial demands of anac t ionprogramme. 

1^ Para. 122. 

2^ Para. 151. 
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60. This is oneof the main purposesoftherecommendedorganizational model. The pro­

jected ro leand relationship of the Agencies toUNDP in this model are illustrated in Chart 7.2. 

Thebas ic difference in thisrelationship as compared with the present is thatUNDP would 

assun^e full responsibility for all development act ivi t iescarr ied out under i t saegis , and with 

its funds, irrespectiveofwhichAgency or other insti tutionexe^utedaparticularprogramn^e 

or project on itsbehalf. The chart thereforeshows UNDPas the organizer and manager of 

this whole complexof activities, with principal responsibility for making the Developn^ent 

Co-operationCycIe, described inChapte rP ive , functioneffectivelyandefficientlyD The 

Adn^inistrator of UNDP would thusbe accountable to individual governments for operations 

whichUNDP undertook to conduct in agreement with them and to the Governing Council for the 

en t i reprogrammeand its implementation. This would have implications for therelationship 

betweenUNDPandeach Agency. The latter would be accountable to the Administrator of 

UNDP for any project operations that it undertook to execute on behalf of UNDP. It would thus 

act a s a n agent of UNDP at therequest of the Administrator, under the terms of an agreement 

which might b e c a l l e d a c o n t r a c t . Theagreements would stipulate the right of UNDP to exer­

cise surveillance over the project or, in other words, toadminis te r thecont rac t . The Agency 

wou ld repo r t t o the Administrator in accordance with the t e r m s o f the agreement and he would 

report in turn to the Governing Council. 

61. In this particular sense, the role of the Agencies would be similar to that of any other 

executing agent, including those whichUNDP might decideshould be contracted, directly or 

indirectly, outside the system, except that the form of agreement withUNDP would be 

slightly different. 1^ But in the wider sense of the totality of the activities to be carriedout 

in the Development Co-operationCycle, t h e r o l e of the Agencies would be very different, 

because it would not be limited to execution only. Obviously, the Administrator should avail 

himself of the technical advice of theappropriate Agency at all phases of the cycle. To cite 

the most important aspect, the Agencies should be theUNDP's main source of technical and 

sectoral advice in the country programme phaseand also in the subsequent one of selecting 

and formulating projects. Thisadvisory function of international Agencies would resemble 

that of a c o n s u l t i n g f i r m a n d s h o u l d a l s o b e b a s e d o n a c o n t r a c t u a l agreement. 

62. The SpecializedAgencieswouldperformyet another service for the restructured 

UNDPD They would provideadvice collectively on general matters within their respective 

sectoral spheres andonthetechnicalassessn^ent of country andother programmées. This 

function would beperformed through theTechnicalAdvisoryPanel , described in paragraph 

102below. As explained there, this Panelwoulda lsoworkclose ly with the proposed Pro-

gramn^ePolicystaff (see paragraph 102) which would have the wider function of investigating 

SeeChapte rP ive , paras . 122-122 fo ra fu l l e r explanation of this. 
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and t ry ing out n e w a p p r o a c h e s to development co-opera t ion . Thus , i t s h o u l d c o m e t o con-

s t i t u t e a m a j o r channel for applying t h e r e s u l t s of t h e s e c t o r a l r e s e a r c h and subs tan t ive know-

l e d g e o f t h e A g e n c i e s f o r t h e b e n e f i t of opera t ional progran^n^es a s a w h o l e . Th i s i m m e n s e l y 

impor tan t and c r ea t i vecon t r i bu t i on would be re inforced by the per iodic consul ta t ive m e e t i n g s 

with the Agencies which would be a r r a n g e d by the P r o g r a m m e Pol icy staff. 

62. The functions of the Specialized Agencies can the re fo re be divided into t h r e e b r o a d 

categories^ constitutionals contrac tual , where the Agency i s c a l l e d o n t o e x e c u t e a p r o j e c t 

forUNDP^ andconsu l ta t ive , where t he A g e n c y ' s a d v i c e i s needed on p a r t i c u l a r p h a s e s o f the 

UNDP p r o g r a m m e . P i n a n c i a l a r r a n g e m e n t s f o r t h e s e l a s t t w o f u n c t i o n s o n b e h a l f of UNDP, 

which a r e both cont rac tua l in na ture , a r e proposed in C h a p t e r N i n e . 1^ 

(^) T h e r o l e o f t h e c o m p o n e n t s of t h e U N s y s t e m w h i c h provide o ther r e s o u r c e s for 
operat ional development act iv i t ies 

6^. These r e s o u r c e s fall into t w o c a t e g o r i e s ^ those used for work of a p r e - i n v e s t m e n t 

na tu re , as in the ca se of the r egu la r p r o g r a m m e s of t h e U N a n d the Agenc ies , ^ P P a n d 

UNICEPS and those d i rec ted to inves tment p rope r , a s i n t h e c a s e o f I I 3 ^ D , IDA and IPC and, 

potential ly, of the Capi ta l Development Pund. a h u e s ó m e of these A g e n c i e s a l s o o p e r a t e a s 

Par t i c ipa t ing and Executing Agencies f o r U N D P , t h e i r ro le a s c o n s i d e r e d h e r e i s a d i s t i n c t 

one, in that it r e l a t e s o n l y to t h e i r f u n c t i o n s a s p r o v i d e r s o f r e s o u r c e s for development c o ­

operat ion, which a r e a d d i t i o n a l t o t hose of UNDPand should ideal ly be con^plen^entary to 

t h e m . 

(a) P r e - i n v e s t m e n t 

(i) Technica l Ass i s t ance p r o g r a m m e s o f t h e U N a n d the Agencies not 
financed by UNDP 

65. These p r o g r a m m e s a r e l a r g e l y a r e s u l t of the ad hoc and ten ta t ive n^anner in which 

t h e U N s y s t e m f i r s t e m b a r k e d on development opera t ions . It i s doubt fu lwhether they would 

have been created at a l l h a d a c e n t r a l fund for th is type of activity exis ted from^the outset , 

and they a r e a n o t h e r e x a n ^ p l e of the pro l i fe ra t ion of UNin i t i a t ives in th i s s p h e r e . However , 

for the policy r e a s o n s given in C h a p t e r N i n e , 2 ^ t h e Capacity Study r e s t r i c t s i t se l f t o r e c o m -

n^ending, fron^ the in^mediate organiza t iona l point of view, t h a t t h e p r o g r a n ^ n ^ i n g o f t h e u s e 

of t he se fundsa t the c o u n t r y l e v e l should beconduc ted jointly w i t h U N D P a n d t h e g o v e r n m e n t 

i n a s i n g l e exe rc i s e . The impl ica t ions for organizat ion a t t h e c o u n t r y l e v e l w i l l b e deal t with 

in pa ragraphs 2^-82 below. 

1^ P a r a s . 56-60. 

2^ P a r a s . 2-2. 
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( i i ) ^ P P 

66. The field network of ^ P P is already closely integrated with that of UNDP, since it 

uses the res ident I^epresentat iveasi tsf ie ldrepresentat ive and its projectofficersforn^ part 

of the res ident representat ive 's staff. This process should be carried still furtherby the 

synchronization of the programming process with that of UNDPas suggested in Chapte rP ive l^ 

andby the developmentof closer relationships between the headquarters of the two organiz­

ations t h r o u g h ^ P P ' s participation in theDevelopn^entl^esourcesPanel, as suggested in 

paragraph!07be lowand , at the inter-governmental level, as outlined in paragraph 125. 

(iii) UN1CEP 

67. Similar considerations apply toUNICEP, but here the present field relationship is not 

so close. It is therefore recommended thatUNICEPshouldconsider gradually integrating 

its fieldestablishment with that of UNDP. Again, recommendations will be made later for 

closer integration at Headquarters, both through membership of the Development resources 

Panel, and at inter-governmental levels(paragraphs 107 and 125 respectively). 

(b) Investment 

(i) I I ^ D and its affiliates 

62. Sincegovernn^ents 'decis ionhasdecreed that n^ultilateral activités in the investment 

f ie ldshouldbehandledby separateorganizations rather t h a n - asn^ight a l s o h a v e b e e n a 

log ica lapproach- as acontinuous and interlocking processintegrated under as ingle ins t i tu-

tion, it i s o f the utmost importance, first, t h a t t h e r e s p e c t i v e r o l e s o f U N D P a n d t h e l l ^ D 

should b e a s clearly den^arcated as possible in order to preventduplication and, secondly, 

that the twoorganizations shouldcollaboratevery closely in order to ensure that their activi­

t ies so far as possible complement oneanother and forge the necessary l inksbe tweenpre-

investn^ent and investirent. 

69. The first presupposes that, just as I^I^D is recognized as the pre-eminent multilateral 

organization in the investment field, soUNDP will be granted similar acceptance as the lead­

ing n^ultilateral organization in pre-investment and technical co-operation. In the event of 

lEI^D setting u p a w i d e network of fieldoffices, acareful delineation of functions would be 

necessary in relation to the resident representat ive and theUNDP field office, but since this 

h a s n o t o c c u r r e d s o f a r , the Study does not make anypreciserecommendat ions to th is 

effect. 2^ Asfor thesecondcons idera t ion , it is self-evident that the I ^ D should be closely 

1^ P a r a s . 2 , 1^, and 61. 

2^ If suchawide network werese t up in the future, consideration might beg iven to jo in t 
representation, tobeg inwi thon an ad hocands t r i c t ly personal basis, where agreement could 
b e r e a c h e d t o s e l e c t a l ^ e s i d e n t representat ive who could, a t t h e s a m e t i m e , represent theDank. 
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associated with thecount ryprogrammeexerc ise , a s d e s c r i b e d i n C h a p t e r P i v e , 1^ both 

because of therelevance of their own periodiceconomicsurveys of many countries and 

because of any subsequent implications for capital investment. Also, in the interes tsof con­

sistent policies andcomplementary action between the two organizations, it is essential that 

a s t i l l closer relationship shou ldex i s ta t the headquarters' level than is the ca sea t present. 

P o r t h i s r e a s o n , it is proposed that I^ I^Dshouldbeamember of both theTechnical Assistance 

Panel and of the Development l^esourcesPanel. 

(ii) The Capital Development Pund 

70. The latter-day creation of this Pund and the entrusting of its administration toUNDP 

runcoun te r to theea r l i e rpo l i cyo f governments tokeeppre-investn^ent and investm^ent apart. 

This, combinedwiththe exiguous funds so far pledged for it, make it difficult to p r e s c r i b e a 

role for it at the present tirn^e that couldbe effective and yet not duplicate the functions of 

existing institutions. As apossiblesolution, theCapacity Studyhas already suggested in 

ChapterPour2^ that the Pund should bebe t te r endowed and used tomakegran t s - in -a id for 

purposesof capital development or, incer ta in cases, for recur r ingcos ts . It shouldcer-

tainly continue t obe administered by UNDPas an integral partof the resources available for 

thecountry programme. 

^8. The I^ole of Governments 

71. S inceUNDPrepresentsamul t i la tera l effort t oa s s i s t the developing countries, all 

Member Governments carry aresponsibility toward it. As hasbeen said before, this en­

tails not only financialcontributionsbut a l soacommi tmen t tomar sha l l other resources 

needed for this purpose. Through their representation in the General Assembly, ECOSOC, 

and, more specifically, the Governing Council of UNDP, their role is to enunciate policies 

andobject^ves, approve the apportionment and useof resources, andoversee the effectiveness 

of their application. Naturally, thesys tem is likely to function more efficiently andexped-

itiously to theextent that governments can ensure that the policies andobjectives a r e s t a t ed 

precisely and are consistent with policies proclaimed in the o thergovern ingbodiesof theUN 

systen^whichmakepronouncen^ents on development matters. 2^ 

^ ^ DevelopingMen^ber^t^tes obviouslyhavea^rucia l role to play s i n c e t h e y a r e ^ c t i v ^ 

- and, indeed, sen ior - pa r tne r s in thewho leen te rp r i se at the countrylevel, inwhich their 

r e sourcesa re usually engaged in higher proportions than those of UNDP. T o a v e r y l a r g e 

1^ Paras . 1^, 55 and 52. 

2^ Para. 21. 

2^ Cf. Chapter Three, para. 170. 
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extent thesuccess of the Development Co-operation Cycle and of the functioning of the field 

organization of UNDP is directly dependent on their policies, attitudes and performance. 

More will be said on what thisentai ls in section C.(l)below. In the longer term, moreover, 

it is t o b e hoped that thesecountries will be able to play an increasing role in contributing to 

world knowledgeand to the development of other countr iesless fortunate than themselves. 

C. Thel^ecommended Structure 

72. Theneworgamzat ionals t ructurerecommended for UNDP by the Study is shown 

graphically inChar t 7.^. I tdraws on thebes t available in the present system, overcomesor 

mimmizespresent shortcomings, andprovides a fran^ework for adapting to possible future 

den^andsontheprogran^n^e. The l ines t ruc tu re , running directly from headquarters to the 

countrylevel, isdesigned to ensure the proper andexpeditious functioning of theDevelopment 

Co-operation Cycle, while thestaff units providesupport for those operations. The 

Administrator is the key to the wholestructure. 

7^. In the sections that follow, the featuresof the newst ruc tureandi t s re la t ionships with 

other componentsof theUNdevelopments t ruc tureare presented at fourlevels^ 

(1) Country 

(2) Headquarters(Executive) 

(2) regional 

(^) Governmental 

Itn^ight appear more logical to proceed in graduated stages from the country to the head­

quarters level, (or vice versa)and thus deal with the regional level between the two. After 

careful consideration, however, the Study thought it best to dealwith them in the order shown 

because the in^n^ense complexity of theexist ing regional structures snakes it difficult to 

demonstrate how the newUNDPstructure would fit in there without first describing arrange-

n^ents at the headquarters andcountrylevels . 

(1) Organization at the countrylevel 

(a) General features 

75. Therecommended structure would have the following principal features at the country 

levels 

(i) It would clearly establish the central position of the resident representat ive 

asthem^aininstrun^entof co-operat ionoftheUNdevelopmentsystemwith 

the country in itsdevelopment efforts, whileat thesan^et in^e underscoring 

the country'sresponsibility for making its own decisions with regard t o i t s 

own development plans. The resident representative would also help the 
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country to understandbetter thecontr ibut ion that thesys tem can make 

to those plans audi ts own obligations with respect to successfulexecution 

and follow-up of projects^ 

(ii) It would make it possible, at s u c h t i m e a s was agreed between the various 

organizations concerned, for thej^esident representative tobecon^erespon-

sible for the programming and delivery of all resources approved for that 

country by the UN development system, ( i .e . mainly U N D P , ^ P P , UNICEP 

and the non-UNDP resources of Specialized Agencies available for technical 

assistance) so that they formedacohesive programme. 

(iii) Thestructurewouldencourageflexiblestaff arrangements so as to provide 

to the resident representat ive staff supportas required by the programme 

needs in thecountry, including any necessary technicalexpertise to prepare 

progran^n^es andoverseeperforn^ance. Details ofhowthis wou ldworkare 

given in paragraphs20-25below^ 

(iv) It would provideas ingle channelof decision for the res ident representat ive 

and would permit the^maxin^umdelegationof authority t o h i m t o e x p e d i t e 

decisions^ 

(v) It would placeresponsibil i tysquarely on the resident representat ive for 

exercising cont ro lovera l lac t iv i t ies financed byUNDP throughout all phases 

oftheDevelopn^entCo-operationCycle. 

(b) The functions of the res ident j^epresentativeand the organization of his office 

(i) Punctions 

76. The resident representative will be the direct line representative of the Adm^inistrator 

of UNDP, with full overall responsibility for theUNDP country programme, and possibly 

other UNfield programmes of pre-investment and technical co-operation. However, the scope 

andnatureofh is func t ionswi l lvary very considerably fromone country toanother , according 

to the needs, thes tage of development reached, the efficiency of the national administration, 

and the s i z e o f t h e p r o g r a m m e s f o r w h i c h h e i s m a d e r e s p o n s i b l e . 

77. It is thus impossible- and unnecessary h e r e - t o spell out these functions in detail. 

Abr ief list will suffice toshow in outline their general nature, viz^ 

n^aintainingacloseandeffectiverelat ionshipwith the host governments 

preparation of the country program^m^einco-operationwiththegovernn^ent and 

i t ssubmiss iontoUNDP Headquarters for approvals 

approving projects within the limits of theauthority delegated to him^ 

overseeing theefficient and tin^ely operation of the agreedcountry programmée 

at all subsequent stages -p ro jec t formulation, implementation, evaluation and 
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follow-up- includingtheadministrationof contractual agreements with the 

Executing Agencies, or agents^ 

providing necessary administrative and logistical supports 

assuming responsibility for the security of allUNandAgencyofficials 

in the country, as andwhen appropriated 

perforn^ingother services f o r t heUNsys t em - e.g. public information-

when requested t o d o so, provided thesedono t adversely affectperformance 

ofthen^aindevelopn^enttask. 

72. l^eavingasidethe special professionalandpersonalqualifications requiredof the 

res ident representat ive, whicharedeal t with inChapter Eight 1^ three principal requisites 

a reneededfor theproperfu l f i ln^entof thesefunct ions inascendingorder of importances 

maximumcentral izat ionofadministrat ivesupport functions in the resident 

j^epresentative'soffice^ 

theprovisionof adequate professional, technical andother necessary field 

staffs 

andtheacknowledgementbythegovernment, UNDP, andall other components 

of theUNdevelopmentsystemthat thej^es ident j^epresentat iveis the recognized 

spokesTnanandleader of UNDP at the countrylevel, and the only officialchannel 

of con^n^unicationbetweenthe government and the sys temona l lp rob lems con­

cerning programn^es andprojectsfinancedbyUNDP, or under consideration for 

such financing. 

(ii) ThecentraHzation of administrativesupport functions 

79. Thepo in t i s self-evident and needsno further elaboration, except to say that it must 

be accompamedbyaproper degree of delegatedauthoritybyUNDPand the Agencies, possibly 

e s t a b l i s h e d i n t h e l a t t e r c a s e b y separate agreements with the Agencies. 

(iii) Staffing andorganization of the j^es^identj^epresentative'soffice 

20. Normally, the resident j^epresentativeshould be assisted byaDeputyj^esident 

representat ive, who would act as his chief of staff, asufficient number of Assistant resident 

representat ives andprogramn^e officers (international or local) , according to the size of the 

programme and the actualworkload, andan officer, international or local , responsible for 

a l ladminis t ra t ivemat ters and supportedbyanadequatenun^ber of local staff. In large 

1^ Pa ra s . 22-27. 
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countries, administrative, logistical andother support needed for the implementation of the 

programmes may require thecreat ion of UNDPsub-offices (suchas already exist in Nigeria, 

Pakistan andCongo(I^inshasa)). 

21. Given the importanceof the programming functions as envisaged in theDevelopment 

Co-operationCycle, and the emphasis on thep rope r collocation of the country programmée 

within the country's own development strategy, it is essential that each res ident r epresen ta ­

tive should have easy access to development economists or planners, unless h e o r h i s pro-

grammestaff a requal i f ied in th is f ie ld . 1^ This could b e a r r a n g e d i n a n u m b e r of ways, 

according to the degree of need. Suchadvisersmight e i therbeass ignedfu l l - t in^e to the 

fieldoffice, attached to the planning ministry of thegovernment if the latter sorequested, 

or provided on an ad hoc basis from the regional or sub-regional offices of the regional 

Econon^ic Comn^issions and fron^thej^egional Planning Institutes, especially during the p re -

parationof acountryprogran^m^e or on the occas ionofanannual review. 

22. In addition, UNDP should take appropriatesteps to provide each resident r epresen ta ­

tive with technical advisers, directly responsible toh im,^ tocover the main sectoral aspects 

of theUNDP programme in hiscountry, at all stages of thecycle , andtomainta incontac t 

with technical départements orn^inistries of thegovernmentonhisbehal f . Obviously, it will 

not be possible, even in countries having large programmes, to ass igna technica l adviser for 

each specialized fieldof activity to thej^esident representat ive 's office. Moreover, effective 

andeconomicalutilizationof such staff could b e b e s t assured in n^anyplacesbyorganizing 

t h e m o n a r e g i o n a l or sub-regional basis, so that they couldserve severalUNDPfieldoffices 

in rotation. 

22. ^ h e r e the technical adviser was attached full-time toaj^esident representa t ive ' s 

staff o r t o ag roupof UNDPoffices, his services should beobtained, if possible, on second­

ment fromthe staff of therelevant Agency andon its recommendation. The salaryof such 

full- t imeadvisers should be paidwhollybyUNDP. It is possible to envisage that some coun­

try needs and^group^ assignments could beserv iced by personnel providedpart- t ime from 

thestaffs of country, regional or sub-regional offices of the Agencies and paidon an agreed 

pa r t - t imebas i sbyUNDP(see paragraph 25.(e)below). whether ful l- t imeor par t - t ime, 

however, such technical advisersmiustbeent i re lyandexclus ively responsible to the res ident 

j^epresentativeconcerned. This would not, however, preclude themcorresponding with the 

Agency or Agencies concerned on thel^esidentj^epresentat ive 'sbehalfandwith his knowledge. 

SeeChapterEight , para. 17for recommendations in this respect. 
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(iv) j^elationshipbetweenthej^esident representative andthej^esident 
Officials of other components of the UNdevelopment system 

2^. The arrangementdescribed in the last paragraphopensup the vexed question of 

relat ionsbetweenthel^esident representat ive and Agency country representatives, andof 

their respective status. It is obviously imperative to f indanurgen t solution to thisproblem, 

whichbedevils relationsbetween the various con^ponents of the UNdevelopment system, and 

confuses and irr i tates governments, thus constitutinganeffectivebrake oncapaci tyby reduc-

ingefficiency anddis t rac t ingat tent ionfromthe jobinhandthroughunproductive squabbles 

about jurisdictions andprotocol. 

25. The Capacity Study proposes the followinggroundrules as a b a s i s f o r mutualagree-

mentbetweenthein teres tedpar t ies^ 

(a) If any Specialized Agency needs country representation to dealwith matters 

of its exclusivecompetence(i .e . non-UNDP matters), for which it is pre­

pared to pay in full directly from i t sown regular budget ( i .e . not fromUNDP 

overheads), and the government is willing to accept such representation, it 

isobviouslyjust if iedand should beestablished. 1^ However, except f o r ^ H O , 

which has anyway indicated its wish gradually t ovee r towards the establish­

ment of zonalor sub-regional representatives, the justified cases for indepen­

dent country representa t ivesbasedonthe impor tance of non-UNDP activities 

would not s e e m t o b e n u m e r o u s . 

(b) ^ h e r e a s e p a r a t e r e p r e s e n t a t i v e i s , nevertheless, appointed, UNDPshould 

t r y t o r e a c h a n a g r e e m e n t with the Agency concerned for the provision by that 

representativeof technical advice andassistance to thej^esident representative 

of UNDP, without prejudice to the representative's other duties. If that is 

agreed, theAgencyshouldbere imbursed for that part of its representative's 

time spentonUNDP work, ^ h e n performing this function, the Agency's 

representat iveshouldberesponsible only to the resident representative of 

UNDP. If an agreement cannot bereached, or the incumbent of the post is 

deemed unsuitable, and if the function is indispensable in relation to theUNDP 

programmein the country, thenUNDP shouldexerc ise i t s right toappoint a 

full-time technical adviser of its choice. 

1^ These, in theop in ionof the CapacityStudy, are the c r i te r iawhichshouldbe applied 
to t he recen t decision ofPAOtoappointfifty-fiveCountryj^epresentatives. 
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(c) Inother cases which, in practice, are likely to prove the large majority, 

i . e . cases where thebulk of Agency country activities areconductedon 

thebas i s of contractual agreements withUNDP and are financed byUNDP, 

UNDP should proceed toappoint technicaladvisers according to theprocedures 

prescribed in paragraph 22. 

(d) If, in circumstances where theappointment of afull-t ime, independent repre ­

sentative for non-UNDP matters is not justified, anyAgency should s t i l lwish 

to havean official resident in the country to dealwith matters of i t sexclus ive 

competence, UNDP shouldendeavour t o r e a c h an agreement whereby theappro -

priate technical adviser on the resident representat ive 's staff would be desig-

n a t e d o n a p a r t - t i m e b a s i s as the Agency's countryliaisonofficer (not represen­

tative). Such agreements, as in all other cases, m u s t b e s u b j e c t t o t h e con­

currence ofthehostgovernment. UNDP need not make a c l a i m f o r any such 

servicesprovided. 

(e) If appropriate, moregenera l agreements could be negotiated betweenUNDP 

and the Agencyconcerned providing for the secondment of suitable technical 

advisers (whomightbe drawn from, regional or sub-regional offices of the 

Agencies concernedas well as from country representatives) to s e r v e i n a 

number of UNDP field offices. They would be exclusively responsible in that 

capacity to resident representatives, but would simultaneously perform the 

functions of Agencyliaison officers for non-UNDP matters and responsible on 

these matters to the Agency. The costsof such arrangements should besha red 

betweenUNDPand the Agency in accordance with an agreed percentage formulae 

26. An arrangement based on these principles, in addition to the fact that the res ident 

representative is already the formal representative of theUN itself, UNCTAD, UNIDO and 

^ P P , would do much to provide that strengthening of his position. Muchalsodepends on the 

calibre of the res ident J^epresentativeand also on the policies and attitude of thegovernment 

to which he is accredited. ThusdevelopingMen^ber States can greatly assist in giving the 

resident representat ive moreauthority, and bringing aboutan^orera t iona l organization at 

the field level, sim.ply by applying the criteria set outabove and by insisting on the overall 

co-ordinating role of the resident j^epresenta t iveandonthesole use of that one official 

channel of communication forUNDP matters . 

27. ^ h e r e , however, thegovernment has accepted the accreditation of separate represen­

tatives for the non-UNDP functions of UNorganizations, the resident j^epresentativeshould 

col laboratewiththemon matters concerning the Developm.entCo-operationCycle that a r eo f 

direct relevance to their functions, including the country programme. 
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88 . Th i s s t r u c t u r e would s t i l l fall shor t of complete in tegra t ion of the UN development 

s y s t e m at the country level , which has been s t rongly advocated to the Study by many govern­

men t s of both developed and developing coun t r i e s . In o r d e r to achieve th is it would be 

n e c e s s a r y for i t to become accepted and gene ra l policy that t he Res ident Representa t ive i s 

the d i r ec t and fo rma l r e p r e s e n t a t i v e of al l the inputs which that sy s t em has to offer in the 

fields of p r e - i n v e s t m e n t and t echn ica l co-opera t ion , notably - leaving aside those for which 

such an a r r a n g e m e n t a l r eady ex is t s - UNICEF and the opera t ional p r o g r a m m e s of Agencies 

financed f rom r e g u l a r funds. Whereas the field a r r a n g e m e n t s outlined e a r l i e r could be i m ­

p lemented immedia t e ly , th i s would obviously have to be a m o r e g radua l s tep but t h e r e i s no 

r e a s o n why governments and the organizat ions concerned should not begin to cons ider it 

(cf. the suggest ion to UNICEF in pa r ag raph 67 above). In the m e a n t i m e , the Study bel ieves 

that it would be a valuable advance if the p r e s e n t sys t em adopted by UNICEF and some Agencies 

to appoint individual Resident Represen ta t ives as t h e i r r e p r e s e n t a t i v e s on an ad hoc bas i s 

could be extended to a l a r g e r number of count r ies assuming tha t t he quality of Resident 

Rep re sen t a t i ve s was acceptable to UNICEF. 

(v) UNDP l ia i son offices in developed countr ies 

89. UNDP at p r e s e n t has l ia ison faci l i t ies of vary ing kinds in Aus t r a l i a , F r a n c e , Japan, 

Scandinavia, t he Soviet Union and the United Kingdom. T h e r e i s a s t rong case for s t rengthen­

ing t h e s e faci l i t ies and extending them on a sys t emat i c bas i s to al l those developed countr ies 

which prov ide the bulk of UNDP r e s o u r c e s and const i tute impor tan t s o u r c e s of r ec ru i tmen t and 

p r o c u r e m e n t . Such offices could pe r fo rm the following functions on behalf of al l components 

of the UN development sy s t em: 

(a) a s s i s t a n c e in r e c r u i t m e n t of ce r t a in types of pe r sonne l and genera l contacts 

with r e c r u i t m e n t s o u r c e s ; 

(b) p lacement and admin is t ra t ive support for fellows; 

(c) p r o c u r e m e n t and contacts with potent ia l s u b - c o n t r a c t o r s ; 

(d) l ia i son with b i l a t e r a l p r o g r a m m e s ; 

(e) public informat ion on the development co-opera t ion act iv i t ies of t he UN sys tem. 

(2) Organiza t ion at the Headqua r t e r s level (Executive) 

(a) Genera l f ea tu res 

90. The r ecommended s t r u c t u r e h a s the following key fea tu res at the executive level: 

(i) It p rov ides a single executive, the Admin i s t r a to r of UNDP, accountable, 

through the Governing Council, to ECOSOC. 
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(ii) It provides RegionalI3ureaux at headquarters towhich line authority may be 

delegated by the Administrator for takingcertain programme decisions, 

approvingcertain projects, and^backstopping^ andsupervis ingtheResident 

Representatives assigned to their respect iveregions. This woulda l soensure 

that the country approach advocated by the Study i s r e f l e c t e d a t headquarters 

by a typeof organization whichenables eachcoun t ry^sp rog rammetobedea l t 

within an integrated, rather thanapiecemeal , fashion (see paragraphs 91-92 

below). 

(iii) It provides himwith all thestaff skills needed so that he canexerc ise leadership 

over all operational aspects of UNDP(see paragraphs 98-101below). 

(iv) It provides alogicalfran^eworkfor receiving technical staff advice andserv ices 

from the Agencies through the Technical AdvisoryPanel (see paragraph 102 

below). 

(v) It incorporates a ^ b r a i n ^ ^ t h e Programme Policy u n i t - where new ideas and 

approaches can be examined and t r iedout , s o t h a t t h e p r o g r a m m e r e m a i n s con-

s tant lyopentonew thought and innovations a n d a p r o p e r i n t e r a c t i o n c a n b e 

achieved between policies and practical experience (see paragraphs 108-106 

below). 

(vi) I testabl ishes a sma l l consu l t a t iveg roup- t heDeve lopmen tResourcesPane l -

to foster policies and closer progran^m^e integration with theother principal com­

ponents of t h e U N s y s t e m a s a w h o l e ( i .e . including the 18RD and the I ^ F ) , 

which haves izeableresources a t the i r disposal for development co-operation 

activities orwhosef ie ldof competence is non-sectoral andclosely concerned 

with development onacomprehens ivebas i s ( see paragraph 107 below). 

(vii) It reduces theburden on AgencyDirectors-General by removing the need for 

IAC^ andconcentrating high-level discussion on general policies for economic 

andsocialdevelopment and theco-ordination of such activities within the UN 

sys temonare in fo rcedACC (see paragraphs 108- l l lbe low) . 

(b) Regional bureaux 

91. There should be four such bureaux, one each for Africa; Asia and the F a r E a s t ; 

l^atin America; and Europeand the middle East. Their n^ain functions should be: 

(i) to par t ic ipateasappropr ia te in the preparation of country and regional 

programmes; 

(ii) to appraise countryprogrammes transmitted for approval byResident 

Representatives and tomakerecommendations to the Administrator; to 

appraiseandmakerecommendations on regional programmesand projects; 
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(iii) t oapp rovece r t a inca t ego r i e so fp ro^ec t son thebas i s of authority delegated 

by the Administrator; 

(iv) tobackstop, support and supervise Resident Representativesin the operational 

control of projects; 

(v) to advise the Programme Policy staff on the establishment of indicative 

planning figuresfor country, regional andother programmes; 

(vi) to ensure adequate follow-up actiononcompletedpro^ects; 

(vii) to participate in the assessment of results of programmes and projects as 

required by the Inspection and Evaluation staff and take all appropriate measures 

t o s e e t h a t t h e f i n d i n g s areapplied to futurecountry and regional programmes. 

92. In all programme matters , the directorsofRegional bureaux will p l ayakey role. 

They should represent a l ine ofdirect superior authority forResidentRepresentat ivesand 

should be the only intermediaryl ink between them and the Administrator. All communications 

and instructions toResident Representatives originating from the various central staff services, 

andconcern ingprogrammesandpro^ec t sas distinct from administration, should be chan­

nelled through them. Thestaffsof the bureaux, whichcould best be organized on thebas i so f 

sub-regional or country desks, should havethorough knowledge and experience of thecountries 

with which they deal. They should basically be career UNDPstaff but it would beadvantageous 

if somewereseconded from Agencies and from Regional Economic Commissions. 

(c) Staff s tructures 

98. Staff services are not in the line of direct authority; their role is toadvise the Execu-

t i v e H e a d a n d t o a c t on hisbehalf in various matters of general policy and administration. 

The leve l so f r espons ib i l i tyca r r i edby theheadsof ^^staff̂  units would notbe equal in all 

c a s e s a n d t h e g r a d e t o b e a l l o t t e d t o t h e m would have to be decided by the Administrator on 

the meri ts of eachcase . The internal organizational pattern of each unit would be left to the 

Administrator to decide, subject to the budgetary control of the Governing Council. The 

paragraphs that follow therefore merely outline the functions that each would have to perform. 

(i) Programme Policy staff 

9^. Since this unit h a s a c r u c i a l role to play in the development of future policiesand i s a 

characteristic andcent ra l feature of the recon^mended model, a separa tesec t ion i sdevo ted 

to it (paragraphs 108-106). 

(ii) Personnel and Training staff 

95. Their principal function would be to developand administer policies and procedures 

for recruiting and maintainingafullycapablestaff at all levels; t oo f f e r l eade r sh ip toa 
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d e v e l o p m e n t c a r e e r s e r v i c e ; and t o a r r a n g e o r i e n t a t i o n and t r a in ing of p e r s o n n e l . Th i s 

staff would h a v e a v i t a l ro le to play in t h e r e o r g a n i z e d U N D P , as i l l u s t r a t ed i n C h a p t e r E i g h t , 

which gives fur ther d e t a i l s o f t he i r r e spons ib i l i t i e s . 

(iii) Contract ing and P r o c u r e m e n t staff 

96. The i r ma in functions should be : 

(a) to deve lopcon t r ac t i ng pol ic ies that wil l help t o s e c u r e t h e b e s t qualified 

t a len t s of t h e U N s y s t e m and of the world genera l ly f o r U N D P ; 

(b) to advise the Admin i s t r a to r on t h e s e l e c t i o n of Execut ing Agencies and 

agents for specif ic p r o ^ e c t s a n d to negotiate the con t r ac t s ; 

(c) to follow the p r o g r e s s of t echn ica l a s p e c t s o f s u c h c o n t r a c t s on t h e b a s i s o f 

informat ion provided by t h e R e g i o n a l ^ u r e a u x a n d the Res ident R e p r e s e n t a t i v e , 

and de t e rmine if the t e r m s a r e being met ; and, if they a r e not being m e t , to 

advise the Admin i s t r a to r and subordinate l ine officials, as app r op r i a t e , so 

that they may take any n e c e s s a r y action; 

(d) to ensu re that al l cont rac ted organiza t ions , f i r m s and ins t i tu t ions , a r e fa i r ly 

compensated for t h e s e r v i c e s they render ; 

(e) t o d e v e l o p p r o c u r e m e n t pol ic ies a n d r e c o m m e n d and c a r r y out p r o c u r e m e n t 

p r a c t i c e s that wil l help ensure that o p t i m u m v a l u e i s obtained f rom funds used 

to p u r c h a s e equipment and suppl ies . 1^ 

(iv) managemen t and Information S y s t e m s s t a f f 

97. The function of th i s unit should be to design and help i n s t a l l all s y s t e m s and p r o c e d u r e s 

n e c e s s a r y f o r e f fec t iveandef f ic ien t management of the p r o g r a m m e and to o p e r a t e the infor­

mation s y s t e n ^ r e c o n ^ m e n d e d i n C h a p t e r Six. 

(v) F inanc i a l and Accounting staff 

98. This unit w o u l d e s t a b l i s h and m ^ a i n t a i n r e c o r d s o f r e c e i p t s a n d e x p e n d i t u r e s , p r e s c r i b e 

accounting p r o c e d u r e s and r e c o r d s t o b e m a i n t a i n e d throughout t h e s y s t e m a n d a d v i s e the 

Adminis t ra to r on the c u r r e n t a n d e x p e c t e d f l o w o f financial r e s o u r c e s . It s h o u l d a l s o a d v i s e 

t h e A d n ^ i n i s t r a t o r o n t h e es tabl i shment of t h e g l o b a l a l locat ion cei l ings t o b e r e c o m ^ m e n d e d for 

approval by the Governing Council. 2^ 

1^ F u r t h e r d e t a i l s o f how th i s would work a r e given i n C h a p t e r Ten, p a r a . 18. 

2^ S e e C h a p t e r N i n e , p a r a s . 25-27. 
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(vi) Inspection and Evaluation staff 

99. Their function would be: 

(a) to determineif prescribedpolicies and procedures arebeing observed; 
(b) toasce r t a in if programme andpro^ectob^ect iveshavebeenmet; and 

(c) t o r epo r t thereon to theAdministrator who, together with lineofficials and 

other elen^ents of his staff, as appropriate, woulddetermine andtakethe 

action needed. 

The i r f i nd ingswou ldbemadeava i l ab l e to theProg rammePo l i cy staff and to theRegional 

bureaux. 

(vii) General Administrative staff 

100. This unit wouldassis t and superviseadministration of premises, staff arrangements 

andother general services requi redat headquarters and in the field. 

(viii) Public Information staff 

101. A s m a l l and highlyqualified public information unit would be needed to keep the public 

awareof theprogra^nme andof i t s accom^plishments and needs. 

(d) TheTechnicalAdvisoryPanel 

102. TheTechnica lAdvisoryPanel (TAP) would consist of top-level officers appointed and 

paid byo ther components of theUNsystemconcerned with development, notablyUN^ESA, 

otherPart ic ipat ing and Executing Agencies, UNICEF, WFP and I^RD(either full- or part-t ime, 

as required), with broad knowledgeof their organizations work and particularknowledge of 

its operational activities. Thisbody would facilitate collective thinking since, in their respec­

tive fields, the members of TAP would be responsible forgiving technical and sectoral advice 

and recommendations affecting all phases of the Development Co-operation Cycle (i .e. country 

programmes and formulation, implementation andevaluation of projects). I nab roade r sense 

they would also advise on the policies, systemsand procedures under which the operational 

activities should bemanaged. F o r t h i s r e a s o n , t hePane lwou ldbese rv iced by the Programme 

Policy staff, to whose moregenera l functions it ought to make an important contribution. TAP 

would faci l i tateaccess to theaccumulated technical and sectoral knowledge of the Agencies, 

since its n^en^bers would beable to arrangefor any advice or services that they could not pro­

vide personally tobesuppl iedexpedi t iouslyfron^theirheadquar ters . Equally, althoughTAP 

wouldworkclosely with theProgran^n^e Policy staff, its services could be usedat any 

échelon withinUNDP where they may be required(e .g . by the Administrator, the staff units, 

theRegional^ureaux or the field offices). 
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(e) The P r o g r a m m e Pol icy staff 

108. C h a p t e r F o u r h a s a l ready made the case for endowing UNDP w i t h a ^ b r a i n ^ w h i c h w o u l d 

keep abreas t of new approaches in development t heo ry a n d p r a c t i c e , and e x e r c i s e i m a g i n a t i o n 

in introducing innovations; examine , or sponsor , r e s e a r c h designed t o w o r k o u t t h e e f f i c a c y 

of the me thodso f t echnica l a s s i s t a n c e a s a m e a n s of promot ing development ; identify the 

obs tac les to development a n d s e e k m e a n s o f overcoming them; a n d g e n e r a l l y equip t h e o r g a n -

izat ion to keep p a c e w i t h the changing needs of the developing world and the c h a l l e n g e s o f t he 

future as they a r i s e . 1^ 

10^. These impor tan t , a n d i n d e e d c r u c i a l , functions would be en t rus ted to t h e P r o g r a m m e 

Pol icy staff. They would need to study the na ture of the development p r o c e s s as it e m e r g e s 

from: 

(i) the development act iv i t ies and objectives of individual count r ies o r g r o u p s 

of count r ies ; 

(ii) t h e e x p e r i e n c e g a i n e d f rom t h e o p e r a t i o n a l development w o r k c o n d u c t e d 

under the aegis of t h e U N s y s t e m ; 

(iii) the evolving ove ra l l s e c t o r a l doct r ines and pol ic ies of d e v e l o p m e n t e m a n a t i n g 

f rom the non-opera t iona l act ivi t ies o f t h e U N s y s t e m ( i n t h i s r e s p e c t c lose 

col laborat ion with ESA should prove of p a r t i c u l a r value); 

(iv) t heo re t i ca l s tudies of development p r o b l e m s ; 

(v) scientif ic and technologica l advances. 

T h e s e a n a l y s e s , concerning both t h e s u b s t a n c e a n d the methodology of U N D P o p e r a t i o n s , 

should lead to the formulat ion of p r o g r a m m e a n d p o l i c y g u i d e l i n e s f o r submis s ion to the 

Adm^inistrator and to the Governing Council, as appropr ia te . They should ref lec t c r ea t i ve 

thinking on n e w a p p r o a c h e s to d e v e l o p m e n t a l new techniques and fo rms of development 

co-operat ion. T h e P r o g r a m m e P o l i c y staff should b e e m p o w e r e d to des ign c o n t r o l l e d e x p e r i -

men t s , with the agreement of t h e g o v e r n m e n t concerned, t o t e s t t h e p r a c t i c a l a p p l i c a t i o n o f 

such newapproachesdeem^ed to p o s s e s s in te res t ing potent ial , ^ a n y o f the findings of th i s 

unit shouldenable i t t o g i v e g u i d a n c e to the Admin i s t r a to r , with the a s s i s t a n c e o f the Regional 

bu reaux , on the e s t ab l i shmen to f indicat ive planning f i g u r e s f o r country, r eg iona l a n d o t h e r 

programmées (see p a r a g r a p h 91 (v) above). 

105. This unit would obviously need t o b e s t a f f e d by exceptionally ta len ted , v e r s a t i l e , and 

a le r t people, with good insight i n t o b o t h theore t i ca l a n d p r a c t i c a l development p r o b l e m s , in 

o rde r to examine the i n t e r a c t i o n s o f theory and opera t ions . The v e r y be s t in te l l ec tua l t a len t 

1/ See Chapter F o u r , p a r a s . 46, 58, 59 and ЮЗ. 
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available inUNDP should be assigned to this task and supplemented by similarly highly quali­

fied and imaginative peop l e seconded f romo the rpa r t so f t heUNsys t em or fromoutside. The 

intellectualcontributionsof these othercom^ponentswouldalsobeobtained through the 

Technical AdvisoryPanel described in paragraph!02 which, as indicated there, would be 

serviced by t h e P r o g r a m m e P o l i c y staff andalso, o n a m ^ o r e a d h o c b a s i s , through inter-

Agencyconsul tat ivegroupsorn^eet ings set up to exam^inespecificproblen^s. 

106. No difficulties or over lapshouldar ise in practicebetween theProgrammePol icy 

staff andUN^ESA provided two conditions are observed: first, that theUNDP unit is basically 

operations-oriented and responds to the practical and immediate needsoftheUNDP pro­

gramme, whilethe emphasis inUN^ESAshouldbeonthe research side; and, secondly, that 

the two organizations work very closely together andexchange information andexperiences 

frankly, so that their act ivi t iesbecometrulycomplementary. 

(f) Development ResourcesPanel 

107. As already indicated, the purpose of thisbody would be to harmonize policies and 

integrate programmeact ivi t iesbetweenUNDPandthosecomponents of theUNsystemwhich 

are the principal providersof inputs for purposes of development co-operation, or which have 

anovera l l and non-sectoral responsibility for economic and social developm^ent, o r fo r 

policies which influence that p r o c e s s i n a g e n e r a l sense. This group, which might meet at 

least two or three t imes a y e a r , would becomposedof theExecut iveHeadsof I^RD, I^IF, 

UNCTAD, UNDP, UNICEF and WFP and the UN Under-Secretary-General for Economic and 

Social Affairs. ThePane lwould thuscover the main constituents of development handled by 

t h e U N s y s t e m - m o n e t a r y , trade, econom^ic and social and population policiesand the main 

inputs it p rov ides - capital investment, pre-investment and technical co-operation, assistance 

fo rmothe r s andchi ldrenandfoodaid . 

(g) Inter-secretar ia t co-ordination of economicand social developn^ent policies 
at the highest level 

108. As indicated in paragraph 19above, suchco-ordinationandconsultation at the highest 

level takes p lacea t present either in ACC, on general matters or , inIAC^ for specific ques­

tions and policiesrelatingtoUNDP-financed activities. The line dividing the competence of 

the twobodies (which are almost identical in composition) is ra therblurred , in that both tend 

to d i scussmat te r s pertaining generally to economic andsocial development. Furthermore, 

IACI3, which n^eets only twice a y e a r f o r t w o or three days each time, cannot adequately per­

form itsfunctionof helping to forn^ulate the operational policies of UNDPandadvis ingoni ts 

programme. F o r t h e s e r e a s o n s the Capacity Study proposes in therecommended model that 

1AC13 shouldcease to exist and that i t sdua l functions should be divided between twoother 

bodies. Its morespecif ic one of g ivingsectora ladviceon the various aspectsof operational 
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programmes and projects, either already under execution or in preparation, would b^ assumed 

by the Technical AdvisoryPanel, described in paragraph 102 above. 

109. The^econd, and more general, functionof overall inter-Agency co-ordination and 

consultation about development policy should be merged with theanalogous function performed 

byACC in thegeneral economic and social sphere. F o r t h i s purpose it i s sugges ted that ACC 

should be renamed the Policy Co-ordinationCommitteeand divided into two panels. The first 

of these, which might be called the Policy and Administration Co-ordination Panel, would deal 

with general po l ic iesof theUNsys tem, political matters and the policy andadministrat ive 

aspectsof the inter-Agency relationship. The o t h e r - t h e Economic and Social Policy 

Co-ordination P a n e l - would concentrate exclusivelyonthe co-ordination anddiscussion of 

general economic andsocial questions, withparticular reference to development ,e.g. through 

the harmonization of thesec to ra l andg loba l policies of individual Agencies and their relation­

ship to overall objectives such as thoseestablished for the Second Development Decades and 

soon . 1^ It would, in short, provide aforum for serious exam^inationbytheExecutiveHeads 

of the various organizations which make up theUNsys tem, onproblems which are of the 

greatest montent for the world today andwhose existence, ineffect, represents the essential 

raisond^être for the workof those organizations. Suchanarrangen^ent would not only save 

the tin^e of busyDirectors-General by reducing the nun^ber of mee t ingsbu twou lda l souse 

their time n^oreeffectively. In addition, it would n^eet the com^plaintm^adeby more than one 

of them that no focal pointexists at present for profoundandunhurriedconsideration of these 

questions, since much of ACCandlAC^ time is taken up with procedural matters andcurrent 

business. 

110. As in the case of ACC, the Policy Co-ordination Committee should be chaired by the 

Secretary-Generalexofficiobut alternative arrange^nents could be ^nade, if desired, for the 

chairmanship of its twocomponent panels. ^en^bershipof theEconomic and Social Policy 

Co-ordination Panel should include the Executive Heads of all components of t h e U N s y s t e m 

which haveas t ake in aspectsof economic and social policies and in development generally 

( i .e . including, on an equal basis, subsidiary bodiesof theUN). 

111. The servicing of thePol icy Co-ordination Committeewouldbe of supreme importance. 

The effectiveness of this modified A C C - whichwouldat each of its meetings deal first with 

mat te rsofgenera landadminis t ra t ive importance and then turn toeconomic andsocia l affairs 

(particularly development) -would be decisively affected by the quality of its secretar iat and 

1^ This, of course, is not the only solution. T h e S t u d y i s a w a r e o f continuing efforts with­
in ACC to find ways of intensifying i t sdiscuss ions on economic and social mat te rs . If, for 
example, agreement could b e r e a c h e d o n the creation of a s m a l l e r ^ o a r d f o r E c o n o m i c and 
Social Policy this might serve the purpose equally well. 
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of the papers submitted to it for consideration. ESAwould have the primary responsibility 

for preparing the economic and social i temsdiscussed, but theProgramme Policy unitof 

UNDPcouldmakeacontr ibut ion of thegrea tes t importance. 

(8) Relationships at the regional level 

112. It will be noted that themodel does notprovidefor any formal structure at the regional 

level at the present time. T h i s d o e s n o t i m p l y a n y l a c k o f awareness of the importanceof the 

regional andsub-regional approaches o rof decentralization toregional and sub-regional 

levelsbut are luctantrecogni t ionthat theheterogenei ty of current arrangen^ents for regional 

representation of the various components oftheUNdevelopment system 1^ totally precludes, 

inpresen t circumstances, any effectivemove toward the integration of thevar ious elements 

making upUNdevelopmentco-operation, which the Studyconsiders imperative for the expan­

sion of capacity. It couldonlybe achieved byan^a^or reorganization of the location and 

funct ionsoftheregionaloff icesof all concerned. Since this would be unlikely to find general 

acceptance, the net resultcould only be upheavalsal l round and long delays, both of which 

would be damaging to theres t ructur ing of UNDPactivities. This isanother instance, there­

fore, where theStudyhas had tosacr i f ice the ideal toa rea l i s t i capprec ia t ionof present 

difficulties. It doesnot mean, however, that amovecanno tbe made in this direction in the 

future and more will be sa idon th i s later. 

118. For the moment, however, the desired improvements must be introducedat the 

country and headquarterslevels , but should contain features which will immediately impinge 

on theregional level and permit further projections in thatdirection whencircumstancesbe-

comen^ore propitious. Accordingly, themodel recommended by theStudy places g r e a t e m -

phasis onageographica l and integratedapproach to development co-operation, by its proposal 

to strengthen theRegional^ureaux atUNDP Headquarters, and place them in the direct line 

of authority between the Administrator and the Resident Representatives(paragraphs 91-92 

above). Thegeographic jurisdiction of these bureaux coincidesgenerally2^ wi th tha to f the 

Regional EconomicCommissions, which should greatly facilitatecontacts andcontinuous 

co-operation between the two. moreover, it isenvisaged that these bureaux mighteventually 

bere located in the field, a t t h e s i t e s of the Regional EconomicCommissions. The timing of 

this move would depend on two factors: firstly, theprogressachievedbyUNDPines tab l i sh ing 

i t sneworganizat ion and in gainingexperience in thes^noothoperation of the Development 

Co-operationCycle, bothof which mightbedamagedbyprematuregeographica ld ispersa lof 

thedecision-n^aking process; and secondly, theextent to which it is possible torat ionalize 

1^ See Chapter Four, para.76-78and Appendix Three in P a r t ^ for full details of this. 

2^ The area covered byUNESC13, however, is included ina^oint bureau forEurope and 
the middle East. 
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a n d c o n c e n t r a t e t h e e x i s t i n g reg ional s t r u c t u r e s of t h e U N d e v e l o p m e n t s y s t e m . The l a t t e r 

would b e e s s e n t i a l in o rde r to e n s u r e that , in t he i r n e w l o c a t i o n , t h e b u r e a u x would have equal 

a c c e s s to technica l a n d s e c t o r a l advice, as wel l as to the other in te rna t iona l p r o v i d e r s of 

r e s o u r c e s f o r development co-opera t ion , as w o u l d b e t h e c a s e i n t h e recon^mended headqua r ­

t e r s s t r u c t u r e . 

114. A f i r s t step might be made in t h i s d i r e c t i o n through the ea r ly appointment of off icers 

o f t h e U N D P R e g i o n a l ^ u r e a u x a s l i a i son officers to each of the Regional E c o n o m i c C o m -

mis s ions (o f f i c i a l s of the Commiss ions might a lso beappo in ted , o n a s ^ c o n d m e n t b a s i s , to 

s e r v e in the Regional bu reaux i n U N D P Headqua r t e r s ) . S inceany phys ica l r e loca t ion of the 

bu reaux would have to take place o n a g r a d u a l bas i s - it would n o t b e p rac t i cab l e to move al l 

four out at once - i t might be useful t o s t a r t p r e p a r i n g t h e g r o u n d in one se lec ted region , w h e r e 

it i s e x p e c t e d to make the f i r s t exper iment . This could take the form of a p p o i n t i n g a l i a i s o n 

o f f i ce ro f g r e a t e r senior i ty than in t h e o t h e r r eg ions , who would, in effect, act as a p r o g r a m m e 

c o o r d i n a t o r f o r U N D P o v e r the w h o l e a r e a , ove r see ing the work of t h e R e s i d e n t R e p r e s e n t a ­

t i ve s and field offices in the region, as wel l a s g e n e r a l l y c o - o r d i n a t i n g ac t iv i t ies with the 

Commiss ions and Agency regional offices, l^atin A m e r i c a might be t h e b e s t r eg ion in which 

to exper iment , n^ainly because it has a l o n g e r t r ad i t ion of r e g i o n a l c o - o p e r a t i o n , a n d t h e a d -

v a n t a g e o f greaterhom^ogeneity, w h i c h e x t e n d s to the p a t t e r n o f d is t r ibut ion of U N r e g i o n a l 

offices s ince t h e s e a r e l e s s d i spe r sed than e l s ewhe re . After a y e a r or two of t r i a l , and de ­

pending on t h e r e s u l t , this f i rs t s tep m i g h t b e followed by the to ta l t r a n s f e r of t h e R e g i o n a l 

b u r e a u forl^atin A m e r i c a a t U N D P Headqua r t e r s to t h e s i t e of the Regional Economic Com^^nis-

sion, w i t h s u i t a b l e s u b - o f f i c e s as n e c e s s a r y , a n d a d e q u a t e delegation of author i ty . This fur­

t h e r exper iment would then p r o v i d e g u i d a n c e for the l a t e r t r a n s f e r of t he o t h e r b u r e a u x . 1^ 

115. booking s t i l l further ahead, it would be poss ib le to conce iveof a n e v e n c l o s e r r e l a t ion -

s h i p b e t w e e n the Reg iona l^u reaux of U N D P a n d the s e c r e t a r i a t s of the Regional Economic 

C o m m i s s i o n s , ^ e i n g a l o n g e r - t e r m e v e n t u a l i t y , th is i s d e a l t with in sec t ion ^ I I C below, 

which a t tempts to foresee future l ines of developn^ent. 

116. In the mean t ime , other f e a t u r e s b u i l t in to the mode lwould help to make fullest use 

of exis t ing r e g i o n a l s t r u c t u r e s a n d p a v e the way toward a m o r e i n t e g r a t e d r e g i o n a l approach 

on the p a r t of t h e U N s y s t e m , t h u s o p e n i n g up the poss ib i l i ty of a m o r e f o r m a l i z e d r e g i o n a l 

s t r u c t u r e in the future. T h e s e c a n b e d e a l t with under two headings: 

(a) The s e c r e t a r i a t s of the Regional E c o n o m i c C o m m i s s i o n s and the 

Regional Planning Ins t i tu tes ; 

(b) T h e r e g i o n a l offices of the Special ized Agencies . 

^ F o r fur ther detai ls of th i s p r o p o s a l s ee Appendix T h r ee in P a r t ^ . 
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(a) Thesec re ta r i a t so f the Regional Economic Commissionsand 
the Regional Planning Institutes 

117. Thefunctionsof the Commissions^ secretariats in relation to the country programmes 

a sde f ined inChap te rF ive might take the following forms, in the various phasesof their 

development: 

(i) Identification of Needs - thesec re ta r i a t s couldpar t ic ipa te incount ryor 

survey groups, and thus forge avaluablel inkbetweencountry needs and 

regional andsub-regional policies andstrategies . 

(ii) Planning, Programmingand Project Formulation and A p p r a i s a l - t h e 

secretariats of theCommissions could provideavaluablesource of staff 

for strengthening the proposedcountry^oint planning teams(whether for the 

periodic preparation of the country programme or for the annual review) 

when adequately qualified personnelwere not available on thespot . 1^ more­

over, in this way, governments could beremindedof any relevantregional 

or sub-regionalconsiderations t o b e taken intoaccount when planning the 

co-operation required from theUNdevelopment system. Commission 

officials shoulda lsoass i s t with the formulation of pro^ectshavingaregional 

or inter-disciplinary connotation. At all stages, officials who participated 

in these exercises would naturally doso under the leadershipof the Resident 

Representative. As a f i r s t step toward coherentregional policy-making 

and programming, the Commissions^ secretariats might begiven the task of 

appraising all regional projects presented for financing byUNDP, whether in 

the fieldof competence of t h e U N o r aSpecialized Agency, andof ensuring 

that they fit into the overall development fram^ework for the area. 

Gn a moregenera l basis, thesec re ta r i a t s couldalso provide support to 

UNDP fieldofficesby providing, where necessary, t h e p a r t - t i m e s e r v i c e s o f 

development planners attached to their sub-regional or regional establishments 

assuggested in paragraph 81 above. 1^ The Regional Planning Institutes could 

p l a y a v e r y important role here, by maintaining on their staffs, a s a m a t t e r 

of course, teams of planners covering the maineconomicandsocia l sectors, 

whocouldprovideadvisory services toResident Representatives andgovern-

n^ents asrequestedbythe^m. 2^ I n v i e w o f t h e d i r e n e e d a n d s h o r t a g e o f such 

1^ Consultativeservices o f th i sk indshou ldbe re im^bursedbyUNDPunder thesys t empre -
scribed forAgencies inChapterNine , pa ra .59 . This would mean, in effect, thatUNDP 
wouldsupport agroup of programme consul tants intheregionalandsub-regionaloff ices of 
the Commissions. 
2^ This is on the understanding thatUNDP would continue tosupport these inst i tutesad-
equately andwoulddefraythecos t o f theadv i sorygroups in fu l l . 
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specialists these institutes should b e g i v e n a g r e a t l y r e i n f o r c e d advisory 

function- in addition toteachingand r e s e a r c h - than is the case at present 

(with the possible, though limited, exception of II^PES). 

(iii) Implementation- there hasbeen much discussion of l a t e a s to how^ar the 

secretariats of the Commissions shouldundertake operational responsi­

bi l i t ies . !^ In the opinion of theStudy their potential for this work i s l imit^d 

in present circumstances. In the absence oftruedecentralization, theint^^-

posingof an additional level might simply exacerbateexist ingdela^s ev^n 

further and reduce the Commissions^ efficiency incar ry ingout their primary 

task of identifyingdevelopmentneedsin their area, developinggeneralpolicies, 

and measuring their progress. The i rbes t contribution i s l i k e l y t o b e in those 

areas l ikely to yield thegreatestbenef i t in making the technicalco-operation 

activities o f thesys temmoreef fect ive and they are principally planningand 

programming. There is afurther obstacle to the assumption of a la^ger 

operational r o l e a n d t h a t is the extremely complicatedrelationship which would 

exist at the governmental level between theGoverning Council andthe Commis­

sions. 

-Within these lin^itations,^ however, the secretariats couldperformuseful 

functions at theexecution stage. They could, for example, provide technical 

backstopping, as appropriate, toindividualexperts onpro^ects in country pro­

grammes, through regional advisers withspecialized knowledge of the a r e a a s 

well asof their own subject (where this is the case, however, their functions 

should not be duplicated by additional supervisory arrangements attheheadquar-

ters level and thebackstoppingshouldbeagreed with the Resident Represen­

tative concernedandhis f ie ldteam). 

- For thereasons indicated, direct responsibility for execution byRegional 

Econon^icCon^missions, or for supervision of executingagents contractedby 

t h e U N a n d U N D P , should preferably be limited toregional projects, and to 

fields in which they, or theparent-bodyESA, have had longexperience and 

already possessadequate technical staff e.g. especially publicadministration, 

economic and social planning (in collaboration with the Regional Planning 

Institute) statistics, population and financial problems. 

1/ See ECA resolutions 187 (DC) and 189 (ГХ), ECOSOC resolution 1442 (XLVII) and 
Memorandum by the Executive Committee of the Conference of Ministers of ECA for consider­
ation by ECOSOC (doc. E/CN. 14/ECO/10 of 5 July 1968). 
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(iv) Evaluation- the Commissions could assist in specificevaluationexercises 

of UNDPcountry programmes asrequested by the Administrator. 

(v) Fol low-up-through their overall responsibility for theeffective follow-up 

of regional policies, the Commissions would have ad i rec t interest in the 

follow-up of completedpro^ects, especially t hoseo fa reg iona l nature, but 

theini t ia l responsibility for follow-upof country projects should rest with 

thegovernment concerned, assisted, as appropriate, bytheResident 

Representative. 

Many of the abovefunctions couldbeperformedmoreeffect ivelythroughsubsidiaryoffices 

of theCommissions, where these corresponded toac lea r lydef inedsub- reg ion . In such 

cases, it is possible to envisage aUNDP sub-regional office covering t h e s a m e a r e a and 

possibly even ^oint representation. 

118. There should obviously be afull, frank and regular interchange of information between 

UNDP, at its various levels, andtheCommissions . This should beensured by thear range-

ments described in paragraphs 118 and 114 above. Thesecouldbereinforced by several 

s implemeasures whichcould, in fact, be put into effect immediately andwhichwoulddomuch 

to improve the present unsatisfactory situation, e.g. automatically holdingall regional rn^eet-

ings of Resident Representatives a t thesea to f the re spec t iveCommiss ion ; regular and fuller 

briefingsessions at the Commissionsfor all Resident Representatives in the a rea(a t least 

once every twoyears) ; and recognition by eachCommissionoftheResident Representatives 

office a s i t s channel to individualgovernments in theregion. 

(b) Theregionalofficesof the Specialized Agencies 

119. The regionaloffices of the Agencies couldalsobeinvi ted to provide technical and 

sectoral advice in the va r ious s t ageso f theUN Development Co-operationCycle, under the 

leadership of the Resident Representative. Thiscould include the provision of part-time 

technical staff t o a s s i s t Resident Representatives, either individually or onasub-regional 

basis, asa l ready described in paragraphs88 and85above. 

(4) The government level 

120. The recommendeds t ruc tu reshowninChar t7 .4has the following features^above the 

line^ at the government level: 

(a) It reaffirms as ingle focal point- ECGSGC-for governmental control 

of all activities of theUNdevelopmentsys temandestabl ishes asingle 

line of authority, through the Governing Council, to the Administrator 

of UNDPfor the la rges tb lockof thoseac t iv i t i e s , namely, theoperational 

programme of UNDP. 
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(b) I t p r o v i d e s for the efficient functioning of awe l l -de f ined Development 

C o ^ o p e r a t i o n C y c l e s o t h a t t h e G o v e r n i n g C o u n c i l c a n c o n c e n t r a t e on 

b road policy i s s u e s , o n t h e r e v i e w , approva l a n d c o n t r o l of p r o g r a m m e s 1^ 

and the apport ionment of financial r e s o u r c e s t o g l o b a l , regional a n d c o u n t r y 

p rog ran^mes , 2^ delegating a u t h o r i t y t o the executive to approve individual 

pro^ect^ within approvedpo l i c i e s a n d p r o g r a m m e s . 

(c) It affords a n o p p o r t u n i t y f o r reducing t h e n u m b e r of s e p a r a t e p o l i c y bod ies , 

or a t l e a s t f o r b r i n g i n g them together at a s i n g l e point, t he r eby simplifying 

t h e p r o c e s s of furnishing t h e m w i t h s e c r e t a r i a t s e r v i c e s a n d e n c o u r a g i n g 

g r e a t e r unity a n d c o n s i s t e n c y in the policy guidance they offer. 

121. In o rde r to p e r f o r m i ts pol icy-making and s u p e r v i s o r y function both in t h e r e a l m of 

t heo rgan iza t i ona l , budge ta ry , pe r sonne l and a d m i n i s t r a t i v e m a t t e r s and in that of examining 

p r o g r a m m e r e s u l t s , t h e G o v e r n i n g Council should b e a b l e t o h a v e r e c o u r s e , when a p p r o p r i a t e , 

to independen t exper t advice . It i s vi ta l ly impor tant , however , that any such a d v i c e o r judge­

men t s s h o u l d b e g e a r e d t o t h e r e q u i r e m ^ e n t s o f an opera t iona l programm^eof development 

c o - o p e r a t i o n a n d m a d e only by people w h o h a v e d i r e c t a n d l o n g e x p e r i e n c e of s u c h o p e r a t i o n s . 

13ecauseof the dis t inct ion between opera t ional and t r ad i t i ona l s e c r e t a r i a t ac t iv i t i es , which i s 

a r g u e d e l s e w h e r e i n t h i s r epor t , 8^ the c r i t e r i a cus tomar i l y used t o a s s e s s non -ope ra t i ona l 

s e c r e t a r i a t s cannot u se fu l l ybe extended as a m a t t e r of rout ine t o o p e r a t i o n a l p r o g r a m m e s . 

Many of the r ecommenda t ions of the Capacity Study, if accepted, will deepen that d is t inc t ion . 

In the pas t , much v a l u a b l e a d v i c e h a s b e e n given by such bodies a sACA13^ and the JIU but 

both have wide- rang ing func t ionscover ing the w h o l e g a m u t of organiza t ions making up the 

UNdeve lopment s y s t e m and would find i t difficult t o g i v e t he exc lus ivea t t en t ion r e q u i r e d by 

th is s p e c i a l i z e d a r e a of a c t i v i t y o r the t ime needed for d e v e l o p i n g a s e p a r a t e s e t o f n o r m s to 

apply to i t . It i s suggested, the re fo re , that the Governing Council might cons ider the p o s s i ­

bil i ty of r ecommending to the Genera l Assembly t h e a p p o i n t m e n t of a s m a l l s t a n d i n g c o m m i t t e e 

of h i g h - l e v e l e x p e r t s in t h e a d m i m s t r a t i o n a n d e v a l u a t i o n of opera t ions , which would r e p o r t 

d i rec t ly to the Council , and f r o m w h i c h it would r eques t advice whenever n e c e s s a r y . This 

could be made up in p a r t from t h e e x i s t i n g bodies of JIUandACAI3C^, or could b e a n e n t i r e l y 

n e w c r e a t i o n . Independent checks on financial and b u d g e t a r y q u e s t i o n s s h o u l d c o n t i n u e t o b e 

m^adeby^the E x t e r n a l Audi to rs . 

1^ Detai ls of how Governing Council approval a n d c o n t r o l of programmées would function 
w e r e g i v e n i n C h a p t e r F i v e , p a r a s . 69-71 and the i r functions in r e spec t t o e v a l u a t i o n in 
p a r a s . 1 7 1 - 1 7 8 . 

2^ Detai ls of the function of the Governing Counc i lwi th r e g a r d t o f i n a n c i a l m a t t e r s a r e 
given in C h a p t e r N i n e . 

8^ C h a p t e r E i g h t , p a r a . 2. 



826 

VI. IMPLEMENTATION AND CCSTSGF THE RECOMMENDATIONS 

A. General Implementation Plan 

122. T h e b a s i s f o r m u c h o f t h e recommendedorganization already exists at all levels, and 

t h e s e n u c l e i c a n b e read i lybui l tuponor modified as necessary. However, there are some 

changes in relationships that have tobe effected immediately, whilesomenew units shouldbe 

developed in the near future. TheStudy envisages t h e f i r s t p h a s e c o v e r i n g t h e y e a r s 1970-71, 

and the second 1972-75. Measures falling intoboth these t imesequences are described in 

this section in genera l te rms; a m o r e p r e c i s e step-by-step timetable is set out schematically 

in the section on implementation included in Chapter One. As in t imatedear l ie r , thes t ruc-

t u r e h a s a l s o b e e n d e s i g n e d i n s u c h a w a y as toopenuptheposs ib i l i tyof further improvements 

and modif ica t ionsofamorefar - reaching nature a t a f u t u r e d a t e . Since these are necessarily 

more tentativeand longer-term, they will be dealt with separately in Section VII. 

(1) The first phase: 1970-1971 

1̂ 8̂  At theexecut ive leve l , basic changesin relationships are needed fromthe outset. 

UNDP^s full accountability andresponsibility for all phases oftheDevelopmentCo-operation 

Cyclewhich it finances mus tbe acceptedbytheUNdevelopment systemgenerally. 

124. Thef i rs t stage in restructuring would involve the reorganization of theUNDPHead-

quarters staff along the l inesof the recommended model i n C h a r t 7 . 4 . The^ureauof Oper­

ations and Programmingalready contains the nucleusofpeoplerequiredtos taf f the vital 

Regional^ureaux and Ros to f the financeand accounting staff required. The present bureau 

of Adn^inistrativeManagen^ent and budget could provide n^ost of theadn^inistrativestaff and 

some of the personnel and training staff. The present ^ureauof External Relations, Evalu­

ation and Reports couldcontributesom^e personnel for the newlnspection and Evaluation staff 

and possibly also for the Management and Information Systems staff. The Public Information 

staff couldalso be formed fromexisting personnel. I n t h e s e c a s e s , therefore, the main need 

would be for immediaterestructuring and rearrangingof individual assignments. At the out­

set, however, i twouldprobab lyno tproveeasy to f indsu i t ab le candidates amongexisting 

stafffor some of the new posts in the followingstaff structures: Programme Policy staff, 

Personnel and Training staff. Procurement andContracting staff. Management and Infor­

mation Systems, and Inspection and Evaluation unit. Urgent steps would thereforeberequired 

tof i l l these voids effectively as soonasposs ib le . 

125. While th i sp rocess i sbe ingcomple ted , arrangements should bemadewi th the 

Specialized Agencies for theorganization of theTechnicalAdvisoryPanel and early appoint-

mentof senior representatives, since their contribution will be vital to the functioning of the 

ProgrammePol icy staff. The Development Resources Panel should a lsobe established in 



827 

agreementwiththe organizations concernedandshould hold its first meetings. 

126. During this sameear ly stage, theIACI3 should be discontinued andarrangements 

n^ade to transforms ACCintothePolicyCo-ordinationComm^ittee proposed in paragraphs 108-

111 aboveandtoes tabl ish its two panels, especial lythatforEconomic and Social Policy 

Co-ordination. 

127. At thecount ry leve l , the principal immediate need is for acceptance of new respon­

sibilities andrelationships rather than ma^or structural change, since there are a l readysome 

ninety Resident Representatives with their staffs (amounting toapproximately 290 profession­

als in all). Therecommendeds t ruc tu reca l l s fo ras ign i f i can t change in the position of the 

Resident Representative. He should, therefore, immediately be assigned the functions 

described in paragraph77 above, and should assume the leadership in all matters relating to 

UNDP participation in the Development Co-operation Cycle. The way in which the Cycle will 

be introduced into eachcount ryhasa l ready been described inChap te rF ive . 1^ In some 

cases, the Resident Representative would require the assistance of additional t echnica lper -

sonnel, onafu l l - o r p a r t - t i m e b a s i s , in order to carry out hisadditional responsibilities. 

Where theseserv ices aredeemed justified by the Administrator, the personnel required 

should beappointedas soon as practicable in the mianner prescribed in paragraphs 80-88 

above. At the same time, it is alsorecognizedthat some Resident Representat ivesmay not 

be of the cal ibrerequired to assume these newand important responsibilities. The Adminis­

trator should thereforeexamine eachcasecareful ly, and take steps to find better qualified 

replacements wherever this may be necessary, applying the procedures suggested inChapter 

Eight. 2^ 

128. Perhaps t h e g r e a t e s t - and probably the most difficult- change relates to the modifi­

cation of the functions andatti tudesof Agency representatives in the fieldwhen dealing with 

programmesand projects financed byUNDP, or proposed for such financing. There will 

undoubtedly be ape r iodo f strain and tension during the early period of strain andtension 

during t heea r lype r iodo f transition before it is possible to sort out thepat te rn of Agency 

country representation and reconstitute it along the lines proposed in paragraph 85 above. 

This will call for tact, restraint andunderstanding on t h e p a r t o f all concerned, especially 

the Resident Representatives, and it is evident that the new policy should be madeeffective 

as soon as practicable, thoughcircumstances will naturally vary fromone country toanother . 

1^ Paras . 75-77. 

2^ Paras . 16 and 87. 
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129. At theregional level arrangementsshould be made to appointUNDP liaison officers 

toeachof theRegiona lCommiss ions , asoutpostedofficersoftheRegional^ureaux at head­

quarters , as soon as t h e l a t t e r h a v e b e e n s t r e n g t h e n e d a n d a r e i n full operation. 

180. During this first period also, steps should be taken to set upUNDP liaison offices 

i n thema^or donor countries, or s trengthenexist ingfaci l i t iesthere, as appropriate, along 

the lines suggested in paragraph 89. 

(2) The second phase: 1972-1975 

181. T h e r e i s n o a r b i t r a r y dividing linebetween the two phases and in practice the twowill 

undoubtedly run into eachother . Somemeasures started in the f i r s t phase will certainly need 

more workof consolidation in thesecond phase, whi le i tm^aybeposs ib le to in i t ia teac t ion 

ear l ier thanex^pectedon others envisaged for the later stage. The main purposes in splitting 

the implementation process in 1972are to indicate which of the variousact ionsrequired 

shouldhaveprior i ty and to provide anear ly opportunity for stock-taking, as proposed in 

paragraph 186below. 

182. Theini t ia l reorganization should besupplen^ented by intensive n^easurestostrengthen 

t henews t ruc tu r e and its processes . Assuming that thestaff units, TAPand the framework 

of the Regional^ureauxandthe Resident Representatives^ officeshavebeen initially reorgan-

izedand staffed as necessary, efforts should focus on achieving thesmoothfunctioningof the 

ma^or processes in theDevelopmentCo-operationCycle. When theseare reasonably well 

established, attention should shift to detern^ining the types andamountof sk i l l s requi redto 

strengthen thel ineorganizat ions in the longer-term. The future manpower requirementsof 

the l^^ional^ureauxand the Resident Representatives^ offices should be determined, and 

t ra imngandrecru i t ingshould be undertaken to meet them. 

188. In order to avoid any duplication between the Programme Policy staff and ESA in the 

functionsof information collecting, research, and policy formulation, acareful analysis 

should be made to identify those portionsof ESA activities that are related to the operational 

development co-operation activities and those that are non-operational in character. With 

thegrowingconcentrat ionof operational functionsfor technical assistanceand pre-invest-

ment activities onUNDP, ESA should become the focal point for the co-ordination and har­

monization of non-operationalwork undertaken by the various sectoral Agencies and by the 

UNitself in the economic andsocial field. In order t o b e a b l e t o p u r s u e these fundamental 

taskseffectively, the Department of Economic and Social Affairs should gradually divest 

itself of someof its presentoperat ional functions and responsibilitiesduring this second 

phase, as proposed in paragraph57above. As stated there, responsibilityfor certain non-

sectoral responsibilities, suchas economicand social planning, pubüc administration, 

statistics, fiscal and financial questions and population matters should remain with ESA. 
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However, some aspects of these func t ions re la te to resea rchwhi leo thers a red i r ec t ly 

operational. Some transfer of functions and personnel from ESA toUNDP in these fields 

would thereforebe desirable, part icularlywhenthey are predominantly operational. 

184. At this stage,one of the Regional Hureaux might be movedout of UNDP Headquarters 

t o t h e s i t e of therelevant Regional Econo^nicCon^^nission- e.g. that for Latin A^merica, as 

proposed in paragraph 114. Dependingontheresul ts of this experiment, the other Regional 

Hu^eaux might progressively follow suit. The speed with which this could be accomplished 

would a l sodependon thedegreeof success obtained in rationalizing theregional s tructures 

of theUNdevelopment system. 

185. Another step towards greater integrat ioncouldnowbe taken in relation to WFP and 

UNICEF, s incebothopera teass is tance programmes that a r e s i m i l a r in nature to that of 

UNDPandare con^plementary in their purposes. Thus, therecommendations for integrating 

their programming processes at thecountry levelwi th those of UNDP, made inChap te r 

Five,!^ and, in t hecase of UNICEF, for greater integration of field representation with 

UNDP (paragraph 67above) should be implemented assoon as possible. The question then 

arises whether it would notbelogica l to go one stage further and merge thegoverning 

bodies of the two organizations with that of UNDP, while maintaining separate secre tar ia ts . 

The proposition hasmany attractions fromthe viewpoint of operationalefficiencyandshould 

not be difficult to put intoeffect, since membershipof the threebodiesnowexis t ing is very 

sim^ilar. Themain disadvantage s ten^sfron^thedangerthat suchan^erger of ident iesmight 

cause the twoorganiza t ions to lose their special appeal and thus reduce the volumeof contri­

butions. It would be tragic t o s e e this happen merely for thesakeoforgan iza t iona l t id iness . 

Provided that thesituation can besafeguarded in this respect, however, the Capacity Study 

believes that therelevantgoverning bodies shouldgiveearly consideration to this suggestion, 

oncethereorganizationof UNDP hasbeen completed satisfactorily. 

(8) Reviews of progress 

186. In viewof the multiplicity of interlockingstepsinvolve, in putting theserecommend-

ations into effect, it would be essential to assess the rate of progress periodically. The 

Study suggests that the Governing Council may want to do this in 1972, at the end of the first 

phase, when all the internal reorganization proposed should be complete, a n d a l s o i n ^ 9 7 5 , by 

which tim^etherestructured organization and the Development Co-operation Cycleshould be 

in full swing. This latter review would thereforebe more far-reaching. I t c o u l d a l s o b e m o s t 

timely, since it wouldcoincide with the halfway mark of the Second Development Decadeand 

1^ Paras . 8, 14, 61. 
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also with the date proposed by theCommission on International Development asadeadline for 

attainmentof their targets for the increase of aid generally, and particularly of thatchan-

nelled through multilateral organizations. 

187. At th i s seconds tock- t ak ingase r ious examination should be made of the progress 

achieved in putting therecommendations into effect. Any ma^or difficulties encountered 

should beidentif iedand their underlyingcauses analyzed. Most importantly of all, a n a s s e s s -

n^ent shouldbem^adeof theextent to which thecapacity of UNDPandtheUNdevelopment 

system has effectively increased by that time. If the findings are favourable, as there is 

every reason tohope that they wouldbe, thenconsidera t ionmightbegiven to proceeding to 

the further stages outlined in the next section. 

188. If, on theo the rhand , results weresuch as to offerlittle hope of effective expansion 

of capacity at t h e r a t e required, t hense r ious though twou ldneed tobeg iven too the r alter­

natives whichwould l inni t therole of UNDP t o a l e v e l of activity within its proven capacityand 

reduce the operational s t ra inson the UNdevelopment system generally. I tmigh tevenbe 

necessary toadopt drastic n^easures, such as transferring theresponsibili ty in theUNsys tem 

for pre-investment activities fromUNDP to I^RD, or, more specifically, IDA, along the 

l inesof thea l t e rna t ive model discussed and re^ectedearl ier in paragraphs 41-45. Whether 

this was feasible or not would depend very much on theconstitutional position of IDA at that 

t ime, and how far it had been strengthened on the l inessuggested by the International 

Con^missiononDevelopn^ent. 

VII. THELONGERPERSPECTIVE 

189. The recommended model would go a long way toward rationalizing the present 

complicated structure of the UN development system, especially where operational 

activities are concerned. It would integrate the programme processes at every 

stage and enlarge the capacity of the system to assist the developing Member 

States, while at t h e s a m e time avoiding any ma^or upheavals or disruptions. It would still, 

however, fall short of the ideal, even in an imperfect world. It is t o b e hoped, therefore, 

that once the steps outlined for the first two phases had been successfully completed govern­

ments and secretar iats would not r e s t o n t h e i r l a u r e l s , but continue to move forward. The 

following paragraphs makesomesuggest ions as to the direction these moves might take, 

bearing in mind the^ idea l^model described in paragraphs 81-82above and the likely require­

ments of thenext quarter of acentury for adaptability andchangeas envisaged in Chapter 

Four. 
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140. Some of the matters that will be touched on h e r e s t a n d a t t h e fringe of the Study^s 

Terms of Reference, but governments haverepeatedly exhorted theCommissioner t o b e 

^bold and imaginative^ and to look well ahead. Moreover, given the unity of the concepts of 

development co-operation andcapacity as used in thisReport , these n^atters doin^pinge 

directly on the future efficacy of theUNsys tem in the development field. It is therefore con-

sideredappropriate to outlinesome of the possible lines of evolution foreseen by the Study, 

in terms first, of inter-governmental bodies, and, second, of further modificationsat the 

secretariat level. One of the fundamental reasons for doing this is the hope that responsible 

officials, bo thwi th inandouts ide thesys tem, may be stimulated to think about the futureand 

act. 

A. Possible further Changes at the Inter-Governmental Level 

141. Thea im hereshould be to reduce the number of UN bodies that lay down policies for 

development or operate programmes of development co-operation, i n t h e i n t e r e s t s of obtain­

ing both consistent policy directives and the closest possible integration of operations at all 

levels. 

142. Aproposa lhas already been made (paragraph 185 above)for an early mergerbe tween 

the governing bodies of UNDP, WFPand UNICEF. C^her measures which could be contem­

plated a t a l a t e r date might aim to reduce the numbers of subsidiary bodies of the General 

Assemblywhichdealwith matters of economic and social development. The purpose of 

this would be tomake ECOSOC the unmistakable focal point for theco-ordination and policy 

orientation of all theeconomicand^socialactivitiesofthe UN system andforalldevelopment 

co-operation operations undertaken by the system. At the same time it would help to clarify 

many issues i f a p a r a l l e l simplification could be introduced into the pattern of subsidiary 

bodies of ECOSOC. It is possible to envisage the majority of them being replaced b y a s i n g l e 

Operations Programme Committee which would assume responsibility on behalf of ECOSOC 

for all operationalactivities in the development field,including UNDP, W F P a n d UNICEF. 

148. The process would advance one stage further if ways and means could be found to limit 

the discussionsof the governing bodiesof the Specialized Agencies to technical, administra-

t iveandbudgetaryquestions s tr ic t lygermane to their own sector and organization, leaving 

all overall discussion of generaleconon^ic andsocial policiesfor development to t hecen t r a l 

forum of ECOSOC. Logically, the governing bodies of UNCTAD and UNIDO should also be 

brought under the aegis of ECOSOC. 

144. The Study is well aware of the difficulties involved and that, in suggesting changes of 

this kind it is looking some distance into the future. Some may call it illusory dreaming. 

The Capacity Study disagrees, for such an attitude fails to recognize the lessonsof the past 
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andavoids thechal lenges of the future. Aconcentration of this kind wouldeffectively t rans-

fo rmasu i t ab ly constituted ECOSOC intoaone-world parliament, pledged toaunified attack 

on poverty, disease, hunger and ignorance, and to the corporateachievement of economic and 

social progress . This wou ldsure lyprov ideabe t t e rp rospec to f success than the diffuseand 

inchoate efforts now taking place. 

H. Possiblefur ther Changes at the Secretariat Level 

145. It is clear that, if ECOSOCcame to be endowed with this central role,it would have 

t o b e s e r v i c e d b y a f i r s t - c l a s s secretariat . This functionwouldbemainly performed by 

t he r e s t ruc tu r edESAdesc r ibed inpa rag raph !88wh ichwou ldbeab l e to devote itself entirely 

t o t h e co-ordinat ionofeconomicandsocial policies. 

146. If thesuggestion made earlier for the union of thegoverningbodiesof UNDP, WFP 

andUNICEF were agreed,then it should logically be followed a t a l a t e r date by an amalga-

mation of the three secretariats under oneExecutiveHead. Here, however, the danger of 

lost identity and appeal might be considerably greater and it is probable that th i ss tep could 

only be taken at some fairly distant date. However, it certainly deserves careful attention 

by governments at an appropriate time. 

147. Theregu la r operational programmes of the Agencies a l soneed tobecons ide red in 

this context, t hough in t e rmso f size omy those of t h e U N a n d W H O a r e of any significance. 1^ 

As ind ica tedear l i e r , theS tudy i s anxious toavoidanyprecipi taterecommendations which 

migh thave theef fec to f reducing the total flowof resources . It does not, therefore, advocate 

theel iminat ionof such activitiesbut rather that, in the interests of long-term rationalization, 

governments should consider stabilizing thema t their present level. 2^ However, in the 

longer- term the aim must be to channel aUtheopera t ional resourcesof theUNdevelopment 

sys temthroughone central, integratedprogramme. 

C. The Ultimate Objective 

148. Looking still further ahead it is possible to foresee that, over the next twenty-five 

years , theeconomicandsoc ia lac t iv i t i esof theUNsys tem, and their projection into oper­

ational programmes of development co-operation, will groweven faster than in recent years . 

If that tu rnsou t t o b e the case, amoment maycomewhen they a r e s o l a r g e a s to placean 

unbea rab leburdenonas ing le Secretary-General in addition to h i sgrea t political respon­

sibilities. 

1^ S e e P a r t V , Appendix Six, Tables 12 and 18. 

2^ See Chapter Nine, paras . 2-8. 
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149. On this premise, it might be decided t o e s t a b l i s h a p o s t of aDirec tor -Genera lwho 

wouldco-ordinateall economic and social activities undertaken by theUNdevelopment sys­

tem, including all operational programmes, andwho would have a s t and ing in theeconomic 

^ and social fieldcomparable to that of the Secretary-General in the politicalworld. T h e d i s -

^ cussionanddeterminationof overalleconomic and social policiesof theUNdevelopment 

^ systemwould be firmly in the handsofas inglegoverning body- ECOSOC - technica l sectoral 

^ ma t t e r sbe ing takencare of by thegoverningbodiesof the Specialized Agencies,which would 

report to it. Similar arrangements would apply to the governing bodies ofUNCTADand 

UNIDO, while ties between ECOSOC and the governing bodies of IMF and I^RD would need to 

bearranged so as to ensurecompatibility of policies. 

150. Thesecre tar ia ts oftheSpecializedAgencies wouldcont inuetoexis t as separate 

^ entities insofar as constitutional activities wereconcerned. However, if governments wish 

^ to achieve the maximum impact at the coun t ry leve l f romtheresources made available to 

theUNdevelopment sy s t ems as they have emphasized so frequently and so strongly to the 

^ Study-they would have t o r e -openabas i cques t i on , muchdeba teddur ing thec rea t iono f the 

present international s y s t e m - thatofcentra l izedbudgetarycontrol . That would mean, in 

effect, that thebudgetsof individual Agencies would beapprovedbyECOSOC and not by their 

^ respectivegoverningbodies andconferences. 

151. Control of operational activities would bestronglycentral ized, a sunder the n^odel 

recommended for imm^ediatei^nplen^entation. Thecentra lorganiza t ionwouldcont inueto 

drawon the Specialized Agencies, primarily for programming help, anda l so fo r project 

execution, where warranted. It would be respons ib le toECOSOCthroughaProgramme Com­

mittee whichwouldgovern all operational activities. Under suchaconcept , it would be 

^ necessary to amalgamate thesecre ta r ia t s of UNDP, UNICEFandWFP, i f t h a t h a d n o t b e e n 

^ donealready. Moreover, at this stage, t h e r e s i d u a l p a r t o f E S A c o u l d b e a d d e d t o t h e c e n t r a l 

^ organization, so that the latter would, in fact, p e r f o r m a d u a l function, which should be 

^ reflected in its structure: theharmomzationandco-ordinat ionof a l l theeconomicand social 

policiesof theUNsys tem; and the management of all operational activities. (ESA and the 

proposed ProgrammePol icy unit, wouldbe combined into one ^intelligences forboth oper­

ational and non-operational activities, thus achieving the necessary n^arriagebetween develop­

ment theory and practiced) This central organization, in short, w o u l d s e r v e a s t h e sec re ­

tariat for the enlarged ECOSOC in all i t sgenera l economic and social responsibilit ies. 

152. At this stage, the Regional Economic Commissions would be incorporated into the 

structure and the Regional bureaux of UNDP merged with them, sothat a s i m i l a r dual function 

would be per formedat thereg iona l level inauni tforn^ing an integral part of the whole 

structure. This wouldalsoinvolveappropriaten^odifications in thegovernmental s tructure 

at theregional level. 
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158. It will be observed that an arrangementof the kindoutlined here, while not identical 

with the ideal model, described in paragraphs 81-82above, and discarded as impracticable 

at the present time, comes very near t o i t in that it conforms to the same principles of 

singleness of purposeand responsibility, ^et it would still reap the full benefit of the 

experience a n d k n o w l e d g e b u i l t u p o v e r t h e y e a r s i n t h e specialized institutionsoftheUN 

system. Thus, thoughaccidents of history caused theUNmachinery for economicand 

social development operations t o b e encased i n a s t r u c t u r e that was inimical to efficiency, 

it is still not too la te to evolve aviablemodel . 
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SUMMARY O F PRINCIPAL RECOMMENDATIONS 

^Note: These r e f e r e n t i r e l y t o t h e r e c o m m e n d e d model , i . e . f r o m S e c t i o n V ( p a r a g r a p h 5 2 ) 
t o t h e e n d . ^ 

1. Roles of the p r i n c i p a l e x e c u t i v e components of t h e U N d e v e l o p m e n t s y s t e m 

UNDP 

(a) The operat ional a c t i v i t i e s o f 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 s y s t e m should be 
co-ordinated b y a c e n t r a l o r g a n i z a t i o n ( U N D P ) through which t h e g r e a t e s t amount 
possible of technica l co -opera t ion and p r e - i n v e s t m e n t funds available to the s y s t e m 
should b e c h a n n e l l e d . 

(b) The Admin i s t r a to r of U N D P s h o u l d be d i rec t ly accountable for all f u n d s e n t r u s t e d to 
UNDPand for all phases of the p rogramming , including implementa t ion , to the 
Governing Council and the Economic a n d S o c i a l C o u n c i l . He should be accountable 
t o t h e g o v e r n m e n t s concerned for t h e d e l i v e r y of country programmées ando f the 
p r o ^ e c t s e n c o m p a s s e d b y t h e m . 

(c) The ^line^ authori ty of UNDP should be decent ra l ized to the m a x i m u m e x t e n t to the 
Resident Rep re sen t a t i ve s ; t h e p o l i c y g u i d a n c e and other ^ s t a f f ^ f u n c t i o n s s h o u l d b e 
centra l ized under the d i rec t authori ty of the Admin i s t r a to r , subject t o t h e p o l i c y -
m a k i n g r o l e of the Governing Council. 

UN^ESA 

UN^E^A s h o u l d c o n c e n t r a t e o n t h e c o - o r d i n a t i o n of g e n e r a l d e v e l o p m e n t po l i c i e s a n d o n 
the special ized n o n - s e c t o r a l f ields within i ts competence , g r a d u a l l y d i v e s t i n g i tse l f of 
operational r e s p o n s i b i l i t i e s i n o t h e r fields. 

The Specialized Agencies 

The i r ro le v i s - a - v i s U N D P s h o u l d be a t r i p l e o n e , n a m e l y t o : 

(a) advise on g e n e r a l p o l i c i e s p e r t a i n i n g t o t h e i r s ec to ra l r e spons ib i l i t i e s ; 

(b) furnish s e c t o r a l a n d t e c h n i c a l a d v ^ c e , as appropr ia te , i n t h e p r e p a r a t i o n o f t h e 
country p r o g r a m m e a n d t h e f o r m u l a t i o n o f p r o j e c t s , o n a c o n s u l t a n c y b a s i s ; 

(c) serve as execu t ingagen t s for pa r t i cu la r p ro jec t s con t rac ted t o t h e m for execut ion, 
a t t h e s a m ^ e t i m e accept ing accountabil i ty to the Admin i s t r a to r . 

W F P and UNICEF 

(a) W F P s h o u l d continue to u s e the Resident Represen ta t ives a s i t s field r e p r e s e n t a t i v e s ; 

(b) UNICEF should gradua l ly amalgamate i t s field e s t ab l i shment wi th that of UNDP; 

(c) A t a l a t e r s tage , the amalgamat ion of the governing b o d i e s o f W F P a n d UNICEF with 
the Governing C o u n c i l o f U N D P t o be cons idered . 

IHRD 

The re la t ion of UNDP with l ^RD should be c lo se r , the UNDP se rv ing a s a f o c a l point for 
t h e b a s i c t e c h n i c a l c o - o p e r a t i o n a n d p r e - i n v e s t n ^ e n t act iv i t ies and the IHRD for inves t ­
ment . 



T h e r o l e of governments 

(a) Gove rnmen t s shou ldendeavour to ensu re that development po l i c i e sand object ives a r e 
s t a t ed p r e c i s e l y a n d a r e c o n s i s t e n t w i t h p o l i c i e s p roc la imed in o the rgove rn ing 
bod ies of t h e U N s y s t e m d e a l i n g with development; 

(b) DevelopingMen^ber States should take a l l p o s s i b l e m e a s u r e s to ensure that t h e i r 
p o l i c i e s , a t t i tudes a n d p e r f o r m a n c e a r e consonant with the agreed objectives of the 
coun t ry p rogrannme. 

T h e r e c o m m e n d e d s t r u c t u r e 

(a) At the count ry level 

(i) The Resident Represen ta t ive should be t h e d i r e c t l i n e r e p r e s e n t a t i v e o f the 
A d m i n i s t r a t o r of UNDP, with f u l l o v e r a l l respons ib i l i ty for t h e U N D P country 
p r o g r a m m e , a n d p o s s i b l y o t h e r U N f i e l d p r o g r a m m e s o f p re - inves tmen t and 
t e c h n i c a l c o - o p e r a t i o n . He should be the sole spokesman visDa-vis the 
government for all act ivi t ies f inanced by UNDP. 

(ii) The Res ident R e p r e s e n t a t i v e s h o u l d have at his d isposal adequate profess iona l 
staff, including technical staff provided full or pa r t t ime as n e c e s s a r y and 
p r e f e r a b l y se lec ted by ag reement with the Agencies , but fully respons ib le to 
the Res ident Represen ta t ive in the pe r fo rmance of t h e i r U N D P f u n c t i o n s a n d 
compensa ted by UNDP for t i m e devoted t o U N D P m a t t e r s . 

(iii) A d m i n i s t r a t i v e s u p p o r t functions should be cen t ra l i zed to the max imum in the 
Res iden t Represen ta t ive^sof f ice . 

(iv) Individual Agency represen ta t ion should b e r e s t r i c t e d to c a s e ^ w h e r e i t is 
m d i s p e n s a b l e f o r dealing with m a t t e r s of i t s exclusive competence ( i . e . non-
U N D P m a t t e r s ) and should b e p a i d for f r o m t h e A g e n c y ^ s r e g u l a r budget. 

(v) T h e U N D P s h o u l d e s t a b l i s h l i a i s o n o f f i c e r s in indust r ia l ized count r ies . 

(b) At h e a d q u a r t e r s 

(i) The h e a d q u a r t e r s o r g a n i z a t i o n s h o u l d c o m p r i s e f o u r R e g i o n a l E u r e a u x serv ing 
a s i n t e r m e d i a r y l inks of l i n e a u t h o r i t y between the Adminis t ra to r and the 
Res ident Represen ta t ives , a n d a s e r i e s o f staff un i t s , i n c l u d i n g a s t r o n g 
P r o g r a m m e Pol icy s t a f f ( a ^ b r a i n ^ ) . 

(ii) A T e c h n i c a l A d v i s o r y P a n e l cons is t ing of qualified r ep resen ta t ives of UN^ESA, 
the Special ized Agencies , I^RD, W F P and UNICEFshou ld provide continuous 
technica l and s e c t o r a l a d v i c e on a l l p h a s e s o f the programmée. 

(iii) A D e v e l o p m e n t R e s o u r c e s Pane l composed of the Adminis t ra tor of UNDP and 
of the Execut ive Heads of I^8RD, I M F , U N C T A D , U N I C E F a n d W F P a n d o f t h e 
U n d e r - S e c r e t a r y - G e n e r a l f o r E c o n o m i c a n d Social Affairs of t heUn i t ed 
N a t i o n s s h o u l d harmonize p o l i c i e s a n d in tegra te act ivi t ies be tweenUNDP and 
o ther c o m p o n e n t s o f t h e U n i t e d N a t i o n s s y s t e m which are the pr inc ipa l 
p r o v i d e r s of inputs or a r e r e s p o n s i b l e for g e n e r a l p o l i c i e s which influence the 
development p r o c e s s . 

(iv) l A C ^ s h o u l d be discontinued, i t s d u a l f u n c t i o n s b e i n g divided between the 
Technica l A d v i s o r y P a n e l , a n d a r e o r g a n i z e d A C C , renamed the Pol icy 
C o - o r d i n a t i o n C o m m i t t e e a n d divided into t h e P o l i c y and Adminis t ra t ion 
Co-ordina t ion Pane l and the Economic and Social Pol icy Co-ordinat ing Pane l . 
The l a t t e r should provide a f o r u m f o r t h e d i s c u s s i o n a n d harmonization, at the 
h i g h e s t e x e c u t i v e level , of g e n e r a l e c o n o m i c and socia l pol ic ies , with p a r ­
t i c u l a r r e f e rence todeve lopmen t . 
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(c) Relat ionships at the reg ional level 

(i) The m o s t urgent need is for a complete ra t ional iza t ion of reg iona l s t r u c t u r e s . 
Until tha t happens , they cannot be fully in tegra ted into the r e c o m m e n d e d 
model . 

(ii) In the m e a n t i m e , the s e c r e t a r i a t s of Regional Economic C o m m i s s i o n s and of 
Agencies regional offices should par t ic ipa te as appropr ia te in the p r e p a r a t i o n 
of country p r o g r a m m e s and the formulat ion of p ro jec t s unde r the l e a d e r s h i p of 
the Res ident Represen ta t ive and in evaluation and follow-up. 

(iii) The operat ional r e spons ib i l i t i e s of the Regional Economic Commiss ions for 
UNDP pro jec t s should be r e s t r i c t e d to se lec ted reg iona l p ro jec t s and fields 
in which they have specia l ized staff and exper ience . 

(iv) UNDP should appoint l i a i son officers to the Regional Economic C o m m i s s i o n s 
and a r r ange for secondment of staff f rom the s e c r e t a r i a t s of the C o m m i s s i o n s 
to the Regional Bureaux of UNDP Headqua r t e r s . 

(v) As soon as poss ib l e , UNDP should appoint a reg ional co -o rd ina to r for La t in 
A m e r i c a on an exper imen ta l b a s i s , with a view to l a t e r t r a n s f e r r i n g the 
Regional Bureau for La t in A m e r i c a to the seat of ECLA; at a s t i l l l a t e r s t age , 
the o ther Regional Bureaux should be s imi l a r ly outposted. 

(d) The government leve l 

The Governing Council should concentra te on b road policy i s s u e s and on the r ev iew, 
approval and control of p r o g r a m m e s and broad al location of f inancial r e s o u r c e s ; it 
should delegate author i ty to the Admin i s t r a to r to approve individual p ro j ec t s within 
approved pol ic ies and p r o g r a m m e s . 

4. Implementat ion 

(a) The recommenda t ions should be implemented in two p h a s e s , the f i r s t running f rom 
1970-1972 and the second f rom 1972-1975. 

(b) P r o g r e s s should be rev iewed at the end of both phases . 

5. The longer pe r spec t ive 

Once the two implementat ion p h a s e s had been successful ly completed, the Governing Council 
should consider additional m e a s u r e s designed to s t rengthen and in tegra te the economic and 
socia l development functions of the UN sys tem st i l l fur ther . 
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Chapter Eight 

HUIRÁN RE^OURCE^ POR INTERNATIONAL DEVELOPMENT OPERATIONS 

^ a n is the m e a s u r e of a l l t h i n g s . ^ 

- Pla to , P r o t a g o r a s 

I. GENERAL CONSIDERATIONS 

1. Human, r a t h e r than m a t e r i a l , r e s o u r c e s hold the ^ e y t o d e v e l o p m e n t . As Chap te r 

Th ree made c lea r , ^ c a p a c i t y ^ i s an indivisible concept made u p o f many in terdependent facets 

but, in the end, i t i s t h e h u m a n e l e m e n t - n a t i o n a l o r internat ional - w h i c h , through i t s f a c u l t y 

of deciding the u s e of the other product ive factors involved, de te rmines t h e q u a l i t y of the 

r e s u l t s . T h e s a m e chapter r e v e a l e d a n u m b e r of impor tan t cons t ra in t s on capac i ty in th i s 

r ega rd . It is t he re fo re a p p r o p r i a t e d devote a s p e c i a l c h a p t e r t o m a n p o w e r ques t ions . 

^ i n c e t h e m a i n o b j e c t i v e o f t h e ^ t u d y i s t o m a ^ e t h e U n i t e d N a t i o n s developm^ent s y s t e m m o r e 

effective, the p r e s e n t chapter d e a l s p r i n c i p a l l y w i t h m t e r n a t i o n a l p e r s o n n e l , although br ief 

re ference w i l l b e m a d e t o c o m p l e m e n t a r y m e a s u r e s f o r n a t i o n a l p e r s o n n e l . 

2. P i r s t and foremost , i t m u s t b e r e c o g n i z e d t h a t d e v e l o p m e n t i s essen t ia l ly an 

o p e r a t i o n a l p r o c e s s a n d t h a t o p e r a t i o n a l a c t i v i t i e s and respons ib i l i t i e s r e q u i r e s p e c i a l t a l e n t s 

and ^ indso f exper ience . The r e s p o n s i b i l i t y c a r r i e d b y o p e r a t i o n a l p e r s o n n e l is p a r t i c u l a r l y 

o n e r o u s b e c a u s e of the d i rec t consequences for the development p r o c e s s . It is i m p e r a t i v e t o 

ensure t h e c o n t i n u e d a v a i l a b i l i t y of i n t e r n a t i o n a l p e r s o n n e l p o s s e s s i n g the n e c e s s a r y ta len ts 

andexper i ence a n d c o m b i n i n g t h e m w i t h a c a p a c i t y for taking opera t ional respons ib i l i ty ; it is 

t h e s e r e q u i r e m e n t s w h i c h d i s t i n g u i s h o p e r a t i o n a l d e v e l o p n ^ e n t staff f ron^o the r c a t e g o r i e s of 

staff in i n t e r n a t i o n a l s e c r e t a r i a t s . ^ a n y g o v e r n n ^ e n t s of developed c o u n t r i e s h a v e s e t u p ^ 

s ta te corporat ions ^including nationalized industr ies^ or have e s t a b l i s h e d s p e c i a l s a l a r y s t r u c -

t u r e s and conditions of s e r v i c e f o r ce r t a in types of o p e r a t i o n a l p e r s o n n e l . Among i n t e r ­

national s e c r e t a r i a t s , the need for t h e d i s t i n c t i o n i s r e i n f o r c e d by t h e c o n d i t i o n s o f life which 

developments taff m u s t accept, both for the^nselves and the i r f ami l i e s . Expa t r i a t ion is a 

f ea tu reof m o s t i n t e r n a t i o n a l c i v i l s e r v a n t s ^ l i v e s , b u t t h o s e r e c r u i t e d n ^ a i n l y f o r h e a d -

quarters^ se rv ice can, at l ea s t , p l a n o n e s t a b l i s h i n g a s e m i - p e r m a n e n t b a s e to which they can 

r e tu rn , e v e n i f t h e y a c c e p t a n o c c a s i o n a l field ass ignment . I n t e r n a t i o n a l o p e r a t i o n a l s t a f f 

mus t accept, in addition to expatr ia t ion, a way of life which does not p r o v i d e e v e n t h i s degree 

of permanency and which i n v o l v e s n o t only f r e q u e n t c h a n g e s o f duty stat ion but a l s o n ^ u c h 

t r a v e l w i t h i n and outside the count ry of t e m p o r a r y ass ignaient . T h e s e a r e all f ac to r s which 

mus t be considered in devising m e a n s o f a t t rac t ing , and keeping, the m o s t qualified people for 

the job. 
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3. The second important basic pr incipiéis the need to main ta inasense of perspective. 

several aspects areinvolved^ 

â̂  The time perspective. Loo^ingahead twenty-five or thirty years - t h e wording 

years of o n e g e n e r a t i o n - m a ^ e s i t worthwhile, as well as necessary, to consider 

creat ingaUnited Nations Development service as anew and dynamic profession. ^ 

b̂̂  The changing requirements for manpower. ^ h i l e m a n y r e a s o n s c a n b e c i t e d - t h e 

developn^entof technology, scientific advances, etc. - theprincipalcause is , or 

should be, the gradualreplacementof international bynationalpersonnel. This 

processn^aybe accompanied, however, by the emergence of increasingly sophi­

sticated fields of action requiringinternationalco-operation. 

^ The persistence, notwithstanding, of certain constant features. These comprise, 

for example, the acceptanceof substantial responsibility and the exercise of a 

competent and mature judgement in programming and project selection and formu­

lation, theeffective management of internationaloperations, theadministrationof 

operational programmesin varied and usually difficult conditions, andtheevalu-

ationof results. Above all, certain humanqualities andattitudes will m a r a t h e 

differencebetweenan ^international robots andacrea t ive agent of international 

co-operation. 

^ The dimensionof the problem. I n t h e b r o a d e s t s e n s e o f aco-operativeeffort 

between national andinternationalpersonnel, internationaldevelopmentwor^must 

necessarilyinvolve great nun^bers of people. However, on lyare la t ive lysmal l 

internationaltas^ force of highly-qualifiedandexperienced personnel is needed for 

planningandadministeringUnitedNations develop^nentwor^and this need not 

i nc rease in the same proport ionas the volume of programmes. In contrast, the 

s izeof thespecialized forceneeded for theexecutionof projects willdepend, not 

only on the number and nature of theprojects t obe executed, but also on the 

method chosen for execution, and theextent to which complementary devicessuch 

as associate personnel and volunteers are used. 

4. Agenera lconclus ionemerges , namely, theneedfortheUnitedNationsdevelopment 

systen^tohave access to outstandingoperationalpersonnel. This demandscontinuity i n c e r ­

tain basic aspects and, a t t h e s a m e t i m e , ah ighdegree of versatility in the more specialised 

areas . Thef i r s t presupposes anucleusof career personnel, carefully selected and trained 

andeffectivelyutilized; the second requireseffective and flexible measureson the part, not 

^ This proposal issupported by therecommendationof the Report of theCommission on 
International Development ^op. cit. p. 135^ ^thatinternationaltechnicalassistancebe 
strengthened by thecreat ionofnat ionalandinternat ionalcorps oftechnicalassistance 
personnelwi thadequatecareer opportunities^. 
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onlyoftheUnitedNations, but also of member Governments, designed to provide access to 

peoplewell-qualifiedinspecializeddisciplines as and when the needa r i se s . 

5. Ineither case, the challenge of internationaldevelopmentwor^oughtto a c t a s apower-

ful magnet in attracting thebes t qualified menand women, animated by thehighest^notives. 

It ought, in particular, t oho ldaspec ia l appea l fo r theyoungergene ra t ion . The extent to 

which this happened would depend very greatly on the public image of aUnitedNations 

Development service, part icularlyin professional circles and among younger people about to 

choose aca ree r . A service enjoyingahigh reputation would auton^atically attract high-

ca l ib repersonne lwhomightbeprepared toforegohigher remuneration in order t o b e associ-

atedwiththeinternationalunderta^ing in development. Conversely, an indifferent reputation 

wouldtendtohamper recruitment and may already bedoingso . 

^. T h e r e s t o f t h i s chapter wil lexploreways and means of achieving these desiderata. 

It will bedivided into twomainsect ions , t o re f l ec t the twomainca tegor i e s of operational 

staff nowemployed by internationalsecretariats^ 

^ Personnelperforming functions in thef ie ldsof management, policy-making, 

programme and project formulation, evaluationand follow-up. A good many wor^ 

atheadquartersbut adoptionoftherecomm^endations of the Capacity 5tudy would 

encourage redeployment tofield assignments. These officials may not require any 

particular specialization but must have agood knowledge andexperience of de­

velopment w o r ^ a n d a s o u n d g r a s p o f modern management methods. Their 

numbers are less subject tofluctuationthough, obviously, they must to some 

extent beinfluenced by the number and nature of projects. ^lanyof them are al­

ready s e r v i n g o n a c a r e e r b a s i s . 

^ specialized project personnel engaged in project execution and mostly employed in 

the field. They fluctuateboth in numbers â d̂ specializations according to the 

number and nature of the projects, thoughtheneedfor some types of specialists 

i sn^orecons tan t thanothers andean beprojected. O n l y a f e w s e r v e o n a c a r e e r 

or long-term basis. 

section II deals with the firstof these categories and section Hlwith the second. 

7. Before embarking o n t h i s m o r e detaüedanalysis, however, somefurther general con­

siderations applicabletoboth categories need t o b e mentioned. Pi rs t , in order to ensure the 

recruitn^ent of qualified n^anpower, whether o n a p e r m a n e n t o r s h o r t - t e r m a s s i g n m e n t , the 

conditions of service for internationaldevelopment operational staff must meet thefollowing 

criteria^ 

^ Ren^uneration should becomparable to that offered by outsideemployers - p a r ­

ticularly government employers - f o r operational jobs abroad requi r ings imi lar 

levels of competence, experienceand responsibility. 
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^ It should ta^e adequate account în te rms of monetary supplements or facilities 

provided freeofcost^ of theperipateticlivingconditions imposed on international 

developn^ent personnel, which createfamily problems andoften result in recurrent 

household expenses, as w e l l a s i n health ris^s and other discomforts and 

hazards. ^ 

3. Ta^entoi t s logica lconclus ion , this could meanasubs tan t i a ldepar tu re f romthe 

generalUnitedNations salary structure, if anoperat ionaldevelopmentserviceofthehighest 

quality w e r e t o bebuil t up comparabletothoseestabl ished by institutions and firms with 

equivalent scope andresponsibility. If thepresent disparityof en^olun^ents andconditions of 

service continues, there is little chance of establishing aUnited Nations Development service; 

indeed, thebes t talent will continue to be attracted away. The policy of the IBRD in t h i s r e s -

p e c t i s anac^nowledgment that ability in thesefieldscommands ahigh price and could be 

emulated with advantage by theUnitedNationsDevelopment service. 

9. If t h i sdepar tu re f romtheUni tedNat ionssa la ry scales was considered impracticable, 

the alternative would b e t o maintain salaries wi th in thegenera lsa lary structure of theother 

internationalorganizations but tog ive the Administrator wide discretion in their classifica-

tion so that grade levels attached to particular functionsin theinternationaldevelopment ser -

viceadequately reflected the true levels of competence and responsibility involved, insteadof 

followingautomaticallythe classification standards applicable tonon-operationalstaff. 

moreover, where necessary, it should be possible to pay non-pensionable supplementsin 

additionto regular salaries in order to attract managerial talentofhighquali ty required for 

posts of special responsibility. It should be recognized that this alternative would be a 

second-best. 

10. whichever method ischosen, it i s e s s e n t i a l t o m a ^ e a c o m p l e t e bréala with standard 

UnitedNationspersonnelpolicies. These areappropriate for secretariat personnel, but not 

for staff carrying operational responsibilities. In this connection, other conditionsof service 

^i.e. allowances, fringe benefits, facilitiesoffered to development staff, par t icular ly in the 

field, in t e r m s o f housing - su re lyaprob lemof crucial importance -heal th protection, travel 

standards, leave, sic^-leave, education grants and travel, travelof dependants, etc.^ should 

be subjected t o a s e a r c h i n g review before introducing the new system. Thisreviewshould 

no tmere lya t tempt apiece-mealadapta t ionof thearrangements currently applicableto all 

international staff but should consider these problems ab in i t iowi thaviewtoformula t ingand 

adoptingseparate staff rules for internationaloperational staff. This wor^ should be under­

taken b y a g r o u p of persons havingbroadexperienceininternat ionaladministrat ionand, even 

^ ^lanycountries adoptsuchn^easures inrespec tof their national personnelserving 
overseas. 
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moreimportantly, direct experience of f ieldwor^andcondit ions. O n c e t h i s h a s b e e n d o n e , 

appropriate measures should be t a l e n t o ensure that all personnel rules and practices 

developed under the aegis of UNDP for operational pe r sonne lwereapp l i ed toa l l such personnel. 

Uniforn^treatmentof alloperationalstaff is anelementary requirement of equity andofn^ain-

tenanceof inórale, par t i cu la r ly in thef ie ldwhere staff employed by variousinternational 

Agencies ^butpredon^inantly financed b y U N D P ^ w o r ^ s i d e b y s i d e i n the san^e location. 

11. Aco ro l l a ryo f th i s app roach i s tha tUNDP, astheleadingUnitedNationsorganizat ion 

providing development co-operation andemploying^ey programme andadminis t ra t iveper-

sonnel, both at headquarters and in the field, should have i tsown Appointment and Promotion 

Board, completelyindependentoftheUnitedNationsBoard, insteadofthe joint arrangements 

whichexist at present. Ajoint Board, for understandable reasons, cannot evolve the ^ind of 

policies andincent ivesrequi redtobui ldup anefficient, dynamic and dedicated service to 

meet the needs of the developing countries. 

12. Operational staff should berecru i ted on as wideageographical basis as possible. 

However, geographical distribution must be subordinated, in the words oftheUnitedNations 

Charter, to ^theparamount consideration . . . of securing thehighest standards of competence, 

efficiency and integrity^ ^Article 101^. The General Assembly has already wisely decided 

against applying toUNDPstaf f thena t iona l i ty^ ta rge ts^usedas gu idance in therecru i tmentof 

non-operationalsecretariat staff. Other internationalAgencies are alsofreed from natio­

nality quotas when recruiting project personnel. Nonetheless, t h e r e h a v e b e e n t o o m a n y in­

stances inwhichpo l i t i ca lp res su reshave led to operational appointments inspired bycon-

siderationsof nationality rather thancompetence. If e f f ec t ivedeve lopmen t i s tobe thepa ra -

mountobjective, thedecisive criterion for selectingofficers carrying^eyoperat ional r e s ­

ponsibilities, e.g. senior^personnel in headquarters offices and manyResident Represen­

tatives, should be ^the best man or woman for the job^. This does not mean thatUNDP 

should spare its efforts toachieveimprovedgeographicaldistr ibution. On thecon t ra ry , this 

i s t h e veryessenceof amult i la teraloperat ion. B u t i t d o e s n ^ e a n t h a t i t n ^ a y b e n e c e s s a r y t o 

followadifferent and moreevolutionary pattern, if internationaldevelopm^ent operations are 

to sus ta inah igh leve lof quality without robbing the developing countries of someof the i rbes t 

talent. Again, t h i s r e q u i r e s a l o n g - t e r m c a r e e r approach, where th i s i sappl icab le , based on 

carefulselect iononawidegeographical basis at junior professional levels^ Inother cases, 

spec i a lmeasu re sneed tobe t a^en toma^euseo fava i l ab l equa l i f i ed talent of all nationalities 

at all levels for fixed periods, without aggravating the ^braindrain^fromdevelopingcountr ies . 

Both aspects will be treated in more detail later in thischapter . 
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II. ^ANPO^ER POR THE UNITED NATIONS DEVELOPMENT PROGRA^^E 

A. General 

13. T h e c o r e o f aUnitedNationsDevelopment service would beformed by staff responsible 

for managing the overallprogramn^e andpreparingcountry programmed, indudingsome 

phases of project formulation; invar ious aspects of supervisionandoperationalcontrolof 

projects; and inevaluationand follow-up. Thesecategories are mainly en^ployedbyUNDP, 

both at i t sHeadquar te rsand in the field, and this section thereforedeals primarily withUNDP 

personnel. The recommendations, however, couldalso apply to sin^ilar staff employed by the 

specialized Agencies whose ExecutiveHeads might wish to adopt t he samebroad policies. 

B. A career service 

^1^ Evolutionof a c a r e e r service 

14. O n l y a c a r e e r s e r v i c e c a n p r o v i d e t h e framework for building up anefficientUnited 

Nations development staff. Development planning and administration demand skills which can 

best be acquired by sustained, in-service training and developed by long practicalexperience. 

Any other approach would lead to waste and inefficiency. 

15. Inessence , a c a r e e r systemwouldconsis tof the following^ 

^ carefulselectionof ableyoungpeoplewiththe requirededucational background and 

the necessary attributes of character and motivation; 

^ training themcarefully in those aspects of internationaldevelopmentwor^ which 

cannot beacquired beforehand; 

^ testing their aptitudes by assigning them t o a v a r i e t y of t a s ^ s d u r i n g a p e r i o d of 

probation, after whichcandidates would b e r e t a i n e d o n a c a r e e r b a s i s o r released; 

d̂̂  rational forwardplanningof their assignments so a s t o e n s u r e their maximum 

utilization and the proper development of their aptitudes; 

^ strict appraisal of their wor^ as abas i s for advancement, predicated predomi­

nantly on merit; 

^ improving their qualifications by in-service training or, at later stagesof their 

service, by refresher courses; 

^ an open systemof promotion permitting the ablest officers t o se rve in the highest 

posts, whether in headquarters or the field. 

1^. Career status should not prevent m^anagen^entfron^ releasing persons who prove in-

effectiveor who lose their effectiveness. Areasonablygenerous systemof termination 

indemnities andofea r ly re t i r ement would berequi red , a s w e l l a s ass is tanceinf indingal-

ternativeemployment for thosewho cease to n^eet theexact ingstandardsofoperat ionalwor^. 
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^ Recruitment at theent ry level 

17. Recruitment at theen t ry leve l is the most decis ivephasein building up a c a r e e r se r ­

vice and should become the principal meansof doing so. Thestaff establishment of UNDP 

should include asufficientnumber of junior professionalposts at anadequa te leve l to attract 

the ablest candidates who should have university training in one of the fieldsof higher educa-

t ionre levant to developm^entwor^, especiallydevelopmenteconon^ics, planning, or other 

branches of the social sciences. ^electionshouldbe competitive, based, possibly, onwrit ten 

tes ts , but in any event on a s t r i c t and impart ialappraisalof qualifications ^includinglinguistic 

qualifications^ andof character and personality, supported by rel iablereferences and inter­

views. Resident Representatives could help with the preliminary screeningof candidates. 

13. Avaluable source of recruitment of young people already exists among junior pro-

fessionaltrainees appointed toUNDPfieldoffices under arrangements a r r iveda t between 

UNDP andan increasing number of developed countries. 5ofar , the experiment has produced 

excellent results andUNDPhasbeenab l e to select acer ta in number of promising officersfor 

career en^ployment. This systemshouldbecontinuedandextended. 

19. Naturally, not allcountries would be ab le tof inancesuchaschen^e . Regionalcom-

petitions shouldthereforebeorganizedfortheselect ionofwell -qual i f iedcandidates for career 

posts, especiallyfrom less-developed areas. Another way of encouraging the entry of candi­

dates fromthese areas would be to establish many more ^localprofessionalposts^inUNDP 

fieldoffices, paying them good loca l sa la r ies . Providedthe i r se rv iceproved t o b e of high 

standard at the endof an agreed period, they could beconsidered for regular international 

posts. Alternatively, they would revert too ther employment. 

20. In these ways, UNDP couldenlarge thescope of its career recruitment for the new 

service andgraduallyimprovethe geographicaldistributionofits staff. 

^ Recruitment for posts a t t hemidd leandh ighe r l eve l s 

21. In addition, it wouldoccasionallyprove necessary to rec ru i t more mature officers at 

the middle andhigherlevels . This should not be amain source of recruitment, however, and 

should initially be onaf ixed- term^non-career^bas is . Af te rasu i t ab leper iodof probation, 

this staff couldalsobecome eligiblefor career appointments, t h o u g h o n a n e v e n m o r e selec-

t i vebas i s t han themorema l l eab l e junior staff. Candidates wouldcomen^ainly from the pool 

of practical developn^ent experience t o b e found among thesecre ta r ia t staff of theUnited 

Nations and of the Agencies, and particularly amongeffective project personnel. Project 

managers whohaveproved tohaverea lmanager ia lab i l i ty , a s w e l l a s technicalcompetence, 
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woulddeserve specialconsideration. Often, as at present, it should be possible to obtain 

such staff onsecondmentf romthe employing organizations, after which they mightei ther 

return to their previousemploymentorbe offeredcareer employment in theUnited Nations 

Development service. 

22. Another source of non-career staff for that service would bethes taf f of governmental 

aid agencies who could be secondedor loanedfor fixedperiods. This process could increase 

comn^on understanding between thoserespons ib le formul t i l a te ra landbi la te ra lprogrammes . 

Pur thermore , t h e r e m i g h t b e g r e a t advantagein lending selected membersof theUnited 

NationsDevelopment service tos ta te ins t i tu t ions , large corporations, engineering firms and 

ban^s, e t c . , whoseoperations a r e d i r e c t e d t o t h e developingcountries, inexchangefor staff 

seconded to theUni tedNat ionsDevelopment^ervicefor specified periods. 

23. whether candidatesselected for appointment at these intermediate andhigherlevels 

come fromwithin or outside thesys tem, however, it is indispensable that they should have had 

s e v e r a l y e a r s d i r e c t involvement in fieldoperations. This conditionnas not a lwaysbeenob-

s e r v e d i n t h e p a s t , as wasperhapsinevitable in the early yearsof anew andmodestservice 

wi thuncer ta inprospects . Then, it was perhaps not unreasonable tosuppose that any person 

whohadanadequa t e ly succes s fu l ca ree rbeh indh iminsome executive, poli t icalor diplomatic 

capacitywas qualifiedtota^e on responsibility for internationaldevelopmentwor^. ^ i t h t h e 

growing size of theprogramme, however, the increasing understandingof the complexity of 

development problems and the parallel need for specialization, this misapprehensioncould not 

continue without seriouslyprejudicingthe capacity of UNDP. The greatestdanger a r i sesover 

t h e ^ e y p o s t o f Resident Representative. It has often mistal^enlybeen thought that amodicum 

of diplon^atic, politicaland administrative skills was a l l tha twasrequ i red , but these, on their 

own, would cer ta inlynotbeadequate to car ry out the functions envisaged for the Resident 

Representat iveby the Capacity 5tudy. l^Iore will besa id on this later. 

4̂̂  Training 

24. Training is anessent ia l fea tureof a c a r e e r service and should becomeaconstant pre­

occupation forUNDP. One aspect is job security; the other, andmoreimportant , is reten-

tionanddevelopn^entof staff i no rde r to improve their efficiencyand utilize themeffectively. 

This need will beespec ia l lyacu te inaUni tedNat ions Development service because the tas^s 

t obepe r fo rmed are still new, complexand varied. The greater emphasis onthepreparat ion 

of programn^es, formulationof projects, andevaluationand follow-up activities recommended 

by the Capacity ^tudy would increasethedemandforqual i f ied staff and thusfor their training. 
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25. Thesys temof training should comprised 

^ orientationand briefingcourses for the var iouscategoriesof newly-appointed 

staff, centred around development planningandprogrammingand management and 

including intensive languagecourses; 

b̂̂  effective briefing before achange of assignment, particularlyfrom headquarters 

to the fieldand vice versa; 

ĉ̂  other trainingand refresher courses including^ 

- short courses on development planning for middle-level field and headquarters 

staff ^referenceis^nade later to theneedfo rUNDP to sponsor advanced, long-

te rm courses in development planning^; 

-modern managem^ent techniques at appropriate leve ls fora l l s ta f f ; 

- seminars andgroupdiscussionsonprogramn^e and management problemsfor 

staff being selected for seniorlevels; 

- courses in f i e ldadmin i s t r a t ionfo r junior administrative officers ^local and inter­

nationals 

^ sabbatical leave for study purposes lasting up to oneyear , particularly for senior 

career staff whohave had lengthy field assignmentsbut still have anumbero f 

years of activeservice aheadof them. 

2^. Training for development must be acen t ra l , well-planned and permanent function. 

TheUnitedNationsDevelopn^ent service should follow theprovenexper ienceof the developed 

countr iesandestabl ishastaffcol legeendowed with independent means and under ad i s t in -

guisheddirector. Thedevelopedcountrieshave demonstrated their ability t o c r e a t e defence 

colleges which have earned great reputat ionsbythequal i ty of their training for the essential, 

but largelynegative, function of national security. UNDP should strive to es tabl i shaUni ted 

Nations Development College which could achieve anouts tandingreputat ionandat t ract staff of 

ab r i l l i anceequa l to that which can be found in t hebes t institutes for advanced training i n t h e 

world. This college should bedesigned for the positiveand creative purposeof training 

international staff concerned with development in thebroadest sense. As with most national 

staff colleges, courses shouldextendover about a y e a r , including fieldvisits considered 

necessary. Pacilities for training^and associated research^ would initiallyprovide for 

selected staff men^bers and for some students fromdeveloping countries. ^ Pees would be 

charged for tuition according to circumstances. It might be possible for the staff college to 

émergeas part of the evolving functions of UNITAR, provided thisdid not involve delay. If 

the staff col legeis set u p a s asepara te entity, it should, of course, wor^ closely withUNITAR 

and the Economic Development Institute of IBRD. 

^ ^ e e a l s o p a r a . 71 below which suggests that the staff college might also providea 
centralized briefing service for project personnel, if it were located in Europe. 
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^ Rotation 

27. Rotationof staff between headquarters and field assignments, as well as between 

variousf ieldduty stations, is essent ia l tomain ta in thedynamismof staff and increase their 

competenceby varying their experience. It shouldbe clearlyunderstoodthat joining the ser­

vice constitutes, in itself, acommitment to wor^indevelopingcountries. 

^ selection for promotion 

23. P romot ionshouldbebasedon aperiodic reviewof staff at each grade. The review 

shouldbe conducted under the authorityof the Administrator by smal ladvisory panels com-

posedof me^nbers of the se rv icewhopossess ad i rec t and thorough knowledge of the staff con­

cerned and are of proven impartiality. Por the reasonsindicatedear l ier , thispanel should 

beindependent of theregularUni tedNat ions Appointment and Promotion Board. Ability and 

breadthof experience should b e t h e c r i t e r i a for promotion, rather than seniorityalone. 

29. The promotion systemshould be such that the outstanding individuals among first-

entrycandidates, once they have proved their worthand gained pract icalexper iencein many 

variedassignments over the years , may eventuallyaspireto positions of thehighest responsi­

bility in the service, whether t hesebeRes iden tRepresen ta t ivepos t s in the f i e ldo r top 

executiveposts a tUNDPHeadquarters . It must be realized that if senior posts are invari­

ably, or frequently, filled from outsidethe service, it wi l lp rove imposs ib le to re ta in first-

class people in the lower ran^s, s incetheywil l inevitably see^tofu l f i l the i r ambitions in 

other careers whichofferbetter prospects of advancement. Thus, the constraints on 

efficiency andcapacity would be compounded^ notonlywould the peoplein the more r e s -

ponsibleposit ionsbeinadequately equipped by experience and training t o c a r r y out their 

functions, but their suppor t ings ta f f -whose ro lemus t become increasingly important with the 

i n c r e a s e i n s i z e and complexity of the operations, however efficient their senior officers may 

be -would become steadilywea^er. 

C. Administrator oftheUnitedNations Development Programme 

30. If UNDP is to becomeincreasinglythebac^bone of the organizational structure for 

Uni tedNat ionsdevelopmentco-operat ionandtoachievethebasic objectives of GA resolution 

2 1 3 3 ^ ^ , theposit ionof its Administrator should continue to be endowed with prestige, as 

now, but should be invested with additionalauthority. 

31. Thepre-eminencewithintheUni ted Nations systemof the Secretary-General must 

alwaysbe maintained. However, if the Administrator is t o t a l e the leadon the development 

co-operation and pre-investment fronts,andco-ordinate awide range of operations involving 

a l l the Agencies, his position should beofficially and publicly recognized as oneofthe 

greatest in^portance, analogous to tha to f thePres iden t of t h e ^ o r l d B a n ^ a n d the managing 
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Director of the International monetary Pund. similarly, his appointment shouldbe m a d e b y 

the General Assembly, on therecommendationof the Secretary-General, as afur ther recog­

nition of the impor tanceofh i s ro le . 

32. It is obv ious tha tamanof exceptional stature wi l l con t inue toberequ i red to administer 

UNDPeffectively, especially during theper iodof major organizationalchange andexpansion 

which is implicit in the 5tudy^s Terms of Reference. 

D. Resident Representatives 

^ selection andappointment 

33. The argument already made for a s t r o n g c a r e e r element in a^^mternationaldevelop-

ment service applies witheven greater force to Resident Representatives. The essential need 

todelegaterealauthori tytothem^, and their ^ e y r o l e i n t h e administration of a v e r y c o m p l i -

catedoperation, m a ^ e s i t clear that only outstanding menand women should be appointed. 

34. 2mce quality i sof such critical importance, Resident Representativesshould be 

appointed personally by the Administrator of UNDP, in consultation with hiscolleagues in 

other parts of theUnitedNations development system^, asnecessary . moreover, such 

appointments should norn^allybe made onlyfromwithintheUnitedNations Development 

service, ^ i t h the introductionofamore systematic career service, this shouldbecome axiomatic 

i n the in t e re s t sbo tho f efficiency and of providing the necessary prospects of advancement for 

more junior staff. This does not mean that officials serving in other par t sof theUnited 

Nations system could not, on occasion, be considered by the Administrator forResident 

Representativeposts, as at present, but â ŷ such arrangements should be m a d e o n a v e r y 

selectivebasis andinitialappointments should bef ixed- termonly ^see paragraph 21 above^. 

35. Conversely, it does mean that onlyin very exceptional casesshou ldaRes iden t 

Representativebe appointed f romouts ide thesys tem. At the present t ime, t r acesof 

pol i t ica lpatronagecanbe detected insome appointments, basedon themis ta^enassumpt ion 

that theResident Representative is some ^indof quasi-ambassadorial figure. 5uch tendencies 

could be continuedonly at theexpenseof developing countries andwouldeffectivelyprevent 

UNDPfromfulfillingthe requirements of GA resolution 2 1 3 ^ ^ ^ . 

33. Geographical distribution should be secondary to efficiency, but could be achieved 

relatively speedi lywi th inaUni tedNat ionsDevelopment^erv ice inwhichcarewas ta^en to 

achieve ageographical balance amongst the younger members who should sooncon^eto the 

top. 
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37. The improvementof the average quality of the Resident Representat ivesis a s i n e q u a 

non if t h e y a r e to fulfilthe central role proposed by the Capacity ^tudy. This poses not only 

the questionof regulating future appointments o n a m o r e r a t i o n a l , career basis, which could 

on lyhaveagradua le f fec t , but also that of bringing about more immediate improvements. If 

the^tudy^s mainrecomn^endations are accepted, it is essential for the Administrator to under­

take athoroughandobject ive examinationof all Resident Representatives, releasing thosecon-

sideredinsuff ic ient lyqual i f iedtocarry out theextensive functions described inother chapters. 

In the caseof thosewi thf ixed- termappointments , their contracts should not berenewed. 

^ h e r e p e r m a n e n t appointments wereinvolved, immediate steps should be ta^en toprovide 

reasonablygenerousprovisions for early re t i rementonthe lines suggested inparagraph 15 

above. qualified replacements couldbe found among existingUNDP Headquarters and field 

staff, son^eofwhom areof excellentcalibre and have not so far foundadequate outlets for 

their abilities. Oneof the aims should be to achieveayounger andmoredynamic service; at 

present, the averageage of Resident Representatives is fifty-five and t h e r e a r e only seven 

below theage of forty-five. P a r g r e a t e r efforts should be made to bring substantially greater 

numbersof women into suchposts and, indeed, into the service as awhole. 

33. Experiencereflected in r epor t sonPore ign services andonlarge in terna t iona lcom-

p a n i e s i n d i c a t e s t h e n e e d f o r a m a r g i n o f about l O p e r c e n t o v e r established ^eypostsof an 

overseas operation i s tobemanagedsuccess fu l ly . Personalobservat ionproves the necessity 

for this inUNDPfie ldserv ice - i l l n e s s , familyproblems, e tc . , a l lcrea tes i tuat ions where 

in^portant Resident Representativeposts arelef t vacant for unacceptablelengths of time. A 

marginof 10 per cent in Resident Representatives should thereforebe authorized^at present, 

that would meananaddit ional nine or ten officials^. Theintroductionof training and refresher 

courses forResident Representatives would also justify suchan^argin . ^ i t h t h e p r e s e n t -

and foreseeable - p r e s s u r e of wor^onUNDP, t h e r e i s n o l i ^ e l i h o o d o f t h e s e r v i c e s o f anyof 

these^supernumerary^ResidentRepresentativesnotbeingurgently required in some part of the 

overallorganization. 

39. As at present, thegovernment concerned should be consulted about the proposed assign­

ment of aResidentRepresenta t ives ince it is of paramount importance that Resident Represen-

tatives shouldenjoy, fromthebeginning, the confidenceof governments to which theyare 

accredited. The frequent difficulties experienced in obtaining thegovernment^s agreement to 

theselected candidate should begrea t ly alleviated by an increased use of careerUNDP staff 

in Resident Representative posts s incesuch difficulties stemmainlyfron^governments^ 

understandablereluctanceto accept persons whoseprevious career andexperience do not 

includepractical acquaintance withdevelopmentwor^. 
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^ Title 

40. There isconsiderableat t ract ion in retaining the present designation of ^Resident 

RepresentativeofUNDP^ which hasgained acceptance throughout the world and theCapaci ty 

^tudy would therefore favour this. However, i t ha s t ended tobecomedep r ivedo f someof its 

original significance through the indiscriminate useof similar t i t l e ssuch as ^regional^, 

^sub-regional^, ^country^and other ^representatives^of various international organizations 

established at t h e s a m e location. I f tha t tendencywere to continue unchecked, the title of 

^Resident Director of UNDP^ might be considered more appropriate. 

^3^ Conditionsof service 

41. Presentconditions of service forResident Representatives inadequately reflect the 

specialand difficult functions assigned to them. They must beimproved if the right people 

are to be found for the job. 

42. The basic principlesoutlined in ^ e c t i o n l a r e again generally applicable, but some 

points need to beemphasized to meet thespec ia lprob lemsof the Resident Representatives^ 

â̂  Resident Representativesshould be provided with proper housing, equipped with 

basic furniture, appliances and utensils. This has been talked about for years , 

bu tnoef fec t iveac t ionhasbeenta^en . If i t i s r ecogn ized tha tUNDP, or some 

^indofUnitedNationsdevelopment organization, willcontinue t o b e needed in 

m^anycountriesindefinitely, thenan early decision should be t a l e n t o provide all 

Resident Representatives with an adequately equipped house ^i.e. providing 

relativecomfort without ostentations unless such housing is already being provided 

by the government. Immediate arrangements should be made toimplement this, 

either through long-term leases, outright purchase or, if necessary, through 

UNDP financing the construction. House ownership by UNDPwould undoubtedly 

result in long-termeconomiesand would be anexcel lent formof investment for the 

UnitedNations. The incumbent Resident Represen ta t iveshouldbechargeda 

reasonablerent , represent ingapredeterminedproport ionof his emolu^nents, thus 

eliminating theglar ing inequities existingat present between some Resident 

Representatives who pay onlyanominal rent and others whohave to pay exorbitant 

amounts. moreover. Resident Representatives would no longe rhave tospend the 

first wee^s, or even months, of anew posting worryingabouthousingarrange-

ments, with al l that that entailsin loss of t imeand efficiency during the critical 

init ialperiod of an assignment. 

^ Resident Representatives a rea l ready provided with modest means to meet their 

representational andentertainment obligations. These allowances must be 

reviewed periodically, however, and revised as necessary, bearing in mind that 

thereshould be no attempt to emulate diplomatic representatives. 
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^ Thegrad ing of posts of Resident Representatives should reflect their increased 

respons ib i l i t i e sandafewcruc ia l field posts should begivenspecia l t rea tment . 

^ Resident Representativeshave the opportunity of acquiring unparalleled experience 

of development problems, techniques and methods a n d a b r o a d grasp of the political, 

financialand administrative aspectsof the programme as awhole. Thebes tof 

them should thereforebe consideredautomaticallyfor policy-making posts of 

leadership, no ton ly inUNDP itself but a l so ino the r parts of theUnitedNations 

development systen^, as and when such openings occur. 

E. Consultants 

43. Aconsiderablenumber of consultants must inevitably be associated with any large-

scaledevelopment operation. Pirs t -c lassconsul tants , either specialist, or that rara avis, 

the generalistof demonstratedability, areexceedingly hard to obtain -especial ly at the time 

when they are wanted. The reason is simple. developments - in thebroadest sense - is 

today one of the most important humanendeavoursin the world, and these rv icesof outstand­

ing consultants a r e i n constant demand. It would be of great advantage, therefore, if UNDP 

built up a^stable^of consultants. This process would beass i s t ed by theintroduction of a 

systemof programming^seeChapterPive^which would mal^eit possible to forecast require­

ments further ahead. It is self-evident that only consultants of proven ability should be 

employed. T h i s s t a n d a r d h a s n o t a lwaysbeenn^ainta inedinthepast a n d i t i s e s s e n t i a l t h a t 

nosen io r consultant should be employedonthe Administrator^sbehalf, or be permitted to 

represent him, without his personalauthority. 

P . Personnel administration of UNDP 

44. Clearly, aUnitedNations Development service would requireastrongly-staffed 

personneladministration, reflecting theeffectiveleadershipof the Administrator. 

45. This would deal not onlywith recruitment and any necessary day-to-day administration 

^the lat ter being increasingly delegated to Resident Representatives^, but also with activities 

of crucial importance, h i ther tora ther neglected in traditional international personnel depart­

ments. The most important of these would be^ career development through rational place­

ment and rotation of staff; personnel selection on groundsof meri t for promotion; and train­

ing in all its aspects and forms ^includingthepossiblecreat ionofastaff college suggested in 

paragraph 25 above^. 

45. It should also developadequate conditionsof service not onlyforUNDP staff but also 

for theinternationaloperationaldevelopment staff generally, with particular attention to the 

problems of field staff. It is indispensablethatUNDPshould exercise leadershiphere. 

Other functions of theUNDP department of personnel in providing support for therecruitment 

of project pe rsonne la redescr ibed in section III below. 
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47. TheAdministratorof UNDP should retain forhimself all major decisionsconcerning 

the formulationof new personnel policies as well as those onthe selection, placement and 

promotion of ^ey staff ^including Resident Representatives^. Heshould be vested with wide 

power s inma t t e r so f personnel administration al lowmghimto formulate personnelpolicies 

and toes tab l i shcondi t ionsofserv icerequi red by development wor^, subject on ly toconsul ta -

tions with other par t sof theUni tedNat ions sys temon aspects which would be lil^elytoaffect 

thegenerality of international staff. 

43. The cost of maintaininganefficient administration of personnel and of providingade-

quatetrainingarrangements represents a typeof overheadexpensewhichUNDP, breaking new 

ground, as it must do, in establishingthe foundations for anew, dynamic international 

developn^ent service, should meet without hesitation. Thebenefits, in te rms of effective 

development operations, would be outof a l lpropor t ionto the expenseinvolved. 

III. ^ANPO^ER POR THE EXECUTION OP PRO^TECT^ 

A. General 

49. If the Administrator of UNDP is to administer contracts concluded with international 

Agencies or other agentsfor the execution of projects, ^ he must have agenera l interest in 

theavailability and quality of the manpower required, ^ h e r e projects havebeen contracted 

tointernational Agencies, that interest must n e c e s s a r i l y b e m o r e d i r e c t because, e v e n w i t h a 

considerable increase in subcontracting, direct recruitment by international Agencies will 

continue to be asubstantial factor in the success of the programme. moreover, c e r t a i np ro -

blen^s requirecentra l handling ^for instance, conditions of service, the devising of uniform 

policies andproceduresfor operationalpersonnel, etc.^. Pinally, UNDP must ^eepgovern-

ments informed of developments in this vital field. 

50. In order to perform these functions, UNDP n^ust obtain from the ExecutingAgencies 

and agents the uniformdata on thesupply and utilization of manpower that are, at present, 

largely non-existent. 

51. manpower required for the executionof UNDP projectsembraces severalcategor ies of 

staffs 

- internat ionalproject personnel; 

- associated staff ^i.e. associate ^experts^and volunteers^; 

- staff assigned by contractors outside theUnitedNations system; 

-nat ionalcounterpart staff assigned to the pro jec tsbythegovernments . 

Asepa ra t e sec t ionwi l lbe devoted to each. 

1̂  ^ee Chapter Pive, paras. 103-119. 
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В. Internationalproject personnel 

^ General 

52. This category covers a w i d e r a n g e of specializations and types of personnel services. 

It includes project managers ^whohave avitalmanagen^entrole^, advisers, instructors, con­

sultants, andspecialists atdifferent levels. Inpract ice, they are allcalled ^experts^. 

Apart from its looseness of application, theword ^expert^was probably anunhappychoice 

because â̂  i tdenotesuniqueprofessionalqualifications which, in themselves, areextremely 

r a r e ; ^ i t creates t h e i d e a t h a t a l l p r o b l e m s n e e d to be solved by ^experts^; ^c^it leads to 

ademandforhigherprofess iona landeducat ionalqua l i f ica t ions thanareof tenwarrantedbythe 

j o b t o b e done; ^ i t s o m e t i m e s i m b u e s p e r s o n n e l w i t h an unfortunate sense of superiority; 

and^e^i tcreatesexpecta t ions in developing countries which can result in disappointment. 

P o r t h e s e r e a s o n s , it would be advisable toavoid the use of t h e t e r m ^expert^D Poradmini-

strat ivepurposes, t h e t e r m ^project personnel^isadequate. 

53. Project personnelare internat ionalc iv i l servants and, as such, act on behalf of ^he 

international Agency whichemploysthen^. The main problem h e r e i s that of preserving 

standards. One aspect is that therapidlyincreasing number of projectsbeing executed, 

especially by the larger Agencies, necessitates a p a r a l l e l i n c r e a s e i n project personnel, with 

the attendant difficultiesof recruitment. Again, t h e m o r e r a p i d t h e g r o w t h i n t h e n u m b e r s o f 

international project personnel, the more necessary it becomes to safeguard their l in^, firsts 

wi ththeir specific technica lorprofes s iona larea of specialization, and, secondly, with their 

sponsoringAgency. It is impossible toexaggeratetheimportance of surmountingsuch 

difficulties and maintaining the quality of the personnel recruited for the successof t h e p r o -

g r a m m e a n d h e n c e i t s i m a g e . Inthef inalanalys i s , this aspect i s m o r e c r i t i c a l e v e n than 

speediness of recruitment. T h e r e i s no point in f i l l ingapost punctually if the person selected 

i s u n e q u a l t o t h e t a s ^ . Theof fens iveto improverecrui tmentn^ust thereforebe directed 

toward theimprovement of thecal ibre of thepersonnelchosen, as well as toward the curtail­

ment of delays. 

54. The recommendations of the C^^ei ty5tudy should facilitate this since theywould 

r e d u c e t h e p r e s e n t o v e r l o a d o n the larger Agencies and would m a ^ e i t possible to plan the 

deploymentof personnelwell ahead within the framework of a^country programmed. The 

quality bothofthestaf f and theword performed should thereby be enhanced. 

2̂̂  The geographical factor 

55. Thebas icconsiderat ions applicable to operationaldevelopment staff havebeenex-

pounded in section I. I n t h e c a s e o f project personnel, it is even more self-evident that the 

nationality distribution must reflect t h e b e s t s o u r c e s o f available specialized andcompetent 

staff rather than any predeterminedquotas. In the interests of efficiency, it would seem 
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legitimate t o r e s t r i c t the search for specificcandidates to those sources where the skills 

required are easier tofind; occasionally, it n^ayalsobe legitimate, andeven advisable, to 

r e l y o n a s i n g l e source of recruitment, e.g. f o r t h e p r e - s e l e c t i o n o f a g r o u p o f project 

personnel ina f i e ld where the country inquestion has ahigh reputation for achievement. ^uch 

methods should be used, however, with circumspectionandonlywhere there would be a c l e a r 

advantage to therecipientcountry and the internationalcontribution could be ensured by ade­

quate supervisionon the part oftheresponsibleinternationalorganization. 

55. This does not mean that recruitment wouldonlyconcentrate o n t h e m o r e developed 

countries. The developing countries a l sohaveav i t a l con t r ibu t ion tomal^e to an international 

programn^e. However, it is clear that this contribution, i n n u m e r i c a l t e r m s , must be 

relatively limited, par t icular lywherei twould aggravate the ^braindrain^ and hamper rather 

than promote development. A s t e a d y i n c r e a s e i n t h e n u m b e r of project personnel f romthe 

developing world must be along-tern^objective. In the meantime, s o m e p r o g r e s s m a y b e 

m^ade by arranging periodic fixed-term naissions of, say, one year at a t i m e , with guaranteed 

return to their pos t s in their owncountries, for technicalpersonnelof developingcountries 

having provenqualifications andexper ience in the i r own specialized field. ^uchpersonnel 

would be ableto givetheir ownexperience andthemselvesbenefi t f romworl^inginother 

countries, without prejudicing the interests either of their owner the recipient country. 

Pormer counterpart personnelonUNDP-assistedprojects could provide an important source 

for such personnel, with the advantagethatselectioncould be made with full knowledge of the 

candidates aptitudes, experienceand training. 

^3^ ^ize andcomposi t ionof thecorpsof project personnel 

57. Inl957, before the creation of the special Pund, there were 3,200 internationalexperts 

serving in the fieldon projects financed by EPTA and other programmes of theUnited Nations 

and the Agencies. In 1952, when the special Pund began to expand, the total number of inter­

nationalexperts employed under a l l t h e p r o g r a m m e s r o s e to 4, 500. In 1953, it was 9,300. ^ 

Thus, ine levenyears , thenumber of experts increased three-fold. These numbers donot 

constitute an insuperable recruitment problem inabso lu te te rms . They donot t e l l the whole 

story, however, of frequency of turnover and the incidence of short- and intermediate-term 

missions, which add to theburdenof recruitment. The cost of internationalproject personnel 

direct lyrecrui tedbyinternat ional Agencies has absorbed, i n t h e y e a r s 1950-1953, 5 4 p e r c e n t 

of total project expenditures. In theTA component, the proportion was 75pe rcen t , and in 

the^Pcomponent, 53 per cent. The total cost during t h o s e y e a r s h a s amounted t oa lmos t 

U^545 million. 

l¡ See Part V, Appendix Six, Tables 10 and 18; see note l/ to Table 10. 
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53. Several of the Study^srecommendations would tend t o e a s e the recruitment responsi­

bilities of the international Agencies^ 

^ Theeffort savedondi rec t recruitment by wider useofsubcontractingshould be r e ­

directed toward betterbriefing, training, bac^stopping and supervisionof project 

personneldirect ly employed by the Agencies, thushe lp ingto improvethe quality 

of their wor^. 

b̂̂  Con^prehensive country programn^es covering anumber of years wouldprovide a 

f i rmerbas i s for forecasting futureneeds, whi lemore careful formulationof pro­

jects should leadto lessf requentprogramn^e changes and abet ter and more r e ­

alistic definitionof individual jobs ^both of these a remajor causes of recruitment 

difficulties and delays^. 

^ The need for improvedquality^and greater specializations could lead to t h e c r e -

a t i o n o f a m o r e mobile, highly-qualified and experienced force of long-term 

specialists, perhapsregional lyor sub-regionally based and dividing their atten­

tion be tweenanumber of projects, i np re fe rence to res iden t project personnel 

assigned to onepro jec t fo r i t s duration. This wouldalsoreduce the numerical 

demandfor staff and would facilitate thepart-t imeemployn^ent of specialists who 

would regain their regular jobs. 

^ ^ i d e r use of associate^experts^and volunteerswould also facilitate recruitment by 

lessening the need for resident, long-termproject personnel. 

59. The availability of national personnelor ^counterparts^is obviously an important fac­

tor indetermining the size andcomposition of theinternationalproject personnel fo rce tobe 

assembled. ^ i t h the progressof technology, and an increasing supply of trained local staffs, 

t hedemand i s l i ^e ly tobe fo rp ropor t iona t e ly fewer , but more highly-qualified, specialists. 

^ Sources of recruitment 

50. The main sourcesof recru i tmentof f ie ld personnel are^ or might be, the following^ 

^ Theheadquarters^staffqf international organizations. At present, the flow seems 

mainly in the other directions from field toheadquarters . Substantive officers in 

headquarters should besen t more frequentlyto the field for shells of project ser­

vice, with advantage to the project, because of their previous experienceandalso 

to their own futuresupervision of projects, since they would not lose touch with 

practicaldevelopment problems. 

b̂̂  Project pe r sonne lwhohavebeenusedea r l i e r and found tobe satisfactory. They 

would normal lybeon Agency ros ters . 

ĉ̂  Persons whohaveindicated interest in field jobsbutwhohave not been used. They 

a reusua l lyon rosters also. 
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^ Professional and personal lin^s. These areo^fvalueinindividualcases , although 

they cannot be used onasys temat i c basis at thé present levelof recruitment. 

ê̂  Nat ionalauthori t ies incer ta in fields of specialization and national professional 

associations with which Agencies a r e inc losecon tac t . 

^ National recruitment services, many of them governmental organs. 

51. Since Agencies must increasingly depend for their recruitment on these twolas t 

sources, it is important to understand how thesebodies function and t o t a l e steps to facilitate 

their job ^seeparagraph73 ^ b e l o w ^ . 

52. On their part, governmentalorgans, if^they attach importance to their country^ par­

ticipation in the multilateraldevelopment effort, n^ust be prepared t o t a l e any steps necessary 

forpre-selectingcandidatesandreleasing governmental staff selectedforinternational j o b s . ^ e m -

ber countries^supportcannotbe limited to funds;their roles as suppliers of specialized man­

power i sc lear ly important^ InChapte rP ive l ^ i t w a s suggested that member Governments 

might supply UNDP with lists of qualified institutions and firms which would be prepared to 

carry out contractualwori^ for the organization in specialised fields. Si^nilarly, governments 

might explore ways andmeansof supplying regular l i s t s of individual specialists and consul­

tants who could, with due notice, be re l eásed for fixed-term assignments. Here again, the 

government, wherepossible, should vouch for their qualifications and suitability for inter-

nationalwor^. In themain , any such arrangen^ent would have to centre, for practical 

reasons, on personnelemployed directly or indirectly by the government in t h e c i v i l s e r v i c e 

o r inpa ra - s t a t a l en t e rp r i s e s . Even so, this could mal^e anin^portantcontr ibut iontomore 

efficient and expeditious recruitm^ent. 

53. At the same time, a m o r e determined effort shouldbe made to interest individual 

organizations andfirms through direct contacts andpromotioncampaigns designedto arouse 

their interest in the internationaldevelopment effort. In this way, they, too, might be per­

suaded to provide per iod ic ros te r sof candidates -co-ordinated perhaps through thenational 

chamber of commerce or appropriate national professional associations -whomtheywou ldbe 

prepared to release onasecondment basis for specified periods. Por thebod iesconce rned , 

the arrangement would have the advantageof giving their selected staff members direct 

experience of wording inadevelopingcountry. Portheinternat ionalorganizat ion, this 

suggestion, combined with theone given in the previous paragraph, would provide a r e a d y 

additional roster of potential candidates against which the requirementsof tne developing 

countries could beswiftlymatched. This would not, however^ relieve themof the responsi­

bility, in either case, of directly checking each candidate^squalificationsbefore appointment. 

^ Para. 125. 
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^ Retentionof qualified project personnel 

54. It isdebatable how far international organizationsshould go in offering career appoint­

ments to specialized project personnel. ^lostAgencies do not favour ageneral policy of 

career appointments for such personnel because the special izat ionsrequiredareconstantly 

changing and because thoseserving long periods in the field may find it difficult to ^eep up 

withtechnologicaland scientific advances. Theproblem is not uniform, however, and should 

be carefully examined. ^ h e n the main assetssought are managerial skills and field 

experience as opposed to advancedtechnical knowledge ^i.e. project n^anagers^, t h e r e i s a 

s t r o n g c a s e f o r o f f e r i n g c a r e e r p r o s p e c t s o r at least long-term appointments. The same 

argument n^ightbeapplied to well-qualified specialists in fields for which there is aconstant 

den^and; they could ^eep abreast of newdevelopmentsby periodical study leave, paid for by 

the organization. The conclusion reached by theCapacity Study is that there i s c e r t a i n l y a 

case for building up a smal lnuc leusof career project personnel, ^ p a r t i c u l a r l y t o c a r r y o u t 

thesuperv i so ry func t ions inanumber of countries described in paragraph 53 ^c^. 

55. Conversely, great care should be t a l e n t o ensure that people whose serviceshave 

proved less than satisfactory are not re-employed and that their namesa re removed from the 

ros te r s . It has t obe recognizedthat recruitment onaworld-wide basis must necessarily 

incur a w i d e r m a r g i n o f e r ror than purelynational recruitment in the first instance, if only 

becauseof the increased difficulty of assessing the qualifications and character of thecandi -

dates. There is no excuse, however, for repeating mistakes by extending the contracts of 

peop lewhohavep rovedunsu i t ab l e inp rac t i ceo r l a t e r offering them newcontracts. Un­

fortunately, this does sometimes happen at present and there are a number of project per -

sonneldr i f t ingfromoneintemational jobto another who would not beconsidered for con^par-

ableemploymentelsewhere. Thedifficulty of recruiting properly qualified people can 

provide no justification for this. 

^ Conditionsof serviceand living conditions 

55. Theconsiderat ionsonadequatecondit ionsof service for operational staff set out in 

Sec t ion lapp lygenera l ly to project personnel. In the case of non-career project personnel, 

particularly those employed for short missions ^one-timeor recurrent^, the possibility of 

simplifying remuneration b y a s y s t e m o f lump-sum payments in place of the payment of 

various allowances should be examined; this could bedoneby greater use of the existing 

device of ^Sp^cial Service Agreements^. 

1̂  T h i s i s a l s o s u p p o r t e d by the recommendation of theCommission on International 
Development already quoted in the footnote t o p a r a g r a p h 3 ^ . 
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57. Improved remuneration i s , however, not enough to ensure acceptable livingconditions 

in the place of assignment. The welfare of project personnel may involve assistance in find­

ing housing, theprovis ionof loca l t ranspor t , the supplyofscarceconsumer goods, medica­

ments and appliances, or the arrangement of medicalservices , t o q u o t e o n l y a f e w e x a m p l e s . 

The Resident Representative should be provided with sufficient staff to ta^echarge of such 

arrangements in collaborationwiththegovernment. He shoulda l socont inue toberespons ib le 

for ensuring the security of project personnel in periodsof unrest. 

7̂̂  Briefing and debriefing of project personnel 

53. Chapter Three has already n o t e d ^ t h a t t h e b r i e f i n g of project personnel at present 

leaves ^nuch to bedesi red , especially a s r e g a r d s aspects that, while not str ict lytechnical , 

areof the utm^ost relevance to the success of a technicalass is tance assignm^ent^ understanding 

the cultural and social fea turesof thecount ry in question, with any possible in^plications they 

m ây have for resistance to technicalchange, obtaining insight into the in t r icac iesof t r ans ­

ferring technical ^now-how, appreciat ingthesignificanceofbeingafieldmem^ber of theUnited 

Nationsdevelopment system - t h e s e are on lyafewexamplesof the many varied facets which 

need tobecovered . SomeAgencieshavemadecomn^endable e f fo r t s in th i s r ega rd . 

UNESCO,for instance, has c rea tedaspec ia lb r ie f ingcen t re where project personnel may 

spendafew days before embarking ona f i e ld assignment. 

59. ^et , the overall situation is still far fromsatisfactory and there i s c l e a r l y n e e d for a 

more sustained and systematiceffort. Several features of the proposed newsystem should 

help t o m a r e this possibles if, for example, the information systems were to be implemented, 

the in^provedcollection and concentrationof country data would ma^e it possible t o g i v e e a c h 

prospectivemem^berofthefieldoperationalstaff an^uch clearer and morecomprehensive 

idea of theoveral l situation in the country which h e i s t o s e r v e ; secondly, the strengthening 

of the role and thestaff support of the Resident Representatives and their improved quality 

would ^na^e it possible for them tospeal^ both with greater authority and against the bac^-

ground of more complete informationonlocalconditions; thirdly, thecrea t ionof astaff 

college would provide facilities which, in part at least, shouldbe available for project per ­

sonnel; and, fourthly, the wor^ of the ProgrammePolicy staff ought constant lytobe produc­

ing information of a^ind that, i fproperlyuti l ized, could be of great assistance for briefing 

project personnel, e.g. on the nature and limitationsof technical co-operat ionas an instru­

ment, obstacles to development, etc. 

1̂  C f .pa ra s . 110 and 111. 
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70. It is impossible to prescribe the exact form that briefing should take in each case since 

needs will vary. Two main types of briefing seem to be necessary, however: on a more 

general plane, some understanding is needed of the development process, the role of tech­

nical co-operation and the range and purpose of the activities of the United Nations develop­

ment system; secondly, and more specifically, information is required on local conditions in 

the country of assignment that are likely to affect working methods. Obviously, the Agency 

concerned in the former case and the Resident Representative in the latter will continue to 

have a major role to play. 

71. For the more general type of briefing, some of the larger Agencies might wish to 

follow UNESCO's example and create facilities for providing a short briefing course (say two to 

four weeks) for new project personnel covering general aspects of the Agency's work and the r e ­

lation of that particular sector to development. On the other hand, a more centralized arrange­

ment would almost certainly be more economical and would have the advantage of a broader, 

inter-sectoral approach which should help to create an esprit de corps that has hitherto often 

been lacking among project personnel from different Agencies. Thus, if the staff college 

proposed in paragraph 26 was located in Europe, it would be quite feasible for it to arrange an 

almost continuous series of standard briefing courses for project personnel from almost all 

the Specialized Agencies. Project managers appointed by executing agents contracted outside 

the system could also attend such courses and would thus be able to obtain some understanding 

of the international framework within which they and their team would be working. A central 

briefing service of this kind would obviously be the ideal solution but, if it were not possible, 

an alternative would be for the Regional Planning Institutes to organize such courses within 

each region, also on a multisectoral basis . This would have the added advantage of combin­

ing both types of briefing by simultaneously providing deeper insight into the problems of each 

country in relation to its surrounding area. 

72. Responsibility for the more specific type of country briefing should remain principally 

at the field level. UNDP field offices should be required to prepare standard briefing 

material on the country where they are located, which should preferably be made available to 

project personnel before they arrive. On their arrival , the Resident Representative should 

give a more personal appreciation of the principal characteristics of the country and the nature 

of UNDP activities there. 

73. The scope for action and imagination is unlimited. The main principle to be observed 

is that all available facilities in the United Nations system are fully utilized and interchanged. 

Thus, even if the staff college could not be used directly for briefing courses as suggested in 

paragraph 71, it should, in close collaboration with UNITAR and the Programme Policy staff, 

provide guidelines and material for briefing courses to be organized either by the larger 

Agencies or regionally, and occasionally might supply the services of a staff member. 
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Simi la r ly , m e a s u r e s s h o u l d be taken to ensu re that country br ief ing m a t e r i a l p r e p a r e d b y the 

Resident Represen ta t ives is m a d e a v a i l a b l e to the v a r i o u s c o m p o n e n t s of t h e s y s t e ^ n and 

handled effectively. 

7^. Debriefing is another a r e a to which insufficient attention is given. It i s impor t an t 

because it could provide a v a l u a b l e s o u r c e of information about p r a c t i c a l e x p e r i e n c e o f 

development co-opera t ion which, p r o p e r l y u s e d , could help to improve both opera t iona l 

m e t h o d s a n d future br ief ing p r a c t i c e . It s e e m s l ikely that the m o s t p r a c t i c a l method would 

be for Agencies to continue to hand ledebr i e f ing individually but o n a m u c h m o r e s y s t e m a t i c 

b a s i s than here tofore . P a r t i c u l a r c a r e s h o u l d be taken to e n s u r e that any informat ion of 

value is d isseminated to in te res t ed p a r t s of t h e U n i t e d N a t i o n s s y s t e m , e s p e c i a l l y t o t h e 

Res ident Represen ta t ives , to the P r o g r a m m e P o l i c y staff and the R e g i o n a l ^ u r e a u x a t U N D P 

Headquar t e r s , and to t h e s t a f f col lege . If the l a t t e r came to opera te a r egu la r b r i e f i n g s e r -

v ice , it would h a v e a s p e c i a l i n t e r e s t in the r e s u l t s of debriefing s ince it would m^ake u s e of 

the m^aterial in i t s future courses^ Exper ienced and well-qualif ied pro jec t pe r sonne l migh t 

a l s o a s s i s t the college on an ad hoc b a s i s , as and when they w e r e available between a s s i g n ­

m e n t s , by contributing the i r f i r s t - h a n d e x p e r i e n c e t o b r i e f i n g c o u r s e s . 

(3) mechanics of r e c r u i t m e n t 

75. Although seve ra l of the S t u d y ' s r e c o m m e n d a t i o n s s h o u l d e a s e t h e r e c r u i t m e n t of p r o ­

jec t personnel , i t will always r e m a i n a c o m p l e x and time-consum^ing t ask . It is t h e r e f o r e 

n e c e s s a r y t o s p e e d up the mechanics and p r o c e d u r e s of r e c r u i t m e n t . According t o i n f o r m a -

t ion obtained f rom the l a r g e r A g e n c i e s , t h e p e r i o d o f t i m e b e t w e e n t h e c o m m e n c e n ^ e n t o f 

r ec ru i tmen t and the ass ignment to duty of pro jec t personne l genera l ly averages be tween s ix to 

nine months but i s often longer . ^ 

76. The main impediments t o r e c r u i t m e n t fall into th ree ca tegor ie s : 

(a) t h o s e c o n n e c t e d with p r o g r a m m i n g and the fo rmula t ionof p ro j ec t s ; 

(b) t h o s e r e s u l t i n g from sho r t ages of candidates and deficient n^echanics for seeking 

them; 

(c) t h o s e a f f e c t i n g t h e a c t u a l a s s i g n n ^ e n t to p ro jec t s of se lec ted staff. 

A l l t h r e e a r e dealt with in the following p a r a g r a p h s . 

77. Im^pedim^ent^arisingat the p rog ramn^ ingand project f o r m ^ u l a t i o n s t a g e s h o u l d b ^ 

al leviated by t h e p r o p o s e d a r r a n g e m ^ e n t s for p ro jec t fo rm^u la t ionwi th inacoun t ry programmée 

s ince rec ru i tmen t could be s t a r t e d e v e n before fo rn^a l app rova lo f the pro jec t . S imi l a r ly , the 

improved genera l forecas t ing of future needs (see pa r ag raph 53 (b))would benefit not only the 

internat ional r ec ru i tmen t s e r v i c e s b u t also the national author i t ies which a re the m a i n s o u r c e s 

of r ec ru i tmen t . 

1/ See Chapter T h r e e , p a r a s . 48-54 . 
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73. measures for alleviating shortagesof supply and expediting the search for candidates 

include the following: 

(a) Specialtraining courses. UNDPfinancingofthe advanced training of certain 

scarce typesof specialists, forwhon^den^andn^aybeexpectedtoincrease, could 

be decisivein son^ecircun^stances; this hasbeen done in certain key instances 

and the practice could readily be extended. 

(b) Crash language courses, be t te r knowledge of futurerequiren^entsn^ay help 

recruitn^entauthorit iesin member States to foster crash languagecourses for 

prospectivecandidates. Insomeins tances , theUnitedNations sys temcouldalso 

support suchefforts, particularlyforindividualcandidates of outstanding merit . 

I n t h e c a s e , however, of afewhigh-calibreconsultants and highly-specialized 

project personnel, especiallythose advising the higher echelonsof government, 

linguistic requirementsshould be met through interpreters. 

(c) Thedevelopmentandharmonizationof ros ters of candidates, ^ o s t Agencies keep 

ros ters of candidates for project posts. T h i s i s atime-consuming process, 

requiring carefulclassificationand appraisal; n^oreover, i n o r d e r t o b e o f prac-

t icalvalue, the ros te r sn^us tbekep tcon t inuous lyup to date. Son^e Agencies are 

planning, or already undertaking, the computerization of information oncandidates. 

Since areas of mutual specia l iza t ionexis tmsuch important fields aseconomics 

and planning, water resources, industrial m^anagen^ent, e tc . , and may be expected 

togrow, i t i s i m p o r t a n t t h a t t h e systems adopted by theindividual Agencies should 

ben^utuallycompatibleto al loweasy interchange. 

(d) Active assistance to national recruitn^ent services. A first step would be to s t an -

dardize Agencies' recruitment procedures and their formats for jobdescriptions, 

application forms, interviewand appraisal forms, etc. The Study issuggesting 

thepost ingof UNDP liaisonofficers tosen te developed coun t r i e s^ whose functions 

could includeinterviewingcandidates and generally exploring recruitn^ent sources. 

S incethese lec t ionofcandidates isnotconf ined to national recruitment authorities, 

the lat ter should invariably be informed whenever an independently selected candi­

date i sbe ing considered. 

7^. l a s t l y , impediments affecting t h e a r r i v a l o f selected personnel requireremedia l 

action: 

(a) Releaseof candidates f romtheir current en^ployment. Son^egovernn^ents already 

facilitate t he r e l ea seand subsequent re-employment of specialists p lacedat the 

disposalof international Agencies. Others should be encouraged toac t s imi l a r ly . 

UNDPliaisonofficers could also provehelpful here. 

See Chapter Seven, para. 3^. 
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(b) Clearance of project personnel by recipient governments. Theperiod spent in 

securing c l e a r a n c e s r u n s f r o m a f e w weeks to four months and more, while the per-

centageofcandidatesrejectedon account of exaggerated expectations or, n^ore 

often, on non-technical grounds, tends to increase. This introduces anadded 

elementof uncertainty and the consequent delays cause many candidates to seek 

other employment. The practice of obtaining formal clearance by recipient 

governments is doubtful in the light of international conventions which guarantee 

freedomof travel for intemationalcivil servants in the performanceof their 

duties, and lesss t r ingentar rangementsof ten exist for personnel of organizations 

subcontracted by theUnitedNat ionssystem. The best solution would be to dis­

pense with this formality gradually, in agreement with individual governments. In 

its place, the Resident Representative might be g ivenar igh t of veto on theass ign-

ment of project pe r sonne l tobeexerc i sed on the basis of informal consultation with 

thegovernment. Oovernments might more^eadüy accept such an arrangement if 

thequality of project personnelwere improved. Alternatively, a r ea sonab l e t ime 

limit might be established, on the expiry of which the candidate would be appointed 

if thegovernment raised no objection in the interim. 

(^) The organization of recruitment services and role of UNDP 

30. Somegovernments advocate thecreat ion of acentra l izedUni tedNat ionsrecrui tment 

service, at least for operational programmes. Thissolution appears, pr ima facie, to offer 

certain advantages: centralized direction, economy of effort, s ingleor uniform lines of 

communication with recruitment sources, and uniform procedures andcr i te r ia . The 

Agencies, however, unanimously oppose centralization. They fear t h a t a c e n t r a l recrui t ­

ment servicewould become anewbureaucrat ic monster, merely creat ingaddit ionaldelays. 

Aboveall, they maintain that specialized recruitment requires thesupport of substantive 

divisions in order to assess technical qualifications, and that thesewould be lacking in an 

organization devoted exclusivelytorecruitment. Past experience with recruitment of 

industrial experts f o r U N l D O l ^ b y T A R S i n N e w ^ o r k and Oeneva tends to confirm some of 

those fears. 

31. UNDPshould, however, exercise m^ore direct influence on certain aspects of recrui t ­

ment for UNDP-assisted projects. It should, for example: 

- t ake the lead ines tab l i sh ingadequatecondi t ionsof service for all operational 

developm^ent staff; 

-obtain from the Agencies uniform data on therecruitment, utilizationand per­

formance of project personnel; 

1̂  UNIDO is nowgradually assuming full responsibility for recruiting project personnel. 
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- r e q u i r e the a d o p t i o n o f u n i f o r m p r o c e d u r e s whenever these affect t h e w o r k o f national 

r e c r u i t m e n t author i t ies or of rec ip ien t governments ; 

- r e q u i r e a s y s t e m o f r o s t e r s o f qua l i f iedcandida tes allowing rapid exchangesof 

information between the v a r i o u s c o m p o n e n t s o f the wholeUni ted Nations sy s t em. 

32. A t t h e s a m e t i m e , UNDP should g i v e a l l p o s s i b l e a s s i s t a n c e to the Agencies . P o r 

i n s t ance , the a v e r a g e c o s t of r e c r u i t i n g , b r i e f i n g a n d a s s i g n i n g a s p e c i a l i s t c o u l d b e i n c l u d e d 

in t h e c a l c u l a t i o n of pro jec t budgets and charged to those budgets . This would grea t ly help 

t h e f i n a n c i n g o f r e c r u i t m e n t s e r v i c e s which a r e , at p re sen t , genera l ly under s t a f fedand in-

suf f i c ien t ly f inanced for t r a v e l , publici ty, e tc . UNDPshou ld sponsor per iod ic mee t ings of 

heads of the Agency r e c r u i t m e n t s e r v i c e s for t h e p u r p o s e o f shar ing exper ience a n d e x p l o r -

ing poss ib le a r e a s for uniform act ion. It should fur ther a s s i s t the Agencies financially by 

unde rwr i t i ng t h e c o s t of t r a i n i n g a n d r e t a i n i n g a v a i l a b l e s p e c i a l i s t s , e . g . the cos t s ar is ing out 

of c a r e e r a p p o i n t m e n t s o r , i n c e r t a i n c a s e s , of maintaining valuable s p e c i a l i s t s i n s e r v i c e 

be tween two as s ignmen t s . Through i t s l ia ison officers it should also a s s i s t nat ional r e c r u i t -

m e n t o r g a n i z a t i o n s . 

C. Assoc ia t ed staff 

33. T h i s t e r m c o v e r s staff provided by governments d i rec t ly or ind i rec t ly ( e .g . through 

vo lun ta ry organiza t ions endorsed b y g o v e r n m e n t s ) a n d b a s i c a l l y f r e e o f cos t , for the purpose 

of a s s i s t i n g U n i t e d N a t i o n s d e v e l o p m e n t w o r k . I t c o n ^ p r i s e s : 

(a) a s soc ia t e pro jec t pe r sonne l ( i . e . junior technicians with b a s i c t h e o r e t i c a l 

p r e p a r a t i o n but lacking exper ience) ; 

(b) vo lun tee rs ( i . e . non- spec ia l i zed p e r s o n n e l w i t h bas ic t ra in ing i n c e r t a i n fields and 

l i t t l e , o r n o , e x p e r i e n c e ) p r o v i d e d f r e e o f cos t . 

^ o t h c a t e g o r i e s work under the guidance of i n t e rna t iona lp ro j ec t pe r sonne l , s ide by side with 

coun te rpa r t staff. Assoc ia te p ro jec t pe r sonne l have, and should continue to have, the s ta tus ^ 

of in te rna t iona l civil s e r v a n t s . v o l u n t e e r s do not have that s ta tus a n d i t i s d o u b t f u l w h e t h e r 

they should acqui re it. 

34. Assoc ia t e project pe r sonne l should be used m o r e fully in o r d e r to i n c r e a s e the mobil i ty 

of h i g h - l e v ^ l p r o j e c t p e r s o n n e l a n d to enable them to look after a n u m b e r of p r o j ec t s . They 

s h o u l d a l s o b e c o m e a s o u r c e o f recruitm^ent for in ternat ional opera t iona l s t a f f employed e i ther 

by UNDP o r the Agencies . 

35. In t h e c a s e of vo lun tee r s , UNDP, the Special ized Agencies and Resident Represen ta t ives 

should fos te r t r i p a r t i t e a g r e e m e n t s b e t w e e n the in ternat ional Agency, t h e r e c i p i e n t g o v e r n -

m e n t a n d t h e sponsor ing voluntary organiza t ion , with d u e r e g a r d for any p o l i t i c a l c o n s i d e r a -

t i ons . Sponsor ingorgan iza t ions and governments should b e r e s p o n s i b l e , in p r inc ip le , for the 

t r a v e l , r emune ra t i on , l iving condi t ions , d i s c i p l i n e a n d the wel l -being of vo lun tee rs ; project 

m a n a g e r s should provide work a s s ignmen t s and supervis ion . 
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36. gradually, the present system of using volunteers couldevolve toward thecrea t ion of 

an internationalvolunteer corps underUnitedNations auspices. The Capacity Study therefore 

warmlyendorses the recen tp roposa l fo r as tudy of s u c h a s e r v i c e m a d e b y E C O S O C l ^ which 

has a l sobeensuppor tedby the Commission on International Development. 2̂  If s u c h a c o r p s 

wereestablished, Agenciescould obtain the secondment of volunteers f r o m a v a r i e t y of 

sponsoring volunteer organizations which wouldcontinuetoberesponsibleforrem^unerat ion 

outside the country of assignment and for travel. International Agencies would take over the 

responsibility for the organization, administration and welfare of the teamsof volunteers 

assigned to projects and would p a y a l o c a l stipend of equal amount for a l lvolunteers , i r r e s ­

pective of nationality. These costs could be included in the project budget. 3̂  

D. Staff provided by contractors outside theUni tedNat ionssystem 

37. This category is the responsibility of the contractorsconcerned. However, the 

Resident Representative administering the contract on behalf of UNDP must provide certain 

services, such as local briefing and support, including appropriate measures t o e n s u r e t h e 

staff's welfareand safety. 

E. Counterpart staff 

33. The term ^counterpart staffs i s r a t h e r vague; it rn^ay embrace f i rs t - ra te , high-level 

adminis t ra torsor specialists a s w e l l a s r o u t i n e staff often requir ingaconsiderable amount of 

training. The basic responsibility for that staff belongs to the recipient government which 

shouldensure, in consultation with the Resident Representative and with theprojec t manager, 

asappropriate , that the best available national staff is assigned toUNDP-ass i s t edpro jec t s in 

accordance with the te rmsof the plan of operation. 

35. Theassigmnent of national counterpart staff should be more flexible. I n s o m e c a s e s , 

it might be appropriate to designateanational counterpart as project manager, assisted b y a 

senior international specialist as his principal adviser. In others, it may be preferable for 

thecounterpart officer tobe co-n^anager or deputy manager of theproject . 

50. In most projects, the training of counterpart staff must be specified a s a n essential 

objectivein the plan of operation and described in as much detail as feasible in the work plan. 

^ h e r e fellowships areinvolved, the selectionof candidates should be the joint responsibility 

of the govern^nent and the project manager and the la t ter should assume continuous 

1̂  ECOSOC resolution 1444(^1^^11) 

2̂  Report of the Commission on International Development, op. cit. p. 135. 

3̂  C^uestionssuch as these will no doubt be considered by theSec re t a ry -Oene ra l i n the 
study which he has been invited to undertake by ECOSOC(ECOSOC resolution 1444(^1^^11). 
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responsibility for checking the progressof the fellows, ^hen long-term fellowships are 

a w a r d e d a t a p r e l i m i n a r y s t a g e o f the project, or even before it s tar ts , the office of the 

Resident Representat ivemayprovis ional lytakeover the project manager'sfunction. 

51. The assignment and retentionof counterpart staff is a major problem whichrequires 

imaginative solutions. ChapterNine recommends, in certain situations, the partial pay-

mentof counterpart sa la r iesbyUNDP. 1̂  E u t t h i s i s o n l y apar t i a l so lu t ions ince loca lc iv i l 

service salaries are seldom sufficient to attract and, moreimportantly, retainsuitable 

counterpart staff. Eor reasons of financialstringency, fewgovernments of developing 

countries have ye tbeenable to offer morefavourable conditions of se rv ice to specialized staff 

i n shor t supply, even though they may havecontributed to their framing. This, in additionto 

the external ^braindrain^, represents a se r iousprob lemof internal ^braindrain^of qualified 

pe r sonne lwhohavebeen t ra inedfor government servicebut relinquish it becauseof insufficient 

remuneration andprospects. 

52. In order to improve the ^absorptivecapacity^of developing countries for external 

development assistance, i t i s i m p e r a t i v e t o r e m e d y t h i s s i t u a t i o n . There are severalways in 

which internationalorganizationscould possibly help. They might, for instance, extend to 

counterpart staff some of the local amenities made available tointernationalproject staff, e.g. 

subsistence and travel a l lowancesupto in terna t ionals tandards in the case of joint travelof 

international and national staff. Another, more radical, solut ionproposedtothe Study would 

consistof paying, fromUNDPfunds, supplements to thenat iona lsa la r iesof counterpart staff 

snaking their en^olun^entsn^orecomparabletothoseoffered on thepr iva temarke t . The 

difficulty i s t h a t such solutions a reshor t - te rmandcannotcont inuebeyondthe te rmina t ionof 

internationalco-operation. 

53. Recently, an Agency suggested thatUNDP should pay such salary supplements to 

counterpart personnel in se lec tedcases , provided that thegovernment committed itself 

publicly andofficiallyto the applicationof amoregenerous salary scaleforcer ta indef ined 

groups of technical staff in short supply, specifying the date fromwhichthisobligation would 

come into force. The idea i sce r ta in lywor thexp lor ing , perhapsonanexper imenta l basis. 

However, the practical diff icul t iesarest i l l formidable. On the one hand, there is the danger 

of creating inflationary pressuresbyst imulat ingden^andsfors in^i lar increases fron^other 

categories of staff. Onthe other, unless government revenue hasincreasedsubstant ial ly in 

the interim, financialdifficulties a re l ike ly to impinge oncen^ore whentheti^ne con^esforthe 

government tofulfil its undertaking. 

SeeChapterNine, para. 30. 
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54. The availability of suitablecounterpart personnel, capable, in due course, of taking 

over responsibility for projects, is aques t ionas decisive as it is - i n many places - intract­

able. It therefore deservescontinuous attention for asolution must befound. The sugges-

t ionsmadeabovedo not exclude others and UNDP should b e r e a d y to experiment. 

E. Trainingof nationalpersonnel 

55. Training l i e s a t the heart of technical co-operation. Unless the skills and know-how 

introduced can be assimilated by national personneland adapted to the nationalenvironment, 

their effect will be transitory and n^ay even provecounter-productivebecause they result in 

res t lessnessand frustration and, insomeins tances , may accentuate the ^brain drains. The 

r ea l t e s t of atechnicalco-operationjob well done is the proficiency of those whoremain to 

carry on when outside assistance ceases. 

56. The transfer of knowledge may follow several forms, according to the project. It can 

be effected on the job, for instance, through the day-to-day contact between international 

personneland their im^mediatecounterpartsor other nationalpersonnelassigned to anopera -

tionalproject. Inother cases, the project itself n^ay be aneducat ionalor t raininginst i tut ion, 

whether at the university, intern^ediate technical, o r o t h e r l e v e l s ; in some of these, training 

may beg ivend i r ec t l y to the s tuden t s i na spec i a l i z ed field; in others, amult ipl ier effect is 

built in becausethe trainees arepotent ia l teachers . ^ et another form i s t h e awardof fellow-

shipsfor study abroad in f ie ldsre la tedor unrelated too the r technicalco-operation activities 

b e i n g c a r r i e d o n i n t h e country. 

57. ^h i l e the results of such activities aredifficult to measure, because they are often 

intangibleor untraceable, the rea re reasonab legrounds for supposing that thevar iousUni ted 

Nations programm^eshave fallen short of their goal in this respect, bothquantitatively and 

qualitatively. 1^ ^ a n y of the people trained have not stayed in their owncountry or, if they 

have, haven^ovedontoother f ie ldsof activity unrelatedto that for which they wereprepared . 

In part, t h i s i s dueto circumstances which are conditioned by under-development itself^ 

uncertainen^ployment conditions, lowsalar ies , insecurity of tenure, and soon. It remains 

equallytrue that insufficient attention is oftenpaidto such factorsby both governments and 

internationalorganizationswhenplanning projects and insufficient n^easurestakento reduce 

their^mpact. Often, the kind of training offered has been b a s e d o n a s t r a i g h t transplant of 

curricula and n^ethods used in developedcountries which haveinevitably proved unsuited to 

localconditions, socia landother traditions, andeconom^ic structures. Adherencetor ig id 

educational hierarchies derived f romtrad i t iona l s t ruc tu res ino ther countries and insufficient 

en^phasis on the acquisi t ionofprofessionalandtechnicalskil ls at the intermediate level have 

1̂  See Chapter Three, paras. 36-35. 
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reducedthein^pactoftrainingprogran^n^esandhaveoftentendedtoproducen^isfits instead of 

active promoters of social and technical change. Not enoughusehasbeenmadeofmodern teaching 

n^ediaandtechniqueswhich could improve results both quantitatively and qualitatively. In combin­

ation, all ofthesefactorshavemeantthat the cost ofthe training offeredwasusuallyfartoohighin 

relationbothto results and to thedevelopingcountry'sresources(whetherdomesticorexternal). 

53. Ereshthinkingisalsorequired on the subject offellowships. 1^ Experiencehasshownthat, 

except inthe case of carefully chosenkeypersonnel, or oftechniciansinson^eadvancednew branch 

oftechnology,trainingwithindeveloping countries is likelytoproducethen^ost effective and eco-

nomicresul ts , directly relatedtolocal conditions. Short courses orstudytoursindeveloped coun­

t r ies have theirvaluebutn^ay be abused. This isaf ie ldin which sub-regional arrangements canbe 

speciallyeffective. Problen^s arise, however, becausegovernmentsindevelopingcountries are 

oftenreluctantto sendpersonnelfortraininginneighbouringcountries whichtheypossiblyregard 

as little, if at a l l ,moreadvancedthanin their own, whereas within any single countryitis some­

times difficult to financethe attendance of studentsforprolonged courses. As tothefirst , govern­

ments m^aychangetheir attitudes if regionaltraininginstitutions receive adequate international 

support and canbe shownto offer courses ofhigh quality, closelytailored to the needs ofthe sur­

rounding countries. Inthe second case, thereseems no reason why, incarefullyselected cases, 

nationals shouldnot receive stipends paidfrominternationalfunds for attendance at traininginsti-

tutions(preferablywhere standards are internationally supported) in their own countries, i . e . the 

fellowship com^ponentm^ight, in cer taininstances,be spent at hon^eratherthan abroad. Inal lcases, 

however, no large-scaletraininginstitution, nationalorregional, shouldbe started withouta 

thoroughinitialinvestigation ofthe eventual employn^ent possibilities, followed bythe adoption of 

anyneoessarymeasuresinthe appropriate sector oftheecohomy. In otherwords,training and 

fellowships shouldformanintegralpart not only of individualprojects(whichis often the case al­

ready, although single adhocfellowshipsstillfigureintheTAcomponentfron^timetotime)but of 

theoveralldevelopment strategy ofthe country, reflected ini ts^countryprogramme". 

55. In shor t , there is an overwheln^ingneed to adapttraining efforts n^orecloselyto the needs and 

conditions of eachsociety and to conceive of thern^ as anintegral and con^plementarypart of each 

country'sdevelopment strategy, ratherthan as isolated andindiscriminateislands of activity. 

This willdemandmuchimagination and research, greater emphasis on educational planning,in the 

widestsenseoftheword, receptivitytonewideas andtechniqueswhich are likelyto speed up the 

process and m^ake it less costly and n^ore effective,andareadinessto experiment. This area should 

beapr ior i tyonefor theProgrammePol icy staff. Therecanbenobaulkingthefact that i t is the 

crucialfactoron which effectivedevelopmentdepends. 

1^ Cf. Chapter Three, paras . 37-33, CDraph3.6and Table 3.13. 
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S U ^ ^ A R ^ OP PRINCIPAL RECOMMENDATIONS 

Ceneral 

1. Development co-operation should berecognized as anopera t ionalprocess requiring 
specialtalents and types of experiencein its personnel. 

manpower for UNDP 

2. AUnitedNationsDevelopmentServiceshouldbeestabl ished, o n a c a r e e r basis , com-
pris ingarela t ivelysn^al l international forceof highly qualifiedandexperienced personnel 
needed for planningandadministeringUNdevelopment work. 

3. UNDPshould have broad autonomy in personnel administration; the salary structure 
andconditions of service should provide adequatecompensationforthe specialrequirements 
of anoperat ionalservice a t a l e v e l l ikelyto attract thebes t talent available. 

4. UNDPshould have i tsown independent Appointment and Promotion Eoard. 

5. Recruitmentshouldbe onas wide ageographicalbase as possible, subject to t heove r -
ridingrequirementsof Article lO lo f theUNChar t e r . Equitablegeographical distribution 
should steadily be achieved through carefulselection of junior officers. 

6. Recruitn^ent a t the entrylevelshouldbecon^peti t ive. 

7. Recruitn^ent a t themiddle leve l shouldbe l im^i tedandshouldmain lydrawoncandida tes 
withprovenpracticaldevelopn^ent experience selected fro^mother components of theUN 
development system. 

3. Oreat emphasisshould be placed on training career personnel andaStaff College should 
beestablished for this purpose, possibly in conjunction withUNITAR. Sabbatical leave for 
study purposes should a l sobegranted . 

5. The system of promotion should beopen, providing access to the highest postsboth at 
headquarters and in the field. 

10. The Administrator of UNDP should be elected by the Ceneral Assembly of theUnited 
Nations uponthe recommendationoftheSecretary-Ceneral . 

11. Resident Representatives should be appointed personally by the Administrator and 
should only exceptionally be appointed f romouts idetheUN Development Service. Their 
quality should b e i m p r o v e d i n o r d e r t o e n a b l e t h e m t o play the central roleproposed by the 
Study; those unableto meet theserequirements should be re leased . 

12. Thereshouldbe a l O p e r cent margin of supernumerary ResidentRepresentativesto fill 
unforeseeable gaps. — — — ^ 

13. The conditions of serviceforResident Representatives should be improved, and 
adequately equipped housing provided for astandard rent. 

14. Thebest Resident Representatives should automatically be considered for policy-making 
posts of leadership inUNDPand in other par tsof theUNdevelopment system. 

15. UNDP should build upa^s t ab l e^o f high-level consultants. 
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^lanpowerforexecutionof projects 

16. The qualityof project personnel should beimproved. 

17. Improved andspeedier recruiting should bepossible , facilitated by increased sub­
contracting andin^provedprogramm^ing. 

13. Covernments should improvetheir support for the recruitment process. ^oththey and 
individualorganizations andfirn^s should beencouragedtoprovide ros tersof qualified 
personnel available for fixed-term assignments. 

15. ^ h i l e manyof thefunctions of project personneldonot lend themselves tolong-term^ 
employment, thenucleus of a c a r e e r service could bebui l t up, compr is ingamoremobi le , 
highly-qualified andexperiencedforceof long-term specialists, regionally or sub-regionally 
based, anddividing their at tentionbetweenanumber of projects. 

20. Oreater care should be taken to ensure that personnelwhose serviceshave not been 
satisfactory a r eno t re-employed. 

21. ^ luchgreater attention should be devoted to thebriefinganddebriefing of project 
personnel. If located in Europe, theproposed Staff College could provide acentralized 
serv icefor project personnel f romthemajor i ty of the Agencies. 

22. Efforts should be made to increase thesupply of potentialproject personnel by special 
t ra in ingcourses , crash language courses, theharmonizationof rosters andass is tanceto 
nationalrecruitment services. 

23. Eormalgovernmentc learanceof project personnel shouldei therbe dispensedwithin 
agreement with individual governments, or subjected to a t i m e limit. 

24. UNDP shouldplayaleadingrole ines tabl i sh ingadequatecondi t ionsof servicefor all 
operationaldevelopment staff, including project personnels I t should help to standardize 
recruitment dataand procedures, facilitating the rapid interchange of information between 
Agencies. It shouldgenerallyprovidesupport for Agencies' recruitment services, including 
financial support. 

25. Associateproject personnel and volunteers should bemorewide lyused and the creation 
of an internationalvolunteer service should be studied. 

26. UNDPshouldexploreways and meansof facilitating the assignment of qualified counter­
part staff provided bygovernments toUNDPprojec ts and their subsequent retention in 
government service. 

27. Training should be more closely adapted to local requirementsandconditions and 
should make greater useof modern teaching media and techniques. 

23. Fellowships should be an integral part of theCount ryProgramme, and more useshould 
be made of regional and sub-regionaltraming institutes. In selected instances, national 
personnel should be granted stipends toattend internationally-supported training institutions 
in the i r owncountry. 
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Chapter Nine 

FINANCIAL RESOURCES 

"l^es quest ions f inancières p l a i s e n t à l a r a i s o n p a r 
l e u r exacti tude e t à l ' i m a g i n a t i o n p a r l e u r é t e n d u e . " 

- A n a t o l e F r a n c e 

1. INTRODUCTION 

1. F o r the pu rposes of the Study the level of financial r e s o u r c e s h a s b e e n taken as given 

in t h e T e r n ^ s o f Refe rence . A t t h e s a m e t i m e , it would b e s h o r t s i g h t e d to overlook the ev i ­

dent and mutual i n t e r - r e l a t i o n s h i p b e t w e e n f i n a n c e a n d c a p a c i t y . wi thout money the p r o -

g ramme c a n n o t o p e r a t e . At the s a ^ n e t i m e , efficient n^anagement of a w e l l - c o n c e i v e d develops 

ment p r o g r a m m e , combinedwi th goodadmin i s t r a t ion of i t s f i n a n c i a l r e s o u r c e s , wil l play a 

rn^ajor pa r t in e n s u r i n g a c o n t i n u i n g and inc reas ing flowof contr ibut ions . T h e p u r p o s e o f 

previous chapters was t o p r o p o s e ways and means of achieving t h e f i r s t o f these r e q u i r e m e n t s . 

This chapter i s accordingly devoted to the second: sound financial and budgetary m a n a g e ­

ment . 

A. The managemen to f the to ta l financial r e s o u r c e s of t h e U N d e v e l o p m e n t s y s t e m 

2. All t h e r e c o m m e n d a t i o n s m a d e s o far by the Study h a v e b e e n shaped by the t h e s i s tha t 

the c a p a c i t y o f t h e U N d e v e l o p n ^ e n t s y s t e n ^ c a n only b e i n c r e a s e d b y g r e a t e r in tegra t ion and 

m o r e r a t i o n a l u s e o f a l l i t s a v a i l a b l e r e s o u r c e s , based firm^lyon the country approach . If 

t h e s a m e pr incip les a r e e x t e n d e d to financial management , they point logically to the channel­

ling of al l r e s o u r c e s o f the sys t em, in t endedfo rope ra t iona l p r o g r a m m e s of developn^ent co­

operation, t h r o u g h a s i n g l e f u n d . Once again, however , medic ine of such s t rong brew, admin­

i s t e red indiscr iminate ly , might well kil l the patient and it i s n e c e s s a r y to f i n d a m o r e g r a d u a l 

cu re . 

3. The main r e s o u r c e s eligible for d iscuss ion under t h i s head a r e : 

(a) T r u s t funds set up for specific p u r p o s e s ( e . g . population); 

(b) R e s o u r c e s o f Agenc i e sdes t i ned for n o n - U N D P o p e r a t i o n a l p r o g r a m m e s 

of t echnica l a s s i s t ance ; 

(c) ^ F P ; 

(d) UNICEF. 
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Eecauseof the ad hoc way in whichmanyprogrammesfallinginto this category have beenset up 

andfinanced,it is hard to lay down any categoricalruling.Eut certain principles can be estab­

lished: firstly, noarrangement should beadopted which mightreduce the flowof total funds 

available to t heUNsys tem for developmentoperations; secondly, insofaraspossible , such 

funds should be administered fromunder the same umbrella, so that their use is consistent 

withoverall policies and, witheach other; and, thirdly, whatever their sourceor mode of 

administration, their use should be programmed to complement thatof other inputsof the 

UNdevelopment system, (^here , for instance, one of these wider programmes required 

specific action at the oountrylevel, e.g. in the formofapopula t ion control project, this 

project should befully integrated into the "country programme".) 

4. The arrangements made for the trust fundón population fit very well into this frame­

work, and it is to be hoped that the precedent may be followedas andwhenanynewfundsare 

created. A t t h e s a m e t i m e , all proposals for new funds should bescrutinized with g rea tca re , 

toavoidunnecessary proliferation in theirgrowth, and to keep their volume in proper propor­

tion to the central fund of UNDP. Adoption of the proposal in Chapter F o u r l ^ that the 

Ooverning Council of UNDPshou ldea rmarkace r t a in proportion of funds for "non-country" 

actions would have the advantage of providing an alternative solution to the creation of new 

fundsfor some types of activities, although the proportion so allocated would have tobe 

de te rmined in the l igh t of the total resources available, and of thefinancial requirements of 

thecountry programmes. 

5. T h e r e s o u r c e s o f t h e U N a n d the Agencies for non-UNDPoperationalprogrammesof 

t e c h m c a l a s s i s t a n c e p o s e a m o r e difficult problem, though it can besolved by joint progran^-

ming, particularly at the oountrylevel, on the lines proposed in Chapters Five2^ and Seven .3^ 

It has a lsobeensuggestedn^oretenta t ivelyinChapterSeven4^thatgovernmentsn^ight con­

sider stabilizing these progran^m^es at their present level, andchannelling any additional 

resources centrally. 

6. In the case of ^ F P a n d U N I C E F s i m i l a r proposals have been made for jointcountry 

programming in ChapterFive 5^ and also, in Chapter Seven, for closer integration of field 

representation withUNICEF. 6^ booking further ahead. Chapter Seven has also suggested 

1^ Pa ra s . 76-31. 

2^ Pa ras . 60-63. 

3^ Para . 62. 

4^ Para . 147. 

5^ Pa ra s . 14 and 55. 

6^ Para . 67. 
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considerat ion of a t o t a l m e r g e r b e t w e e n the se p r o g r a m m e s a n d U N D P , at a m o m e n t when 

t h i s c a n be done without damage to the individual appeal of each. 1^ 

7. All of t he se p r o p o s a l s r e f l e c t t h e g r a d u a l and p r a g m a t i c approach advocated by the 

Capacity Study toward t h e d e s i r e d e n d . However, this should not b l i n d e i t h e r government s 

o r t h e s y s t e m t o t h e f a o t t h a t , i n t h e l o n g - t e r ^ n , t h e m o r e t h a t d e v e l o p m e n t funds a r e chan­

nelled through o n e c e n t r a l point, the m o r e r a t i o n a l t h e i r u s e i s l ikely t o b e , m o r e o v e r , the 

m o r e efficient the cont ro l over t h e i r u se , the m o r e l ikely the p r o g r a m m e i s to follow un i ­

form policies and m e e t a g r e e d o b j e c t i v e s . Obviously t h e r e c a n be o n l y a g r a d u a l a sp i r a t i on 

toward the idea l bu tgovern^nen t s proposing to inject m^oren^oney into opera t iona l p r o g r a m ­

m e s of the Agencies , or to c r ea t e new funds for specific ac t iv i t i es , might wish to think twice 

before t a k i n g a s t e p w h i c h might thwar t i t s a t t a i n m e n t . 

3. Civen the impor t ance of the i s s u e s r a i s e d in th i s sub- sec t ion it would b e b o t h useful 

and appropr ia te if E C O S O C c o u l d t a k e s t e p s t o s t u d y them fur ther . 

E . The ob jec t ivesof the financial and budgetary s y s t e m of UNDP 

5. The s y s t e m o f f inancial and budgetary admin i s t ra t ion sugges ted h e r e i s d e s i g n e d to 

s e r v e the following objectives^ 

(a) continuous p r o g r a m m i n g over a p e r i o d o f s e v e r a l y e a r s , within the f r a m e ­

work of indicat ive f inancial planning f igures . T h e s e would ref lec t po l ic ies 

adopted by the Coverning Council for an equ i t ab l eand ra t iona l appor t ionment 

of r e s o u r c e s t o m e e t the n e e d s o f individual deve lop ingcoun t r i e s ; 

(b) the m a x i m u m u t i l i z a t i o n of these r e s o u r c e s , compat ible with sound f inancia l 

n^anagen^ent p r a c t i c e s . T h e l a t t e r w o u l d e n t a i l keeping income a n d e x p e n d i -

t u r e in r e a s o n a b l e b a l a n c e a n d holding sufficient r e s e r v e s i n a ^ o r k i n g 

Capi ta l and R e s e r v e Fund, which i s desc r ibed in p a r a g r a p h 35; 

(c) t h e d e v e l o p m e n t of p rocedu re s for budgeting and for f inancial cont ro l and 

author izat ion tha t a r e fully respons ive to t h e r e q u i r e n ^ e n t s o f a n e s s e n t i a l l y 

opera t iona l progran^m^e. T h e r e s h o u l d t h e r e f o r e b e a c l e a r d is t inc t ion 

between policy decis ions a n d t h o s e o f a n e x e c u t i v e c h a r a c t e r , a n d t h e l a t t e r 

should be decent ra l ized to the n^axin^um; 

(d) t o c e n t r e accountabil i ty v i s - à - v i s the Coverning Council for the use of the 

financial r e s o u r c e s provided, square ly on the Admin i s t r a to r , w h i l e a t t h e s a m e 

tirn^e placing in his hands the i n s t rumen t s of c o n t r o l - "the power of the p u r s e " -

n e c e s s a r y f o r h i m t o a s s u n ^ e that com^m^itm^ent effectively, toge the r with o v e r ­

all respons ib i l i ty for the conduct of the p r o g r a m m e . 

1^ P a r a . 146. 
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С. The merger o f T A a n d S F a c c o u n t s i n t o a s i n g l e fund 

10. Since the merger of EPTA and the Special Fund intoUNDP the sharp distinction between 

the contentof thetwo component programmes has tendedto disappear, despite themain-

tenanceoftwo separate accounts, governed by different financial philosophies. However, 

at tainmentofthe Capacity Study'sobjectives will require a m e r g e r ofthetwofunds and the 

adoptionofas inglef inancial system. Indeed, the continued maintenance of separatefunds 

c o u l d o n l y h a n ^ p e r t h e i n t e g r a t e d p r o g r a m m i n g a p p r o a c h s e t o u t i n C h a p t e r F i v e . 

11. Any fear that asinglefundwould result in the loss of the particular values offeredby 

t h e f o r m e r EPTAprogramme, with its flexibility and its tendency to produceamultiplicity 

of smaller projects se rv ingavar ie ty of purposes, is, in the Study's opinion, unfounded. The 

wholeobject o f t h e n e w p r o g r a m m i n g c y c l e i s t o respond meticulously to the needsofdevelop-

ingcountr ies, and it shouldprovide equalvariety and scope for smaller projects if these are 

desired. 

12. TheCapacity Study thereforerecommends completeamalgamation of the two funds; 

the financial principlesby which the new fund shouldbeguidedand the transitory arrange-

m e n t s n e c e s s a r y for their introduction are described in the followingsection. 

11. TEEFINANCIAI^ S^STE^ 

A. Theindicative planning figures 

13. A s i n d i c a t e d i n C h a p t e r F i v e , 1^ eachcountryprogrammewould need t o b e prepared 

witmn the f r a m e w o r k o f a n " o r d e r of magnitude" of resources or, in other words, of an 

"indicativeplanning figure". This would not, however, constitute a f i r m c o m m i t m e n t t o 

spend that exact amount of fundsonagiven programme. 

14. ^ h e n calculating these indicative planning figures, it would beassumed that the total 

annual pledges would increase by as tated proportion fromone year to the next. The amount 

of the increase would be detern^ined in part from information availableabout the intentions 

of contributors, and in part through the extrapolation of the rate of growth of individual con­

tributions over the last few years. However careful thesees t imates , they might in practice 

marginally exceed the aggregate of known planned individual donor increases. Covernments 

would be inforn^edoftheassumptions underlying thecalculationandwould be warned that 

theindicative p r o g r a m m e s b a s e d o n it might have t o b e adjusted in the eventof ashort fa l l in 

pledges. The Coverning Councilwouldapprovetheglobal indicative planning figurefor a 

1^ P a r a . 50. 
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pe r iodof f i v e y e a r s , r e v i s i n g i t annually andpro jec t ing it o n e y e a r fur ther ahead e a c h t i n ^ e . l ^ 

E . The a p p o r t i o n m e n t o f r e s o u r c e s f o r planning purposes 

15. The next s t epwou ld be for the Coverning Council t o a p p r o v e the d i s t r ibu t ion of the 

global indicative planning f i gu rebe tween the va r ious types of p r o g r a m m e s a n d o t h e r expen­

di tures , as follows: 

(a) Country p r o g r a m m e s 

(b) Clobal p r o g r a m m e s 2^ 

(c) Regional p r o g r a m m e s ^ 

(d) P r o g r a m m e s u p p o r t e x p e n s e s 3 ^ 

(e) C e n e r a l a d n ^ i n i s t r a t i v e e x p e n s e s 

(f) f o r k i n g Capi ta l and R e s e r v e Fund. 

16. Initially, the Coverning Councilw^ould have t o a d o p t c r i t e r i a for the p rov is ion of UNDP 

a s s i s t a n c e a n d for es tabl i sh ing the volume of t h e U N D P contr ibut ion to the development needs 

of individual rec ip ient count r ies . 4^ Presum^ably s u c h c r i t e r i a , w o u l d d i r e c t the Admin i s ­

t r a t o r to take i n t o a c c o u n t , a m o n g o t h e r th ings: 

(a) the to ta l amoun to f ex te rna l aid, f r o m w h a t e v e r s o u r c e , available to 

a g i v e n c o u n t r y ; and 

(b) t h e e c o n o m i c a n d f i n a n c i a l c i r c u m s t a n c e s o f t h e l e a s t e n d o w e d o f t h e 

deve lop ingcoun t r i e s , which, in tu rn , w o u l d d e t e r m i n e t h e s h a r e o f 

project cos ts t o b e b o r n e b y U N D P 5 ^ and influence t h e ^ o r d e r of magni tude" 

of U N D P r e s o u r c e s r equ i red t o s u p p o r t a g i v e n leve l of ac t iv i t i e s . 

17. O n t h e b a s i s o f t h e s e c r i t e r i a , t h e A d m i n i s t r a t o r of UNDP w o u l d p r e p a r e indicat ive 

planning f i g u r e s f o r al l countr ies r ece iv ingUNDP as s i s t ance , a lso for a f i v e y e a r per iod , 

and submit them for approval to t h e C o u n c i l . The s a m e p r o c e d u r e would be followed in r e ­

vising these f igures annually a n d p r o j e c t i n g t h e m for an a d d i t i o n a l y e a r . 

1^ See footnote to pa ra .70 i n C h a p t e r F i v e a b o u t t h e p o s s i b l e r e - s c h e d u l i n g o f t h e C o u n c i l ' s 
sess ions t o s u i t the t iming of t he se functions. 

2^ In the event that the Cc^v^rning Council accepted the p roposa l to put as ide ^ ^ t a i n 
r e s o u r c e s for "non-count ry" act ions . 

3^ See explanation in p a r a s . 35-37 below. 

4^ A first set of such c r i t e r i a w a s a d o p t e d i n ^ 1 a n u a r y l 5 6 3 , s e e U N D P , Repor t of the 
Coverning Council, Fifth S e s s i o n ( d o c . E^4451). 

5^ See p a r a s . 73-34 below. 
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13. This systemwould allow the Coverning Councilto controltheintendeddistributionof 

resources for planning purposesbetweenindividualcountries receivingUNDPassistance, 

while at the samet imepermi t t ing the Administrator to organize continuousprogramming 

for ape r iodof f iveyears ahead. Thus, when the governmentof agivencountrywas about 

to embarkon theprepa ra t ionof adevelopmentplan, the Administrator would be ab le to indi -

oatethe planning figure withinwhich its UNDP-ass is tedprogrammefor theplan period 

shouldbeframed. This would be thef iguremost recently revised and approvedby the Coun­

cil. If t h e p e r i o d o f t h e country's development planwere shorter or longer than f iveyears , 

the Administrator would adjust to extrapolate thefigure as necessary. Once agovernment's 

countryprogrammeforUNDPoperat ions had been appraised by the Administrator, and 

approved by the Coverning Council, 1^ theindicative planning f igurewouldbecomea 

"programmeearmarking"but would still not implyacommitment . 

15. Reduct ions inan indicative planning figure during thepe r iodof the approvedcountry pro­

gramme would not normally necessi tateamodificat ionof the programme since it wouldbe 

anindicat iveprogramme. Increases on theother hand, though not avery l ike lyoccurrence , 

since the figure would a l r eadyre f l ec t theexpec tedra teofg rowthof resources, could allow 

for programming marginally additionalactivities. 

20. The annual reviewof the country programme 2^ would have thetask , amongothers, of 

making appropriate adjustmentsinthe approvedprogramme. 

21. Since the Coverning Councilwould annually approve further extensionsof the country's 

indicative planning figure, it would a lsobe possible for theannual review to consider the 

extension of certain plannedactivitiesbeyond the tern^ination of theapprovedcountrypro-

gramme. This would introduce ades i rab lee lementof continuity for projectsof longer dur­

ation needing to span two plan periods, but, taken toexcess , it couldalsolead to premature 

commitmentof the next country programmeand to thefossilization of thewhole process. 

The danger should not be toogreat , however, if the principle is laiddown that no project can 

becons idereddur ing the lifetime of acount ryprogrammeunless it originally figured in the 

list of projects included in the programme or corresponds fully to one of its established pr i -

ori tyobjectives. Certainly no project could beapproved tha twasno t due t o s t a r t until the 

followingcountry programme. 

22. Asin^i larsys temofindicat iveplanning figures would beadoptedfor the programming of 

"non-country"progran^mes, i . e . global and regional programmes, as well as for the pre-

parationof longer-term project ionsofotherUNDPexpenditures . 

1^ SeeChapte rF ive , paras . 65-71, foradescr ip t ion of this process. 

2^ Described in ChapterFive, para. 64. 
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23. Indicative countryprogrammespreparedwithinapprovedplanning figures would con­

stitute, in themselves, ademonstration, adoculos, o f t h e n e e d f o r g r o w i n g r e s o u r c e s a n d 

would thus provide afavourableclimate for increased pledges. 

C. The allocation ceiling 

24. TheStudy recommends a m o r e conservativeapproach to transactions entailing actual 

financial commitments. In broad outline, the financial framework proposed here is similar 

to the framework already approved by the Coverning Council for t heTA component and it 

shouldnotthereforebe difficult to expand it to cover thewhole programme. 

25. Commitments would follow from the actual approval of individual projects. For pro­

ject approval and theconsequent allocation of funds, it would be assumedthat total annual 

pledgesfor each of theensuing five years would be equal to the total for the current year . 

On th isbas is the Coverning Councilwould approve annual global allocationceilings f o r a 

periodof f iveyears . 1^ TheCouncilwould revise theseceil ings each subsequent year once 

theresul t s of the Pledging Conference were known andwouldproject then^one additional 

year. Under this system, allocationsof funds would be firm for the first year and firm, 

subject onlyto the availability of funds, for the ensuing years . 

26. Covermng Council approval of country andother programmes, together with its 

approval of global allocation ceilings, asdescr ibed in the previous paragraph, would consti­

tute theauthority for the Adn^inistrator to ^nakeallocationsandcomm^itments, coveringa 

periodof up to f iveyears . Allocations would never exceed, i n a g i v e n y e a r , the global allo­

cation ceiling for that year. That portion of theannualal locat ionceil ing remaining unallo­

cated at the endof the year should be added to the revised allocation ceiling of thesucceeding 

year. 

27. Theannua l ra teof al locat ionsduringtheperiodof acountry programme would neces­

sarily f luc tua tes ince thera te of approval of individual projects would no tbeevenly spread. 

This shouldcause no problems provided two important conditions are observed: 

(a) UNDPshould not allocate funds inexcessofconserva t ivees t imat ionsof 

expected income( i . e . inexcessof theglobala l loca t ioncei l ing) ; and 

^b) annual expenditures should b^m^aint^ine^inreasonablebalance^with 

annual income. 

1^ See footnote to para. 70 of ChapterFive about the possible re-scheduling of theCoun-
cil 's sessions to suit the timing of these functions. 



332 

23. Eachcountry should beab l e toexpec t to obtain, during the period of its country pro­

gramme, the volume of technicalco-operationandpre-investn^ent assistance permittedby 

its indicative planning figure, providedselec tedprojec tsprovefeas ib leandconformto 

objectives stated in the programn^e. If ser iousdelays due to difficultiesin formulating and 

exeouting projects caused the levelof activities to fa l lwe l l below what was planned,the 

Administrator should investigate thereason for it. If the oountry could not absorball of the 

co-operation o f f e r eda t t he r a t e proposed, then this mightbe avalid reason for modifying 

theindicative planning figurefor the next country progran^me and seeking ways of breaking 

thebot t leneckswithprojects planned morereal is t ical ly . If, on theotherhand, the diffi­

culty arosefro^ndelayeddel ivery of international inputs,then therem^ight well be a c a s e f o r 

changing themethods , or the agents, of execution, i n o r d e r t o expeditematters, and increas­

ing the next indicative planning figure to make up theshortfal l . 

25. ^ h i l e there would be no need for individual country allocation ceilings, the Adminis­

t ra tor of UNDP would naturally establishappropriatecontrols andwouldsubmit an annual 

performancerepor t to the Coverning Council, whichwouldthusbe able to appraise the effi-

cacyof his financial management. 

30. Theofficial accounts would reflect, onaglobal , regional andcountry basis, allocations, 

commitments, unliquidated commitments and expenditures. They would not reflect indicative 

planning figures. 

D. Fuller utilization of resources and sound financial management. 

31. T h e m e r g e r of the twocon^ponentsof UNDP intoasinglefundwould necessitate the 

adopt ionofas inglemethodof financing projects. At present, projects in theTAcomponent 

canbe approved, allocations issued and commitments entered intofor aper iodof up tofour 

years , on the assumption that futureincon^elevels will not fall below thatof the current year. 

On theo the rhand , projects in the SFcomponent are financed by setting aside, from the 

r e sources inhand , funds to cover the full costs of the project from its inception to its com­

pletion ("full funding"). Despitesome liberalizing efforts, such as the decision toapprove 

projects whoseaggregatecos texceeds r e sources in hand by an amountofUS^140 million 

(adispensation which does not extend to thesignature of plansof operation) this method has 

resulted inacons ide rab le accumulation of " resources inhand" , o r t o t h e i r u s e i n w a y s o t h e r 

than originally intended(investment loans). This situation hasoften been criticized by 

members of the Coverning Council and has undoubtedly ac tedas a d e t e r r e n t t o i n c r e a s e s i n 

pledges and t o e a r l y transfers to UNDPof cash amounts already pledged. 
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32. A c h a n g e i n the me thodof financing projects involves a m a j o r pol icy dec is ion . However , 

Coverning Council acceptance of the p r e s e n t financing p r o c e d u r e s for t h e T A c o m p o n e n t m a y 

p e r h a p s b e taken as an indication that it would not be a v e r s e to extending thesa^me p r inc ip le 

t o a m e r g e d f u n d . The Capacity S t u d y c o n s i d e r s that th i s would b e a l o g i c a l s tep . Since the 

to ta l r e s o u r c e s of t h e T A and SF p r o g r a m m e s h a v e g r o w n cons is ten t ly ove r the y e a r s , the 

assumption, for al locat ion p u r p o s e s , that future pledges will not fall below the l eve l of the 

c u r r e n t y e a r appears prudent and even conservat ive , m o r e o v e r , a l loca t ions , t h o u g h c o n -

s i d e r e d a s f i r m , would b e s u b j e c t t o the actual availabil i ty of funds. 

33. However, if the Coverning Council did decide to follow th i s c o u r s e ce r t a in b a s i c p r e ­

cautions would be needed. 

34. ^ F i r s t , the Coverning Council s h o u l d e s t a b l i s h a u n i f o r m pe rcen t age t o b e i n c l u d e d a s 

an unplanned r e s e r v e in e a c h c o u n t r y ' s i n d i c a t i v e p l a n n i n g f igure . Th i s would s e r v e a s a 

"cush ion"aga ins t : 

(a) downward f l u c t u a t i o n s i n r e s o u r c e s a v a i l a b l e f o r pro jec t a l locat ions; 

(b) fluctuations in actual p ro jec t costs a scom^pa redwi th planning e s t i m a t e s ; and 

(c) cont ingenciesof the type fo rmer ly financed by the Con t ingencyFund of the 

Executive Cha i rman of TAE. 

35. Second, a ^ o r k i n g Capi ta l and R e s e r v e Fund, functioning p a r t l y o n a r e v o l v i n g b a s i s , 

should be maintained a t a l e v e l adequate to: 

(a) offset any u n e v e n n e s s i n c a s h flows in andou t ; 

(b) pe rmi t the f inancingof urgent and v a l i d p r o j e c t s n o t fo reseeab le a t t h e t i n ^ e 

of p r epa ra t i on of the country p r o g r a m m e d . g . e m e r g e n c y p ro jec t s a r i s i ng out 

of na tu ra l d i s a s t e r s or e x p e r i m e n t a l " r i s k v e n t u r e s " of t h e k i n d foreseen in 

C h a p t e r F o u r ) ; 1^ 

(c) provide a l iqu ida t ion r e s e r v e . 

36. Clearly, a l so , the in t roduct ion of the financial sy s t em proposed h e r e would be g rea t ly 

a s s i s t e d i f an inc reas ing number of countr ies followed the p receden t s e t b y some governments 

a n d a n n o u n c e d m i m m u m f o r w a r d p l e d g e s f o r a n u m b e r of y e a r s ahead, rev is ing t h e m a n n u a l l y . 

E . Transi t ional m e a s u r e s 

37. These would b e r e q u i r e d t o p e r m i t e x i s t i n g projec t a n d o v e r h e a d al locat ions t o r e n ^ a i n 

valid when the financial m e r g e r be tween the TA and S F c o m p o n e n t s b e c a m e effective, while 

s imultaneously es tabl i sh ing t h e g l o b a l allocation ceil ing. The following p a r a g r a p h s contain 

1^ P a r a . 67. 
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general guidelines a s t o h o w t h i s m i g h t b e d o n e . 

33. Those portions of earmarkingsand allocations whichweremadeunderbothcomponents 

i n y e a r s prior to the effective dateof thenew arrangements, and whichcoveredgoods and 

services tobede l ive redaf te r theef fec t ive date, shou ldberecordedas af i rs t charge to the 

new indicative planning figures and tothe global allocation ceiling. FortheTAcomponent, this 

would beasimpleexercise,s incetheproposednewarrangementsforUNDPfollow similar lines. 

The exerciseshould not encounter anymajordifficultyintheSF component either: when completed 

it wouldpermitapresentation ofthe full existingprogramme, year byyear and country by country. 

35. Since Special Fundearn^arkings and allocations are currently recorded against 

r e s o u r c e s i n h a n d ( e x c e p t f o r t h e e x c e s s ea rmark ing- "balloon" - authority), the transfer of 

apor t ionof suchearmarkings and allocations as charges against estimated future resources 

( i . e . against the indicative planning f iguresandglobal allocation ceiling) would result in the 

release of equivalent amounts of resources inhand . These re leasedresources would consti­

tute a temporary reserve t o b e u s e d for new projects asdescr ibed later. 

40. T h e m e r e t r a n s f e r of commitments in th i smanner obviously would not create additional 

resourcesbut would merely represent aswitch in financing technique for theSF component 

from that of "full funding"fromcurrent resources to oneof mortgaging anticipated future 

resources for planned future activities. This switchwouldfree - onaone - t imebas i s - funds 

wh ichcou ldbeava i l ab l e fo r aone - t imebu r s to f additional activity. If pledges werenot in­

creased, however, the programme levelwouldsubsequently fall back to thelevel prevailing 

before theburs t . 

41. Theobject of the transitional arrangements wouldbe precisely toavoidtheundesirable 

effect of s u c h a o n e - t i m e b u r s t and fall-back. This would beaccon^plished by thegradual 

re leaseof fundsfron^the"reserve"; it wouldbe phased in suchaway that when t he" r e se rve" 

wasdepleted, there would be nofall-back in the total programmelevel because the difference 

would havebeenn^adeupby increases in pledges over t h e y e a r s i n which the " reserve" was 

used. In other words, the overall increase in resources would takeover where the phased 

injection of reserve funds left off. At the end of the transitional period, theUNDP would have 

a significantly higherlevel of program^neresources andasignificantlylower cash balance 

than at the beginning of the period. 
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42. Individual allocations would not only be subject to the overall control of the global 

allocation ceilings, but should also conform to expenditure forecasts contained either in pro­

ject budgets or, in the case of non-project expenditures, in budgets approved by the Governing 

Council. The Capacity Study suggests that the latter would include budgets for programme 

support services and for general administrative services. 

A. Categories of expenses 

43. Before describing the various UNDP budgets in detail, it is necessary to attempt to 

categorize the nature ofthe expenses for which this budgetary system should be designed. 

This would throw more light on the system itself and would facilitate financial transactions 

between UNDP and the Agencies or agents executing UNDP-financed projects. 

44. At present such te rms as "project costs", "overhead costs", "programme support 

costs", used in the financial administration of UNDP are not defined with sufficient clarity 

and thereby add to the difficulty of understanding the system and of exercising expenditure 

control. 

45. For instance, "project costs" for projects executed directly by an international Agency 

usually include administrative expenses incurred at the site ofthe project but invariably ex­

clude the costs of technical and administrative backstopping or of operational supervision by 

the Agency headquarters, which are partially financed by UNDP through lump-sum reimburse­

ments of Agency "overhead costs". On the other hand, the costs of UNDP consultants, and 

of UNDP staff members ' travel required in connection with the formulation and inspection of 

projects, are generally charged to "project costs". In the case of subcontractors, however, 

"project costs" include all the administrative expenses of the subcontractor (including tech­

nical backstopping), plus an element of profit. 

46. No watertight definition of "overhead costs" exists within the UN system. In the case of 

the Participating and Executing Agencies of UNDP, the reimbursements made by UNDP on 

this count are defined as covering "additional, clearly identifiable, costs" incurred by the 

Agency in carrying out UNDP projects. However this theory is not translated into practice 

since reimbursement takes the form of lump-sum payments calculated as a percentage-of -

"project costs"; hence the nature and cost of the items included escapes UNDP control 

totally. 
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47. For UNDP itself "overhead costs" do not seem to have been defined. In practice, they 

current lyembrace all, or almost all, ofthe costs which, for whatever reason, a r eno t 

charged to "project costs". They thusencompass not only the costsof policy-making and 

general direction byUNDP Headquarters andof administration, both at the headquarters , 

and field levels, but also functions vitally related to the programmes themselves. Thus they 

include substantivedivisions at headquarters and Resident Representatives andtheir staffs, 

allof whomplay aconsiderable ro le in such matters asprogramming, project formulation 

andoverseeingexecution, evaluationandfollow-up. 

43. TheStudy therefore concludes that it i sbo th important and urgent to arrive at some 

clearer distinction between the th reema inca tegor i e so f expenditure- "project" costs, 

"programme support" costs and"general administrative" costs. It does not attempt tomake 

any precise definitions- the exact dividing-line in eachcase i sbound tobe disputedand, in 

practice, canon lybebasedoncommon-sense , conventional arrangements - but does give 

some general guidelines a s t o h o w t h i s clarification mightbebrought about. 

E. Overheadcostsof theExecut ing Agencies 

45. The Capacity Study has approached this complex and highly technical subject with some 

diffidence, s i n c e i t w a s dealt with authoritatively earlier t h i s y e a r b y M r . MauriceEertrand 

of the^IU. 1^ Yet, it is of such p r ime impor t ance f roman operational point of view, and 

bears so directly onthe assessment ofthe system's capacity for effective and economic per­

formance, that it demands verycareful attention. 

50. Mr.Bertrand concludedthatonlytheintroductionof an itemizedcost accounting system 

wouldprovide f iguresonwhich tobase valid proposals for fixingan^ean rate of overhead 

costs as a b a s i s o f calculation, but the lackof technical resources made this an impossible 

proposition for the t imebeing. He therefore proposed that, as a f i r s t s t e p i n t h i s d i r e c t i o n , 

UNDP might earmark small additional credits tof inancestudies in the Agencies directed at 

introducing modern methods, including itemizedoperational accounting. 

51. His repor t , and the independentenquiries undertaken by the Study, show that the present 

situation is highly unsatisfactory from all pointsof view. The Specialized Agencies complain 

that the amountof overheads paid fallwell short ofthe level of actual expenditures. UNDP 

h a s n o w a y of knowing how funds a r e u s e d o r whether they are usedproperly, especially since 

they areoften inextricably mixedwith funds originating in regularbudgets. Member govern­

ments a r ea l so l e f t without any precise information as tohow their contributions havebeen 

1/ Report on the Overhead Costs of Extra-Budgetary Programmes and on Methods of 
measuring Performance and Costs (doc. JIU/REP/6S/2). 
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spent and the Governing Council has no instrument for assessing performances by measuring 

benefits against cost. The result of all this confusion is that both governments and individuals 

tend to speak of the "excessive cost" of the programme whereas, at the moment, there is no 

way of knowing with certainty what the true cost i s . 

52. The Study has therefore tried to work out a pragmatic approach which would at least 

throw a little more light on the situation than at present, and also promote a move in the 

direction of the ultimate aim of cost accounting rightly advocated by Mr. Bertrand. 

53. There are, in theory, three ways of dealing with overheads: charging the full amount 

to the regular budgets of the Agencies concerned, by leaving them to absorb all costs not 

related to direct expenditures in field operations; charging to UNDP the full cost of identi­

fiable and specific support services provided by the Agencies, in addition to direct expen­

ditures on field operations; or dividing the cost of all overheads between the two, on an arbi­

t r a ry percentage basis. This last - which in practice would open the way to an infinite number 

of permutations and combinations - is the method applied at present and which, for the rea­

sons given in paragraph 51, has proved so unsatisfactory. The Capacity Study believes that 

any system which attempts to apportion this category of costs between UNDP and the 

Executing Agencies on this basis is doomed to failure because the division must inevitably 

be arbitrary and can only lead to disagreement and fuzziness. It is therefore necessary to 

opt for one of the extremes. 

54. One school of thought would argue that the support services ostensibly covered by over­

heads - which include programming, formulation of projects and other policy mat ters , as 

well as technical and administrative backing of projects - are a natural function of the 

Specialized Agencies and should therefore be rendered as part of their normal constitutional 

tasks and supported by their regular, assessed budgets. A corollary of that argument is 

that development operations financed by UNDP have now become the lifeblood of their sub­

stantive role and that UNDP should not be asked to finance, in addition to a large part of the 

Agencies' most important activities, a large part of their constitutional costs as well. Some . 

exponents of this view also consider that the elimination of overheads would discourage the 

excessive promotion of projects that occurs at the present time, often with little relation to 

countries' own priorities. As one correspondent wrote; "if the Agencies want to play golf 

on the UNDP course, let them buy their own golf-clubs. " 

55. After much thought, however, the Capacity Study has concluded that the method which 

would fit in best with the framework and philosophy which it is proposing for the UN develop­

ment system in the future is to charge all identifiable and specific overhead costs to UNDP. 

There are several good reasons for this . Fi rs t , such a system would enable UNDP to make 

rational use of "the power of the purse" in a way that has not been possible up to the present, 
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and wouldensure tha tUNDPobta inedfromthe Agencies the services that it required, and 

for which it was paying, and that thesese rv ices were used in an integratedand consistent 

manner. Secondly, byg iv ingUNDPaproper degree of financial control, it would reinforce 

the concept of the Administrator's full accountability, l as t ly , it would give thesys tem and 

governments a c l e a r e r indication of t hecos tbo th of the progran^^neas awholeandof indi­

vidual projects, and of the various elements of which that cost is composed; in this way a 

first s t epwouldbemade toward the introduction of cost accounting advocated b y M r . 

Bertrand. TheStudy thereforerecommendstheadopt ion of asys tem along these l ines . 

5^. The question, then, is how itcould be put into practice. The Study believes that it 

could be doneby: 

^ defining the type of "overhead" expenses which should be charged to projects; 

and 

^ defining"overheadcosts" generally in s u c h a w a y as to separategeneral 

administrative expenses ^including costsof direction, policy formulation and 

administrations f rom"programmesuppor t expenses". It could beargued, in 

theory, that the latter should a l sobe apportioned to individual projectbudgets, 

bu t fo rp rac t i ca l ando the r reasons, it seems preferable to lump them together 

as serving "programmes". 

57. As regards the first of theseproposals , cer ta incategoriesof expenses incurred by the 

Agencies in direct connection with projects ^administrativeand technical backstoppingand 

overall supervisions would be charged toproject costs as reflected in project budgets; an 

effort should progressively be made to ident i fyandstandardizesuchexpenses . Afur ther 

explanation of how this might be done i sg iven in sub-sectionD below on"The project budget", 

notably in paragraphs ^5-27. 

53. The handling of more general consultative services performed by the Agencies in such 

matters as programming, project formulation, and policy questions relating toUNDP-financed 

programmes is more complex. 1^ It would beessent ia l for the services whichUNDP was 

financing t o b e clearly identified and separated from the other expendituresand functions of 

the Agencies. To th isend UNDP would have to negotiate witheach Agency, an agreement 

whereby the latter would undertake to provide consultant services toUNDP in the preparation 

of country, regional and global programmes t o b e financed byUNDPand in the selection of 

projects, whileUNDP, for its part, wouldpay an agreed fee for theseservices and become, 

1^ T o t h i s l i s t i t will probably be necessary toadd some of the functions which they will 
be performing in the information systemdescribed in Chapter Six, i f th i s i sadopted . 
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as it were, ac l ientof theconsul tant . UNDP would, however, have theresponsibil i ty for 

deciding how theadvice received should be applied. 

52. TheCapacity Study has consideredcarefully how these Agency consultant services 

could bes tbe organized. It was im^pressed by thear rangementsmade for a s i m i l a r purpose 

betweenlB^DandPACandUN^SCO. Under these arrangements, which have already been 

referred to earlier, 1^ the Bank reimburses 75pe r cent of the sa la r ieso t Agency head-

o^uartersstaff working on their joint programmesand pays the travel and subsistence 

expensesof staff members participating in Bank missions, as well as expenses connected 

with documentation and its reproduction and translation. In return, the Bank has s o m e s a y i n 

the appointment of the membersof thesegroups , and receives the results of their work. This 

system appears to have worked to the mutual satisfaction of the parties involved, and there 

seemsgood reason to believe that some similar arrangement betweenUNDPand its Par t ic i ­

pating Agencies would haveadistinctin^provement over the present situation. It would have 

theadvantage of identifying and separating, on the one hand, the general consultative function 

of the Agencies predominantly related to programming, but also to other general aspects of 

theovera l l programme ^follow-up, evaluation, etc.^, and, on theother , those functions wl^ich 

directly relate to theexecution of individual projects. Dike the alternative described in 

paragraph 54, this sy s t emwou lda l so r emove - or at least reduce - t h e i n c e n t i v e s f o r t h e 

n^ultiplication of projects whichexist unchecked at present. It would, a t t h e s a m e t i m e , 

ensure thatUNDP, through the exercise of financial control, received the kind of services it 

required, without interfering in the internal arrangementsof each Agency, since thestaffs 

concernedwouldoperate under theexclus iveauthor i tyof theExecut iveHeadof the Agency, 

as in the case of agreements concluded with IBI^D. 

^0. Obviously, if this proposalwereaccepted in principle, practical arrangements would 

have t o b e made for organizing thework and sharing the costsof thestaffs concerned, par­

ticularly where, for reasons of economy, the samestaff members had t o p u r s u e m o r e than 

oneact ivi ty^e.g. staff already assigned to the IBI^D-Agency co-operative programmes in the 

caseofPAOandUN^SCC^. These details would have t o b e worked out later, onceapol icy 

decision had been taken. Something needs t o b e s a i d about project formulation, however, 

since thisfunctionconstitutes a s p e c i a l c a s e . In paragraph 53 above, i t ha sbeencoup ledwi th 

programming but^ if the principle ^f^har^in^ 

is followed through logically, thecos t entailed in its formulation should a l sobe included there 

Chapter Pive, para .137. 
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^see paragraph ^7 below^. 1^ Difficulty wouldonly arise whenaproject in processof formu­

lation was abandoned as unfeasible, with the result that there would be no project budget from 

which t h e c o s t o f i t s i n i t i a l phases could be defrayedsubse^uently. On ly in thesecases 

should these preliminary cos tsbe chargedunder the consultancy agreements r e f e r r e d t o i n 

the previous paragraph. Moreover, such reimbursement byUNDP should b e l i m i t e d t o p r o -

jects which can be shown tohavebeen included in the "country programme" of the country 

concerned, as adeter rent against unplannedprojectpromotion. 

C. Con^mon budgetary and accounting practices 

^ 1 . TheCapacity Study has followedwithgreat interest the various recent initiatives 

directed toward establishingcon^monbudgetarystandards andclassificationsand fostering 

uniform methodsof budgets andof accounts throughout theUNsys tem. It has carefully 

studied therecommendat ionsmadein this r e s p e c t b y M r . McCandlessinhis report to 

ACAB^. 2^ 3^ ^h i l e noting his conclusion that adoption of uniform budget presentation by 

all Agencies i s n o t f e a s i b l e a t the present tin^e, and that more study isreo^uired, it strongly 

endorses hisrecon^mendation that Agencies could andshouldstartproducingcompatible 

budget presentations. UNDPshould certainly encourageand assist all such moves inevery 

possible way since, a s t h e a p e x o f the UNsystemof operational activities, it wouldgreatly 

benefit f romanincreasedcomparabi l i tyof data included in the separatebudgets of inter­

national organizations or Agencies involved inoperations. Atthen^oment, a s M r . 

McCandless points out, 4^ one of then^ost obvious differencesbetween Agency budgets relates 

to their treatment of extra-budgetary funds, of which the major part is made upof UNDP funds; 

someshowü t t l e or no information on this while, at the other endof thesca l e , one or two 

showUNDP-financedprogrammes s i d e b y s i d e with related programmes in their regular 

budgets. In thisconnection the Study supports the viewof the Ad HbcCommittee of Experts 

that Agency budgets should be comprehensiveand show programmes financed from both 

1^ The a l te rna t ivewouldbeto inc ludethe cost of project formulation in theconsultancy 
serviceagreements with Agenciesdescribed in para. 52, on thegrounds that this wouldentail 
simpler budgeting and accounting. However, it would not permitacalcula t ion of the total 
costs of an individual project or acomparison of Agencies 'operat ingcosts with those, say, of 
anoutsideconsul t ingfirm, whichwould include all such features. The Capacity Study would 
therefore prefer the alternative described in the text t o b e applied, a t l e a s tonanexpe r imen ta l 
basis , subject to rev iewaf te r two yea r s . 

2^ Budget Presentation in the UN System,A Study for the ACABQ. 

3^ See also Chapter Six, paras . 13^-132. 

4^ Op. cit. page 12. 
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budgetary andextra-budgetary funds. Only by steady progress toward bothcompatibility 

and comprehensiveness cou ldamore completepicture onoperationalprogrammes emerge 

fortheinformation, notonlyofinternationalexecutives, but alsoof governments. 

^2. Some of the recommendationsof the present repor t should facilitate this process. Mr. 

McCandless, for example, states thatoneobstacleimpedingcomprehensivepr^esentation 

derives from the non-availability of information onUNDP projects which have notbeen 

approvedat the time the Agency budget is prepared, but which aresubseo^uently approved 

during thesamebudget year, and that this hasbeen aggravated by the latest change in pro­

cedures for approving TA projects. 1^ Thisobstacle would disappear with the introduction 

of aprogramn^ingsystem along the lines proposed inChapte rP ive , andsuppor tedbythe 

financial arrangements described in Section II, since the country programme would specify 

t h e a r e a s o f activity towhichUNDPco-operation would be directed, andconta ina"s la te '^ 

of thosespecific projects which could be identified from the outset, with an approximate 

indication of the expected cost of each area or project, within the indicative planning figure. 

^ h i l e these estimates might subsequently berev ised , or more projects added within t h e a r e a s 

of act ivi tyagreedwiththegovernment . Agencies would havean^uchc l ea re rv i ewaheadof the 

nature and scope of their ant ic ipatedact ivi t ies ineachcountry than at present, andcertainly 

sufficient to n^akereasonablyaccurateforecasts of what might beexpected in thewayof new 

UNDP projects for each budget year. 

^3 . Por reasonss imi lar to thosese t out above, the Study also fully concurs with the opinion 

expressedbyMr . Bertrand in h i s la tes t report 2^ that Agencies'budgets " shou ldbepre -

sentedaccording to preciseclassification by p rogramn^eandshou ldg iveac lea r description, 

basedonaun i fo rm method, of all the funds used", andwith his morespecif ic recommen­

dation that " . . . at l e a s t a s u m m a r y budget of the fundsallocated annually byUNDP, for 

both the S P a n d t h e T A component, should be compiledeach year and should forecast, in 

particular, theapportionment of fundsbyExecuting Agency and t heb road l ine so f 

execution.^ 3^ Hereagain, not only would programmebudgeting greatly facilitateUNDP's 

control of theoperations which it finances, which is anessent ia laspect of the Administrator's 

"accountability" but the adoption of the Capacity Study's main recommendations, rooted as 

they areintheprogran^n^e concept rather thanon the individual project approach, would, in 

its turn, n^aketh^e introduction of programme bud^etin^mucheasier than it might otherwise 

be. 

1̂  Budget Presentation in theUN System, op. cit. page !4 . 

2^ Draft repor t on Programming and Budgets in theUnited Nations Pamily of Organ­
izations, ^unel2^2, page^O, para. 4 .1 

3^ Op. cit. page^3 , paragraph 4.2, proposal^l^. 
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^4. Pinally, the introduction of com^^non principles of accountingandparticularlyof aun i -

forn^systemof cost-accounting wouldalsobeofn^uch practical in^portance for UNDP. 

Amongother advantages it would facil i tateaccurate calculation of theamountsof Agency over-

headcos t s t o b e included in project budgets. 

D. Theproject budget 

^5. Project budgets are particularly important since they should determine thebulk of 

UNDPexpenditures and reflect the fact that p r o j e c t s a r e a j o i n t venture of UNDPand the 

government to support anobjectivewhich is thegovernment 's owndevelopmentobjective. As 

indicated in ChapterPive, 1^ therefore, the project budget should be included in the planof 

operation. Itshouldencon^pass all the inputsandexpendituresnecessary for the operation 

andcompletion of the project during its lifetime, whether provided by thegovernmentorUNDP. 

^^. Aproject budget shouldserve four n^ain purposes; 

â̂  i tshouldprovide a b a s i s f o r sharing the cost of the project between thegovern-

ment and UNDP ^this will be discussed in paragraphs73-34^; 

^ it should providean instrument of control forUNDPprojectexpenditures; for 

that purpose the totalUNDP contribution toproject costs should bebroken down 

into successive annualestimates of project expenditures; 

^ it should establish the counterpart project obligations of therecipient govern­

ment in as precise andreal is t ic amanner aspossible and thus facilitate con­

t ro l of thegovernment 's contributions; 

^ it should facilitate thegradualassu^nption by thegovernmentof full respon­

sibility for the project, th roughaprogress ive increase of thegovernment 's 

contribution, and make thegovernment aware of the exact amountof the 

recurr ingcosts which it would have toassun^esingle-handedlyoncon^pletion 

of UNDP assistance. 

^1^ Composition of the project budget 

^7. In order to achieve thesea ims , the project budget should include the following items; 

â̂  Capital inputs; factual additional expenditures^ 

- equipment ^whether imported or local ly purchased^ 

- constructionof newbuildings 

- furniture 

- vehicles 

- other inputs 

1^ Pa ras .33-32 . 
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^ Operating costs; factual additional expenditures^ 

- costsof experts; sa lar iesand related allowance, expressed inUS dollars 

- cost of experts; fieldallotments in local currency 

-pro jec t overheadcostsof the Executing Agency ^including identifiable costs 

of earlier project formulations 

- costof government personnel required f o r t h e p r o j e c t b u t n o t o n present 

payroll 

- cost of fellowships 

- cost of maintenance, repairs , rent, etc. 

^ Government counterpart obligations in kind; ^basedon actual cost o r a 

realistic current valuations 

-exis t ing buildings 

- staff already on payroll 

- general administrativesupport. 

^3. All monetary valuesshould be expressed inUS dollars; when the expenditures are to 

be made in loca lcu r rency both theamount in that currency and its equivalent inUS dollars 

should be given. 

^2. Government contribution in kind presents ancore difficult problem. In the past its 

value has often been deliberately inflated in order tosat isfy general cri teria about the rough 

proportion of the total cost of aSpecialPund project which ought t o b e met by the government. 

This seemed to supplyagood argument for recommending that the project budget should make 

n o a t t e m p t t o a s s e s s the monetary value of government contributions in kind but should merely 

list and describe the various iten^s. However, careful consideration r evea ledamajo r dis­

advantage in such an approach. Theprominencegivento"addi t ional" expenditure, and the 

lack of any costing of the existing inputs supplied by thegovernment, wouldcamouflagethe 

to ta lcos tof adevelopn^ent project and its in^pl icat ionsfor theal ternat iveusesof scarce 

government resources, thus making it impossible to calculate theopportunity cost of agiven 

project. The primary aim of UNDPshould not be toge t governments tospend additional 

moneyon development projects ^so a s toprov ide evidenceof the government's serious com­

mitment toapro jec t^but to help it to manage its total r e s o u r c e s - existing and f u t u r e - i n 

s u c h a w a y as toge t the best return in ter^nsofdevelopn^ent. Onthesegrounds, therefore, 

the Capacity Studyconcluded that there was no al ternat ivebut to continue to cost govern­

ment contribution in kind, although it isevident that, if these e s t i m a t e s a r e t o s e r v e the pur­

pose outlined here, adeterminedeffort must be made to make them more realistic. Other­

wise they are worse than useless. The Capacity Study proposalsshould markedly reduce the 

p re sen tp re s su res to in f l a t e theva lueo f government contribution in kind, however, notably 

in their emphasison programme objectives andonacons t ruc t ive approach to absorptive 
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capacity which would tailor obligations according to the varying means of therecipients . 1^ 

70. The item for the project overheadcosts of the Executing Agency should be calculated 

to re in^burse the Agency retroactively for identifiableexpenses it has incurred in the form­

ulation of an approved project and to compensa te i t fo r thosewhich i t expects to incur after 

the project hasbeenapproved, e .g . onadministrative and technical backstoppingand super-

v i s ionof thepro jec t s , as well as reporting, evaluationand follow-up activities directly 

connectedwithi ts execution. The calculation shouldexclude the contribution to the above 

funct ionsmadebyf ie ldpersonneld i rec t lyemployedontheprojec t . 

71. Pending the introduction of elen^ents of acost-accountingsystem, which must be 

achievedas soonasposs ib le , it wouldprobablybenecessary initially to calculate the amount 

o f t h e s e o v e r h e a d s i n a l u m p sumca lcu la t edonacommon-sensebas i s . However, UNDP 

shouldprogressively try to identify individual items and tos tandard izecer ta incos te lements . 

Por instance, i t m i g h t b e r e l a t i v e l y e a s y t o c a l c u l a t e t h e averagecostof recruiting project 

personnel and include it as a sepa ra t e i t eminAgenc ie s ' p ro j ec tove rheads . Everyelement 

of overheads so identifiedand standardized should be charged separately to the project budget 

and the lump sum diminished proportionately. 

72. In t hecase of executing agents contractedouts idetheUNsystem, theent i re cost of 

the contract might be entered into the projectbudget under the i ten^of"operat ingcosts" , 

without anybreakdown, since this would includecosts of project formulation, where these 

had been incurred, andalso of administrativebackstopping and technical supervision. Except 

for the profit element in t h e c a s e of suchexecuting agents, all project budgets wouldcontain 

t h e s a m e types of expenditures, i r respec t iveof themode of execution, andwouldoffer an 

e a s i e r b a s i s f o r comparison. 

^ The use of government resources inUNDP-ass is ted projects 

73. Under the present system, the obligations falling on recipientgovernmentsforUNDP 

projects areboth manifold and inconsistent, as shown in the l i s t below. Onebasicdis t inc-

t ionbetweenthetwocomponentsof UNDP is thatgovernment counterpart contributions for 

SP projects, whether i n c a s h o r in kind, are listed in detail in plans of operation, whereas, 

fo rTApro jec t s , they are expressed in ve rygene ra l t e rmson ly in bas icagreements . 

See paras . 73-34 below. 
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Present distribution of local costs 

TA SP 

1. I^ocal living costsof experts. 

2. I^ocal administrative and clerical services 
including necessarylocal secretarial help, 
interpreter, translator and related ass is­
tance. 

3. Transportation of personnel, including 
local transport . 

4. Postageand telecommunications. 

5. Materials, equipment, supplies and labour 
available in the country. 

^. Professional services. 

7. Transportation of suppliesandeo^uipment 
within thecountry. 

3. Buildingsand office space. 

2. Medical facilities and services for inter­
national personnel. 

10. Costs of any taxes, duties, fees or lev ies 
which may be imposed on any firm or 
organization retained by SPorExecut ing 
Agency. 

cash 12^2^ of 
s tandardpro 
formacos tof 
experts 

in kind 

in kind 

in kind 

in kind 

in kind 

in kind 

in kind 

in kind 

not applicable 

cash 15^ of expert 
costs^includes 
i tems ^1^ through 

normally in kind, 
but, if the plan of 
operation so states, 
government can 
make a c a s h c o n t r i -
bution for these 
obligations. 

cash 

74. The payment of local costsby recipient governments formerly represented an important 

financial resource as it made it possible to obtain an increased proportion of the"matching" 

contribution of theUnited States. Because other "matchable" contributions haver isen , how­

ever, this particular factor does not operateat present. 

75. The present systemof government contributionsis compücatedreo^uiringcumbersome 

administration inUNDPand in the Agencies, and is not easily understood by recipient govern­

ments. It tendsboth to inflate the government's contribution in terms of existing local facili­

ties and personnel already on thegovernment payroll, and to overestimate its ability to 

supply additional personnel and facilities. 
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73. Its main failing,however,is i ts lack of flexibility. There is no means of graduating the 

reo^uirementsaccording to therecipient country's economicand financial circumstances. 

Thesys t emthus tends to pose unreasonableand unrealistic burdens on the lesswel lendowed 

among developing countries, obliging them to provide costly new facilities, suchasbuildings 

andeo^uipment, which notonly entail ser iousbudgetaryconstraintsbut may alsoaggravate 

balanceof payments problen^sby requiring the expenditure of scarce foreignexchange on 

importedcomponents. 1^ 

77. In t h e c a s e of suchcountr ies , theUNDP contribution shouldcertainly cover all foreign 

exchange costs, evenwhere these fo rmpar t of a loca l facility or capital input. 2^ In some 

cases it might also be justified for it t ocover part of the local cu r r encycos t so fap ro j ec t . 

This could apply both to the local currency costsof new buildings or equipment 3^ indispen­

sable for the project and to the operating costs of the project. 1^ 

73. The Capacity Study recommends thereplacement of the present systems of "local costs" 

contributions by one of sharing the total costs of the project set out inacon^prehensive pro-

jectbudget^except for thegovernment 's contribution in kind and the Agency overheads^ accord­

ing to the principle that thegovernment ' s sha re in the costsshould reflect its economicand 

financial circumstances. UNDP's sha re shou ldcove r the rema inde r of the costs. 

72. P o r t h e m a j o r i t y o f recipient countries this would mean, in practice, that the Governing 

Counci lwouldprescr ibeas tandard formula similar to that usedat present, i . e . UNDP would 

defray all foreignexchangecostsandtherecipientgovernn^ent all local currencycosts , in-

cludingaport ion of the local living costsof international project personnel. However, the 

Governing Councilwouldalsoauthorize the Adn^inistrator to approve variations fromthe 

"normal"formula, whereby governments with relatively greater financial resources would 

provide more than the norm, 4^ while those less well endowed would provide less than the 

norm, it being understood, however, that the principle of the recipient government's par­

ticipation in the cost of the project would be maintained in a l l ca se s . The Administrator 

1^ Thel^eport of the Commission on International D e v e l o p m e n t s . cit, p.177^ underlines 
this problem and recommends that, on balance, donorsshould take^geñerous view of local 
costs. It specificallyrecommends^p.l20^that "Donors should give financial assistance for 
local recurring expendituresand for equipment, transport, and other supplies in connection 
with technical assistance projects ." 

2^ This is a c a s e where the use of grants-in-aid from the Capital Development Pund as pro­
posed in ChapterPour^para.31^n^ight appropriately beapplied to the less-developedcountries 
with very reduced budgetary and foreignexchangeresources. 

3^ Again, the grant-in-aid formula might be applied here. 

4^ Pending the elaboration of guidelines by the Governing Council, the Administrator might 
be instructued to balance these two categories, so far as possible, financially, so that the 
total net effect on UNDP resources would be negligible. 
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would per iodica l ly s u b m i t a r e p o r t on suchexcep t i ons to the Governing Council for i t s con­

s idera t ion a n d c o n f i r m a t i o n ^ o r amendments . 

30. ^ h e r e v e r y g rea t financial s t r ingency ex i s t s , UNDP might bear a l l those loca l c u r r e n c y 

c o s t s d i r e c t l y assoc ia ted wi thUNDP par t ic ipa t ion whichwould d isappear when that p a r t i c i -

p a t i o n c e a s e d . In e x t r e m e cases UNDP c o u l d a l s o c a r r y p a r t o f t h e s a l a r i e s of coun te rpa r t 

persom^el not on the pay ro l l of t h e g o v e r n m e n t when the pro jec t s t a r t ed . A r r a n g e m e n t s of 

th is kind would be spec ia l ly appropr ia te for p ro jec t s expected, if successful , to p roduce 

sufficient revenue w i t h w h i c h t o f i n a n c e the i r own r e c u r r e n t costs once they a r e o f f the grounds 

31 . P ro jec t cos ts would be phased so that the financial r e s p o n s i b i l i t i e s o f t h e g o v e r n m e n t 

would i n c r e a s e g r a d u a l l y during the life of the p ro jec t . Short ly b e f o r e U N D P par t i c ipa t ion 

was scheduled to end, t h e g o v e r n m e n t s h o u l d b e ca r ry ing the leve l of expendi tures expected 

to devolve upon it af ter the withdrawal of UNDP. 

32. In countr ies w h e r e U N D P a g r e e d to p a y a l a r g e r p ropor t ion o f p r o j e c t c o s t s , t h e r e 

s h o u l d a l s o b e a r e l a t i v e i n c r e a s e in indicat ive planning f igures so a s t o e n s u r e t h a t t h e l e v e l 

of act ivi t ies in t he l e s s - endowed countr ies maintained a p r o p e r propor t ion i n r e l a t i o n t o t h a t 

in o ther recipient coun t r i e s . 

33. A s i m i l a r fo rmula could a l s o a p p l y to the contr ibut ion which g o v e r n m e n t s m a k e t o w a r d s 

operat ing expenses of UNDPf ie ldo f f i ces . At p re sen t t h e r e i s no d iscern ib le r a t i o n a l e i n 

establ ishing the amount and fo rmof government support for I^es iden t l^epresen ta t ives and 

the i r offices; both a r e d e t e r m i n e d by what can be negotiated by the I^es iden t l^epresen ta t ive , 

and factors such as the s i z e o f t h e p r o g r a m m e a n d t h e n e e d s a n d r e s o u r c e s o f t h e country, 

have no d i r e c t b e a r i n g o n the outcome. 

34. In future t h e " n o r m a l " a r r angemen t s c o u l d c o n s i s t o f UNDP covering t h e c o s t of i n t e r -

na t i ona lpe r sonne l , of e x t e r n a l a n d i n t e r n a l t r a v e l a n d o f t r a n s p o r t faci l i t ies , w h i l e t h e govern­

ment p r o v i d e d o f f i c e s p a c e ^ i n k i n d o r b y payment of rentals a n d f u n d s f o r n ^ a i n t e n a n c e , s a l -

a r i e s of local staff, communica t ionsand s o o n , v a r i a t i o n s from "norma l" a r r a n g e m e n t s 

c o u l d b e a u t h o r i z e d b y t h e Adminis t ra to r and n e g o t i a t e d w i t h t h e g o v e r n m e n t s o n t h e s a m e 

bas i s for project c o s t s . 
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E. Thebudget for programme support services 

35. Thisbudget, preparedannually by the Administrator andsubmitted to the Governing 

Council for approval, 1^ should contain forecasts of expenses related tothesubstantive 

support of progran^mes andprojects . These would cover direct support toprogrammes, 

particularly "country programmées" and shouldthereforebe considered as part of programme 

costs and not of generaladministrative costs. 

3^. Sinceprogramme support activities largelydeterminethe duality andproductivity of 

theprogrammes themselves, the amount of funds set a s i d e f o r t h a t p u r p o s e m u s t b e fixed 

at anadeo^uatelevel in relation to the size of programmesunderprepara t ionand execution 

during thebudget period, and must increaseproport ionatelywiththeminsubse^uent 

budgetary periods. Inadeo^uatefinancingof this vital functionwould b e a f a l s e economy, 

inevitablyleadingto awas t eo f r e s o u r c e s f a r m o r e costly in real te rms than the cost of the 

programme support itself. 

37. Por the reasons g ivenear l ier , thedetai leddefini t ionof"programmesupport expenses" 

m u s t b e b a s e d o n c o m m o n - s e n s e . Inp rac t i ca l t e rms , the UNDPbudget for programme sup­

port services could include; 

^ Costs of UNDPfield offices - since theydirectly support country programmes 

andprojects. 2^ This would alsoincludethe cost of sectoral technicaladvisers 

appointed inaccordance with arrangements described inChapter Seven. 3^ 

^ The cost of the regional Bureaux of UNDP Headquarters - t . e . of those organ­

izational units of UNDP which perform "line" duties of appraisingandrecom-

mendingapprovalof countryprogrammes andprojects andof providing day-to-

dayguidance in the implementation of projects. Thesepart icular costs should 

alsoincludethe estimated expenses of theserv ices of consultants t o b e called 

upon by UNDP tohe lpwi th suchgene ra l matters as programme appraisal and 

evaluation. 

1^ Since the Governing Councilwouldhaveapproved an indicative planning figure for pro­
gramme supportexpenses cove r ingape r iodof f iveyea r s , theannuales t imates couldalso 
include atentat iveproject ionof these expenses for thewholeper iod. 

2^ Pieldoffices also provide adminis t ra t ivesuppor tbut th is i sd i rec t ly l inked to pro­
gramme operations; moreover, it would be difficult tobreak up thebudgets of fieldoffices 
s i nceanumber of officials performboth functions. I t i s the re fo re sugges t ed tha t the entire 
costs of fieldoffices shouldbeincluded in the programmesupport budget. Ontheother hand, 
if theGoverningCounci lwishedtohavetheadminis t ra t ive costs of the fieldoffices distin­
guished fromthe strictly programme support activities^an attempt couldbemadetoident i fy 
the fo rmer and includethem in theBudget for General AdministrativeServices described in 
thenext sub-section. 

3^ Paras . 32-33. 
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^ The cost of supporting consultativegroups in the Specialized Agencies - t o 

rendergenera lconsu l ta t iveserv ices toUNDP as proposed in paragraphs 52-30 

above. 

P . Thebudget for general administrat iveservices 

33. Thegenera l administrative expensesof UNDP ^i.e. expenses relating to t h e c e n t r a l 

direction and administration of the programme, including various "staff" services s u c h a s 

formulation of general policies, servicing the Governing Council and o thersupervisory organs, 

finance, accounting, personnel, public information, rental and maintenance of headquarters 

accommodation, supplies, etc.^, cons t i tu teac lear ly different category. Although these 

services a r e a l s o vital to thesuccess of the programme, their cost should not necessari ly 

bear any direct relationship to the size of the programme. Governments have frequently 

stressed that these expensesshould not grow toorapidly and that adminis t ra t iveservices 

ought t o b e a b l e t o a b s o r b r e a s o n a b l e additional burdens without an automat icr ise in cost. 

Aseparatebudget for general administrative expenses 1^ should be submitted to the Govern­

ing Council annually for its approval. 

32. Theseparatepresenta t ionof budgets for programmesupport expenses a n d f o r g e n e r a l 

administrative expensesshould not inhibit the flexibility which is essential togood and 

economic administration. The Governing Council shouldtherefore approve appropriation 

decisions enabling the Administrator to utilizestaff flexibly within the total number of posts 

authorized underboth budgets, and to effect t ransfersbetween similar appropriations of the 

twobudgets^for instance, expenditure for travels, within authorized l imits. 

PB. FINANCIAD ANDPODIC^CONT^OD 

^0. The proper distribution of authority fô r financial decisions between the Governing 

Counci l^asthesupervisory and policy-making governmental organs and the Administrator of 

UNDP^as the Executive Head of UNDP responsible for operations^ i s a m a t t e r of major 

importance. As^a general rule the Capacity Study recommends that financial decisions having 

policyin^plications should be the domain of the Governing Council, whereasdecisions on 

oper^ationalmatters should be taken by the Administrator. 

1^ Hereagain, the Administrator could be expected tosubmit to the Counci laper iodic 
projection of expectedexpenditures over severa lyears within the indicative planning figure 
approved by the Council forgeneraladminis t ra t iveexpenses . 



Thus, the Governing Councilwould; 

^ approve a n d r e v i s e f r o m t i m e t o t i m e cri teriaof eligibility for UNDP assis­

tance and for the apportionment of resourcesbetweencountry programmes; 

^ approve and revise each subseo^uentyear; 

^ aglobalindicativeplanning figure coveringaperiod of f iveyears; 

^ aglobal allocationceil ingcoveringthe sameperiod; 

^iii^ theapportionment of resources for planning purposesbetween global, 

regional and country programmées, programme support and general 

administrativeexpenses^ and the^ork ingCapi ta land l^ese rvePund; 

îv̂  indicative country planning figuresfor all recipient countries. 

^ approve e a c h y e a r a c e r t a i n number of indicative country programmes andof 

regionalor global programmes; 

^ approve eachyearbudget est imatesforprogramn^esupport andgeneral 

administrative expenses; 

^ approve the"normal" arrangement for sharing project costs betweenUNDP 

and governments, periodically reviewing the upward anddownwarddeviations 

fromthe "norm" andprovidingguidance to the Administrator. 

22. In addition, the Governing Councilwould each year review various reports submitted 

t o i t b y t h e Administrator as abackground for itsfinancial decisions. Such information might 

include, amongother things; 

^ astatement summarizing project, programme support andgeneral adminis­

trative expenses incur reddur ing theprev iousyear . This wouldbe accompanied 

bythe Adminis t ra tor ' sprogress report on programmeperformance, covering 

eachcountry programme as well as regional andglobal programmes; 

^ astatement summarizingcountry by country andprogrammeby programme, 

UNDPact ivi t iesplannedfor thenext andsucceeding years and the allocations 

already made. 

Th is in format ionwouldg ive theGovern ingCounc i lagenera lv iewbothof thepas t performance 

of the programmeandof then^a in lines of i tsfuture development. 

23. The Administrator's financialresponsibilities wouldbeto approveindividualprojects 1̂  

within indicative country programmées endorsedbytheGoverning Council, to make consequent 

allocations, and to adminis te r thebudgets forprogrammesuppor t and for general administra­

tive expenses within the l imi t s established by the Council. TheAdn^inistratorwoulddelegate 

1^ SeeChapterPive , para. 25. 
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some of his powers, particularly those relating to the approval of individual projects and 

to making consequent allocation of funds, as appropriate, to the Directorsof regional 

Bureaux and to the^esidentl^epresentatives. At all t imes , however, he would remain fully 

responsible for all the fundsentrusted to him andwould be fully accountable to the Governing 

Council for their use . In order to underline the Adminis t ra tor ' s role in this respect it 

might beappropriate to make him thecustodian of theUNDPaccount, ins teadof the 

Secretary-General a s a t present. 

^ . ESTIMATED COSTS OFIMPDEMENTINGTHE RECOMMENDATIONS 
OF TBE CAPACIT^STUD^ 

24. Clearly the Governing Councilwillwish to haveareasonable idea of t hecos t of the pro­

posals advanced by the Study. Dike"capacity", " cos t " i s not easily defined, ^ h a t m u s t c o n -

cernUNDP is the ul t imatecost of the operation re la ted to the actual results achieved by the 

p rogrammeas awhole and by individual projects, ^ h i l e s o m e i d e a o f cost canbede r ived 

f roman analysis of pre-investment projects which have, o rhavenot , attracted investment, 

it is virtually impossible, for example, t o a s s e s s t h e v a l u e o r l o s s relative to asuccessful 

or unsuccessful institute. T h i s i s n o t t o s u g g e s t t h a t c o s t accounting i s n o t essential for the 

UNdevelopment system. I t i s , and i smen t ioned earl ier in thisChapter . 

25. The Study has madeadetai ledcalculat ion of poss iblecosts , but after careful consider­

ation has not reproduced it in detail in thel^eport for several reasons; the present lackof 

cost accounting, which makes it impossible to allocate expenditure to specific functions and 

projects; the tentative natureofproject ionsofexpendi turemadefor anun t r i edsys tem; and 

thein^possibility of predicting inflationary movementsin different parts ofthe world,etc. 

Again,when considering the figures which follow, it mustbeapprecia ted that it is very diffi­

cult tocon^pare costs as reflected in the present financial and budgetarysystem andcosts as 

they would be shown following therecomn^endations oftheStudy. 

2^. In common-sense terms, the operating cost in 1233 of the programme toUNDP and the 

Agencies, i . e . excludingdirectpro^ect costs of approximatelyUS^130 million, appears to 

havebeenaboutUS^42 million, made up of; 

^ ^UNDPbudget^or^programi^me^s^upportand^n^ral ^ ^ 

administrative expenses US^17million 

^ Agencies overhead costs reimbursed by UNDP US^12 million 

ĉ̂  Agencies'overheadcosts financed by regularbudgets . l^ US^13million 

1^ Studies madeby several Agencies indicated that their total costs inexecutingUNDP pro­
jects amounted toapproximately 20 per cen tof theexpendi tureoneach project. 
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27. Bearing in mind thereserva t ions in paragraph 25, t h e c o s t t o U N D P o f t h e s a m e 

operation, under thesys tem recommended by the Study, i s e s t i m a t e d t o b e ; 

^ programmesupport services, including payments to Agencies US^25 million 

^ projectoverheadcosts US^20 million 

^c^ general administrative expenses US^4 million 

23. The above figures are tenta t ivebut theStudyconsiders them sufficiently reliable to 

indicatethatthecostofrunningUNDPwould,ini t ial ly,beaboutthesameunderei ther system. Two 

miajor changes, however, are involved. First , thesysten^recomn^endedbythe Study appearsto 

raisethedirectcosttoUNDPfromUS^33milliontoUS^42million. Thisfigure, however, must be 

relatedto UNDP'sbudgetforl270which isest imatedtobe about US^3mill ionmorethanl2^3. 

Fur thermore , a significant part of the remaining US^7 million should be offset by reductions in the 

budgets ofExecuting Agencies. 

22. The Agencies, underthe system recommended bythe Study, would be receiving substan­

tial amountsbothforprogran^mesupportandforproject overhead costs. These costs, infuture, 

could be n^uchmoredirectlyrelated than atpresent tothe services actuallyperforn^ed, and the 

Agencies should be ableto make corresponding reductions intheir regular budgets. Nodoubt 

governments would wishtoensurethat thiswasdone. 

100. Second, whenassessingthe"cost" of an operation administered onthe lines recommended 

bytheStudy, governments should take into account the followingadvantages; 

F i r s t , arational distribution of expenditure wouldbe reflected in accounts; 

Second, all concerned wouldhayean^uchbetter knowledge ofhowmoneyis being spent; 

Third , the principle of accountabilitywould be appliedinpractice; and 

Fourth, with effective financial control,thosemanaging UNDPshouldbe able^atamini-

mum^ to identifyn^uchn^ore^uicklythoseprojectsthatwere not justifying expenditure 

andeliminatethem^the"deadwood"^. l ^ T h i s is where anyincreaseinprogrammesup-

port costs wouldbemorethan offset bysavings arisingfrom thecancellation ofunsuccess-

fulelements in theac tua l development operation; 

Fifth, andmostimportant of all ,UN development co-operation would be administered 

systematicallyandefficiently,withbenefittoallMember States andthe UN systemitself. 

101. If theprogrammeweretobedoubled ^to about US^330millionbasic project costs^the 

Study'sprojections, calculated underi ts ownprocedures, indicatethatthe aggregatecosts ofpro-

gramn^e support,project overheads,and general administrative services, wouldbe approximately 

US^30 million, or22per cent ofbasic project costs compared to 23 per cent at present. 

1^ Chapter One, para. 22. 
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SUMMARY OF PRINCIPAL RECOMMENDATIONS 

1. Funds made available for development pu rposes through the va r ious components of the 
UN development s y s t e m should increas ingly be channelled through one cen t r a l point. 

2. The accounts of the TA component and of the SF component of UNDP should be m e r g e d . 

3. A financial s y s t e m should be introduced which would provide the n e c e s s a r y f r amework 
for the UN Development Co-operat ion Cycle. It should c o m p r i s e ; 

(a) the es tab l i shment of global indicative planning f igures , approved by the Governing 
Council to cover a per iod of five y e a r s , and r e v i s e d annually, and d i s t r ibu ted 
between the var ious types of p r o g r a m m e s and expendi tures ; 

(b) the es tab l i shment of global allocation ce i l ings , a lso approved by the Governing 
Council for a per iod of five yea r s and rev i sed annually; the A d m i n i s t r a t o r should 
be allowed to make allocations against ant icipated income (within approved 
allocation ceil ings); 

(c) the introduct ion of a single method of financing p ro jec t s based on the p r e s e n t 
financing p rocedu re s for the TA component. 

4. A budgetary sys t em should be introduced which would dis t inguish between t h r e e c a t e ­
gor ies of expendi ture , namely, project expenses , p r o g r a m m e support expenses and gene ra l 
adminis t ra t ive expenses , and would absorb the cost of identifiable and specific suppor t s e r ­
vices provided by the Agencies under the f i r s t two of these heads, so modifying the p r e s e n t 
sys tem of pe rcen tage payment for overheads . 

(a) The projec t budget should include: 

(i) all expendi tures n e c e s s a r y for the implementa t ion of the pro jec t , whether 
financed by UNDP o r the government; 

(ii) overhead cos ts of Executing Agencies r e l a t ed to formulat ion, t echnica l and 
admin is t ra t ive backstopping and superv i s ion of p r o j e c t s , should be p r o ­
g r e s s i v e l y identified and s tandardized; 

(b) The p r o g r a m m e support s e rv i ces budget, approved each y e a r by the Governing 
Council, should contain: 

(i) e s t i m a t e s of expenditures connected with the maintenance of those uni ts of 
UNDP which provide "l ine" authori ty, i. e. the Regional Bureaux at head­
q u a r t e r s and the offices of the Resident Rep re sen t a t i ve s ; 

(ii) e s t i m a t e s of expenditure re la ted to "consultat ive s e r v i c e s " to be provided by 
the Agencies in advising UNDP on p r o g r a m m i n g and other gene ra l pol icy 
m a t t e r s ; 

(c) The genera l adminis t ra t ive se rv ices budget, approved each year by the Governing 
Council , should contain e s t ima tes of expendi tures connected with the ma in tenance of 
the cen t r a l d i rect ion and of the "staff" s e r v i c e s at h e a d q u a r t e r s . 

5. The Agency consultat ive s e r v i c e s r e f e r r e d to under 4 (b) should be organized and paid 
for under an a r r a n g e m e n t s imi l a r to that operat ing between IBRD and ce r t a in Agenc ies . 

6. A flexible formula should be worked out allowing the Admin i s t r a to r to finance a l a r g e r 
proport ion of to ta l pro jec t expenses in the case of the l e s s well-endowed coun t r i e s , while 
countr ies enjoying a m o r e favourable economic and financial si tuation should be encouraged 
to pay a l a r g e r than n o r m a l propor t ion of project expenses . 



7. UNDPshouldencourage all moves toward common budgetary and accounting practices, 
including cost accounting, andtheintroductionof programmebudgeting. 

3. Pinancialdecisionshavmg policy implications should be thedon^ain of the Governing 
Council, whereasdecisions onoperational matters should be taken by the Administrator. 

2. Inconformity with theprincipleof his accountability for theprogramme as awhole, 
the Administrator of UNDPshould be made the custodian of UNDPfunds. 
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TABLE 10.1 UNDP: RATIO OF EXPENDITURE ON EQUIPMENT 
AGAINST TOTAL EXPENDITURE 

(Expressed in $ million and percentage figures) 

A. All Agencies, by component, cumulative from 1960 to 1968 

TA 

SF 

Total 

Equipment 

24. 5 

113.8 

138.4 

Total project 

expenditures 

412 

440 

852 

Ratio (percentage) 

6 

26 

16 

В. 1968 only 

TA 

SF 

Total 

Equipment 

2.7 

22.4 

25.1 

Total project 

expenditures 

65 

112 

177 

Ratio (percentage) 

4 

20 

14 

SOURCE: Part V - Statistical Annex - Tables 16 and 17 

TABLE 10.1 
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Chapter Ten 

OTHER RESOURCES ANDPACIDITIES 

"'The time hascome ' , t h e ^ a l r u s s a i d , 
'To talk of many things: 

Of shoes - and ships - a n d s e a l i n g w a x -
Ofcabbagesandk ings - ' ^ 

^ DewisCarroll , Through theDooking-GIass 

I. INTRODUCTION 

1. This chapter considerscertain ancillary resourcesof the programme which are, 

however, vital to its capacity and thus to its success. T h e s e a r e ; 

the provision of equipment; 

the physical means of communication between UNDPBeadquarters, 

the Executing Agencies and UNDP field offices; 

common premises a t t h e c o u n t r y l e v e l f o r a l l u n i t s o f t h e U N s y s t e m 

concernedwithdevelopn^ent; 

comm^on services at both field and headquarters levels. 

2. Shortage of time andal imi ted budget for staff made it impossible to investigate all 

the technical and legal aspects of these problems in depth. Sufficient consideration has 

howeverbeen given to them to establish the nature of the improvements r equ i redand the 

factors needing t o b e taken into account. The con^n^ents which follow therefore provide the 

basis for any further detailed inquiries which may be deen^ed necessary. 

II. EQUIPMENT 

A. Present procedures and problems 

3. Although theequipment component h a s r e p r e s e n t e d o n l y l 3 per cent of total expen­

diture of EPTA, SF and of both components of UNDP since 1230 (see Table 10.1), it i s a 

vital input,especially in SP projects; costly delays in operationscan result when the right 

eq^uipn^ent is not in the right p^ace at the right t ime. 

4. Por TA projects (formerlyEPTA), equipment and supplies are specifically limited to 

that required for demonstration purposes in connection withexpert assignments. Acei l ing of 

25 per cent for equipment expenditures in relation to the entire TA programme hasbeen 

established but has never been reached, partly because"governments tend to consider the 



403 

Expanded P r o g r a m m e a s asuppl ier of skills and apply to other programmes for necessary 

equipment", 1^ and partly because the established cri teria of "noequipment without an 

expert" has inhibited somegovernments from making requests. Insomecasesgovernments 

havereques tedexper t assistance merely in order to rece ive the accompanying 

"demonstration^equipment. 

5. In t h e c a s e of SF projects, equipment is looked upon as anessent ia lcapi ta l input. 

There is no l imi ta t iononthepropor t ionof expenditure which m a y b e u s e d for equipment and, 

in fact, present legislation 2^ would make it perfectly feasible for theadministration to 

approve a p r o j e c t w h e r e t h e o n l y i n p u t o n t h e p a r t o f UNDP would be equipment. 

6. During the life of the project, the title of equipment purchased forUNDP projects is 

held by the Executing Agency in their own name in the case of the TAcomponent and in the 

name of UNDP for the SPcomponent. In principle, suchequipment can be transferred be­

tween p ro jec t sandprogrammes , but it is normally handedover to the hostgovernment on 

con^pletion of the project. 

7. In most cases, only anest imated amount for main categoriesof equipment appears in 

the plan of operation for SF projects and in thegovernment 's official request for TA projects. 

After project approval, the project manager or expert draws up equipment lists in as much 

detail as poss ib leandtheExecut ing Agency takes the necessary steps to purchaseanddeliver 

the equipment. Procurement procedures vary in flexibility from Agency to Agency, bothas 

regards international tenders and thedegreeof authority for small purchasesdelegated to 

t h e r e g i o n a l o r c o u n t r y l e v e l . 

3. It is interesting to note that IBRD, which uses sub-contractorsexclusively for the 

implementation of UNDP projects, does not experience procurement problems. The sub­

contractors provide any equipment required under the t e r m s o f the contracts andean doso 

expeditiously because they haveavailable both the equipment required for their specialized 

w o r k a n d p e r s o n n e l t r a i n e d i n i t s u s e . ^hen theycomple te their assignment, however, they 

often take their equipment with them. On the other hand, aSpecialized Agency directly 

executingaproject needs to purchaseanyequipmentespecial lyforthatprojectandthis causes 

delay. Th i ssys tem, however, has the advantage that the equipment usually remains in the 

country upon completion of the project. 

5/ 

Cf. doc. TAB/1/Rev. 4, para. 31. 

GA resolution 1240 (XIII). 
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2. Since Chapter Three hasa l ready analysed the problemsaffecting the provision of 

equipment l ^ i t i s o n l y necessary t o r e c a l l t h a t the major ones are late deliveries and lack 

of standardization. They originate usually in inadequate planning, project formulation and 

equipment specification, aggravated bylateappointment of the project manager, whoshould 

draw up the specifications, orbecause the Agency headquarters concernedchangesthe 

specifications- often for reasonsof currency uti l ization- without checking with the field as 

to the suitability of the equipment selected or the local availability of spare par t s . Often the 

various i temsof equipment delivered t o a s i n g l e project, which ought tobecomplementa ry , 

all have different originsand servicing situations, thus making theadministrat ion of the pro­

ject unnecessarily costly. Moreover, it is self-evident that project personnelwi l lwork best 

with the kindof equipment towmch they areaccustomed, apreferenceaga in often overruled 

by considerations of currency utilization. It is also quitecommon to find i n a c o u n t r y 

vehicles of different makes, some with servicing facilities, some without, attached to the 

various projects financed by UNDP^ It isobvious that it would behes t to purchases tandard 

models, adapted to that particular country, taking intoconsideration te r ra in andservicing 

facilities. 

10. Delays in the ordering and the deliveryof equipment are often compounded bylengthy 

customs c learanceprocedures in therec ip ien t c o u n t r y o r b y o t h e r factors such as port con­

gestion or inadequatecommunicationsbetween the portof entry and theproject si te. 

B. Recommendedcourseof action 

11. Fi rs t and foremost, and in accordance with theStudy's recommendation of acomplete 

merger of the twocomponents, theregulations concerning the proportion, use andownership 

of equipment should now bestandardized. The newsystem should preferably followcurrent 

arrangements for the SF component. 

12. Secondly, all possiblesteps must be taken to remedy the deficiencies in thesupply 

of equipment. The Study recognizes that this is n o t a s i m p l e problem. The taskof procure­

ment i s rendered immensely complicated, notonly by theconstraints imposed by currency 

utilization, bu ta l sobytheexpec ta t ionof thegovernments of countries which a r e m a j o r pro­

ducers of equipment used inUNDP projects that actual purchaseorders should followsome 

sort of^geographical distribution" pattern, ^er iousat tempts at improvement wiH therefore 

entail recognition that, in the final analysis, the main consideration must be the efficiency 

of t hese rv i cepe r fo rmedon behalf of the developingcountries. This necessarily requires 

some modification of present arrangements, but it shouldbe perfectly possible to do this i n a 

1̂  Para . 55. 



410 

way that will protect the in teres tsof all concerned, including the main donor countries. 

13. The Capacity Study endorsesanumber of suggestions which have been made both by 

governments. Executing Agenciesand Resident Representatives, to improve existing pro­

cedures. There is general agreement that; 

(a) project managers or experts should beinvolved in the selectionof equip­

ment ear l ier than at present; 

(b) equipment should be purchased for which local servicing facilities and 

s p a r e p a r t s are available; 

(c) equipmentof a s i m i l a r type purchased for as ingle project should, so far 

as possible, bestandardized; 

(d) arrangements should be made for s t ra tegical lylocatedcentral stocks; 

(e) existing procurement practices and financial regulat ionsshouldberevised 

tomake them less cumbersome(e.g . the exist ingceil ingon purchases not 

subjectto bidding should be raised); 

(f) pro formaequiprnent specifications for n^any standard iten^s, suchas 

vehicles anddrillingequipn^ent, should be established; 

(g) to ensurebe t te r supplier delivery performance, contracts should include 

cancellation or penalty clausesagainst non-delivery by the promiseddate; 

(h) stock-piling agreements shou ldbemadewi th regu la r suppliers whereby 

they would reserve a minimum supply of standard items for 

UNDP; 

(i) fo rmanyca tegor iesof equipment, standardization would beadvantageous 

and facilitatebulk purchasing withconsequenteconomies. The central 

stockingof equipment and parts in strategic locations would require 

standardization of equipment both between similar pro jec tsandwi th ina 

particular country or area; 

(j) governmentsshould facilitate faster customs clearance of UNDPequipment. 

14. Improvementsof this kind should make p o s s i b l e a m o r e rational approach to problems 

of currency utilization and geographical distribution, since thesecould be dealt with o n a 

la rger scale insteadof an item-by-item basis. The programming pattern proposed in 

Chap te rF ivewoulda l sogrea t ly assist by making it possible to plan further ahead andensure, 

for example, that project manage r sa re appointed well in time to order equipment. If the 

Study's recon^n^endationsfor greater delegation of authority to the field level a rea l so 

accepted it i sposs ib le to envisage thefollowingsequenceof events, where aSpecialized 

Agency wasdes igna ted toexecu teapro jec t involving the supply of aconsiderable amount of 

equipment; 
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(a) Pro jec t f o r m u l a t i o n w o u l d b e ca r r i ed out by t h e R e s i d e n t Rep re sen t a t i ve 

a n d t h e p r o j e c t manager , plus any outside a s s i s t a n c e cons idered n e c e s s a r y . 

(b) Once the pro jec t was formulated andapproved , t h e p r o j e c t m a n a g e r would 

d r a w u p t h e specif icat ions for the equipment needed, i n c o n s u l t a t i o n w i t h 

t h e E x e c u t i n g Agency. 

(c) After specif icat ions had been agreed, the Resident R e p r e s e n t a t i v e w o u l d 

a s c e r t a i n w h a t i t e m s o n t h e e q u i p m e n t l i s t w e r e a v a i l a b l e l o c a l l y a n d o b t a i n 

cus toms-f ree p r i ce quotations ( inc ludingadvantages of any cash discounts) 

a n d d e l i v e r y d a t e s . 

(d) D e p e n d i n g o n t h e equipment t o b e b o u g h t , he w o u l d t h e n s e n d t h e l i s t e i the r 

t o a S p e c i a l i z e d Agency purchas ing unit or to the " C o n t r a c t i n g a n d P r o c u r e ­

ment" unit of UNDP asking them to: 

p u r c h a s e t h e e q u i p m e n t o u t r i g h t n o t a v a i l a b l e i n t h e rec ip ien t country . 

obtain quotations a n d d e l i v e r y d a t e s f r o m m a n u f a c t u r e r s of equipment 

that could be purchased in the recipient country. T h e s e q u o t a t i o n s 

wou ldbe sent to t h e R e s i d e n t Represen ta t ive who w o u l d d e c i d e , i n a g r e e -

n^ent with t h e p r o j e c t manager , where the equipment was t o b e b o u g h t 

depend ingon p r i ce a n d d e l i v e r y d a t e s . If it was m o r e advantageous to 

buy outside the country, t h e R e s i d e n t Represen ta t ive would "con t r ac t " 

with the appropr ia te purchas ing unit t o m a k e t h e p u r c h a s e on behalf of 

UNDP. 

Docal purchas ing would have the advantage of u s i n g a g e n t s who h i r e l o c a l staff and m a i n ­

tenance personne l andwould have an in te res t in seeing that the equipment i s wel l s e r v i c e d . 

15. The g r e a t e r use of s u b - c o n t r a c t i n g a d v o c a t e d b y t h e Study should a l s o h e l p t o 

alleviate difficulties over equipment for the r ea sons specified in p a r a g r a p h 3 . It s h o u l d b e 

perfect ly feasible t o m a k e a r r a n g e m e n t s , w h e r e a p p r o p r i a t e , for equipment p r o v i d e d u n d e r 

such contracts to r e m a i n in the country oncomple t ion of t h e p r o j e c t . 

16 Considerat ion s h o u l d a l s o b e g i v e n to the app rova lo f p ro jec t s i n w h i c h e q u i p m e n t i s 

the only UNDP input, for which, a s i n d i c a t e d i n p a r a g r a p h 5 , legis la t ive authori ty a l r eady 

ex is t s . These wou ldbe e x c e p t i o n a l c a s e s at the p resen t t i m e b u t it i s l i k e l y that t h e i r n u m -

be r s will grow as m o r e a n d m o r e countr ies acquire the technica l exper t i se n e c e s s a r y to 

manage the i r own p ro j ec t s . The Admin i s t r a to r would n a t u r a l l y h a v e to a s s u r e h i m s e l f t h a t 

theob jec t ives o f t h e p r o j e c t w o u l d b e m e t b y the p rov i s ionof equipment o n l y , a n d t h a t t h e 

r e c i p i e n t g o v e r n m e n t o r inst i tut ion hadsuff ic ient ly we l l - t r a ined staff to opera te and ma in t a in 

theequ ipment provided without the ass i s t ance of in terna t ional project pe r sonne l . A s i n a l l 

other projects financed by UNDP, the Admin i s t ra to r w o u l d m a i n t a i n overa l l supe rv i s i on of 
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operations. 

17. Adoption of the various suggestions in paragraphs 13-15 above would represent a 

great advance but, in the Capacity Study's view,is not of itself sufficient. If UNDP assumes 

overall responsibility for the programme it finances, as proposed elsewhere, this will 

include ensuring that the right amounts and kinds of equipment are purchased and delivered 

on time, that they are properly maintained and that suitable conditions for proper follow-up 

use exist if ownership is to be transferred to the recipient country. This raises the question 

of whether a system of central purchasing would not be more appropriate for all UNDP pro­

jects . Virtually all Executing Agencies have come out against such an idea. Yet this system 

is being used most satisfactorily for projects for which UNICEF provides equipment and 

supplies and in which these same Agencies participate. 

18. The main arguments against a centralized equipment procurement arrangement for 

UNDP-financed activities cite the wide range of equipment involved and the many different 

kinds of expertise required to determine the choice of equipment. 

19. On the other side of the argument, it may be recalled that specifications are worked 

out by project managers and experts in the field who are in the best position to decide what is 

needed. Again, it is evident that a centralized procurement system would help to reconcile 

the technical and local factors which should influence the choice of equipment with the claims 

of "geographical distribution". The larger the scope and the amount of equipment handled by 

a central procurement service, the easier that reconciliation would be. It would therefore 

seem that the objections to a centralized procurement system are not sufficiently convincing 

to warrant a summary dismissal of the idea. 

20. The Capacity Study therefore strongly recommends that this question should be 

examined separately by a group of experts assembled by UNDP. This group should pay 

special attention to the experiences of UNICEF and of centralized national procurement organ­

izations, such as the British Crown Agents for Oversea Governments and Administrations, 

and should preferably include members who have had direct experience of the functioning of 

such arrangements. Its recommendations should be prepared with special reference to the 

problems of currency utilization involved. 

21. The Group of Experts could take into consideration the merits of a centralized pur­

chasing system with decentralized authority to specially created purchasing units, 1/ or to 

Executing Agencies in the major supply countries or areas, as well as to Resident 

1_/ Attached, for instance, to UNDP Liaison offices, as recommended in Chapter Seven, 
para. 89. 



413 

Representatives andproject managers in the countries themselves. Standard items in 

frequent use could be purchased f r o m a c e n t r a l s o u r c e s . e . theContract and Procurement 

office of UNDP^ either directly or indirectly, i . e . through purchasing units located in the 

headquarters of the Agencies or inUNDP liaison offices in major supplycountries, and ware­

housed in s t ra teg icareas . Specialized i temscould still be purchased through Executing 

Agencies^ procurement units. Resident Representativesand project managers would begiven 

increased authority to purchaseequiprnent and supplies locallyon the lines suggested in para­

g raph ia . 

22. without wishing to anticipate the findings of such an expert group theStudy believes 

that, whatever the eventual decision on specialised equipment, there is c e r t a i n l y a v e r y 

s t rongcasefor centralized purchasing of certain con^n^on user iten^s s u c h a s vehicles, 

furniture, office equipment and supplies, etc. Indeed, such an arrangementcould result in 

even greater econon^ies if it w^ere not appliedexclusively to field operationsbut extended to 

the various headquarters of theUNdevelopn^ent systems. fur ther reference to this will be 

made in S e c t i o n s 

111. COMMUNICATIONS 

23. Given thecomplexity and ^idegeographical spread of theUNdevelopment system, 

rapidcon^n^unicationsbetweentheheadquartersof UNDP, theSpeciali^ed Agencies and the 

field offices are an essential element of the Study^s management concept. This, it will be 

recalled, advocates optin^um decentralisation to thecountrylevel , ^vithincreasedauthority 

for the Resident Representativecombined with firm policy and overall direction f romthe 

centre. At present, however, the communica t ionssys temasawhole is not efficient and is 

responsible for som^e of the delays which lead to thecr i t i c i sm that the system is slow in act­

ing. moreover, badcon^n^unications add unnecessarily tooverheadexpenses . N o t a l l t h e 

failings are within the control of theUN organizations, but much could be done by them to 

in^prove ^natters. 

24. Asurvey conducted forUNDP in 19^7-^8 byaconsul t ing firm showed that, on average, 

seventeen andaha l fdayse lapsed between the desptach of a le t te r f rom^af ie ld office toUNDP 

headquarters, whether by pouch or airmail, and therece ip tof a r ep ly . 1^ Of these, eight 

andaquar t e r days were outside the control of UNDP, oeing taken up by pouch handling by 

theUNand air transportation. The minimum time for the slowest 20 per cent of the mai l to 

reachUNDP Headquarters from the field w a s e i g h t a n d a h a l f days and ten andaha l f days 

from headquarters to the field. 

1^ No survey w^s made of thesnb^tance of these communications, to ascertain whether 
urgent n^atters needing discussion orguidance were dealt with in let ters or, conversely, 
whether cables were sent on non-urgent matters . 
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25. The average cable cycle was es t imatedto take seven and aquar t e rdays , of whichone 

and ahalf days were needed for transmission and handling. I n 2 0 p e r cen to f thecases , the 

mimmumtransmiss ion and handlingtime was three days. 

2^. OftenUNDPHeadquarters can reply to thef ie ldonly after consultingaSpecialized 

Agencyor other institution, and here alsointer-communications tend tobe slow. Each 

cumulative delay multiplies t he to t a l to apoint where severalweeks may elapsebefore a 

reply can be sent. 

27. If UNDPfieldoperations are to increase their impact, it is obvious that project 

operations which currently involve UNDP andthe developingcountr ies inatota lout lay of 

over US^2billioncannot bedelayed for an averageof eight to seventeen days, and sometimes 

much longer, while a r ep lyonanope ra t i ona l matter is awaited from adecision-makingcentre. 

28. moreover, it isobvious that the effectivenessof the Information Systemdescribed in 

Chapter Six i sdependent toas igni f icantextentoneff ic ient communications. 

29. Anotherproblen^is thelackofadequatecommunicat ions within some of the developing 

countries. Often, large projects orindividualexperts arelocated in regions where com­

munication facilities withthefield officeheadquarters in the capitalcity areinadequate, or 

non-existent, andoperations are often delayed as a r e su l t . 

30. ^ h e r e such deficiencies exist they a l s o m a k e i t difficult, if not impossible, for the 

Resident Representative to ca r ryou t effectively theresponsibi l i t iesfor ensuring thesecur i ty 

and pro tec t ionofa l lUN personnel stationed in thecount rywhichareof ten assigned to h imby 

theSecre tary-Genera l . I n a f e w c a s e s , a r rangen^entshavebeenmadewi th thehos tgovern-

ment for providingcom^munication facilities t o p r o j e c t s i n r e m o t e a r e a s b u t these instances 

are r a r e andthe overall needremains great. 

31. Several improvements a renowbeing in t roducedbyUNDPor are under consideration, 

but the Capacity Study believes that it is not possible torecommend any major communications 

improvements without makingacountry-by-country survey. I t thereforerecommendsthat 

UNDP, as the largest user, should take the initiative in organizingagroup of specialists to 

undertake th i ssurvey , in co-operation with ITU, UPUand these rv i ces of theUN telecom­

munications unit. Thegroup 's terms of referenceshouldcover económicas well as technical 

aspects. Consideration should begivento^ 

â̂  theanticipated comn^unication needs ineach country, basedon 

plannedprogrammes^ 

b̂̂  exis t ingandprojectedimprovementsin communication facilities in 

thecountry andregion^ 
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^ t imedifferencesbetwcenUNDPHeadquarters , Agency headquarters, 

and field offices^ 

^ the cost benefit of installing telex facilities where practicable^ 

ê̂  direct links with regional centres with snb-linkstoneighbouringcountries^ 

^ a r rangements for rad io l inks within thecountry^ 

ĝ̂  increasing thefrequencyofpouches^ 

^ better arrangements with commercial airlines for in^mediate delivery 

ofpouches^ 

^ n^oreinforn^ationtopersonnelthroughoutthe systems to make then^ 

"pouch dateandclosing" conscious^ 

^ increased use of " l e t t e r g r a m s " - e . g . UNESCOGRA^, FOODAGRArBI, 

^HOGRA^I. 

32. Thecountry surveys should lead to the formulation ofoveral lconclusionsand policies 

for the improveduse of the various communication facilities^pouch, airm^ail, con^mercial 

cables, telephones, telex, radio links^ and for the establishment of new facilities ^e.g. the 

installation of awidespreadnetworkof telex facilities, of an independent UNDP pouch system, 

of additional radiolinks, etc.^. Thegroupshould give urgent attention to the speeding upof 

communicationsbetweenUNDPHeadquarters and theExecuting Agencies. Theimprovem^ents 

suggested maylead toapparen t additional costs, but theCapacity Study is convinced that a 

smallinvestmentinbettercon^munications would pay for itself many t imes over in increased 

efficiency andwouldreduce the hidden overheadcosts that result from current delays, ^ i t h 

adequate decentralization, as advocatedelsewhere in the Report, there should be fewer com­

munications to thef ie ldonrout inen^a t te rs , but when the needdoes a r i s e fo r rapidcom^m^un-

ication, the most advanced m^ethods should be available. 

IV. COPIÓN PREMISES 

33. It is self-evidentthat con^^^nonpren^ises a t t hecoun t ry l eve l fo r allcom^ponents of the 

UNdevelopment sys temwouldresul t in greater administrativeefficiency, easier co-ordin­

ation andconsiderableeconon^ies. A s t h e S e c r e t a r y - G e n e r a l h a s p o i n t e d o u t o n a n u m b e r of 

occasions, thepresent situation ishighly unsatisfactory. In many countries the various 

offices of theUNsystem are sca t te reda l l over the capital city a n d a r é often sub-standard and 

non-functional. At theregional level the problem is compounded by t h e l a c k o f any uniform 

pattern of representation, already describedelsewhere. 1^ 

1^ Chapter Three, para.150, and Appendix Three in P a r t V . 
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34. T h e p r o b l e m h a s b e e n recognized for many years and haslong been under discussion 

- e.g. inACABO., in the Governing Council and in ECPC, to mention onlyafew bodies. Yet 

the difficulties in providingaviablesolut ion have proved sogrea t that little progress has 

been made. The main problem is financial. In general, host governments areexpectedto 

provide offices for UNDPandother components oftheUNdevelopment system at the country 

level, andmost of them contribute to a g r e a t e r o r l e s s e r extent, in theform, and at the 

level, appropriate to their circumstances. The r en t a lo r construction of more suitable 

accommodationwould almost everywhere entailconsiderable extraexpenditurebeyondthe 

meansof thegovernment and not permitted by the present policies of UNDPand the other 

Agencies concerned. I n a t l e a s t o n e i n s t a n c e t h i s h a s causedagenerous offer by ahost 

governn^ent toprovide the landfreeof cost and finance half theconstruction costs of abuild-

ing la rgeenough tohousea l lUNorgan iza t ions , t o b e turneddown by the Governing Council. 1^ 

35. Away out of this impasse must besought urgently. After due consideration of all 

thearguments andof thevar ious in i t i a t ives takena t one t i m e o r another, theStudybelieves 

t h a t t h e b e s t h o p e o f n ^ a k i n g p r o g r e s s i s p r o v i d e d b y the draft recommendation submitted to 

ECPC by the delegation of ^lalta at i t s resumed second session. 2^ Briefly, this proposes 

that^ 

â̂  immediate steps should be taken to ascertain the exactposi t ionineach 

place, through annual repor t ingbasedon an agreedquestionnaire t obe 

devised by ACC^ 

^ the obligationsof the local government should be limited to the following, 

unlessofcourseaddi t ional obligations are freely assumed^ 

^ land provided free of charged 

^ 25per cent of construction costs in loca lcur rencyor in 

services ^labour, for instances 

^iii^ exemption of building from taxes orrent^ 

îv^ paymentof 75 per cent of depreciated value in the event of 

the building becoming surplus toUnitedNationsrequirements. 

ĉ̂  theUnitedNationsshouldassumeresponsibi l i ty for maintenance of com­

pleted buildings andfo r the ren^a inde ro f thecons t ruc t ioncos t s tobe 

financed byarevolvingconstruct ion fund made up of voluntarycontributions 

1^ Decision at its 171st mee t ingonap roposa l t o construct common premises in NewDelhi 
^SeeUNDP, Report of the Governing Council, Eighth Session, op. cit . , paras.308-311^. 

2^ See Common Premises , submission by the delegation of r^alta^toECPC^,^doc. E^AC. 
51^GR^L.15of23^unel959^. At its latest meeting, ECPC recommended that the reconsti­
tuted CPC should b e a s k e d t o s t u d y this question as a m a t t e r o f urgency, inclose consultation 
with ACABOS and ACC. 
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and administered by theSecretary-General in accordance with policy 

guidelines established by theCommitteecomposedof representatives of 

contributing governments^ 

^ allUNorganizations established in each location should make useof the 

building and pay rent in freely convertiblecurrency in proportion t o t h e 

space occupied^ the total annual rent in e a c h c a s e n o t b e i n g l e s s than 

lOper cent of thecap i t a l cos t of constructions 

^ ACAB^ should be asked to study the feasibility of this study and thebes t 

way of carrying it out. 

^h i l e not all of these proposals n^ayfindacceptance, theycertainlyn^eri t further examin­

ation. TheStudy strongly endorses the suggestionofafeasibili ty study and recommends that 

it should be c a r r i e d o u t a s a m a t t e r of urgency. UNDP, as the principal interestedparty, 

should takean active part in bringing this about. 

3^. It should be noted that the Study's proposals f o r a m o r e integrated approach to all 

phasesof field operationsoftheUNdevelopment system make the establishment of common 

premises imperative. At t h e s a m e time theStudy's proposals for the integration of field 

representation set out inChapter S e v e n s should n^aketheconsolidation of office accom-

modat ionmucheas ie r tobr ing about, and reduce the frictions wl^ich might otherwise arise 

and to which the^Ial tesedelegat ion 'sdraf t refers . TheStudy's recommendation for an 

examination of the possibility of relocating regional offices o n a m o r e r a t i o n a l basis ^ i ^ 

also directly germane to this question. 

V. CO^^IONSERVICES 

37. Con^m^on services at the countrylevel offer thesameadvantages as comm^onpren^ises, 

but it is obviously difficult to operate them to their fullest effect withoutcommon premises . 

The latter must be a f i r s t objective therefore and, in their default, commonservices can be 

introducedonly to theextent permitted by the vary ingc i rcumstances ineach place. 

38. But the issueof common services transcends thefield level, affecting also the head­

quarters of the components of the UNdevelopmentsystem. Thet^wo cannotbe considered in 

isolation and t o g e t h e r h a v e a d i r e c t b e a r i n g o n capacity. Eron^ theev idenceava i lab le to the 

Study it appears that sufficient attention has not been given to the possible improvedefficiency 

and undoubted resulting economy by the organisations jointly reachingarrangen^ents to use 

1^ Paras . 85-8^. 

2^ See Appendix Three in P a r t V . 
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common services, particularlycommon supply services. Aconsiderable degree of standard­

ization in the us^ of equipment and supplies could be achieved throughout the system, notably 

furniture, officeequipment and supplies, vehicles, etc. There i s a l soaposs ib i l i t y of 

standardising certain typesof forms and procedures which ares tandardoperat ing procedure 

for m o s t o r all of the organizations. 

39. Oneof the main reasons why this has not happened, despite many initiatives anddis -

c u s s i o n s i n t h e p a s t , seems to havebeen the absenceof any specialized entity whichcould 

pe r fo rmcer t a inse rv i cesonbeha l f of the various organizations making up theUNsys tem and 

achieve common understandingandagreement in others of n^utual interest. I t i s n o t t o o l a t e 

for s u c h a b o d y t o b e se tup , even though it would clearly havebeen useful if this could have 

been done from the inception of the international organizations, since it would have helped to 

prevent the immense diversity of administrative and supply procedures which nowexist . It 

is t he re fo re recommended tha ta sepa ra t e inquiry be undertaken to determine the feasibility 

of es tab l i sh ingasepara te entity with responsibility for undertaking general andcommon 

servicefunct ionsof thekindout l inedaboveonbehal f of all organizations in theUNdevelop-

ment syste^n. I n t h e c o u r s e o f such an inquiryother additional functions might well emerge. 

The inquiry shouldconsider the following^ 

^ the functions to becovered by suchabody^ 

^ their scopeand feasibility, together with indicationsof limitations^ 

^ then^ethodologyandn^achinerytobeen^ployed. 

40. It will be noted that this proposal is closely related to the proposal for examining the 

feas ib iü tyofacent ra l i^ed purchasing system made earl ier , and particularly to the consider-

a t ionsse t out in paragraph 22. It would therefore beappropriate if the two inquiries could 

be combined under the aeg i so fa s ing l eexpe r t group. UNDPshould also take the initiative 

here . 
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Equipment 

1. Regulations concerning the propor t ion , use and ownership of equipment should be 
s tandardized. 

2. P re sen t deficiencies in the supply of equipment should be r e m e d i e d by taking the 
following m e a s u r e s : 

(a) project m a n a g e r s or exper t s should be involved in the se lec t ion of equipment e a r l i e r 
than at p resen t ; 

(b) equipment should be pu rchased for which local se rv ic ing faci l i t ies and s p a r e p a r t s 
are available; 

(c) equipment of a s i m i l a r type purchased for a single project should, so far as 
possible , be s tandardized; 

(d) a r r angemen t s should be made for s t ra teg ica l ly located cen t r a l s tocks; 

(e) existing p r o c u r e m e n t p r a c t i c e s and financial regula t ions should be r e v i s e d to make 
them l e s s cumber some ; 

(f) pro forma equipment specif icat ions for many s tandard i t e m s , such as veh ic l e s and 
dril l ing equipment, should be establ ished; 

(g) to ensure be t t e r suppl ier de l ivery pe r fo rmance , con t rac t s should include c a n c e l l a ­
tion or penal ty c lauses against non-del ivery by the p r o m i s e d date; 

(h) stock-pil ing ag reemen t s should be made with r e g u l a r supp l i e r s whereby they would 
r e s e r v e a min imum supply of s tandard i tems for UNDP; 

(i) for many ca tegor ies of equipment , s tandardizat ion would be advantageous and 
facilitate bulk purchas ing with consequent economies ; 

(j) governments should faci l i ta te fas te r cus toms c l ea rance of UNDP equipment . 

3. Consideration should be given to approval of p ro jec t s in which equipment was the only 
UNDP input, provided technica l co-opera t ion objectives w e r e being m e t and rec ip ien t 
insti tutions had sufficiently we l l - t r a ined staff to opera te and mainta in the equipment provided . 

4. UNDP should convene a group of exper t s from both within and outside the s y s t e m to 
examine the m e r i t s of a cen t ra l ized purchas ing sys tem, with decen t ra l i zed author i ty in 
specified cases to 

(a) specially c r e a t e d purchas ing uni ts ; 

(b) executing Agencies in ma jo r supply countr ies or a reas , and to Resident R e p r e s e n ­
tat ives and project m a n a g e r s . 

Communications 

5. UNDP should organize a group of spec ia l i s t s to under take a survey of the needs of the 
United Nations development sys t em with a view to introducing fa s t e r m e a n s of communica t ion . 
The survey would take into cons idera t ion the economic as well as the technica l a spec t s of 
te lecommunicat ion l inks , and also ma i l and diplomatic pouch s e r v i c e s . 
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Common premises 

^. Urgent stepsshould be taken to provide common p r e m i s e s a t the country level for all 
UNorganizations. Thesuggested feasibility st^dy of thespecific proposals made b y a 
nr^ember of ^CPC should be undertaken assoon as possible byACAB^. 

Common services 

7. An enquiry should be organised to deternr^ine the feasibility of establ ishingaseparate 
entity with responsibility for undertaking general and common service functions on behalf of 
allorgani^ationsintheUN^developn^ent systenn^ including the purchase of common user 
i t emssuch as furniture, office equipment and snppliesand vehicles. It could be combined 
^ i th theenq^i ry to be undertaken for acentralizedequipn^ent purchasing systen^. 
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Appendix One 

TERMS OF REFERENCE AND METHODOLOGY 

I. TERMS OF REFERENCE 

A. Introduction 

1. At the Fifth Session of the Governing Council held in DIanuaryl9^8, the Council consi-

deredas tudy presented by the Administrator containing the resu l t s of his assessment of the 

needsof the developing countries. 1̂  This was the first part of the Adminis t ra tor ' s response 

to theCouncil ' srequest formulated andelaboratedduring the Second, Third and Fourth 

Sessionsfor arealisticassessm^ent of developing countries' needs related t o t h e administra­

tive capacity of theUnited Nations sys t emtoprogrammeand implement the assistance 

required. 

2. In presenting th is repor t , the Administrator observed, inter alia, that, in his view, it 

confirmed the necessity forac leare rdef in i t ionof the role which theUNDP should play in the 

immediate future. As regards the capacityof t heUNDPsys t emto carry out amuch larger 

programme of assistance, the Administrator stated his intention— now that the essential 

first step of assessing the magnitude of the need had been takenD to examinethe question in 

consultationwith the Agencies, report p rogress to theSix thSess ionof theGovern ingCounci l , 

and submitaful l report for the Seventh Session. 

3. The foregoing summary will suffice to indicate thegenesis of theCapacity Study and 

its relationship to the magnitudeoftheoperation it was considered faced theUNDP andthe 

Agencies. The Administrator proceededwith his consultations wi th theExecut iveHeads of 

the Agencies and in his progress report to the Sixth Session of the Council 2^ vBas able to 

inform it: 

^ That the imtiativeto carry ou tacapac i tys tudyhad the unanimous and whole­

hearted support of theExecutiveHeads of the Agencies; 

^ That the consensus reached during the IACB meeting had been reflected in pro­

visional ternas of reference which ^ould shortly beagreed upon by men^bersof 

1ACB; and 

^ T h a t i n t h e v i e w o f t h e l A C B " t h e study should accept as a b a s i s the accumulated 

kno^ledgeofthepart icipatingandexecutingagencies with their specialized 

1̂  Doc. DP^L.57andCor r . I a n d 2 

2̂  Doc.DP^L.79. 
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approachestothe various aspects of developmentproblems, and it shouldhaveas 

its a imthe further harmonization of theseapproaches and activities w i t h a v i e w t o 

achieving the maximumimpact of t h e p r o g r a m m e a s awhole. The study should 

a l soa im at acleardefinit ionof the respective responsibilities of UNDPandthe 

participatingandexecuting agencies for programming, execution and follow-up." 

4. The terms of referenceto whichthe Administrator re fe r red in th i s progress report 

were as follows: 

"The Objectives and the Scope of the Study 

1. Theobjectiveof the Study is to make a series of recommendationsforthefurther 
development of an efficient and economical system of formulating and deliveringa 
Programme composedof projects truly responsiveto the ascertained needs andpr ior i -
ties of the developingcountries, as requested by them, andalsoref lect ingthepol ic ies 
of international organizations. 

2. B e a r i n g i n m i n d t h e v e r y r a p i d g r o w t h o f the present Programme, the Study must 
first submit it to anobjectiveand searching analysis as regards its character, its 
formulation and itsimplementation. The Study should thenexamine the implications 
whichwould follow fromthe doublingof resources availablefor internationalpre-
investment assistance withintheperiod of the nextf iveyears . 

3. The Study must embracetheUNDPactivi t ies as awhole andconsider their rela­
tionship toother operationalprogrammes of theUNfamily. It willtake into account 
past experience and relevant enquiries in thef ie ldof development assistance, such as 
theformulationof the objectives of the 'Second DevelopmentDecade'. It is realized, 
however, that the Studycannotincludeanexhaustive enquiry into trendsand desirable 
future contents of allthedevelopment operations nowbe ingca r r i edou tby theo rgan i -
zations affiliatedwiththeUnited Nations, andi t should not duplicate enquiries into 
areas already adequately covered. 

4. The Study should accept as abasis theaccumulatedknowledgeof theParticipating 
andExecuting Agencies withtheir diverse approachestothe various aspects of develop­
ment problems, but it should have as its aimtheharmonizationof theseapproaches and 
activities wi thav iewtoach iev ing themaximumimpac t of theProgramme as awhole. 
The Study should therefore aim at a c l e a r definition of therespective responsibilities 
of UNDPandof theParticipating and Executing Agenciesfor programming, execution 
and follow-up. 

The Character of the Programme 

5. The Study must therefore takeintoaccountpossiblemodif icat ionstothe character 
andcontentof the Programme that maybecome necessary in the future, particularly 
where these would havead i r ec tbea r ingon thecapac i tyo f theUni t ed Nations sys temto 
carryout theUNDevelopment Programme. 

The Formulation and Appraisalof Projects 

^. The Study wil lbe expected to examine carefully ways and means for thefurther 
development of themost efficient arrangent entsfor theformulat ionand appraisalof 
projects at all levels of consideration, i . e . at the levelof the country, of theregion, 
of the Agencies and of theUNDP. Due consideration shouldbegivento thecapaci ty at 
theinternational as well asnational level togive efficient support to individualprojects. 
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7. The Study should also examine the contributior^oftheregional Economie Commise 
sionsof theUNin the formulationof projects andprogrammes. 

TheExecutiona^dfollow-upof Projects 

8. Theproblems of project execut ionare thenext impor tant field whichshou ldbesub-
jectedtothoroughexamination. A f r e s h l o o k a t a l l thephases of execution will needto 
betaken, including, amongothers, therecruitmer^t of experts, theprocurement of 
equipment and the various aspects of training. 

9. The follow-up of p ro jec t s toachievefu l lu t i l i za t ionof theresu l t s of international 
assistance shoulda lsobethesubjec t of examination leading to appropriaterecommenda-
tions. 

Evaluationof Projects and Programmes 

10. Evaluationof projects andprogrammes should a lsobeexamined. 

Staffing, Financing and Field Organization 

11. The implications for the staffing and for the financing of the administrationof the 
operational activitiesboth of theUNDP andof the Participating and^Executing Agencies, 
should beexamined in thelight of the conclusions reachedby the Study wi thregard to 
programming, in^plementation, follow-upand evaluation. 

12. Finally, theimportant question of field organization, including the ro leand func­
tions of the Resident Representatives andof regional as well as localoffices and repre­
sentatives of the Agencies shouldberev iewedwi thaviewtoformula t ingappropr ia te 
recommendations. 

ParallelStudyof OverheadCosts 

13. Further toparagraphs 11 and 12 above, it is understood that, pa ra l l e l t o the 
Capacity Study, a sepa ra tebu t relatedstudy ofthequestionof overheadcosts wi l lbe 
under takenat therequest of the Governing Council of UNDP. It is also understood 
that arrangements willbe madefor the efficient correlation of thetwo studies." 

5. These terms of reference were regardedas provisionaluntilexperience was gained 

with the Study. In the event, they were accepted by all concerned, but the word"provisional" 

wasnever formally removed. The lACBhad also agreed that the Study should beentrusted 

to oneperson in order to obtain an independent andobject iveassessmentof the present operas 

tionandthein^plications whichwould follow fromthedoublingof resources available for inter­

national pre-investmentassistance ^ i .e . , UNDP^ within the next f iveyears . Accordingly, the 

AdministratorinvitedSirRobert^Iacksonto s e r v e a s Commissioner and to undertakethe Study. 

Heagreed to do so on the understanding that the Study would beconductedon ^behalf of 1ACB 

collectively and that governments would support the Study. 

B. The Governing Council's views 

^. The Governing Council of UNDP met in^Iunel9^8 and discussed the progress repor t !^ 

submittedbythe Administrator on theCapacity Study; theprovis ional terms of reference were 

1^ Doc. DP^L.79. 
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not available as they weres t i l l under reviewby the ExecutiveHeads of the Agencies. However, 

in his r epor t , ^ the Adn^inistrator summarized thesal ientpoints o f thedra f t t e rms of refer­

ence. After considerable debate, the Councilagreed that the Study srDou^dpro^^d ar^d^ook 

thefollowingdecision, subject to thereserva t ionexpressedbe low: 

"The Council, 

^ Takes no teof theprogress report contained in document DP^L.79; 

^ Expresses i t s appreciationof thereadinessof thepar t ic ipat ingandexecut ing 
organiza t ions tosuppor t thes tudyof adn^inistrativecapa^city oftheUnited 
Nations system toprogramme and implement agrowingUnited Nations Develop­
ment Programme; 

^ Dec ides tha t in the preparation of thestudy. United Nationsbodies s u c h a s t h e 
Committeefor Development Planning, the Con^n^itteeof SevenontheReorganiza-
t ionof theSecre tar ia t , the Advisory Committee on AdministrativeandBudgetary 
questions, the Committee on Programante andCo-ordinationandthe Enlarged 
Committee, and theUnitedNations^I oint InspectionUnit, shouldbe consulted and their 
relevant work taken intoaccount; 

^ Requeststhe Administrator to haveincluded in the t e rmsof re fe renceof the study 
asde f ined inpa ragraphs^ -8 of document DP^L.79 the following: 

^ the most efficient arrangen^entsfor the 'appraisal andprocessing' of project 
requests, 

^ any aspect of t hep re sen tp roces so f project formulation andexecution^hat 
has abear ingontheadn^inis t ra t ivecapaci tyof theUni tedNat ions system, 
suchas organizational and structural matters, theuse of inter-governmen^al 
organizations not only within but a lsoouts idetheUmted Nations family for 
project execution, problemsinherent in theimplementationof inter-agency 
projects andways and means of solving theseproblems andingeneral , ^he 
most effective u t i l iza t ionof theresources and financesof UNDP in the 
interestsof thedevelopingcountr ies , 

^iii^ considerationof general principles concerningadministration, staffing and 
financial implications; 

^ Requeststhat in general, the various views andobservat ionsmadeby members 
of the Council at the sixth session on the terms of reference of t h i s s t u d y a n d m e 
n^anner of its implementationshould be taken into account in thepreparat ionof 
thestudy; 

^ Decides that theconsultants to beappointed should includeanumber of exper^s^o 
be selected from countries of different social andeconomicsystems on thebas i s 
of their personal qualifications andexpert iseand taking into account theneed fully 
to ut i l izethe experiences of the developing countr ies in theprepara t ionof^his 
study; 

^ Decides that theseexperts should be consu l t edonaregu la rbas i s at different 
stages of the preparation of thestudy; 

ĥ̂  Decides tha t theor ig ina l tex t of the study andany interim reports on its progress 
should besubmitted to theCouncil, with any commentsandviewpoints ofrhe 
members of the lACBandof theconsultants o n t h e f i n a l r e p o r t t o b e annexed^o 
the report; 

1^ Doc. DP^L.79, paras. 5-8 
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^ Approves the estimate of expenses; in the total amount of ^90, 500, t o b e b o r n e 
directly by the 'Capaci tyStudy ' in the periodending31December 1958; 

^j^ Authorizes a special allocation in the amount of ^90,500 under a s e p a r a t e a d hoc 
Sections ^'Capacity Study'^ of the Administrative and Programme Support Services 
budget for l958, to be financed to the extent of 54per cent, or ^57, 920, f romthe 
resources of the Special Fundcom^ponent, and35pe r cent, or ^32,580, f romthe 
resources of theTechnical Assistance component. 

85. This decision was takensubject t o t h e reservations of one member onparagraphs 
^ , ^ , ^ a n d ^ . Another member stated that hisdelegation understood 'consulted' 
i n p a r a g r a p h ^ of the decisionto^nean little n^orethan' taken into account' ." 

7. During the meetingsof the lACBand the Governing Council, son^erepresentatives 

expressed the hope that the Commissioner would"pullnopunches", "beboldandin^aginative" 

and, above all, be"independent". Other membersa l so suggested that the Report on the Study 

should be"hard hitting" and written in"nonDUN language". 

8. SirRobert^Iackson agreed to serve as Commissioner on8^1ulyl958. 

9. At the 45th session of FCOSOCon8^ulyl9^58, the Secretary-General observed: 

"iwould alsowelcon^e the decision tounder t akeas tudyof the capaci tyoftheUnited 
Nations s y s t e m t o c a r r y out anexpandeddevelopn^ent programme. A s i t s terms of 
reference are now formulated, it is of afar-reaching nature. It should try toformu-
l a t eandansweranumber of questions, someofthen^difficult, on the functions, the 
content, thestrategy, theprogramming procedures, and theoperat ive methods of the 
United N a t i o n s s y s t e m i n a l a r g e p a r t of its technical co-operationandpre-investn^ent 
activities. 

It i s a l so encouraging that the Study was commissioned to S i rRober t^ l ackson . . . ^ h o 
will formulated suggestionsdesignedton^akeourprogran^mes andeffortsn^ore 
effectively geared to the needsof our Men^ber countries. This is the sort of 
collective in i t ia t ivewhichlbel ievemostMember Governments are expecting from 
us andwhichmay helpto conv ince themtha tweare constantly applyingour minds to 
reassess our past performance, that wetakenothing for granted and that, when 
necessary, we are ready to give away that part of our habits whichis no longer valid." 

10. AttheSeventhSessionof the Governing Council in^Ianuary 1959, afur ther progress 

repor tby the Administrator 1̂  was considered; this con ta ineda repor tby the Commissioner 

covering theperiod until mid-November 1958 which outlined the steps h e h a d t a k e n t o p r e p a r e 

his Report andrecommendations. In introducing the Report, the Commissioner stressed the 

importance of holdingconsultations withgovernments andwithorganizations withinàndoutside 

theUnited Nations system. In this connection, he remarked that the Capacity Study seemed to 

havebecomesomethingof afocalpoint for everyonedealingwithUnited Nations development 

work. The Commissioner a l sowarnedaga ins taposs ib le tendency toburden the Study wi tha 

largenumber of valid but loosely-relatedproblemswhichwould tend t o l e a d t o a h o t c h - p o t c h 

1̂  Doc. DP^L.91. 
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of unrelatedproposals insteadof thecomprehensi^Beframework w^ichwouldbeaprerequis i te 

forfutureact ion. l^ 

11. Th^ n^e^nber^ of ^he Go^ernir^g Council we lcomed^e Con^m^ss^oner's progress report 

a n d i n t h e course of the debatemany of tbem re fe r red to i s sues whichthey consideredof main 

interest for the Commissioner's study. Among the points madeby members were the 

following: 

- t heneed to examinenew types, fields or trends in theass i s tanceprovidedtorec ip ien t 

governments; 

- t he ro l e andre la t ives izes of pre-investment and investment activities; 

- the relationsbetween bilateral and multi lateralaid, their respectiveimportanceand 
roleand their co-ordinat iontoachievethebest results; 

- theinf^uenceofthe complexity of thepresent system formul t i l a te ra la idon its 
practicalefficiency; 

- the modif ica t ionsrequi redin thes t ruc ture of the different par tsof thepresent system 
toin^prove efficiency; 

- d e p r o c e d u r e s for handling project requests withinUNDPand the Agencies, witha 

viewtoimprovingefficiency; 

- problems of staff reassignment shouldsavingsbeobtained by improvedorganization; 

- machinery for continuous co-ordinationbetweenlong- andshort - term objectives of 
theassistanceprovided; 

- definitionof an ideal multilateral system anddescription of thepract ical steps 
requiredtoachievesuchobject ives ; 

- theproblems encounteredwith centralization anddecentralizationof thepresent 
structures and their advantages and drawbacks; 

- methods of evaluation of theprogrammestoavoiddupl ica t ionor lacunaebetween 
various undertakings; 

- thequestionof quantitative evaluationof the ass i s t anceg iven in te rms of thera t io 
betweenproject costs andoverheads; 

- themethods and rationale used in determining satisfactorily the overheadcosts t obe 

allocated to theUNDP secretariat and to the Agencies; 

- recommendations on theUnitedNat ionsbodiesbest suited for suchas tudy; 

- t heposs ib i l i t y fo r thep re sen t sys t emof carrying out increased assistance without 
significant increases inoverheads; 

- thequestionof an integratedapproach for developingand implementing projects in 
whichseveral Agencies are involved; 

- the ro leof the Resident Representat iveinprogrammeplanningand co-ordination, so 
a s too f f se t t he dangers of duplication inherent intheoverlapping fields of compe­
tence of the Agencies; 

1/ Doc. E/4609, paras. 102-106. 
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- the systemof technical field advisers in relation to thatof Agency f ie ldrepresema-
tion, a n d t h e o v e r a l l c o s t s involved; and 

- the meansof attracting and retaining qualified people to e n a b l e t h e s y s t e m t o p r o v i d e 
efficient assistance. 

12. Most members, whi lewelcomingabroadreviewof multilateral aid, expressedcon-

c e r n a t t h e n u m b e r o f q u e s t ^ o n s r e f e r r e d t o t h e Study and welcomed the Comm^issioner^s state­

ment that ^ewouldconcentrateon^r ior i tym^at ters . 

13. At the conclusion of the debate, theCouncil noted the progress report and the statement 

of the Commissioner and invited h i m t o take into account, in the further workof the Study, the 

views expressed by members of the Councilduring the discussion. 

14. At th i s sess ion, the C o u n c i l a l s o h a d b e f o r e i t a r e p o r t f r o m t h e Administrator on the 

question of data storage and retrieval. 1^ TheCouncil approved the proposalcontained in 

paragraph 12, namely, 

"In viewof the close relationship that any^informationsystemshould have to an 
overall system for development planning and management the ^informations study 
^ w o u l d b e c a r r i e d o u t a s a n e x t e n s i o n o f t h e Capacity Study." 

15. At its eighth session inmune 1959 theGoverningCouncil took note of an oral report 

fron^the Commissioner and 

^ decided that the final report of theCommissioner should b e s u b m i t t e d t o g o v e r n -

ments, theUNDP andthe Participating and Executing Agencies simultaneously, 

if possible not later than the beginningof Decemberl959; 

^ decided t h a t a p r e l i m i n a r y r e v i e w o f the report at its next session ^n^Ianuary 1970 

wouldserveauseful purposeand that aspecia l session of the Council shouldbe 

held in March 1970 for thesubstantiveconsideration of the report; 

ĉ̂  requested the Administrator t o e n s u r e that the servicesof the Commissioner would 

beavailable for assistance and advice to the Council during theconsiderat ionof his 

report, and further if required. 

С Conclusions 

15. N o f u r t h e r f o r m a l a d d i t i o n s t o t h e T e r m s o f Reference were madebut in later dis­

cussions of the subject the Commissioner wasfrequently requested t o t a k e i n t o a c c o u n t f a c t o r s 

c o n s i d e r e d t o b e r e l e v a n t f o r his work, while on other occasions action has, by agreement, 

been postponed on matters l ike lytobe dealt with by the Capacity Study. It may be appropriate 

at thispoint to make the following comments o n t h e T e r m s o f Reference as they finally appear: 

1/ Doc. DP/L.99. 
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Firs t , t he lACBplacedg rea t emphas i son the requirement that the Study should reflect 

the judgement of one man. The members of theGoverning Council, however, stressed 

that the Study should not reflect the views of one man, but should takeintoaccountal^ 

shadesof opinion and thought. In theevent , the Study does take in toaccoun tavery 

wide rangeof shades of opinionand thought, but in the last analysis does reflect the 

judgement of one manaf ter taking into account those opinions and thoughts. 

Second, only after accepting theappointment did the Commissionerbecomefully aware 

of the extent to whichtheproblems he was asked toexaminewerea l so subject to study 

by theEnlargedCommit tee on Programming andCo-ordination. 

Third, the risk that the Study might exceed its Termsof Reference. Onthis point, at 

least five factors should be taken into account: 

^ Theimpl ica t ionsof theword"capaci ty" which is discussed in this Appendix in 

Sectionll ; 

^ The fact that the operations of UNDP are now inextricably involved with the entire 

UN development system and, as suchactivities increase, it willbecome pro­

gressively moredifficult to discover theprec i se l imi t so fUNDP' s responsibilities; 

^ Throughout the Study, t he r ehasbeenaneve r - i nc rea s ing tendency, both on the 

part of governments andoftheUnited Nations development systemitself, t o re fe r 

moreandmoreques t ions to i t ; 

^ The need for the Study not t o lo ses igh t of the clear guidancecontained in GA 

resolution2188^^^I^; 

^ The insistence of the IACB and of n^anygovernments that the Studybe undertaken 

^vith imagination, boldness and independence. 

II. METHODOLOGY 

A. Introduction 

17. These methodologicalexplanations have two mainpurposes: first, to discuss the con-

ceptof "capacity" inbothi ts in ternat ionalandi tsnat ionalconnotat ions and to showthereason-

ing which underlies agooddealof theCapaci tyStudy ' s inqui ry , and second, to describe the 

methodof organizingtheinquiry i n s u c h a way as to elicit clear-cut judgements withoutbeing 

burdenedby a m a s s of detail, despite the extremely wideramifications of the subject. 
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18. Both kinds of explanation may be he lpfu l to thereader , but in addition it is hoped that 

t h e y m a y b e o f u s e f o r any further studies of th i sna ture which theUNdevelopment system 

n^aydecideupon. 

19. The Capacity Study wasby no means aconventionalcommission commencing wi thca re -

fully constructed terms of referencewhichremainunchanged throughout its life, proceeding 

to the examinat ionofdocumentsandwitnessesin orderly sequence, andculn^inatingin 

thorough Com^nissiondebates on the tex t put forwardby interested C^on^missioners ort^he 

Secretariat. 

20. Like theUNdevelopment system i twasstudying, the Capacity Studygre^ , andat a 

great pace, while i twas in progress ^seeTermsof Referenced T h e s e T e r m s o f Reference 

b e c a m e a m a t t e r of i n t e r e s t t o a l a r g e n u m b e r o f U N a n d other authorities, eachof which 

thought it advisable, and rightly so, tha t theStudyshould" take account of" some new factor. 

Therewas a l soan invisible addition t o i t s responsibilities in the number of decisions it 

^was considered wise"topostpon^pendingthepubl icat ionoftheCapaci ty Study". The charge 

g ivento the Commissioner in formal terms wastherefore only the t ipof the iceberg. 

21. Neither thecollection of statistics of information nor their analysis was arout ine 

matter; this subject i s re fe r red to e l sewherebuthere , at least, it maybe said that certain 

vital basic aggregates and someessent ial data still elude the Study because they a res imply 

not available. 

22. Finally, the Study'stask was made more difficult byaproduct ion time-table which had 

to take in toaccountno t onlyf inaldraf t ingofthetext andi ts approval, but also its translation 

andreproductionintheworkinglanguages andi ts distribution to governmentsfor considera­

tion prior t o the Ninth Session oftheGoverningCouncilin^Ianuary 1970. 

23. If the preceding threeparagraphs convey i n s o m e d e g r e e the differencebetweena 

governmentalcommission of inquiry and the Capacity Study, they will usefully serve t o i n t r o -

duce the following account of the manner in which the Study wasactually organized in order to 

carry out theTern^s of Referenceasfully a sposs ib l e in relation toanex t r eme ly complex 

system combining many independent entities, grappling with difficult policy and operational 

problemsinpract ical ly every countryoftheworld. This wasthe first ventureof i t sk ind; 

later invest igat iqnsmaythusbenefi t f romthis record. 
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24. Tobalancetheseorganizat ionalproblems, reference may a l s o b e m a d e to the difficul­

ties surrounding the concept of "capacity". Of what did theUnited Nations development sys­

tem's capacity cor^sist7 ^ha t were the constraints restricting it andthe advantages it 

enjoyed^ Although a^first sigh^rhese were^opics already wellunderstood, it became neces­

sary to re-examine marry well-established views, defineterms anew andask fundamental 

questions as to Howand^hy theUnited Nations was concernedin such matters. The answers 

will be found throughout P a r t l l o f t h e R e p o r t . It maybe helpful he re toprov ide someof the 

backgroundtothe questions which wereasked. 

B. A methodology for theanalysis of the capacity of theUN development system 

25. As already indicatedat thebeginningof Chapter Three, anyanalysis ofthecapacity of 

anorganizationn^ust necessarily be carried out i n t e rm s of theobjectives establishedfortha^ 

organization. The following notesindicate the lines along which thepresent capacityof UNDP 

has beenexamined, suspendingforthemoment consideration of any changesinthe character 

and content of the programme which mightbeconsidereddesirable . They therefore start from 

the premise that the objectives of theprogrammeareases tab l i shed by the various resolutions set­

ting up the programme and i t s forerunners . The salient points of theseresolutions tobe no^ed 

in thiscontext have already been quoted in paragraph3of Chapter Three. Theleading resolu­

tions in this senseadopted by the General Assembly and byECOSOC are as follows: 

GA resolution 200̂ 111̂  

"Technical Assistance for Economic Development" ^1948^. 

ECOSOC resolution 2 2 2 ^ 

A. "Economic DevelopmentofUnder-DevelopedCountries" ^1949^; 

B. "ExpandedProgramme of Technical Assistance for EconomicDevelopmen^ 

of Under-Developed Countries: Relationsbetween theUnited Nationsand 

Regional Organizations" ^1949^. 

GA resolution 304 ÎV^ 

"Expanded Programme ofTechnical Assistance forEconomic Development of 

Under-Developed Countries"^1949^. 

ECOSOC resolution 542 ^VIII^ 

"Technical Assistance"^1954^ 

GA resolution 1240^111^ 

"Establishment of the Special Fund"^1958^ 

GA resolution 2029^^^^ 

"Consolidationof the Special Fund and theExpandedProgrammeof Technical 

Assistance inaUni ted Nations Development Programme" ^1955^. 
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25. These resolutions established thesalient features of thepresent objectives and charac­

ter of the rogrammeandthe concept of present c a p a c i t y h a s t o b e c o n s i d e r e d i n t h e i r light. 

The Capacity Study, however, was a l sorequ i red to consider thefuturecapaci ty of the system 

in quite specific terms. For its examinationofthisquestion, the Studyconsidered that the 

criteria established by the General Assembly, as part of the t e rmsof reference for ECPC, in 

resolution 2188^^1^, admirably served thispurpose. 

27. Capacity maybe examined under two aspects: the quantitative, relating t o t h e volume 

of activity planned and undertaken, and the qualitative, i . e . , the qualityof the operation, the 

operators and their performance. Both of t h e s e a s p e c t s m a y b e further subdivided. The 

first lends i t se l f toacons iderab ledegreeof statistical measurement, but the second is much 

harder to assess , since it inevitably involves subjective andvaluejudgements; nonetheless, 

it is probably more important in terms of t h e r e a l impact of theco-opera t ionaffordedto the 

development process. 

C. quantitative capacity 

28. The effectiveness of the systèmes obviously conditioned by the amount of international 

resources which a r e a v a i l a b l e t o t h e U N s y s t e m i n c a r r y i n g o u t i t s p r o g r a m m e o f development 

co-operation. Theseresources can be divided into tw ô categories: financialand human. 

29. Nofurther detailedanalysis isatten^pted about financial resources, f i r s t lybecause i t 

is assumed that the Study is to t ake the two hypotheses of present resources, andaposs ib le 

doublingof resources withinafew years, as given; and, secondly, because t hePea r son 

Commission has estimated the requirements of thedevelopingcountriesthrough multilateral 

channels. ThePearsonCommissioncalculat ions aredescr ibed in more detail in the 

chapter on"TheNex tTwen ty -F iveyea r s " l / and it is sufficient t o r eca l l here that they recom­

mend an increase in thepercentage of multilateraldevelopment co-operation in t h e t o t a l p i c -

ture of external resourcesavai labletodevelopingcountr iesfrom 10 per cent to 20 per cent. 

^h i l e th i s r e fe r s tobo th financial and technical flows, it would implyapropor t ionate increase 

in the technicalco-operation undertaken by theUN development systenr. 2/ 

1/ SeeChapterFour , para. 3. 

2/ I t m a y b e n o t e d h e r e t h a t t h e analysis of future needsforpre-investment assistance 
fromUNDPfor!958-70, carried out by Dr. IL Singer, estimated that by!970 more than 
twice the volume of 1958contributionswouldbe needed ^doc. DP/L.57of 15November 1957, 
paras 15 and^5^. 
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30. Secondly, t h e r e i s t h e questionof howfartheseinternat ional resources canbe matched 

b y t h e l o c a l r e s o u r c e s , both humanand financial, r equ i r edon thepa r t ofthedevelopingcoun-

tr ies ino rde r to carry out their share of theprogramme ^ inother words, thenreasurement 

of the absorpt ivecapaci tyoftherecipient countries. It may beargued that this is unrelated 

to thecapac i ty of t h e U N s y s t e m a s such, but it is evident that, even i f thesys t em werelOO 

per cent efficient, it would not havethe capacity to deliver an effectiveprogrammeif the 

countrytoward whichit was directedcouldnot makeuseof it. Suchaconstraint wouldalso 

defeatthe essentialpurposeof theprogramnre, whichis tohelpcountr ies tohelpthenrselves. 

In thef ina lana lys i s , therefore, i tbecomes a t e s t of the capacity of theUNdevelopment system 

to respond to the needs of countries at varyinglevels of development and withvarying types of 

problems. Hence the re i s a n e e d f o r amorepos i t ive approachto absorptive capacity, a theme 

elaborated inChap te r sFour and Nine. 

31. Thirdly, thecapac i tyof theUN system is reflected in the degree towhich its develop­

ment co-operationprogrammeachievesitsquantitativeobjectives. The extent towhich this is 

possible dependsonanumber of factors, among whichone may list thefollowing: 

- the efficacy of the methods of technical assistance used; 

- the quality of the original project preparation; 

- the degree towhichthe originalproject description specified quantitativeobjectives; 

- the adequacyof delivery by theresponsible Agency^ ^quantitative^; 

- the qual i tyofexecut ionbytheresponsible Agency; 

- thequantity and quality of thesupport given by thegovernment informs of counters 
part staff, accommodation, transport andother facilities, budgetary and adminis­
trative support, anynecessarylegis lat iveact ion, etc . ; 

- thedegreeandeff icacy of follow-up action ^including investments once thepro jec t i s 
completed. 

D. qualitative capacity 

32. ^h i l e high quantitativeperformance is necessary in order toestabl ish the basis for 

effectivedevelopment co-operation, i t i s i n i t s e l f of little value un le s sah ighs t anda rdof 

quality is achieved. Thus, it would be foolish to claimthat an Agency hasme t its commit-

n^entsby supplying s ixexper t sneeded for ap ro jec ton time, i f thoseexper t s werenot 

qualified t o c a r r y o u t the worken t rus ted to them. ^henqual i ta t iveshor tcomingsareglar ing , 

a s in th i s i l lus t ra t ion , they a r e e a s y t o p i c k u p ; in themajor i tyof cases, however, the defici­

encies a r emoresub t l eandof t en eludeobjective measurement. 

33. Herealso , the problems h a s t h r e e categories: 

- thequal i tyof theinternat ional resources avai lable tocarry outtheprogranrme; 

- thequality o f the resources available indevelopingcountries t o c a r r y o u t their part 
of theprogramme ^again, thequestionof their absorptive capacity^; 
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- the degree towhich theprogramme has achieved its qualitativeobjectives andmade 
an effective contributiontothe development of the country. 

34. ^ual i tyontheinternat ional side dependsprincipallyon the qual i tyof thehuman r e ­

sources used b̂y theprogramme, that is to say, thequality of thestaff ^professional andother^ 

atUNDPandAgencyheadquarters andat the field level. Consideration of the factors which 

bearon thequa l i ty of thestaff reveals awhole series of linkages. The most importantof these 

maybe l i s t edas fo l lows : 

- themethods of recruitment andcr i te r ia for selectionof personnel; 

- theadequacyof briefing; 

- the conditions of serviceand levels of remuneration; 

- personnel management; 

- pre- andin-servicetra ining arrangements; 

- the adequacyofbackstopping; 

- t h e qualityof management atUN^DPand^Agençyheadquartersandat the country 
levelwhich, in turn, depends on 

- the quality, experience andtrainingof thepeople concerned; 

- the efficiencyof the management techniques used and the degree towhich functions 
andresponsibilities are clearlyand rationally allocated withinthe system; 

- the adequacy of the organizational structure of thedifferent components of thesys tem 
andof the relationshipsbetween them at the headquarters, regional and country 
levels; 

- the efficiencyandadequacyof the procedures applied t o t h e p r o g r a m m e which, ideally, 
shouldbesimple and flexible. 

35. As imi la r analysisof the qualityof the resources available in the developingcountries 

t o c a r r y o u t t h e i r part of theprogramme, i . e . , theabsorptive capacity, leads to thes ing l ing 

outof the following factors: 

Thequali tyof counterpart staff which, in turn, relates to: 

- theadequacyof basiceducational and specialized training facilities; 

- salary levels and conditions of service; 

- personnelpolicies; 

- thequali tyof local administration and financial management; 

- the adequacyoftheorganizat ionalstructureof government generally andof the 

specific^nstitutidns^most directlymvolved; ^ ^ 

- thepolicies andatt i tudesofthegovernment; 

- theatt i tudes of local people most directly concerned withprogran^n^es andpro^ects. 

35. ^hen an assessment has t obe made of thecontr ibut ionmadeby the programme of 

development co-operationtodevelopn^ent i n t h e s e n s e of achieving animproven^ent in the 

qualityof lifeindeveloping countries, newandverycomplex factors a re involved. Moreover, 

when the resources a r e a s limited in relation t o t h e s i z e o f t h e p r o b l e m as thoseof theUN 
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development system, the task is ev ên harder, though it must be undertaken. However, the 

main qualitative influences can be distinguished, namely: 

D ^^^ ^ r̂t̂ ^^^B f̂ the technical assistance methods uscd^ 

- the degreeof relevance whichtheoriginalprogramme and/or projects bo re to the 

development needs of the country in question; 

- the quality of project formulation; 

- the degreeto whichthe originalproject descriptionspecifiedqualitativeobjectives; 

- the quality of executionby the responsible Agency; 
- the quality of support given by the government i n t e r m s of counterpart personnel, 

facilities, supportinglegislation, andconsistent policies in thef ie ldof theproject 
andthose areas of activity most nearly impingingon it; 

- the degree and efficacy of follow-upactiononcetheproject is completed; 

- a wholehost of other inter-related factors, affecting thedevelopment process, some 
of themquiteintangible, manyof themouts ide thed i rec t competence or sphere of 
inf luenceoftheUND e.g . , thepolitical, economic andsoc ia l s t ruc tureof the 
country concerned, traditional attitudes of the population, policies ofthegovern-
ment, local administrat ivestructures, thedifferencebetweengrowthanddevelop-
mer^t, t radepolicies of developedcountries etc. etc. 

E. Conclusionsof the analysisof capacity 

37. Thefollowingconclusions maybedrawn fromthe above: 

â̂  That a number of statisticalaggregates forthequantitative side couldand should 

beproduced, thoughthis will necessarily bea l imi i tedexerc ise^ the difficulty in 

obtainingadequate andcoherentf iguresfrom a l lpa r t s of t h e s y s t e m i s in itself a 

re f lec t iononthesys tem's capacity^; 

^ That capacity in i tsquali tat ive^andbasical lymoreimportant^ sense canonlybe 

discussed i n v e r y g e n e r a l t e r m s . However, a discussion of th i sk indcouldpro-

v i d e a u s e f u l p e g o n w h i c h t o h a n g the most important findings ^e.g., the impor­

tance: of programming andproject formulation; of rationalizationof theorgani-

zat^or^andoftheinter-relat ionshipbetweenthevarious componentsofthesystem 

at a l l le^els , headquarters, regional, country; of decentralization t o t h e country 

level; of more expeditiousmethods of execution and similar matters^. Thus, on 

thebas is of an analysis onsuch lines, thebasicbott lenecks limiting the capacity 

for more effective action mightbe iden t i f i edandtheac t ionrequi red to resolve 

them could bespecified; 

^ That quantity andqual i tyareessent ia l ly inter-related. "Development" is 

indivisible; 

d̂̂  Tha^ tbe capacity of UNDPcannotbe discussed in isolation. Ontheonehand, it 

^s a f^r^ction of thetype of organization andoperating methods whichhavegrown 

upm^^eUN system. On the other, it is , or should be, aco-operative enterprise 

w ^ ^ e countries concerned, andone cannot t h e r e f o r e d r a ^ a clear lineindicating 
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on which side the definitive constraints lie, since "capacity" in itself must be a 

joint concept. In other words, one cannot discuss the capacity of UNDP other than 

in the framework of the whole development effort of the UN and its Agencies, or 

without also considering the responsibilities of governments; specifically, of 

course, those of the developing countries, but more generally all participating 

governments in such matters as recruitment, consistent policies, attitudes toward 

trade, and so on. 

(e) Given the almost insuperable difficulties of establishing present capacity in any 

very satisfactory way, apart from demonstrating the inevitable strains resulting 

from a rapid growth in the demands made on an ill-prepared structure, the only 

feasible way in which the Study could deal with the hypothetical case of a doubling 

of resources is to emphasize the key constraints and make recommendations for 

their removal. 

F. The Organization of the Capacity Study 

38. After the provisional Terms of Reference prepared by IACB had been carefully consi­

dered, the first step taken, in order to associate UNDP and the Participating and Executing 

Agencies as closely as possible and from the outset with the Study, was to establish an 

Advisory Group of key officials from UNDP and from those Agencies executing the greater 

part of the present programme. These officials served in their personal capacity; they 

adopted a broad view when discussing the problems considered by the Study and did not act as 

representatives of the organizations which they serve. 

39. The meetings of the Advisory Group were attended by the following officials; normally, 

only one attended from each organization - where additional names are shown, this indicates 

that other officials participated when the original members were unable to be present: 

Dr. А. В elle rive WHO, Director, Division of Co-ordination and 

Evaluation 

Mr. F. Blanchard I LO, Deputy Director-General 

Mr. M. Cohen UNDP, Assistant Administrator and Director, 
Bureau of Operations and Programming 

Mr. R. Demuth IBRD, Director, Development Services 
Department 

Mr. A. de Silva UNESCO, Director, Liaison Office, New York 
(succeeded by Mr. J. Fobes) 

Mr. J. Fobes UNESCO, Assistant Director-General for 
Administration 

Miss J. Henderson UN, Associate Commissioner for Technical 
Co-operation 

Mr. P-M. Henry UNDP, Assistant Administrator and Associate 
Director, Bureau of Operations and Program­
ming 
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Mr. M. Hoffman 

Mr. ^. Huyser 

Mr. ^ P . Martin 

Miss G. Mcl^itterick 

M i s s B . Newton 

Mr. E. Ward 

IBRD, Associate Director, Development 
Services Department 

FAO, Director, Area Services Division 

U ^ Director, UNESOB 

UNESCO, Chief, Division of Relations with 
UNDP 

WHO, Chief, Administrative Co-ordination 

UNIDO, Deputy Director, Department ofTech-
nical Assistance 

40. Prel iminarydiscussions were held with the Advisory Group about possible waysin 

which the Study might be undertakenand action was in i t i a t ed toasce r t a inwhe the ranys imi la r 

inquiries werebeing made, e i therwi thinorwithout theUni ted Nations systems. 

41. About this time (DIune 1^8^, the Governing Council of UNDP met and added newdimen^ 

sions to the Study (see Sect ionlof this Appendix^. The Governing Council further decided 

t h a t a P a n e l of Consultants should be appointed to assist theCommissioner and the following 

distinguished officials agreed to become members^ 

H.E. Mr. BunchanaAtthakor 
Minister of Economic Affairs 

H.E. Dr. AliAttiga 
FormerMin i s t e r for Economy andTrade 

Thailand 

Libya 

H.E. Mr. MamadouAw Mali 
Former MmisterforPlanning,EouipmentandIndustry 

Mr. David Bell U.S.A. 
Executive^ice-President 
TheFordFoundat ion 

Mr. Ernst Michanek Sweden 
DirectorDGeneral 
Swedish International Development Authority 

Dr. Manuel PerezDGuerrero Venezuela 
Permanent Representative of^enezuela to theUN 
(until his appointment as SecretaryDGeneral of 
UNCTAD^ 

Dr. RaulSaez Chile 
Executive^ice-President 
National Enterprise of Power 

Dr. llanos Szita Hungary 
DeputyMinister 
Secretariat for International Economic Relations 

of theCouncil of Ministers 

H.E. Mr. Alekse i^ . ^akharov USSR 
DeputyPermanent Representative of theUSSR 

to the UN 
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4 . After the Governing Council had endorsed the proposal for the Study, Si rRober t 

Jackson agreed to s e r v e a s Commissioner incharge of it. During the next few weeks, a s m a l l 

staff was assembled, consisting of four full-time professionals, besides theCommissioner , 

and supplemented by the part-t ime services of twoprofessionals amounting to approximately 

six months each. The Director-General of theWorldHealthOrganizat iongenerously provided 

off iceaccommodationinhisHeadouartersinGeneva. 

43. It was decided, after consultations with the Advisory Group andotherauthor i t ies , to 

approach the Study in th reebroadphases : 

(a^ The first phase would be directed towards an analysis of the character 

andcontent of the operation in the past and at the present t imeand would 

then consider t h e p o s s i b l e s h a p e o f t h o s e e l e m e n t s i n t h e future; 

(b^ The second phase was intended to review the methods used for programming-

usually considered t o b e project formulation andappraisal , execution, 

evaluation and follow-up-bothin^the past and at the present t i m e ^ ^ n d then 

go on to consider the for^mthat these procedures mightbest assume in the 

future; 

(c^ Next, the administrative, financial andorganizationalimplicationsof the 

results of the analysescarr ied out during the first twophases of the Study 

wouldbe considered. 

44. In^luly 19^8, shortly after the Governing Council had met, adetai led questionnaire 

wascircula tedtoUNDP and all the Participating and Executing Agencies with the objective of 

obtaining essential information related to the first two phasesof the Study. The Administra­

tor of UNDP readily agreed that theCommissioner should have direct access to the Resident 

Representatives of UNDPonaper sona l basis. The o^uestionnairewa^ therefore a l s o s e n t t o 

all those officials. Simultaneously, action was initiated to obtain the views of aconsiderable 

number of governments directly concerned with the Study. 

45. From the time when the first questions were addressed toUNDP, t o t h e Participating 

and Executing Agencies, a n d t o t h e Resident Representatives, great emphasis wasp lacedon 

thefact that care would be taken to protect the security of any documents submitted to the 

Study and that any views expressed would bet reatedincompleteconf idence. Thispolicy was 

adhered tothroughout the Study and, as a resu l t , informationwasmadeavai lable which other­

wise might have beenwithheld. I n t h e s a m e s e n s e , the views of individuals expressed orally 

were considered with great careand notes made but never attributed. T h i s p o l i c y h a s u n -

doubtedly proved its value and i sone which could be adopted with advantage hy any future 

studies. 
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4^. After the GoverningCouncilendorsed the Study, renewedeffortswere^made, following 

the initial ino^uiriesalready undertaken, tofindout what work of a s i m i l a r character was 

being undertaken in other par t sof theUni ted Nations system. The major parallel activity 

which was identified was that of theEnlargedCommittee on Programming andCo-ordination, 

the te rn^sof reference for whichembraced virtually a l l theprob lems which had been referred 

t o t h e Commiissioner. Amieetingwiththe^nembers of ECPC was there forear rangeda t as 

early ada te as possible andaworkingrelat ionship was establ ishedwhichavoidedagreat deal 

of duplicationof effort whichwouldotherwisehavetakenplace. The Con^missioneris particu­

larly gratefultomen^bers of the ECPCfor their constructive andpositive atti tudewhichclear-

ly did much t o a s s i s t the conduct of the Study. 

47. It soon became evident that many of the problemsinvolved in the Study were being 

considered in greater o r l e s s detail, but almost invariably in isolation, inother parts of the 

United Nationsdevelopment system. Awide range of consultations therefore became inevit­

able and, although this was atime-consuming process, it veryo^uickly proved t o b e an 

essen t ia lp rocedureandonewhichnot only assisted directly the conduct of the Study but sim­

ultaneously avoidedduplication, and indeed triplication, of work being done in other places. 

I t canbeconc luded f romth i sexpe r i ence that theUnitedNationssystem is now so large and 

complex that all toooften inquiries are initiatedwhich duplicate the workof some other part 

o f thesys tem. 

48. This rangeofsubstantialconsultat ions involved at least the following authorities and 

organizations: 

(a^ The Governing Council of UNDP; 

(b^ Thegrea tma jo r i tyo f thegovernments making n^ajor financial contributions 

to UNDP; 

(c^ Thegovernmentsof the developing countries; 

(d^ All the Executive Heads of UNDP and the Participating and Executing 

Agencies, of UNICEF and WFP; 

(e^ TheEnlargedCommittee on Programming andCo-ordination; 

(f̂  The Secretary-Generals Committee on the Reorganization of the 

Secretariat; 

(g^ The Panel of Consultants; 

(h^ The Advisory Group; 

(î  The Chairman of ACABOS 

(j^ The Chairman of the Panel of External Auditors; 

(k^ The Computer Users^ Committee of the ACC; 

(1^ The Inter-Agency Study Group on Evaluation of the ACC; 

(m^ The^Ioint Inspection Unit; 
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(n̂  TheChairman of theCommitteeforDevelopmentPlanning (Second 

Development Decades 

(o^ All Resident and Regional Representatives of UNDP; 

(p^ The Executive Secretaries of theUN Regional Economic Commissions 

(ECE, ECAFE, ECLA, ECA^ and the Director of UNESOB; 

(^ The Executive Director of UN1TAR; 

(r^ The Inter-American DevelopmentBank; 

(s^ The Asian Development Bank; 

(t̂  The African Development Bank; 

(û  Many officials working within theUnited Nations system; 

(v̂  The Organization for Economic Co-operation and Development, P^ris; 

(w^ The European Development Fund, Brussels; 

(x̂  The Commission on InternationalDevelopment (ThePearsonCommission^; 

^ T̂ he Overseas Development Instituted London; 

(z^ Representatives of non-governn^ental organizations; 

(aa^ Representatives of the International Secretariat for^olunteer Service and 

of theCo-ordinating Committee forlnternational^oluntary Service; 

(bb^ Several largeinternationalconcerns with wideinternationalexperience. 

49. The Governing Council of UNDPmetin^Ianuaryl9^9 and referred further problems 

to the Study (see Sectionlof this Appendix^, a n d a l s o a s k e d i t t o p r o d u c e a c o n c e p t u a l d e s i g n 

for a s y s t e m t o collect, store, and retrieve data. 

50. When the responses to the questionnaire dealing with the first two phases of the Study 

had been received, they wereanalysed in sufficient detail to permit the formulation of an­

other questionnaire (despatched inFebruary 19^9^ relating t o thep rob l emsof the th i rdphase 

of the Study. This questionnaire wasa l so addressed toUNDP, all the Participating and 

Executing Agencies, and to manyResident Representatives. 

51. As had been planned, a"ThinkTank" comprising the membersof the Advisory Group 

and the staff of the Capacity Study washeld and provided an unusual opportunity to consider 

all the problems then before the Study, particularly as the meeting was held in an atmosphere 

of complete confidence. This meeting took place at the endof February and permitted all 

concerned to express their views onthe present and futureoperationswithcomplete freedom 

and objectivity; it lasted nine daysand was of much value to the staff of the Capacity Study. 

5^. Responses to the o^uestionnairerelating to thethird phase of the Study wereexpected 

t obeava i l ab l eby theendo f Apr i l l9^9 , but, unfortunately, much important mater ia ldid not 

become available until late in May. 



44^ 

53. Simultaneously, writtenconsultationshad been proceeding with thegovernments of the 

developing countries. In order toensure that the problems, needsand views of these coun­

t r ies wouldbe fully taken into account, contact was a l somadewi thacons iderab le number of 

individualsin these countries whohadhadprac t ica l and relevant experience with development 

problems. 

54. At the endof April 19^9, in accordancewith the network analysis, theprocess of con-

sul ta t ionwasbrought to an end, althoughcontact wi th thePearson Commission and those 

responsiblefor the Studyof the Second Development Decadecontinued in order to ensurethat 

the Capacity Study complementedthereports of these authorities wherever this waspossible 

and constitutionally correct. 

55. Subsequently, it was possible to obtain any additional information required fromUNDP 

andthePar t ic ipat ingandExecut ingAgenciesby correspondence, and no further n^eetings of 

the Advisory Groupwere necessary. The Panel of Consultantsmet ontwo separateoccasions. 

A th i rdmee t inghadbeena r r angedbu t wascancelledowing to the inabilityof several members 

toattend. Individual meetings, however, w e r e h e l d i n t h e m e a n t i m e w i t h a n u m b e r of mem­

bers . The Panel of Consultants has a r rangedafur ther meeting to be held in December 19^9 

after theReport has formallybeen transmitted togovernments so that theycan consider it and 

decide what comments they themselves wi sh to t r ansmi t to theGovern ing Council. 

5^. Th i sp rocess of consultation has therefore meant that, at all times, UNDP and the 

Participating and Executing Agencieshavehadeveryopportunity to consider theproblems 

under consideration by the Study and to express the i r views and suggestions. Similarly, 

governments making major financial contributions havebeen kept generally aware of t h e p r o -

gress of the Study andeachof the developingcountrieshasbeen invited formally to ensure 

that the Study took into account whatever factors they believed to be in^portant. 

57. The lack of reliable facts and figures, and differing interpreta t ionsof thesame word 

or wordsby individual organizations, h a s b e e n a g r a v e handicap. Much research would have 

been required toascer ta inwi th confidence whether certain facts and figureseven existed, thus 

illustrating the need for aneffective information system. Again, many factsand figures sub-

knitted t o t h e Study were eitherincomplete or werenot consistent; the Study would have needed 

research staff and much more t ime in order to ascer ta in the t ruepos i t ion in relation to certain 

problems. 

58. Certain statements and facts are often repeated in the Report and its appendices. This 

hasbeendone deliberately. Firs t , it appears that it i sd i f f icul t torepeat too oftencertain 

basicfacts andvery real threats to thepresen topera t ion if anyattention is to bepaid to them. 

Second, manychapters areintended for specialists and arewri t ten so that they can be consi­

dered independently. 



443 

59. The Report was completed, as planned, on30 September 19^9 and was passed to the 

translators for further action. 

^0. As to the organizational methodology employed in the Study, four conclusions may be 

drawn from this experience; 

(a^ This kind of study is likely to be more effective and mucheffort, t ime, and 

money will almost certainly besaved, if at the outset particular care is t^ken to 

ascertain whether similar ino^uiriesarealready being undertaken, in part or in 

whole, elsewhere within theUnited Nations system. 

(b^ If it is possible to preserve thesecur i tyof information andensure that the 

opinionsandviewsof individualsgiven in confidence remainconfidential, it is 

almost certain that a c l e a r e r and more accurate picture of anygiven problem 

will be presented. 

(c^ Thecreat ionof what could be cal led"neutralground"between the various 

organizations composing theUNsys temcIea r ly could have considerable implica-

t ionsfor the future, for by this means individualsserving in separateorganiza-

tions would be ab le to contribute far moreeffectively in that theycou ldexpress 

opinions about the capacity and the e f fec t ivenessof thesys temas awholeand 

would not be restr icted toexpressing the official viewsof r e o r g a n i z a t i o n s in 

whichthey were working. 

(d̂  As imi la r studyof this scope and complexity is likely to be more effective if 

those co^nmissioning it decided toapproach it in stages, eachs tagebeing 

approved in sequence; 

P h a s e l Detern^ination of the precise scope of the Study and 
the principal proble^nsinvolved in it; 

Phase II Establishment of separate groupsor task forces to 
study individualproblems under centralcontrol , and 
to make recommendations; 

Phase III Action to ensure effectiveimplementation. 
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SUPPLEMENTARY INFORMATION TO CHAPTER FI^E 

1. PRESENT SYSTEMS OF PROGRAMMING 

^Note: This section provides background information for paragraphs 31-43of ChapterFive, 
^introducing the CountryProgramme.^ 

A. UnitedNations Development Programme 

1. Different systemsof programming are at present used for theTA and SFcomponents 

of UNDP. Athird system isapplied to the programming of regional projects within theTA 

component. 

(1^ Programming of the TA component 

^. Dur ing the f i r s t f ewyearsof the Expanded Programmeof Technical Assistance, the 

method of programming wasdetermined by the philosophy underlying i t screa t ion . EPTAwas 

originally conceived as ameanso f supplementing theregular resources oftheUnitedNations 

and i tsSpecializedAgenciesfor assistance in the fieldof social andeconomic development in 

developing countries. As a consequence, thefunds available were distributedamiongthe 

participating organizations u s i n g a s c a l e of Agency shares. The subsequent evolution toward 

acountry-oriented procedure which wouldeffectively interpret the needs and pr ior i t iesof each 

recipient governn^ent, a n d t o w a r d a m o r e concert ed re sponseby theva r ious components of 

theUNsys tem, is described inChapter Two. This traces thesuccessive stages of "country 

programming", "biennialprogramming", "project programming" and"joint programming". 

3. The latest revision of the programming procedures for what is, since the merger of 

EPTA and the Special Fund, known ^s the Technical Assistance component of UNDP, was 

undertaken by the Governing Council in 19^7 andcamein to fo rceon 1 January 19^9. 

4. The Governing Council^sdecisionto introduce the newTA programming sys temwas 

motivated by the need: 

- for greater and more timely adjustment t oneedsmrec ip i en t countries; 

- f o r more overall flexibility; 

- f o r improved planning of the use of TA re sources ina longe r - t e rmper spec t ive ; 

- f o r better control of the programme by therecipient country as well asUNDP; 

- f o r improvedasses^n^ent of individualproject requests; 
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- t o f o c u s o n e s s e n t i a l needs; 

- f o r simpler and less time-consuming procedures; 

- t o s t rengthentheco-ordinat ionfunct ionoftheResidentRepresentat ivein relation to 

theTA component; 

- t o facilitate the full merger of t heTA and SFcomponents. 

5. Whileintroducing somenew features, notablythatof continuousprogramming, thenew 

system for progran^mingTAconsolidated many of the earl ier innovations that had been 

introducedoverthe years. Its chief characteristics are: 

(a^ the n^aintenance of an annualcountry target system for theTA component, which 

becomes aprovis ional target for thenext three ensuing years after it is approved; 

(b^ continuousprogramming, i . e . submissionof requests for assistance, through the 

Resident Representative, individually, as and when the need occurs; 

(c^ full project budgeting, i .e . requests will cover projects for their entire expected 

duration; 

(d^ approval of requests by the Administrator for the fullduration of the project up to 

a maximumof four years, after consultation with the Participatingand Executing 

Agency, and bearing in mind any recommendations made bythe Resident Represen-

ta t iveandthecomments of the Specialized Agencies; 

(e^ the to ta lannualpro forma allocationfor approved projectsshould not at any tim^e 

exceed the current annua l t a rge t i neachcase ; 

(f̂  Agencies should report o^uarterlytoUNDP Headquarters wi thacopy to the Resident 

Representative on the savings arising in the implementationof the country 

programme; 

(g^ savings should revert to the unprogran^med portion of the country target as they 

occur and should be available for reprogran^ming; 

(ĥ  the unprogrammed target at theend of theyea r should beadded to the target for 

the next year, sub jec t toamax imumof 5 0 p e r c e n t o f t h e o r i g i n a l t a r g e t (any 

unprogrammed ba lance inexcesso f 50 per cent would revert to the centralUNDP 

(TA^ accounts 

(î  a ce r t a indegree of decentralization to the Resident Representatives who may 

approve changesinapprovedprojects where these involvemodificationsof less 

than six months in experts or fellowships, or of less thanUS^lO,000 in the equip­

ment and miscellaneouscomponent^ all larger changeshave to be approved by the 

Administrator; Agencieshave authority toapprove very minor changes, e.g. of 

less t h a n o n e m o n t h i n e x p e r t s o r fellowships, or of l e s s t h a n 5 p e r c e n t o f t h e 

US^OOcomiponent for equipment and n^iscellaneousiten^s, provided noincreased 

project allocation is required; 
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(j^ a speedier response toreo^uests is anticipated: UNDP Headquarters should act on 

each request within thirty days, a t amax imum, of its receipt; 

(k̂  a somewhat more flexible approach to counterpart obligations in that, where a 

government, exceptionally, cannot provide the local t ransport and secretar ial 

facilities needed by theexpert(s^, these may be provided for under the 

"miscellaneous"component of the project budget. 

^. Although it is toosoon to rn^ake any judgement based on results , t h e n e w s y s t e m i s 

l i ke ly tobe an improve^nentover i t spredecessorsbecause i tmiarks ani^mportantfurther ad-

vancein thecountry orientation of the programmeandstim^ulates the long-ter^^nplanning of 

projects onacont inuousbas is . Furthermore, the approval of individualprojects as and when 

they are presented, instead of the former wholesale orblockapprovals of country programmes 

bunched together duringafew crowded months a tonepo in t in theb ienn ium, should make i t 

possible for the Administrator and his staff to scrutinizeeach request against established 

cr i ter ia and thus ensure that the funds available a r e p u t t o t h e m o s t p r o d u c t i v e u s e i n e a c h 

case. 

( ^ Programming of the SFcomponent 

7. Theprogram^ningsystem^usedfortheSF con^ponentisbased on premises which dis­

tinguish it from theTA component: 

(a^ its p ro jec t sa re to berela t ively large in size ("mini -pro jec ts"arenormal ly the 

first phaseof larger-scale opera t ions in the futures 

(b^ the projects areoftenexpected to pave the way for subsequent investment by 

domestic or external, officialor private, sources of capital; 

(c^ there is no formally stated division of fundsbetween regions and countries; 

(d^ funds a reea rmarkedfo r , and allocated to, projects for the durationof their 

expected lifetime which averages between four ami f iveyears , except for "mini-

projects". 

8. On these premises, aprogramming structure has been erected, with three main 

characteristics: 

(a^ project-by-project appraisaland approval, combined with, 

(b^ continuousprogramming, and 

(c^ project budgeting. ^ 

Som ê phases and featuresof the present sys t emwhicha reo f particular interest to the 

Capacity Study are described below. 

9. The original idea for aproject may germinate i n a v a r i e t y of ways, in addition to the 

initiative of the government. In many cases, it is theUnitedNations Agency concerned 

which initiatesdiscussion with the governn^entof areo^uest, either directly, o r b y s e n d i n g a 
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special mission, or through the mediumof its local representat iveor expert. The govern­

m e n t s formal approval is obtained subsequently. UNDPitself has alsoinitiated projects, as 

haveRegionalEconon^ic Commissions and other regional bodies. Therehave a l sobeencases 

wherea re^ues thaso r ig ina t edwi thab i l a t e r a l a s s i s t ancep rogramn^e . 

10. Whatever thesource of theidea, the project request has t obe formulated indeta i land 

submit tedoff ic ia l lybythegovernment inorder tobegivenoff ic ia lconsidera t ion . Sometimes, 

the whole process of detailed formulation is undertaken by the government but, more often 

than not, it is donebyanexper t , amiss ion , or aspecialconsultant , especiallywhenthe 

request has originated fromoutsidethegovernn^ent. Frequently, addit ionalstudyonthe spot 

and reformulation i sca l led for and i s c a r r i e d o u t b y a p r e p a r a t o r y mission, oftenconsisting 

of aconsultant appointed by UNDP, andstaf f f romone or n^ore Agency headquarters, and 

financed by UNDP. T h e r e i s n o l i m i t t o t h e n u m b e r o f requests thatagovernment may sub­

mit as long as they keep within t h e g e n e r a l t e r m s o f r e f e r e n c e a n d objectives of the SFcom-

ponent. 

11. Theappra isa lof a re^ues t , onceofficially submitted, i s the joint responsibility of 

several institutions. UNDPHead^uar te r sca r r i e sou tanappra i sa lo f thepro jec t^sgenera l 

soundness and i t s compl i ancewi th the ru l e s and cri teria established for the SFcon^ponent. 

One or more Agencies, as the case may be, are asked toper formatechn ica lappra i sa l . The 

UNisgiventheoppor tuni tyof appraising thesoundnessof the project fromtheviewpoint of its 

potential impactoneconomicdevelopment and, intum^ passes the reouest to therelevant 

Regional EconomicCommission for comments. The lBRDis also consulted in relation t o i t s 

owncurrent and planned activit iesin the country concerned and theeventualpossibil i t ies for 

investment follow-up. Severalother authorities arealsoprovided with project summaries, 

e .g. governments having bilateral programmes which have officially requested an exchange of 

information for the purposes of co-ordination, andalsoRegional Development Banks. 

1^. In principle, a government can submi ta re^ues t whenever it feels the need to doso . 

Since the Governing Council meets o n l y t w i c e a y e a r , normally in January and ^lune, and since 

project recommendations to the Council have to be scrutinized by the IACB three months 

earl ier , governments do, in practice, have to observe certain deadlines if they wish their 

requests to be considered a t a p a r t i c u l a r t ime. Except where the Administrator uses his 

authority to commenceoperationsbefore aproject is formally approved, projects aregrouped 

andpresentedas recommendations to the Governing Council at semi-annual intervals. 

13. Project budgeting i s a p p l i e d t o a l l projects under the SFcomponent. In approving pro­

jects , the Governing Councilearn^arks funds for their entire expectedduration. The costs 

are consequently calculated o n t h e b a s i s o f a n e s t i m a t e of the timing of UNDP expenditures 
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within the project. In the planof operation, this timing of expenditures -bo th local and 

U N D P - i s expressed in actualcalendar years. 

(3^ Programming of regional projects 

14. Both theTA and SFcomponents of theUNDP contain regional and inter-regional 

projects. Uptonow, thechief features under t heTA component were as follows: 

(a^ eachyear , aspecific target, most recently amounting to 1 7 p e r c e n t o f TA 

resources, has been set aside for regionalandinter-regionalprojects ; 

(b^ the fundsavailable have been divided into Agency target figures; 

(c^ the main initiative for programn^ing regional and inter-regionalprojects has there-

after rested with the Agencies; official governmental support subsequently obtained 

has tended tobe arout ine formality and has not necessarily r ep resen teda l l the 

governmentsconcerned; 

(d̂  project proposals havebeen put before the Governing Council o n c e a y e a r in the 

January session for approval; 

(e^ loca lcos ts a r e a s s e s s e d i n o n l y isolated instances. 

15. Recently, the Governing Councü recommended to ECOSOC the introductionof new 

progran^m^ing procedures for regional projects under theTA con^ponent, starting in 1971. 

The n^ain features proposed are: 

(a^ a single globaltarget established by the Council; 

(b^ the elñnination of Agency target figures; 

(c^ applicationsare to be made onaproject-by-project basis through appropriate 

channels ands ignedbyagroup of governments; 

(d^ the Administrator is authorized toapprove projects directly, except when the 

cumulative value of the project for its anticipated duration exceedsUS^OO,000. 

This proposalwas endorsed by ECOSOCat its sumrner session in !9^9 for approval by the 

General Assembly. 1^ 

15. Thesal ient features of the programming process for regional projects under the SF 

component are: 

(a^ no specific amounts a r e s e t aside for regional projects; 

(b^ whereas projects are often devised by the Regional Econom^icCom^m^issionsor 

regional offices of Agencies, the actual requests must besigned and submitted by 

allthegovernn^ents wishing to co-operate inareo^uired project; 

(c^ requests aresubn^itted, appraisedand recommended for approvalonacontinuing 

basis according to d e p r o c e d u r e s applied in the case of national projects under the 

SFcomponent. . 

l¡ ECOSOC resolution 1432(XLVII). 
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В. Programming procedures for other operational programmes of theUNdevelopment 
system not financed by UNDP 

17. The principal operational programmesof theUNdevelopment system besidesUNDP 

are those of UNICEFandWFP. However, t h e U N a n d some of the Specialized Agencies 

operateprogramn^esoftechnicalas^is tance financed from sources other thanUNDP(e.g.from 

their regular budgets, trust funds and the like). S i n c e a l l t h e s e r e p r e s e n t inputs fron^the 

system, it i s appropriate t o c o n s i d e r their programming proceduresbriefly. This will not 

be anexhaust ivesurvey but will merely b r i n g o u t t h e salient pointsof interest incon^parison, 

or in relation, to those of UNDP. 

18. The programming of UNICEF^s resources isc^untry-oriented. UNICEFoperateswith 

unofficial planning ceilings for each recipient country. During the 1950^s, the work of 

UNICEF has become more clearly oriented toward certain overalldevelopment objectives for 

the benefit of n^others and children^ which influence its programming policies and methods. 

A s a s o u r c e of funds to promote these purposes, it gives material support for such activities 

within the programmes of the Specialized Agencies (notably WHO, FAO, UNESCO, ILO). 

19. TheWorld Food Program works without country planning ceilings. During the first 

three experimentalyears, a m a i n c o n c e r n w a s t o g i v e t h e p r o g r a m m e a w i d e g e o g r a p h i c 

spread in order to b e a b l e t o s t u d y its working methods and in^pact under widely differing con­

ditions. However, becauseofthedependenceof this formof assistance on reasonable 

administrative support within therec ip ientcountry, there is a tendencyto concentrate more 

projects in countries that a r e r e l a t i v e l y m o r e a d v a n c e d in this respect. TheWorld Food 

Program, although usingResident Representatives as its country representatives, pro­

grammées its projects independently of other development assistance activities oftheUnited 

Nations. Furthermore, acomparatively large number of the existing projec tsseem to have 

been initiated by naissions from headquarters or throughWFP project officers in the field, 

though it should be noted that the lat ter form part of the Resident Representat ives staff and 

work under h isauthor i ty . 

20. Generally speaking, the n^ain purpose of operational programmes of technical ass is ­

tance financed fromthe regular budget of aSpecialized Agency is to strengthen the activities 

of the Agency in its areaof competenceby permi t t ingacer tam measure of operationalwork 

in the field. Such p rogrammesare the re fo res t rong ly based on pr ior i t iesand policies laid 

downat the various headquarters andbythevar iousmter-governmenta lbodiesgoverningthe 

programmes. To o^uote one instance, theUNESCO manual states that requests for assistance 

under i tsPar t ic ipat ionProgran^me "will be considered only for projectscovered by resolu­

tions and work plans which are n^aintained by the GeneralConference"^ 
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21. While theUNESCOPart ic ipat ionProgrammehas somethings incommon with other 

technical co-operationwork, e.g. inthe use of experts and fellowships, it is therefore acu i te 

dist inct iveprogrammein that the assistance provided is strongly oriented toward thebas ic 

purposesof the organization and especiallythe supportof cultural activityand institutions. 

Consequently, it is^made availableto allcountries andnot l in^i tedtothe de^velopinggroup. 

22. The regular technical ass is tanceprogrammeof WHO occupies a unique position by 

virtue of its size, andof the programming n^ethods used. It finances a l a r g e r shareofWHO 

field activities than does theUNDP. Al lWHOprojec t sa re programmed in la rgely the same 

way, regardless of thesourceoffunds . For many years, WHOhas worked on thebas i s of 

a th ree -yea rp rogrammewhich i s rolled f o r w a r d o n e y e a r a t a t i m e . Although the t ime-scale 

of UNDPprojectshas not usually conformed- thedivergencebeing greatest in the case of 

EPTA and now the TA component of UNDP, which operated first o n a y e a r l y and later o n a 

biennial basis - t h e y aredovetailed into the overallpattern. Indeed, given the relative sizes of 

the two, theUNDP-financed projects (especiallyin t heTA component)come to fill in gaps in 

that pattern. TheWHO re guiar programme is also characterized b y a s t r o n g policy of de­

centralization - n o t o n l y f o r t h e actual programming but also with regard to thedec i s ions 

taken ontheprogramme - to i t s reg iona lo f f i ces and thence to the WHO country represen­

tatives. Although there is no system of country targets, certain decisions a r e t a k e n o n t h e 

distributionoffundsbetween regions. The great increaseduring the 1950^s of the share of 

Africa in t h e r e g u l a r p r o g r a m m e r e s o u r c e s i s thus the resultof aconsciouspolicy. 

23. The regular programmeactivities of UNIDO in l958 amounted to nearly US^l.On^illion 

b a s e d o n a s h a r e oftheUNregularprogran^^^ne, voluntarycontributions and trust funds. 

UNIDOalso managed, jointlywithUNDP, the Special Industrial Services (SIS) programme. 

Formerly, thisprogramn^e was financed by direct voluntarycontributions, but following the 

Governing Council decision of l̂une 1959 projectsof SIS type will be financed from the 

revolving fund of UNDP with an approximate upper limit of US^2 million annually. 

24. The regular programmeofWMO used t o b e c a r r i e d o u t with t h e h e l p o f t h e N e w 

Developn^entFund. TheFund has nowceased to exist, although there are son^eresidual 

activities financed by remaining monies. On l ^ a n u a r y l 9 5 8 , the VoluntaryAssistance 

Programmée cameintobeing. This programmeiswhol lyl inked with the World Weather 

Watch. AlthoughWMO plays an active role ^sa^ link between donors and r ec^en t^under^ the 

program^^me - alleo^uipmentis, for instance, donated toWMO which, in its turn, transfers 

t i t l e t o i t t o t h e recipientgovernment - certain features resemble a s e r i e s of bilateral a ss i s ­

tance projects under theguiding and co-ordinatmginfluenceof an internationalbody. To the 

extent that governments donatecash, however, WMO alsoexecutes projects under this 

programme. 
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25. Menti on should also be made of the Freedom from Hunger Campaign(FFHC) which 

operates under theaegis of FAO but is financed by voluntary donations by governments and 

non-governmental bodies, usually provided for specific projects which are then executed by 

FAO. There is thus no country target, theapproval of projects (which are technically 

sc reenedbyFAO)dependingontheava i lab i l i tyofasponsor and taking place on an ad hoc 

basis . The degreeof involve^mentof the Resident Representative dependsontheformof FAO 

representation in thecountryconcerned: hispar t ic ipat ionwil lbe greater where aSenior 

Agricultural Adviser se rveson his staff and where ( a s in somep laces )heh imse l f acts asFAO 

representative. 

25. Acom^n^onfeatureof n^ost regular technicalassis tanceprogranmnesis that their 

resources a re regarded , t o a c e r t a i n e x t e n t , as "seed money" for projects to be financed at a 

later stage by theUNDP. Since the Agency initiative in bringing projects into being is , for 

obvious reasons, even moremarked under programmes financed from regular budgets than 

underUNDP, these programmes tend to influence the direction in whichUNDP-financed 

country programmes aremoving. Consequently, they often militate against ac lear-cut , 

country-centred programming policy. 

27. It i s in teres t ing to comparethe procedures used for var iousregular programmées with 

those of t heTA component of UNDP. Some base their programming on notional country tar­

get figures, while others do not. Similarly, when the TA component operated on an annual 

or biennial cycle, someregular programmes, s u c h a s U N a n d l L O , used t o b e synchronized 

with it and submitted by governments at the same time. Otherseitherdid^ not correspond to 

theUNDP(TA)cycle or operated onacomple te ly ad hoc basis as and when requests arose. 

The lat ter is now the casea l so with the TA component under the new regulations. While 

these variations do not rule out co^nplem^entary action between theregularprogran^n^es and 

UNDP(TA), it does make it more difficult to arrange. Again, the involvement of the Resident 

Representative ranges from active (and, i n s o m e c a s e s , sole)participation in the planning of 

someregu la r programmes (e.g. UN, where he is alone responsible, orUNIDO), througha 

consultativerole (ILO, UNESCO), to the merely passive one of being informed of the negotia­

tions and of their outcome(WHO). 

28. In several countries, the co-ordinating unit in thegovernment is often in t h e s a m e 

posi t ionas the Resident Representative and does not know what the technical ministries have 

negotiated with individual Agencies with regard to regula r programóme activities. 
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II. EVOLUTION OF THE PRACTICE OF EVALUATING UN DEVELOPMENT 
CO-OPERATION PROGRAMMES AND PROJECTS 

^Ñote: This section provided background information for paragraphs 142-149 of ChapterFive , 
introducing Evaluation.^ 

29. At the outset, whenmultilateraltechnical assistance was intended p r imar i ly to 

strengthen theon-going work of UNorganizationsindeveloping countries and financial r e ­

sources were very m^odest, little wasdone to promote evaluation. Indeed, the first inter­

national meetings which discussed technical assistance through theUNsys tem disclosed the 

active resistanceofson^egovernments to evaluationonthe grounds that it was a r a t h e r 

academicexercise. The assumption at that time was that the transfer of knowledge and 

experience fromdevelopedtodeveloping countries was a good thing per se andal lavai lable 

resourcesshould be used for that purpose. The basic legislation of EPTA, however, does 

mention the need to carry out "critical examinations of activities undertaken and results 

achieved". 

30. Increased funds and the introduction of "country programming" led, however, t o a 

greater realization of the need to investigate the effectiveness of EPTA. In l957 , the 

Technical AssistanceCommittee of ECOSOCappointedaworking group which undertook an 

evaluation of the programme^sactivities in six selected countries. F r o m l 9 5 7 o n , it was 

agreed to inc ludeaspec ia l chapter entitled"Evaluation of the P rog ramme" in theannua l 

report of TAB to TAC. ^ T h i s b e c a m e a r e c u r r i n g , though not comprehensive, evaluation, 

attention being given oneyear to regional projects, in another to fellowships, etc. 

31. The chapters on evaluation in the annual report of TAB to TAC were mostly based on 

information submitted by Resident Representatives, supplemented by material from the 

Executing Agencies. They mainly represented impress ionsra ther than systematic analysis, 

and appeared toevoke little enthusiasm in governm^ents which felt that the plannersand 

executivesof the programmesat as their own judge and jury. 

32. These early attem^pts at evaluation, however, were anexpress ionofagrowing convic­

tion that technical co-operation for econom^ic andsoc^aldevelopmentwas one of then^ost 

difficult tasks that had been undertaken, r e a r i n g imagination, extensive knowledge a n d a 

fund of systematically collected and organized experience. In other w^rds, technicalco-

operationwas an activity in which people learnt by doing. It was therefore necessary to ma^ke 

good use of the knowledgegained and this demandedasystematic and analytical approach p ro -

vidingasound basis for futureaction, especiallyin programming, project planning and 

formulation, and implementation. 

^ The first one appeared in the report on the activities of TAB for 1955, issued in 1957. 
SeeUnitedNations, Technical Assistance Committee, AnnualRepor tof the Technical 
Assistance Board for !955 (doc. E^2955). 
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33. When the Special Fund wascrea ted in 1958, the need for proper evaluation of its 

activities wasrecognized. Paragraph 44 of resolution 1240(XIH)specifically states that "the 

Managing Director and the Governing Councilshall take appropriate measures to ensure an 

objective evaluation of t he r e su l t so f projects and programmes". 

34. On l^Ianuary 1955, UNDP came into being and assumed theresponsibili t ies for evalu-

ationpreviously assignedto i t sp redecessors . The re i snow an Evaluation Divisionwithinthe 

Bureauof External Relations, Evaluation and Reports. 

35. It is of interest tocompare theexper ience of otherUNorganizations. The resolutions 

byECOSOC and the General Assembly setting upUNICEF in 1945, for instance, makenomen-

tionof evaluation. In 1954, however, the Executive Boardof UNICEF reviewed the question 

andagreed that there should be anexaminationof the progress andresu l t sof individualpro-

jects for which primary responsibility rested with therecipientcountry. At the same session, 

t h e B o a r d a l s o decided toconsider , eachyear , reports reviewingone or twof ie ldsof aid. 

These r epo r t s , whichevaluateproject planning, progress, working methods and results, are 

madebyconsul tants jointly selected byUNICEF andthe technical Agency or Agenciescon-

cerned, or by the technical Agency alone, of tenwiththehelpof consultants. 

35. The World Food Program basic legislation i sexp l ic i ton thesub jec t of evaluation and 

it wasna tura l tha t importance should havebeen attached to th i s aspect during the f i r s t exper i -

menta l three-year period. Whentheprogram^n^e was putonapern^anent footing, the 

General Regulations approved byECOSOCandFAO in 1955 a t t r i bu tedadec i s ive ro l e to the 

recipient government, bothinoperat ionalcontrol andevaluationof results , andalso defined 

theresponsibil i t ies of the programme itself. Paragraph 18 (f), for instance, states that 

governments entering intoproject agreements with theprogramme "sha l lg ivefu l lco-

operat ionso as to enable authorized personne lof theProgrammetorev iewopera t ions from 

time to t ime, to ascertain their effects, and to completeanappraisa lof the resu l t so f each 

project". 

37. Several Specialized Agencies have latterly come toat tach increased importañceboth 

tobuil^-^ncontrolof the progress of projects and programmes and t o e x post assessment of 

resul ts . There are, however, differencesbetween Agencies with respect to the conceptual 

f r a m e w o r k a s w e l l a s approachand methodology. Son^e have devotedconsiderable thought 

and effort to this aspect of their operational activities, others less . 

38. Inaddition, anumber of institutions, other than thoseimmediatelyconcerned with 

development co-operationoperations, h a v e f o r s o m e t i m e b e e n involved inevaluatingboth 

projects and programmes. Among themareECOSOC (which requested the Secretary-General 

toundertakeso-cal ledin^pact evaluationsof development ass is tancerendered by theUNfamily 

of organizations in f iveselectedcountries) , donor governments, the^lointlnspectionUnit, and 

theExterna l Auditors. 
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Appendix Three 

REGIONALSTRUCTURES OF THEUNDEVELOPMENT SYSTEM 

INTRODUCTION 

1. This appendix examines the followingo^uestions in greater detail than was possible in 

the main body of the Reports 

I. What is the present situation with regard to the regional structure of 

UNorganizations7 

II. Howeffective has the regional approach been inUNorganizations7 

HI. Thera isond^et re of theregional approach in theUNdevelopment system. 

IV. What needs t o b e done to make the reg iona l s t ruc tu resof theUNdevelopment 

system more effective7 

Afinal section attempts to draw somegeneral conclusions as regards the principal steps that 

could, andoughtto, be taken in order to improve thesituation. I t shou ldbe rea l i zed from 

the outset, however, that nomiraculousor clear-cut solution i sposs ib le . Theproblemof 

the regional structures o f t h e U N s y s t e m i s complexenough in itself to warrant a s e p a r a t e 

study of its own. All that can bedone here is to pinpoint the main problems andmapou t a 

courseof action overcoming them. It will n o t b e a n e a s y task, and muchwill dependen the 

will of governments andsecre ta r i a t s to seekviablesolutions. 

2. The virtues of regional ismare often vaunted. Mos tpeop le rega rd i t a s g o o d p e r se, 

because aregional breakdown puts world problems into a m o r e manageable focus andbecause 

of the essential interdependence of nations, especially if they are small andpoor. B u t i t i s 

a t e r m w h i c h i s often loosely applied, with n o m o r e t h a n a v a g u e idea of its meaning in p rac­

tical administrative t e rms . Moreover, no distinction i s m a d e , on theonehand , between 

regional or sub-regionalco-operationbetweencountries, which requires a c e r t a i n degree of 

delegation of national sovereignty and, ontheother , regional or sub-regional decentralization 

by internationalorganizations for purposes of adn^inistrativeandoperationalefficiency. The 

twoarec l ea r ly interrelatedand, ideally, should becomplementary, but they are not the 

same thing. This paper isconcerned primarily with the reg iona l s t ruc tu resof international 

agencies andaims to present some tentative suggestions as tohow they could be converted 

intomoreefficient a rmsof theUNdevelopment system. 
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I. WHAT ISTHE PRESENT SITUATION WITH REGARDTO 
THEREGIONALSTRUCTURE OF UNORGANI^ATIONS7 

3. Thepresent situation has been described by one organization asa" jung le" . It is not 

intended here to explore this jungle in detail but merely togive afewexamplesi l lustrat ing 

howveryg rea t l y the concept var iesfromoneorganizat ion to the next as regards: 

AD the distribution and allocation of regionaloffices; 

B. their functions; and, 

C. theconstitutional position. 

A. Distribution andallocation of regional offices. 

4. WHO - has six regions, s o m e o f t h e m d e H m i t e d i n a r a t h e r arbitrary way and t rans­

cending the normal geographical regions; e.gD the EasternMediterraneanOffice includes 

Ethiopia; Morocco is covered by the European Office, etc. The internal organization of each 

regional office also varies; e.g. zone offices are restricted toLa t in America. 

5. The Regional Economic Commissions- correspond to the four main continental div­

isions of Europe, Asia, Latin America and Africa, w i t h a s e r i e s of sub-regional offices in 

the latter two. Near East countries a r e c o v e r e d b y a B u r e a u o f t h e D e p a r t m e n t o f Economic 

and Social Affairs, the UN Economic and Social Office in Beirut. 

5. F A Q - h a s regional offices forNorth America, Latin America, Europe, Africa, the 

Near East and Asia. In Latin America and Asia, t h e s e a r e located in t he same placeas the 

Regional Economic Commission. T h e r e i s a l s o a p a t t e r n o f s u b - r e g i o n a l o r zone offices 

(which, in Latin America, corresponds t o a l a r g e extent to those of ECLA). 

7. I L O - decentralization began in 1955and should becompleted in 1959, with the excep­

tion of the Asian region. Three regional co-ordinators have been appointed in Addis Ababa, 

Bangkok and Lima. They are supported byanetwork of twenty-three field units, chiefly area 

offices(Africa; seven; Latin America;four, plus twocountry offices in Rio de ^lanieroand 

Buenos Aires; Middle East; one, plus one office in Istanbul). 

8. UNICEF-one-o^uarter of UNICEF staff are located at UN Headquarters in NewYork 

and three-quarters in the offices of six regional directors(Lagos, Santiago, Bangkok, Beirut, 

New Delhi andParis)andapproximatelytwenty-five UNICEF field representatives, each servicing 

a l a r g e a r e a . 

9. Son^e sn^aller Agencies have noregional offices at all; where they do exist, theyoften 

only have limited attributions. 



457 

10. The chart attached to this appendix gives an idea of the"scat ter izat ion"of regional and 

sub-regional officesgenerally and of the number of different places to which some countries 

have toapply for advice on various sectoral aspects of their economicandsocial policy. 

B. Their functions D 

11. WHO followsapolicy of decentralization in the t rue sense of the word. Regional 

offices have responsibility for; 

Planning -programming and planning. 

Financial - con t ro l and analysis of allotments incurring obligations for 

execution of programme. 

Execution -implementation of projectsand supervision of personnel, recrui t­

ment within the region, except for senior professional and adminis­

trative officers. 

Evaluation -" tac t ica l" , â s opposed to"s t ra teg ic" evaluation(aWHO distinction). 

12. WHO Headquarters is responsible for general policy and strategy, while the regions 

areresponsible for theappllcation of that policy and for the planning andexecution of pro-

grammes. 

13. The Regional Economic Commissions. There h a s b e e n a g r a d u a l and progressive 

evolution in the functions of the Commissions^ secretariats with regard to technical ass i s ­

tance, characterized, for example, by thegrowth in the number of regional technical ass i s ­

tance projects and the developn^ent of TAco-ordination units, but there h a s n o t b e e n real 

decentralization in the sense of devolution of authority to anymarkedextent . The present 

functionsof the Commissions include; 

studying regionaleconon^ic problems; 

helping ^orDmulate policies a s a b a s i s f o r practical action in promoting 

country and regional developm^ent; 

ini t iat ingmeasuresforfaci l i tat ingregionaleconomic and social 

development; 

render ingadvisoryservices tocountr ies within the region. 

14. TheCommissions have been assignedal lmited and not very well defined role in the 

programming and implementation of country projects, butthey enjoy agooddea l of defacto 

freedomwhich, appliedconstructively, can result in such helpful initiatives a s theECLA^ 

AgencyDevelopment Planning Advisory Groups in Latin America in the early!950^s, (later 

incorporated into theLat in American Planning Institute) bu twhichcana l so , in practice, lead 

toconfusionandduplication. At the Ninth Session of EGA, held in Addis Ababa in February 
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1959 to commemorate the tenth anniversary of the organization. Member States passeda 

ser ies of resolutions u r g i n g a g r e a t e r degree of decentralization of operational programmes, 

thereorganiza t ionof the secretariat in order toenable it to car ryout these functions, and 

the allocation of thenecessary additional resources. 1^ These recommendations were 

endorsed in genera l t e rms , and madeextensive to theother Commissions andUNESOB at 

the 1959 summer sessionofECOSOC. 2^ I t i s n o t y e t clear, however, what practical steps 

will be taken to make themeffective. 

15. FAO regional offices - assist in the programming processbut are not adirect link in 

the chainof commandas WHO offices are, andprogramme andprojectformulationcontinue 

t o b e centralized. Execution is a headquarters responsibility, although theregional offices 

may do some technical backstopping. There is no delegation of financial authority toFAO 

reg iona lof f ices in respec tof country programmesand projects within theregion. 3^ 

15. UNESCO-has set u p a s e r i e s o f regional offices for specific purposes, e.g. for 

sc ienceand technology, training in fundamental education, educational planning, etc. It does 

n o t h a v e a n e t w o r k o f offices with overall programmeresponsibi l i t iesbut this i sdue to 

financial stringency rather thanapol icy decision. 4^ It is , in fact, UNESCO^s wish to in­

crease the number of chiefs of mission in individual countries as resources permit. 

17. ILO - t h e r e c e n t re-allocationof staff referred t o i n p a r a g r a p h 7 a imstoextendand 

reinforcelLO^sinfrastructure and financial and administrative relations and technical ser-

v i c e s i n the field by decentralizing responsibility and facilitatingcloser contract withexperts 

and with the needs andconditionsof developingcountries. Field Department staff in the 

f ieldareconcernedwiththemanagem^entof field operations,undertheRegionalCo-ordinators, 

andareprogressivelyassum^ing responsibilities of anon-technicalcharacter . 

1^ EGA resolutions 187 (D )̂ and 189 (D^), and Memorandum by the Executive 
Committee of the Conference of Ministers of EGA for Consideration by ECOSOC (doc. 
E^CN.14^ECO^10of5^ulyl959) . 

2^ EC050Cresolut ionl442(XLVII) . 

3^ SeeFAO Director-Generalas Bulletin, Functions and Responsibilities of Regional 
Representatives, Regional Officers and Country Representatives (No. 59^9 of 21 March 1959). 

4^ SeeUNESCO, Report of the Director-General on the Activities of the Organization in 
1958. Para . 118 indicates that regional centres, institutes a n d o f f i c e s a r e r e g a r d e d a s a 
substitute for individualcountrycoverage. 
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18. UNICEF - regional area offices are concerned with planning and programming UNICEF 

country activities and with supplying equipment. Field staff also maintain continuous liaison 

with projects and report to UNICEF Headquarters. 

19. ICAO - regional offices have a primarily technical function, related to the need for 

regional co-operation in the organization's special field, and their programming responsibil­

ities are secondary. 

20. UNDP- has set up regional offices only in small areas where the size of the countries 

concerned, their homogeneous nature, and/or economy reasons, have made it advisable to 

cover several countries with one Resident Representative's office. In general, however, 

there has been no concept of a regional UNDP office as an intermediate level of administration 

or a mechanism for decentralization. 

21. Co-ordination between UNDP and the regional offices of other UN organizations has 

been conducted on an ad hoc basis, either directly between UNDP Headquarters and the 

regional offices concerned, or between those regional offices and individual Resident 

Representatives (apart from a brief interlude during which a UNDP liaison officer was 

attached to EGA, but it should be noted that he had to report to UNDP Headquarters and had 

no authority delegated to him with regard to the region as a whole). 

C. The constitutional position 

22. The situation varies greatly, from WHO, in whose case the regional approach is 

enshrined in the constitution, to others where it is not mentioned at all (cf. the UN Charter), 

but has merely developed on an ad hoc basis. 

23. The above refers only to some aspects of the regional pattern of the UN and its 

Specialized Agencies. The picture is further complicated by the existence of other regional 

organizations which do not form part of the UN structure; some of these are political in 

nature, some economic and social, and some combine both types of responsibilities in a not 

very well defined way. The Organization of American States (ОАО), the Organization for 

African Unity (OAU), the Regional Development Banks, and other similar bodies fall into this 

broad category. 

24. The conclusion drawn from the foregoing is that the overall pattern of international 

organizations at the regional level is even more complex and confusing than at the world level. 
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II. HOW EFFECTIVE HAS THERECIONA^ APPROACH HEEN 
INUNOROANI^ATIONS7 

25. It i s c l e a r f r o m w h a t h a s a l r e a d y been said that theregional approach has developed 

o n a n a d h o c b a s i s a n d o f t e n a s a resu l t of historical accident. I t isdoubtfulwhethereven 

WHO, whose regional basis is probably the most clearly established, would have been given 

s u c h a p r o n o u n c e d r e g i o n a l s l a n t h a d i t n o t b e e n f o r t h e p r i o r existence of strong regional 

health organizations, (notablyPASH, but a l s o t h e P a n A r a b Health Hureau and the Alexandria 

SanitaryHureau) which, i twasag reed , should be incorporated into the new structure. Hut 

he reaga in theexper i ence has not been consistent, if one con^pares, for example, the dis­

cussions at San Francisco in 1945, when the idea of using regional organizations asbuilding 

blocks for t heUNwas rejected. 

2^. Hecauseof the number of international organizations at theregional level and their 

widely varying functions, it isdifficult to a r r i v e a t any overall assessment of their efficacy. 

W H O h a s b e e n t h e m o s t successful, precisely because its regional functions were so clearly 

agreeduponf romthe outset. Others have had varying degreesofsuccessbu t , i n s o m e c a s e s , 

lackof a c l e a r mandate h a s l e d t o c r i t i c i s m s o f duplication between headquarters and regional 

offices, with the resultant increase incost and inefficiencyof administration. Area-wise, the 

regional approach hasprobablybeen more successful in ^atin America because the area is 

more homogeneous and haslonger experience of regionalco-operation. 

27. F romthepo in t ofviewoftheUNdevelopment sy s t emas awhole, the effectiveness 

of theregional set-up can on lybedescr ibedas indifferent. T h e r e a r e two main reasons for 

this^ 

t h e l a c k o f a c o h e r e n t pattern, becausethe various regions are not 

co-terminous andthe functions oftheofficesdiffer; and hence, 

lack of effective co-ordination between the various organizations. 

28. Someattempts have been made to remedythes i tua t ion by creating joint divisions in 

the Regional EconomicCommissions, or attaching liaisonofficers^ to them since they havean 

interest in all aspects of development and represent apoint of unification in thecomplex 

system, simultaneouslycovering many of the major fields^ i . e . agriculture, trade, industry, 

natural and human resources, population. Hut these arrangements have notbeen as effective 

in practice a smigh thavebeen hoped, mainly becauseof the diffusion of responsibility- e.g. 

the ECA/FAO^Ioint Division, theFAO Regional Office forAfrica and individual divisions of 

FAOHeadquarters, all have adifferentviewof what should constitute anagricul turalplanfor 

Africa. The fau l t i sbynomeansexc lus ive ly at t r ibutabletothe secretariats; theFAO 

Director-Ceneral 's recent proposal tocent reFAOregionalopera t ions on the Commissions 
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and make t h e E x e c u t i v e S e c r e t a r y h i s regional r e p r e s e n t a t i y e w o u l d h a v e b e e n a c r u c i a l s tep 

in the right d i rec t ion but was tu rned down by governments in all t h r e e c o n t i n e n t s . 

29. Action is c lear ly needed t o a m e l i o r a t e th is s i tuat ion. Hut before cons ider ing how 

this could be done, it i s f i r s t n e c e s s a r y t o e x a m i n e the r a i son d ' ê t r e o f t h e r e g i o n a l approach . 

III. RAISON D 'ETRE OF THE RECIONAl^ APPROACH IN 
THE U N D E ^ E l ^ O P ^ E N T S ^ S T E ^ I 

30. In theory, a n d a s s u n ^ i n g a r a t i o n a l application of the theory , the reg iona l approach 

o f f e r s s e v e r a l at t ract ions^ 

(a) In many a r e a s , where deve lop ingcount r ies a r e s m a l l , dependent on l imi ted 

r a n g e s o f product ion, andhaveinsignif icant domes t ic m a r k e t s , some deg ree 

of economic i n t e g r a t i o n w i t h n e i g h b o u r i n g c o u n t r i e s i s e s sen t i a l for effective 

development a n d a r e g i o n a l bias in t h e s t r u c t u r e o f t h e U N d e v e l o p m e n t s y s t e m 

can help t o i n f l u e n c e a n d s u p p o r t th is p r o c e s s (especia l ly o n a s u b - r e g i o n a l 

basis) . 

(b) It i s e a s i e r t o b u i l d u p g l o b a l s t ra tegy f r o m a n analys is of reg ional r e q u i r e ­

ments than from an aggregate of individual country a n a l y s e s . Converse ly , 

t h e g l o b a l p o l i c y c a n b e b e t t e r adapted t o l o c a l c i r c u m s t a n c e s through th i s 

channel. In other words , t h e r e g i o n a l s t r u c t u r e c o u l d p r o v i d e a u s e f u l b r idge 

between global and s e c t o r a l s t r a t e g i e s , on the one hand, and individual count ry 

p r o g r a m m e s o n the o the r . 

(c) T h e v a r i o u s a s p e c t s o f an organizat ion 's work can b e b e t t e r co-ord ina ted 

within t h e a r e a . 

(d) T h e p e r s o n s a n d g o v e r n m e n t s c o n c e r n e d o f t e n f e e l t h e m s e l v e s l e s s s epa ra t ed 

from the s o u r c e o f control a n d e a n m o r e r e a d i l y cons ider a r e g i o n a l o r g a n ­

izat ion as t he i r own and not as ^n alien one. 

(e) Planning, supervis ion, and the provis ion of s e rv i ce s can b e b e t t e r developed 

in the light of the specific r e q u i r e m e n t s o f the a r e a s e rved . 

31 . T h e r e a r e a l s o , however , s e r ious pitfalls t o b e b o r n e in mind^ 

(a) It i s more^di^fficult^o ensu re ^h^t^thesys^em^foHows uni form pol ic ies and 

adminis t ra t ive p r o c e d u r e s o n a w o r l d - w i d e b a s i s . 

(b) R e g i o n a l i z a t i o n i s o f t e n m o r e costly t h a n a c e n t r a l i z e d admin i s t r a t ion and 

the pos s ib i l i t i e so f duplication and was tede f fo r t a r e mut l ip l ied . 
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(c) It is adangerous simplification toconsider the problems in each region as 

homogeneous since the three developingcontinents are themselves vast and 

embrace widely differing economicand social conditions and prospects. A 

regional approach pureands implecould lead to seriousdistortions andalso 

to severe administrativeproblems ( i .e . there is aneed fo r asub-regional 

or ^neighbourhoods approach). 

(d) Unless closelinks existbetween the various organizations there is adanger 

of sectoral compartmentalization at theregional level, nullifying theattempt 

to achieve an integralapproachtodevelopment problems at the countrylevel. 

(e) The corollaryof (c) and(d) i s t h a t r e g i o n a l i s m c a n n e v e r b e asubst i tutefor 

the country approach. Properly used, however, i t c a n b e amost useful adjunct. 

32. Thedangers descr ibedaboveare more functional than basicand it ought t o b e 

possible to overcome them by rational organization and management. However, i t m u s t b e 

recognizedthat they aregrea t ly increased by theconfusion of thenun^erousand varied 

regional s t ructuresnowoperated by the various components of the system(see Section II 

above) andby the absenceofaneffective country approachat the present time. 

1^. WHAT NEEDSTOHE DONE TO^IA^E THERECIONAl^STRUCTURES 
OF THE UNDE^EI^OP^IENT S^STE^^OREEFFEC^TI^E7 

33. T h e r e a r e strongargu^nentsin favour of concertedregionalandsub-regionalat tacks 

ondevelopment problems (always on theunderstanding that these a r e b a s e d o n a f i r n ^ i n f r a -

s t ruc turea t the countrylevel). Hut, in order to ensure that theadvantagesare not offset 

by the disadvantages, a rad ica l overhaul and rationalization of theexisting regional structures 

should beundertaken. 

34. I n m a k i n g s u g g e s t i o n s i n t h i s r e g a r d i t i s difficult to drawany hard-and-fast distinc­

tion between theoperational and non-operational activities of the various agencies concerned. 

For purposesof discussion, the following paragraphs(35-41) attempt to establish somebasic 

principles and functions whichwould facilitate the interlocking of all UNdevelopment activi-

ties at theregional level, i . e . embracing both the overall policy and standard-setting respon­

sibilities and theoperational progran^mes, whether regular or UNDP-financed, because the 

twolayers of activityought clearly t obe mutually complen^entary. Pa rag raphs42 to44 then 

suggest how the UNdevelopment system mightbe organizedonaregional basis in order to 

slot into this overall picture, bearing in mindalso the fieldorganizationproposedat the 

countrylevel inChapterSevenof the Report. 1/ 

1/ Pa ra s . 75-39. 



453 

35. F r o m a g e n e r a l point of view, ra t ional izat ion of t h e e x i s t i n g reg iona l s t r u c t u r e s 

might involved 

(a) inter-Agency a g r e e m e n t o n c o - t e r m i n o u s reg ions ; 1/ 

(b) location of the reg ional and sub- reg iona l off icesof the v a r i o u s c o m p o n e n t s 

of the sys t em in t h e s a m e p lace ; 

(c) the es tabl i shment of a c l o s e r l i n k between t h e s e c r e t a r i a t of each Regional 

Economic Commiss ion , with i t s o v e r a l l respons ib i l i ty for economic and 

socia l development of the region, and t h e r e g i o n a l off icesof t he Agenc ies , 

with t he i r s ec to r a l r e spons ib i l i t i e s ; 

(d) a c l e a r definition of the functions at the regional level , which should, s o f a r 

as p r a c t i c a b l e , b e s t a n d a r d i z e d for these va r ious o rgan iza t ions . 

35. It i s a p p r e c i a t e d that such f a r - r e a c h i n g changes could not be e f fec tedovern igh t , but 

e v e n a g e n e r a l move in t h i s d i r e c t i o n w o u l d r e p r e s e n t a c o n s i d e r a b l e a d v a n c e , at t he 

regional level, toward the i n t e g r a t e d a p p r o a c h to development p r o b l e m s b y a l l components 

o f t h e U N d e v e l o p m e n t s y s t e m w h i c h i s a c e n t r a l tenet of the Capacity Study's r e c o m m e n ­

dations at all l eve l s . However , th i swould not d e p e n d e n s t r u c t u r a l modif icat ions a lone . 

Probably the mos t impor tan t condition of a l lwould be the r e c o g n i t i o n , b y ^ H e o m p o n e n t s o f 

t h e s y s t e n ^ having reg iona l r ep resen ta t ion , of ce r t a in bas ic p r inc ip les which h a v e b e e n 

s t r e s s e d a g a i n a n d a g a i n in t he m^ain Repor t and which, in t h e m s e l v e s , could have a s i g n i f i -

cantly cohesive effect. Those p r inc ip les a r e , essentially^ 

(a) Acceptance of t h e ^ c o u n t r y - c e n t r e d approach^ as p red ica ted by t h e S t u d y 

- This d o e s n o t m e a n t h e r e l i n q u i s h i n g o f reg ional or sub - reg iona l po l ic ies 

or p r o j e c t s b u t r a t h e r that they mus t be fed in at t h e c o u n t r y l e v e l and 

rece ive the full and unequivocal suppor to f the individual governments con­

cerned b e f o r e b e i n g t r ans l a t ed into action. In o ther words , they should not 

be imposed o r ^ s o l d ^ f r o m t h e o u t s i d e b u t s h o u l d b e d i scussed and ac ted on 

within the fran^ework of the ^country p rogrammed a n d ^ a n n u a l r ev i ews 

e x e r c i s e s . 2^ 

1/ In this connection it i s i n t e r e s t i ng to note that t h e W H ^ O H o a r d e x p r e s s e d wi l l ingness 
to consider changes in i t s r e g i o n a l b o u n d a r i e s a t i ts 11th s e s s ion in 1953, in the conclus ions 
of i t s r epor t on Organizat ional S tudyonReg iona l i za t ion . 

2/ See a l s o t h e p r o p o s a l s in C h a p t e r F o u r (pa ras . 75-31) for the al locat ion of funds for 
^non-country^ actions including reg iona l pro jec ts and p r o g r a m m e s . 



Acceptance of UNDP as the co-ordinating element for all operational 

activities undertaken by theUN development s y s t e m - A t the country 

level this means full recognition of the Resident Representative as the 

team leader in the^country reviews and^annualreview^exercises . 

members of the secretariats of the Regional Economic Commissionsandof 

theregional officesof Specialized Agencies participating in themwould 

accordingly become men^bers of the team under his leadership. Thekindof 

arrangements whereby their services might be obtained and paid for are 

described in Chapter Seven. 1/ It also n^eans recognition of the Resident 

Representative as the main channel of communication on all development 

matters in which theUNsys tem is involved in the country to which he is 

accredited. 

37. If these conditions are observed, it is possible to envisage the secretariats of the 

Regional Economic Commissions and Agency regional offices playingamost useful support­

ing role in most of the phases of theUNdevelopn^ent co-operation cycle, especially in the 

identification of needs, in the preparation of country programmes, in the formulation and 

appraisal of projects^ and in evaluation and follow-up. This i s a r o l e for which they are 

ideally suited, and in which they havealready done much commendable work, though it has 

been hampered, and limited in its effectiveness, by the procedural and organizational 

deficienciesof the present situation. Where the government so wished, they might in the 

future embrace wider functions, such asstrengthening the national planning machinery or 

helping in the preparation of the country's overall development plan. Here, the collabor­

ation of the Regional Planning Institutes would be vitally important, and once again the same 

co-ordinated approach should be observed, under the leadership of the Resident Represen­

tative. Since the nature of these functions hasa l ready been described fairly fully in Chapter 

S e v e n s there is no need togo into more detail here . 

464 

(b) 

1/ Paras. 83, 85. (d), and 117. 

2/ Paras. 117 and 119. 
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38. However, afurther word needs to b e s a i d about the potential roleof regional 

organizations in the implementation phase, i n v i e w o f t h e recent pressures for the Regional 

Economic Commissions t o a s s u m e g r e a t e r responsibilities in t h i s r e g a r d l / and since the 

^natter raises com^plex issues to which it wasin^possible to dojustice in the l imi tedspace 

available in Chapter Seven. 

39. The difficulties likely to arise from assigning responsibility for implementing 

operational projects t o r e g i o n a l o r g a n s o f t h e U N s y s t e m ( a n d here it is principally the 

Regional Economic Commissions that are in question)can be succinctly stated. They are, 

i n a s e n s e , an extension of the difficulties which have already occurred at the headquarters 

level of theUNand its Specialized Agencies^ i . e . slowand inefficient performance a s a 

result of injecting largesun^s ofmoneyfor operational projects Into organizationsnot geared 

to operational functions; the incentive to theseorgamzations to promote more projects in 

their own particular fields in order toexpand their operationsst i l l further; the difficulties 

^ri^sing from jurisdictional disputesbetweenthe^^rious^Agencies; ^nd the excessive 

diffusion of responsibility at the top level. Someof these would be compounded at the 

regional level, particularly in the case of the Regional Economic Commissions whose secre­

tar iats are not wellequippedat present to undertake the implementation of l a r g e - s c a l e S F 

projectsbut are also more prone tojurisdictional clashes, since they cover the w h o l e a r r a y 

of economic and social matters a n d s o i m p i n g e o n t h e a r e a s o f competence of most Special­

ized Agencies. moreover, unless there were t rue decentralization of responsibility the net 

result might be even greater delays and inefficiency because the arrangement in practice 

would simply interposeanother level of bureaucraticcontrol between headquarters ' decision 

andaction at the field level; yet decentralization in itself poses problems, because there 

1/ Seepara . l4above, and footnotes. The kind of projects for the execution of which 
ECA proposed that it should be maderesponsible are listed as follows in its Reports 
Reorganization, StructureandFunctionsof the Secretariat of the Economic Commission for 
Africa (The Second Development Decade, 1970-1980) (doc .E/CN.14/ECO/5) ,para .9 , 

'̂(a) planning and programming, in respect of multinational, sub-regional and regional pro­
jects . . . (b) development or promotion of multinational, sub-regional and regional institutions 
for econon^icdevelopn^ent andco-operation in various areas; (c) serving asExecuting Agency 
(or co-ordinating authority)forUNDPSpecial Fund mini projects directly related t o m u l t i -
national, sub-regional and regional programmes of economic development a n d c o - o p e r a t i o n . . . 
(d) specific projects^ Natural Resources andTransport D i v i s i o n . . . T r a d e a n d Economic 
Со-ôper^tiohDi^^iôn^..Th^ustryand^Hôusmg Div is ion . . . Human^ResoUrces ^Development 
Div i s ion . . . Planmng Advisory Services for multinational, sub-regional and regionaleco-
nomic development andco-ope ra t ion . . . (e)bilateral assistance for multinational, sub-
r e g i o n a l . . . regional projects . . . (f)management of funds for the implementation of approved 
regional projects under the RegularProgramme of theUNand of UNDP (TA) and Special Fund 
mini projects . . . (g) recruitment and training of staff for service with thesec re t a r i a t of the 
Commiss ion . . . (h) appraisal andevaluation, with particular relevance to projects decen­
tralized to the Commission as well asotherprojectsaffect ing the programme of work of 
the Commiss ion . . . ^ 
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are c e r t a i n f u n c t i o n s t h a t c a n b e s t b e done central ly- e.g. recruitment of experts, pur­

chasing equipmentetc. To create new u n i t s a t the regional level for these purposes would 

simply be to relapse once more into the old s insof fragmentation and duplication which the 

recomn^endations of the Capacity Study are mainly designed to purge. 

40. The problem, then, is how to harness the skills and knowledge availableat the 

regional levelwithout further aggravatingaproblemwhich, as the Capacity Study hasshown, 

has already reachedserious proportions. The Study believes that i t c a n only beresolved 

gradually. That being said, it should at once be acknowledged that there is nothing in its 

recom^mendations which would prevent the Administrator from appointing the secretariat of 

a Regional Econon^ic Commission, or, indeed, any other regional body of t h e U N s y s t e m , as 

Executing Agency f o r a p r o j e c t , or as thesuperv i sor of an executing agent f o r a p a r t i c u l a r 

project, in accordance withtheprocedures proposed in ChapterFive, 1/providedhewas 

satisfied that the organization in question was fully qualified and equipped to carry out these 

taskseffectivelyandexpeditiously and that this was the most efficient way of performing 

them for the maximum benefit of the country or countriesconcerned. 

41. If the guidelinesset out in the Capacity Study are observed, certain consequences are 

likely to follow in practice, viz^ 

(a) As at present organized, the Regional Economic Con^missionsare more 

likely t o b e called on a s d i r e c t Executing Agencies than the regional offices 

of Agencies. 

(b) Even they, however, a r e m u c h more likely t o b e called upon tosupervise the 

work of an executing agent, in fields where they are particularly qualified to 

do so, rather thanexecuting directly, especially in the case of large, complex 

projects. Regional offices of Agencies might also beasked occasionally to 

exercisesuch supervision. 

(c) Theassignation of either function should be limited to projects havinga 

definite regional or sub-regional character, embracing several countries, 

andcovering sectors in which theregional body concerned possesses proven 

operational experienceandadequatestaff. 

(d) Ну far the most useful function which regional offices and commissions could 

perform immediately is to provide technical backstopping to individual experts 

working on projects in country programmes, through regional advisers with 

specialized knowledge of t h e a r e a as well asof their own subject. This does 

already happen, but i n a s p o r a d i c a n d not very efficient way; all too often there 

1^ P a r a s . 108-131. 
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is insufficient delegation of authority and thesupervisory functions are 

duplicated at the headquarters level, thus resulting in confusion and waste. 

What the Capacity Study isrecommending here is asys temat icar rangement 

whereby, in agreement withUNDP, the Resident Representative and the 

parent organizationconcerned, explicit responsibility woulddevolveonthe 

regional office or commission secretariat for supportingcertain small pro-

jects(usuallytheone- or two-expert, ex -TAtypepro jec t ) in i t s r eg ion . This 

would b e a f a r more productive use of the t imeandta lents of regional^advisers, 

especially thoseattached to the RegionalCommissions, whomone contributor 

to the Study referred t o a s ^feckless grasshoppers^. 1^ This arrangement, 

con^binedwith an integrated systemof country progran^mingon t h e l i n e s p r o -

posedinChapterF ive , woulddomuchtofocus attention on the proper execution 

of existing projects, insteadof on the promotion of disconnected new projects, 

which so often predominatesat present. It is possible, for example, that a 

group from the highlyqualifiedcorpsof experts, with supervisory responsibil­

ities fo ranumber of countries, proposed in ChapterEight, 2 / m i g h t b e b a s e d 

on theRegional Economic Con^n^issions. 

42. Thereremains the question of how the restructuredUNDPorganization should be 

linked with other, existing regional s t ruc tu reso f theUNsys tem. The Capacity Study has 

devoted much t imeand thought to this problem, and found it perhaps the most difficult to 

resolveof all the many complex issues referred to the Commissioner. At anea r l i e r stage 

serious consideration was given to the possibiüty of outpostingUNDP Regional Programme 

Co-ordinators -high-ranking officers with long practical exper ience- to t h e s i t e s of the 

Regional EconomicCommissionswithageneral responsibility for t heac t iv i t i e so f theUN 

development systen^throughouttheregion, especially in te rmsofprogramn^ingandcer ta in 

aspects of evaluation. It was thought that, i n a g e n e r a l sense, they might supervise thework 

of the Resident Representativesand field officers in the reg ionandcouldunder take^ t rouble 

shooting^missions. Hecauseo f the s i zeo f the reg ions , they might besupported by Sub-

regional Progran^n^e Co-ordinators, whereanidentif iablesub-regionexisted. This approach 

hadvarious advantages torecommend i t , not the least of them being that it wouldencourage 

1/ Alargenumberof therec ip ien tgovernments who wrote to the Capacity Study com­
plained that the visi tsof regional advisers were tooshor t (o f tenon lyafewdays) and 
infrequent tobeof anypracticalvalue, and many recommended that their workshouldbe 
related tospecific projects. 

2^ Para . 58(c). 
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movements toward regional and sub-regional groupings whereagenuine government wil l to 

dosoex i s t ed , without vitiating the country approach. 1^ It was also thought that th isscheme 

m i g h t b e t r i e d o u t experimentally in l^atin America, reviewed after twoyears and then 

modifiedor extended to other regions as appropriate. In theend, however, the ideahad 

reluctantly t o b e abandoned, for twoprincipal reasons^ 

(a) The concept for^nedpart and parcel of the ^collectivemodel^' (theRegional 

Co-ord ina torwas toheaduparegiona l tean^forn^edof allcomponents of 

theUNdevelopment system) which theStudy also had to exclude, for the 

reasons given inChapter Seven, 2/ in favour of the "direct line^ approach 

which i sdesc r ibed inChap te r Seven as therecommended model. 3/ The 

maintenanceof the post without proper functionsor authority wouldserve 

no useful purpose. 

(b) After athorough study of the complicationsof the present regional structure, 

the Study cameregretfully to the conclusion that the capacity of UNDP for 

effective operations would not be enhanced- and might well be i m p a i r e d - b y 

any attempt tofi t it in tothe existingdiffuseregionalarrangementsbefore 

these had been drastically improved and rationalised, andUNDP itself had 

been reinforced. 

43. Thisdoes not denoteany underestimation of the value of theregional and sub-regional 

approachesforthedeveloping world. Onthecontrary , theStudy is convinced that they are 

essential. Thedilemma, then, was how t o g i v e f r e e r e i n to these forces of integration with-

outbecoming entangled inabureauc ra t i c imbroglio which couldonlymilitateagainstefficient 

management andeffectiveresults . Hence, after examining all possiblecon^binations, the 

Study opted for the creation of Regional Bureaux at headquarters, w i thad i r ec t line of authority 

to the Resident Representative but with immediate provision of liaison arrangements with the 

Regional EconomicCommissions, andalonger- te rmprospect of relocation at t he s i t e so f the 

Commissions, prefaced by pilotexperiments in l^atinAmericawhichcould be initiated al­

most at once. Since these proposals are described in detail in Chapter Seven 4 / t h e r e is no 

need t o s p e l l t h e m o u t again here. It should be noted, however, that theyhavebeenconceived 

1^ It is interesting to note that theECAproposa l s re fe r red to earlier in para .14and the 
footnote to para. 38, contain the suggestion thatUNDPshould"appoint full- t imerepresenta-
tives initially to the better established regional groups" (E/CN.14/ECO/5, para .52,p . l9) 
though the proposal is not workedout in t he same detail. 

2^ Pa ra s . 49-51. 

3/ P a r a s . 5 3 e t s e q . 

4/ P a r a s . 112-119. 



459 

i n a l o n g e r term perspective whichcould, eventually, lead toacomple te integration of UNDP 

and the Regional Commissions. 1^ 

44. Itshould;however,berecognized that acceptance of the Capacity Study's proposals 

alone will not bring this thisabout. It is inoperative, also, thatgovernments andsecre ta r ia t s 

should makeade te rminedef fo r t to re fo rmands tandard ize the present distribution and 

functions of all regional s t ruc tu reso f theUNsys tem. The task is not an easy one, but 

immediatesteps must be taken. 

CONCLUSIONS 

45. The immense complexity of the regional structures of theUNdevelopment system 

make it impossible to find any straightforward solution. However, on the basis of the findings 

in this appendix, the Capacity Study proposes three main recommendations for a c o u r s e o f 

future action, assuming that governmentsand international organizations are determined to 

t r y t o improve the present situations 

(a) ECOSOCshouldcomnoission an investigation into waysandnoeansof 

rationalizing the distribution and functionsof all theregional structures 

of theUNsys tem. Thisgroup should becomposedofrepresenta t ivesof 

the main componentsof theUNsystemwhich possess important regional 

networksbut some members should be drawn from outside the system, 

among people with direct experience of the management problems of oper­

ational activities carr iedout on an international scale, and decentralized 

toreg iona landcount ry leve ls . Thecha i rmanof thegroup , in particular, 

should be independent. The t e rmsof reference should instruct thegroup 

to work within the framework of such of the Capacity Study 'sproposalsas 

had been accepted by the governing Council. 

(b) Pending the availability of the f indingsofsuchacommission, aconsiderable 

number of improvementscould be introduced, again within the framework of 

the Capacity Study's recommendations, along the lines proposed in paragraphs 

35-37above, and in paragraphs l l3-119 of Chapter Seven. 

See Chapter Seven, para. 152. 



Untileffective measures h a v e b e e n t a k e n - p e r h a p s a s a re su l t of the com­

mission proposed under(a) - t o rationalize the regional structures of theUN 

development system, and have proved themselves in practice, caution should 

be observed in allocating major operational responsibilities to regional 

bodies, including the Regional Economic Commissions, fo r the reasonsg iven 

in paragraph 39 above. Their principal and mosteffect iverole will undoubtedly 

continue to be in programming, project formulation, evaluation and follow-up, 

and should be enhanced by thegrea tercoherencegiven to these functionsby 

the proposed procedures andorgamzational framework for theUN Develop­

ment Co-operationCycle. Thisdoesnot , however, preclude certain specific 

operational functions, as defined in paragraph 117(iii) of Chapter Seven, 

and in paragraphs 40 and 41 above, provided always that the cri teria for the 

selection of executing agents, which are essential for the proper functioning 

of theUN Development Co-operation Cycle, a res t r i c t ly observed. 
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DEFINITIONS AND ABBREVIATIONS^ 

(The )Un i t edNa t ions The m e m b e r States acting through the p r inc ipa l 
o rgans , o r the s e c r e t a r i a t , i . e . t h e S e c r e t a r y -
Oenera l and his staff. (CS) 

(The)UN System 

(The) UN Development System (UNDS) 

(The)UN Development P r o g r a m m e (UNDP) 

T h e w h o l e complexof organiza t ions r e l a t e d to 
the United Nations. (CS) 

T h e o r g a n s o f t h e U n i t e d N a t i o n s (including 
UNICEF and WFP) and the Special ized Agencies 
concerned i n t h e p r o m o t i o n o f economic and 
soc i a ldeve lopmen t a n d t h e p r o f e s s i o n a l and 
t e c h n i c a l s e c r e t a r i a t s w h i c h s e r v e t h e m . 
Where the IBRD and I ^ F a r e included, th i s i s 
usua l ly indicated. (CS) 

(a) T h e o r g a n i z a t i o n h e a d e d b y t h e Admin i ­
s t r a t o r qualified, if n e c e s s a r y , by 
^ h e a d q u a r t e r s ^ o r ^ f ie ld^ to indicate the 
specific re fe rence ; 

(b) The agg rega t eo f t e c h n i c a l c o - o p e r a t i o n 
s e r v i c e s financed b y U N D P a n d d e l i v e r e d 
by t h e U N d e v e l o p m e n t sys tem. (CS) 

U N T e c h n i c a l C o - o p e r a t i o n 

UN Development Co-operat ion Cycle (UNDCC) 

The s e r v i c e s contributed toward p ro jec t s of 
economic a n d s o c i a l d e v e l o p m e n t c o m p r i s i n g 
the provis ion of exper t s , singly or in t e a m s , 
fellowships for individuals or g roups , usua l ly 
for study or o b s e r v a t i o n o v e r s e a s , a n d e q u i p -
ment , provided b y U N D P f r o m v o l u n t a r y con­
t r ibu t ions from member S ta tes , a n d b y t h e U N 
and Specia l ised A g e n c i e s f r o m t h e i r r e g u l a r 
( a s sessed) budgets and e x t r a - b u d g e t a r y funds; 
i n b o t h c a s e s , the Special ized Agencies 
organize the se rv ice requ i red . UNICEF 
prov ides equipment, supplies a n d s t i p e n d s f o r 
p ro jec t sbene f i t i ng mo the r s a n d c h i l d r e n ; 
W F P provides food aid for development. (CS) 

The c y c l e o f action by which t h e g o v e r n m e n t , 
w i t h t h e c o - o p e r a t i o n o f t h e U N D S a n d w i t h t h e 
c o - o p e r a t i o n o f t h e W o r l d B a n k g r o u p as 
appropr ia t e , p r e p a r e s a t e c h n i c a l c o - o p e r a t i o n 
programmée for a p e r i o d o f y e a r s usua l ly con­
c u r r e n t w i th thena t iona ldeve lopnoen t plan. 
See UNDCC, Chapter F ive . (CS) 

^/ The source of these definitions and abbrevia t ions i s i n d i c a t e d by the i n i t i a l s g i v e n , i. 
A C C ( C o - o r d / R 7 3 1 ) , D P ( D P / ^ . 2 4 / A d d . 1), CS (Capacity Study). 

e. 
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A b s o r p t i v e c a p a c i t y 

T h e n a t u r a l , m a t e r i a l and h u m a n r e s o u r c e s of a d e v e l o p i n g c o u n t r y and t h e i r o r g a n i z a t i o n s o 
as to e n a b l e i t t o r e c e i v e andeffec t ive ly employ e x t e r n a l a s s i s t a n c e for fur ther develop­
ment . ^ ^ (CS) 

Agencies 

A n y o r g a n i z a t i o n e n c o n o p a s s e d i n t h e U n i t e d N a t i o n s development sys tem (Special izedAgencies , 
IAEA, W F P , UNICEF, UNCTAD, e t c . ) a n d also the Uni tedNat ions , insofar as it under takes 
opera t iona l act ivi t ies . (CS) 

Allocation 

(a) Af inanc i a l a u t h o r i z a t i o n g i v e n b y the A d m i n i s t r a t o r s a n E x e c u t i n g A g e n c y t o i n c u r 
o b l i g a t i o n s o r conomitm^ents and to draw funds u p t o t h e anoount of the allocation. Nor ­
mal ly , the allocation ac t ionsfo l low and a re authorised by e a r m a r k i n g s n o a d e b y t h e 
Coverning Council. (DP) 

(b) I n t h e c a s e o f a c o n t r a c t en te red into w i t h a n agent o u t s i d e o f t h e U N s y s t e n o , a c o m m i t -
ment ( q . v . ) i s made t o c o v e r t h e f u l l c o s t s o f se rv ices t o b e r e n d e r e d o r goods t o b e 
de l ivered in accordance with the t e r m s o f the contract . (CS) 

Annual Review 

A n n u a l p r o g r a m m e r e v i e w . S e e C h a p t e r F i v e , p a r a g r a p h 2 1 . (CS) 

Appra i sa l 

T h e p r o c e s s e s t h e r e s u l t of w h i c h p r o v i d e a b a s i s f o r d e c i s i o n s o n r e q u e s t s f o r ass i s tance in 
t h e l i g h t o f e s t a b l i s h e d c r i t e r i a , s u c h a s ^ r e l e v a n c e t o the development objectives t o b e 
attained; p ropr i e ty i n t e r m s of legis la t ive a n d o t h e r requirenoents of t h e i n t e r n a t i o n a l sys tem 
of development a s s i s t ance ; opera t ional feasibil i ty; andcos t -benef i t s tud ies . (ACC) 

In Capacity S tudy t e rms , t h e p r o c e s s applies to both count ryprogranonoesandpro jec t submiss ions . 

A s s e s s m e n t o f r e s u l t s 

T h e p r o c e s s e s b y which, at a n a p p r o p r i a t e t i m e b e f o r e or after the t e r m i n a t i o n o f ex terna l 
a s s i s t a n c e , all aspects of a p r o j e c t a r e reviewed and t h e m a j o r d i rec t and indi rec t r e su l t s 
a r e s y s t e m a t i c a l l y d e t e r m i n e d a n d c r i t i c a l l y e x a m i n e d w i t h r e s p e c t b o t h t o t h e effectiveness 
o f t h e p r o j e c t i n a t t a i n i n g i t s object ives , within t h e c o n t e x t o f t h e r e l e v a n t e c o n o m i c and 
socia l object ives , and to t h e g u i d e l i n e s to be der ived for thebenef i t of fur ther act ivi t ies .(ACC) 

Assoc ia te exper t s 

j u n i o r e x p e r t s , m o s t l y f r o m d e v e l o p e d coun t r i e s , a s s i ^ e d t o U N D P p r o j e c t s i n t h e f i e l d , 
the c o s t s b e i n g b o r n e b y t h e i r n a t i o n a l g o v e r n m e n t s . Normal ly , assoc ia te e x p e r t s h a v e 
c o m p l e t e d t h e i r p r o f e s s i o n a l t r a i n i n g , but lack the p r a c t i c a l e x p e r i e n c e r e q u i r e d o f f u l l -
f l e d g e d e x p e r t s . Assoc ia te expe r t s a r e a p p o i n t e d o n l y w i t h t h e concur rence o f t h e r e c i p i e n t 
government and they n o r m a l l y r e c e i v e t h e s ta tus of a j u n i o r p r o f e s s i o n a l o f f i c e r i n t h e i n t e r -
n a t i o n a l c i v i l s e r v i c e . (DP) 

A p p r o v e d p r o g r a m m e 

That p o r t i o n o f the p r o g r a m m e financed b y U N D P which h a s b e e n a p p r o v e d (and for which 
p r o v i s i o n a l e a r m a r k i n g s h a v e b e e n a u t h o r i z e d ) b y t h e C o v e r n i n g Council. (CS) 

Budget 

P r o j e c t b u d g e t e n c o n o p a s s e s all inputs andexpend i tu re s n e c e s s a r y for t h e o p e r a t i o n a n d c o m -
p l e t i o n o f t h e p r o j e c t during i t s l i fe t ime whether provided by t h e g o v e r n m e n t or UNDP. 
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P r o g r a m m e support s e r v i c e s b u d g e t - f o r e c a s t s of expenses re la ted to the d i rec t s u p p o r t o f 
p r o g r a m m e s , p a r t i c u l a r l y country p r o g r a m m e s ; they should b e c o n s i d e r e d as p a r t o f p r o -
g r a m m e c o s t s a n d n o t o f g e n e r a l a d m i n i s t r a t i v e c o s t s . 

C e n e r a l a d m i n i s t r a t i v e s e r v i c e s b u d g e t - e x p e n s e s r e l a t i n g t o t h e c e n t r a l d i r e c t i o n a n d 
adminis t ra t ion of the p r o g r a m m e . (CS) 

Capaci ty 

See Chapter T h r e e , p a r a g r a p h s l - 1 2 . (CS) 

Categorizat ion 

See Data. 

Classif icat ion 

See Data. 

Coding 

P r e p a r a t i o n o f p r i n o a r y data which c o n s i s t s i n giving n u n o b e r s o r s y n o b o l s t o e a c h ca tegory , 
c l a s s , index group, e t c . , which will f a c i l i t a t e c o r r e c t p roces s ing . (CS) 

Commitment 

A r e s e r v a t i o n o f c r e d i t s within a n e s t a b l i s h e d al locat ion to cover the f u l l c o s t of a n y l e g a l 
obligation of wha tever duration. " O b l i g a t i o n " h a s a s i m i l a r meaning, except tha t an 
obligation is usua l ly (with specified excep t ions ) l imi t ed to the cost of goods t o b e d e l i v e r e d or 
s e r v i c e s r e n d e r e d within t h e c u r r e n t ca lendar yea r . A ^comnoi tnoent"hasno a r b i t r a r y 
l imi ta t ion in t ime within the per iod of validity of the al location. (DP) 

C o m p a t i b l e s y s t e m s 

See information s y s t e m s . 

Conceptual design 

The f i rs t step in the development of t h e s y s t e m . (CS) 

Contingency 

O e n e r a l t e r n o a p p l i c a b l e to urgent and u n f o r e s e e n u n d e r t a k i n g s which could not b e p r o g r a m m e d 
at the t ime of p r e p a r a t i o n of country or other p r o g r a m m e s . These u n d e r t a k i n g s c o u l d be 
f i n a n c e d f r o m t h e r e s e r v e in country p r o g r a m m e s . The financing of such c o n t i n g e n c y a c t i v i -
t i e s a r i s ing from grave n a t u r a l d i s a s t e r s o r cont ingencies due to n o a j o r i n t e r n a l o r ex t e rna l 
d i s t u r b a n c e s c o u l d b e n o e t f r o n o t h e W o r k i n g C a p i t a l Fund functioning pa r t ly o n a r e v o l v i n g 
bas i s . (CS) 

Contingency author i ty (TA) 

The a u t h o r i t y g i v e n t o the Adnoin i s t ra to rby the Coverning Council to^f^ance u rgen t o r u n -
foreseen act iv i t ies f rom the Revolving Fund. (CS) 

Contract 

Anar rangenoen t en t e red i n t o b y the Admin i s t r a to r unde r which a l l e r pa r t of the a s s i s t a n c e 
financed by U N D P i s provided by an Executing Agency o r ou t s ideagen t . (CS) 

This definition wil l become o b s o l e t e s h o u l d t h e r e c o m n o e n d a t i o n s o f t h e C a p a c i t y Study be 
adopted. 
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Counte rpa r t 

Re fe r s t o g o v e r n m e n t inputs to the project , which should be specif ied, for example , 
coun te rpa r t f inanc ia lcon t r ibu t ion , counte rpar t s e rv i ces , or coun te rpa r t personne l . (ACC) 

Counte rpa r t contribution 

Agreed sha re of project cos t s t o b e c o n t r i b u t e d i n c a s h o r in kind by t h e r e c i p i e n t govern­
ment . (CS) 

Country profi le 

A s t a t i s t i c a l s y s t e n o o f i n t e r p r e t e d c o u n t r y d a t a designed t o i l l u s t r a t e t h e e v o l u t i o n o f social 
a n d e c o n o m i c aspects of development . (CS) 

Country p r o g r a m m e 

A p r o g r a m m e o f a s s i s t a n c e t o a c o u n t r y o v e r a n u m b e r of y e a r s usua l ly synchronized with 
i t s o w n n a t i o n a l d e v e l o p m e n t p l a n . (CS) 

Country p r o g r a m m i n g 

S e e C h a p t e r F i v e , p a r a g r a p h s 13-14. (CS) 

Data 

O e n e r a l t e r m u s e d t o d e n o t e any bas i c e l e m e n t s o f i n f o r m a t i o n w h i c h c a n b e p r o c e s s e d o r 
produced b y a c o m p u t e r . (CS) 

P r i m a r y d a t a - o r i g i n a l d a t a u s e d a s computer input for s to rage andsubsequen t p rocess ing 
as r ece ived f r o n o t h e s o u r c e of information. (CS) 

S e c o n d a r y d a t a - data d e r i v e d o r resu l t ing f r o m p r i m a r y (or o r i g i n a l ) d a t a so a s t o e n a b l e 
n o e a n i n g f u l c o m p a r i s o n s o r conclus ions . (CS) 

In t e rp re t a t ive d a t a - a d h o c p r o c e d u r e s applied to c e r t a i n p r i m a r y d a t a e i the r to m a k e i t 
conoparable w i t h o t h e r d a t a o f the s ame kind o r t o supp l emen t m i s s i n g e l emen t s . 
Class i f ica t ion, ca tegor iza t ion , i n d e x i n g a n d f o r m a t t i n g a r e among t h e t e c h n i q u e s i n u s e to 
manipula te the data. (CS) 

D a t a b a n k 

A u t o m a t e d i n f o r m a t i o n s y s t e n o o f s t o r a g e a n d r e t r i e v a l o f data us ing techniques for selection 
of r e q u i r e d information in the mos t p rac t i ca l form for the u s e r . (CS) 

Development Service (UN) 

A c a r e e r s e r v i ce of i n t e r n a t i o n a l c i v i l s e r v a n t s e s t a b l i s h e d u n d e r U N D P to man i ts field and 
h e a d q u a r t e r s es tab l i shment . S e e C h a p t e r E i g h t , p a r a g r a p h s . (CS) 

E a r m a r k i n g s 

Action taken by the Coverning Council to de s igna t eand r e s e r v e funds wi th inUNDP r e s o u r c e s 
t o c o v e r the c o s t s o f ac t iv i t ies approved by t heCounc i l . (CS) 

Evaluat ion 

S e e C h a p t e r F i v e , p a r a g r a p h s . (CS) 

Th i s definition will become o b s o l e t e s h o u l d t h e r e c o m m e n d a t i o n s of the Capacity Study be 
adopted. 
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Executing Agency/agent 

The organizat ion. Agency or agent within t h e U N d e v e l o p m e n t s y s t e m w h i c h has unde r t aken to 
c a r r y o u t a s p e c i f i c U N D P project . (CS) 

Execution 

Work u n d e r t a k e n o n a p r o j e c t in a c c o r d a n c e w i t h a p l a n o f operat ion. See lnop lemen ta t ion . 
(CS) 

Expe r t s 

See in ternat ional project personne l , C h a p t e r E i g h t , p a r a g r a p h 52. (CS) 

Feedback 

F e a t u r e o f an information sys tem which c o n s i s t s o f t r a n s f e r r i n g p a r t s o r all of t h e o u t p u t of 
a p r o c e s s as input for another phase . In an automated p r o c e s s , the o u t p u t o f t h e f i r s t phase 
m a y b e a s s o c i a t e d with new p r i m a r y data as input for t h e s e c o n d phase , and so on. (CS) 

Fel lowship 

Ass i s tance to a g o v e r n m e n t t o e n a b l e anoff ic ia l ly designated ind iv idua l to under take specif ied 
study or t r a in ing abroad. A f e l l o w i s t o b e d i s t i n g u i s h e d f r o m a p a r t i c i p a n t f o r w h o m 
f i n a n c i a l a s s i s t a n c e i s p r o v i d e d to take pa r t i n a s e m i n a r , s t u d y g r o u p , s tudy tou r , workshop 
or s imi l a r activi ty. (CS) 

F ie ld office 

When used without qualification, the t e r m denotes a n o f f i c e r e p r e s e n t i n g U N D P i n a h o s t 
country or reg ion , and usual ly headed b y a R e s i d e n t o r R e g i o n a l Represen ta t ive . (CS) 

Follow-up 

Action taken by the a p p r o p r i a t e i n s t i t u t i o n s i n a r e c i p i e n t c o u n t r y , w i t h e x t e r n a l a s s i s t a n c e as 
and when r equ i r ed , i n c o n s e q u e n c e o f findings a n d r e c o m m e n d a t i o n s o f a p r o j e c t . (ACC) 

Fo rma t t i ng 

See Data. 

F u n d s - i n - T r u s t 

Identical t o T r u s t Funds i n c o n c e p t e x c e p t that the spec i f i cac t i v i t i e s a re c a r r i e d o u t i n t h e 
c o n t r i b u t o r ' s c o u n t r y . S e e T r u s t Funds . (CS) 

Olobal al location ceil ing 

A f i n a n c i a l m a x i m u m o r ceiling approved and r e v i s e d annually by the Coverning C o u n c i l s e t -
t ing an o v e r a l l u p p e r l i m i t to the power of the Admin i s t r a to r to allocate funds. (CS) 

Implementat ion 

Refers t o a l l p r o j e c t - r e l a t e d o p e r a t i o n ^ f r o m t h e p h a s e o f p r o j e e t formulat ion th rough p ro jec t 
execution to follow-up. (CS) 

Indexing 

See Data. 
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Indicat ive planning f igures 

Ten ta t ive f igures exp re s sed in m o n e t a r y t e r m s , approved and r e v i s e d by the Governing 
C o u n c i l a n n u a l l y t o faci l i ta te p r epa ra t i on of p r o g r a m m e s , normal ly for a p e r i o d of five yea r s ; 
in the c a s e of country p r o g r a m m e s , the figure would b e a d j u s t e d to the duration of the 
c o u n t r y ' s o w n development plan. Indicative planning f i g u r e s d o not i m p l y a c o m m i t m e h t to 
a l loca te funds up to the l imi t of the f igure. (CS) 

Informat ion systenos 

knowledge , however acqui red , i n a n y n o a n n e r , fac ts , data, e t c . , so a r ranged that they can be 
r e t r i e v e d as andwhen r equ i r ed . An information sys tem need not n e c e s s a r i l y be 
automated. (CS) 

A c o m p a t i b l e i n f o r m a t i o n s y s t e m i s a n a u t o m a t e d s y s t e m t h a t c a n c o m m u n i c a t e (or exchange 
data) through the u s e of s t anda rd categorizat ions^ c lass i f ica t ions , and other codes . (CS) 

An in tegra ted information s y s t e m is an automated sys tem that can s t o r e a n d p r o c e s s c e n t r a l l y 
any type of data and that c a n c o m m u n i c a t e t h r o u g h a s o p h i s t i c a t e d two-way link communica­
t ion ne twork with t e r m i n a l s throughout the world which are pa r t of t h e s y s t e m . In addition 
t o t h e r e q u i r e m e n t s f o r c o m p a t i b l e s y s t e m s , the in tegrated s y s t e m w i l l r e q u i r e s t a n d a r d 
format t ing of the data. (CS) 

In t eg ra t eddeve lopmen t pro jec t 

A p r o j e c t combining va r ious e lenoentsof different economic a n d / o r s o c i a l s e c t o r s o r sub-
s e c t o r s in an o r g a n i c r e l a t i o n s h i p . 

In t e r -Agency Consultative Boa rd ( IACB) 

An adv i sory commit tee es tab l i shed by GA resolut ion 2029(^^) compr i s ing the S e c r e t a r y -
G e n e r a l a n d the E x e c u t i v e H e a d s o f organizat ions par t ic ipat ing i n U N D P a n d cha i red by the 
A d m i n i s t r a t o r . T h e B o a r d a d v i s e s t h e A d m i n i s t r a t o r o n all significant aspects of t h e U N D P 
and, specif ical ly, on p ro jec t s and p r o g r a m m e s p r i o r t o t h e i r submiss ion to the Governing 
Council , on t h e s e l e c t i o n o f Execut ing Agencies for specific p ro jec t s a n d o n t h e a p p o i n t m e n t 
of Res iden t Rep re sen t a t i ve s . (DP) 

I n t e r - r e g i o n a l p r o j e c t 

Amul t ina t iona ldeve lopnoen t act ivi ty in which sonoe or a l l o f t h e c o u n t r i e s o f two o r noore 
geographica l regions pa r t i c i pa t e . (ACC) 

I^ocal cos t s 

A g e n e r a l t e r m u s e d t o d e s c r i b e r e c i p i e n t g o v e r n m e n t ' s a s s e s s e d o b l i g a t i o n s i n l o c a l 
c u r r e n c y . It e m b r a c e s "local l iving cos ts of e x p e r t s " a n d " l o c a l opera t ing cos t s " . (DP) 

mic ro f i che 

A flat negat ive f i lmcon ta in ing mul t ip le m ic ro images i n a g r i d pa t t e rn . It usual ly contains a 
t i t le which can be r ead without magnification. (CS) 

moni to r 

T h e p r o c e s s b y which action r e l a t ed t o a p r o g r a n o n o e or project i s k e p t under survei l lance . 
In the context of the Study, i t i s u s u a l l y t h e p r o c e s s b y w h i c h a R e s i d e n t Represen ta t ive keeps 
a p r o j e c t under surve i l lance and c o m p a r e s per formance against t h e p l a n o f o p e r a t i o n a n d the 
ne twork ana lys i s . (CS) 

T h i s d e f i n i t i o n w i l l b e c o m e o b s o l e t e should the recommendat ions of t h e C a p a c i t y S t u d y b e 
adopted. 
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Overal l a n a l y s i s o f a p r o j e c t at the formulat ion p h a s e r e q u i r i n g the l i s t ing a r r a n g e m e n t i n a 
logical s e q u e n c e o f all individual act ivi t ies which m u s t be pe r fo rmed i n o r d e r to m e e t the 
f ina lob jec t ive . The resu l t ing graph in the f o r m o f a " n e t w o r k " will be a r r a n g e d s o a s to 
display the (sequential) re la t ionship of these ac t iv i t ies . (CS) 

Obligation 

A r e s e r v a t i o n of c r ed i t s t o s a t i s f y a l e g a l o b l i g a t i o n to pay f o r g o o d s a n d s e r v i c e s e x p e c t e d , 
w i t h s p e c i f i e d e x c e p t i o n s , t o b e r e c e i v e d in the c u r r e n t f i n a n c i a l y e a r . Obligations a r e 
r eco rded against al locat ions i ssued b y t h e Admin i s t r a to r , and a re l iquidated t h r o u g h d i s -
b u r s e m e n t s . " C o n o m i t m e n t s " a r e s i m i l a r to obl igat ions, except that they c a r r y no 
l imi ta t ion in t i m e . (DP) 

Operat ional (development )ac t iv i t ies 

Generals a c t i v i t i e so f organizat ions in t h e U N d e v e l o p m e n t sys tem designed t o a c h i e v e , in 
co-opera t ion w i t h a g o v e r n m e n t or governnoents, a d e f i n e d d e v e l o p n o e n t o b j e c t i v e w i t h i n a n 
es tabl ished t ime tab le . Such a c t i v i t i e s a r e chiefly implemented in the field but a l s o i n c l u d e 
re la ted progranonoes, backstopping, supe rv i so ry and admin is t ra t ive functions p e r f o r m e d at 
headqua r t e r s . In specific terms^ all act ivi t ies f i n a n c e d e i t h e r by the c e n t r a l fundof UNDP 
or frono r egu la r funds o r t r u s t funds managed by an organizat ion in t h e U N d e v e l o p m e n t 
sys tem. D (CS) 

Operat ional a s s i s t ance (OPAS) (OPE^) 

A s c h e m e g o v e r n i n g the p r o v i s i o n o f o p e r a t i o n a l a n d e x e c u t i v e personne l , f inanced by the 
UNDP(TA) o r b y t h e r e g u l a r programmées of U N a n d s e v e r a l Special ized Agenc ies . The 
r e c i p i e n t g o v e r n m e n t pays to the OPAS e x p e r t t h e r e l e v a n t s a l a r y a n d a l l o w a n c e s f o r civil 
se rvan t s doing comparab le work in that country, t h e b a l a n c e t o a p p r o x i m a t e h i s i n c o m e t o 
t h a t o f p r o j e c t p e r s o n n e l of equivalent s a l a r y l e v e l i s p r o v i d e d b y t h e P r o g r a m m e . 

(^5) 

O p e r a t i o n a l c o n t r o l 

The p r o c e s s e s , including me thodso f inspect ion, r epor t ing and other m e a n s , by which i m p l e ­
mentat ion of t h e p r o j e c t i s moni tored and reviewed in o r d e r to de te rmine t h e e x t e n t to which 
it i s fulfilling the s ta ted t a rge t s and object ives a n d t o i n t r o d u c e any n e c e s s a r y modif ica t ions 
at the r ight t i m e . (ACC) 

Overhead cos t s 

Cos ts i n c u r r e d by the Executing Agencies , no rma l ly at t h e i r h e a d q u a r t e r s , r e l a t i ng to the 
c e n t r a l a d m i n i s t r a t i o n , organizat ion, staffing and financing of a p r o j e c t o r of a p r o g r a m m e . 
T h e t e r m " o v e r h e a d c o s t s " e m b r a c e s " a d m i n i s t r a t i v e c o s t s " a n d " o p e r a t i o n a l s e r v i c e s 
cos t s " , a s u s e d i n T A t e r m i n o l o g y . These concepts h a v e b e e n modified i n C h a p t e r N i n e of 
the Capacity Study. ^ (DP) 

Pipel ine 

See Chapter T h r e e , p a r a g r a p h s 25-27. (CS) 

P l a n o f opera t ion 

A f o r m a l ag reemen t o n a p r o j e c t between t h e g o v e r n m e n t ( s ) a n d t h e o r g a n i z a t i o n ( s ) concerned 
set t ing out the objec t ives , t e r m s a n d c o n d i t i o n s o f the pro jec t and t h e r e s p e c t i v e r e s ­
ponsibi l i t ies of each p a r t y to the agreement . (ACC) 

^ T h i s definition will become obsolete should the recommenda t ions of the Capaci ty Study be 
adopted. 
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P h a s e II p r o j e c t s ( S F ) 

New SF p r o j e c t s , r equ i r ing new e a r m a r k i n g s , which a re an outgrowth o f e a r l i e r S F 
p r o j e c t s . (CS) 

P ledging Conference 

The conference convenedannua l ly by the S e c r e t a r y - G e n e r a l a t w h i c h g o v e r n m e n t s pledge 
t h e i r vo lun ta ry contr ibut ions to t h e U N D P . (CS) 

P r e p a r a t o r y a s s i s t a n c e 

One of the types of act ivi ty authorized to be financed by t h e U N D P Revolving Fund (q .v . ) . 
T h e t e r m e m b r a c e s t w o t y p e s o f SF activity^ t h e p r o v i s i o n o f a s s i s t a n c e t o t h e governments 
i n c o n n e c t i o n with the p r e p a r a t o r y e l a b o r a t i o n o r revis ion of r e q u e s t s for SF financing and 
t h e p r o v i s i o n o f a s s i s t ance to the Admin i s t r a to r in his a p p r a i s a l o f a p a r t i c u l a r reques t 
b e f o r e f o r m u l a t i n g h i s r ecomnoenda t ion to the Governing Council. (DP) 

P r e l i m i n a r y operat ions (SF) 

See Revolving Fund. (DP) 

P r e - i n v e s t m e n t a s s i s t ance 

Development a s s i s t ance d e v i s e d t o p a v e t h e way for subsequent inves tment , p r i v a t e o r 
publ ic , d o m e s t i c o r ex te rna l . Taken in th is wide context, v i r tua l ly a l l t e c h n i c a l ass is tance 
is p r e - i n v e s t m e n t a s s i s t a n c e (and i n c i d e n t a l l y i n v e s t m e n t ) s i n c e i t s t rengthens human infra­
s t r u c t u r e a n d a b s o r p t i v e c a p a c i t y . (CS) 

P r o g r a m m e 

Development act ivi t ies designed to achieve g i v e n o b j e c t i v e s o v e r a s t a t e d per iod of t ime. 
^ l a y b e r e l a t e d t o a c o u n t r y , region o r field o r activity. (CS) 

P r o g r a m m e e a r m a r k i n g s 

Ind ica t ivep lann ing f igures when and as approved by the Governing Council. (CS) 

P r o g r a m m i n g - rol l ing, continuous 

S e e C h a p t e r F i v e , p a r a g r a p h 22. (CS) 

P r o j e c t 

A n a p p r o v e d national o r mul t ina t iona ldeve lopment activity of va ry ing complexity to which the 
government o r g o v e r n m e n t s and the par t ic ipa t ing i n t e r n a t i o n a l o r g a n i z a t i o n o r organizations 
cont r ibute specified i n p u t s o v e r a s t a t e d per iod of t ime in o r d e r t o a t t a i n defined 
objec t ives . (ACC) 

P r o j e c t m a n a g e r 

The s e n i o r field official r e spons ib le to the Executing Agency o r agent for the implementat ion 
o f a U N D P project . (CS) 

P r o j e c t pe rsonne l 

In t e rna t iona l ly - r ec ru i t ed pe r sonne l ass igned to f i e l d d u t y o n U N D P p r o j e c t s . (CS) 

Th i s d e f i n i t i o n w i l l b e c o m e o b s o l e t e should therecononoendat ions of t h e C a p a c i t y S t u d y b e 
adopted. 
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Regional pro jec t 

Amul t ina t iona l development activity in which s o m e o r a l l o f the c o u n t r i e s o f a p a r t i c u l a r 
geographical region pa r t i c ipa te . ^ (ACC) 

Regular programmée 

Activi t ies of t h e U N o r o ther organizat ions in t h e U N d e v e l o p m e n t s y s t e m w h i c h a r e f i n a n c e d 
by the i r a s s e s s e d budgets . (CS) 

Regular o p e r a t i o n a l p r o g r a m m e 

Activi t ies financed f r o m a s s e s s e d or voluntary f u n d s s e t aside specif ical ly for suppor t ing 
operat ional a c t i v i t i e so f the o r g a n i z a t i o n s i n t h e U N d e v e l o p m e n t systems. (CS) 

Resident Represen ta t ive 

The official r e p r e s e n t a t i v e of t h e U N D P i n a c o u n t r y w i t h a U N d e v e l o p m e n t programóme.(CS) 

Revolving Fund 

Afund es tabl ished by the Governing Council embrac ing TA contingency author i ty and SF 
p r e p a r a t o r y a s s i s t ance authori ty and which, in addition, p rov ides a m e a n s of financing 
p r e l i m i n a r y ^ F o p e r a t i o n ^ o n a c o n t i n g e n c y b a s i s , the l a t t e r for a n i n i t i a l e x p e r i m e n t a l 
per iod of o n e y e a r . The fund also provides for financing inves tmen t -o r i en ted feas ib i l i ty 
studies and p ro jec t s of t h e s p e c i a l indus t r ia l s e rv i ce s type. (CS) 

Special ized Agencies 

Internat ional o r g a n i z a t i o n s b r o u g h t i n t o r e l a t i o n s h i p w i t h t h e U n i t e d N a t i o n s as d e s c r i b e d in 
A r t i c l e s 5 7 , 5 3 a n d 5 4 o f t h e U n i t e d N a t i o n s C h a r t e r . Note^ IAEA has a s p e c i a l s t a tus and 
is n o t a S p e c i a l i z e d Agency. (DP) 

Sub-contract 

An a r rangemen t en te red i n t o b y a p r i m e con t rac to r (Executing Agency o r outs ide a g e n t ) u n d e r 
which all o r p a r t of t h e U N D P ass i s t ance i s provided b y a t h i r d pa r ty . See Cont rac t . (CS) 

T r u s t Funds 

Funds which a r e accepted by an in t e rna t iona lo rgan iza t ion unde r t h e t e r m s of i t s f inancial 
regula t ions to f i n a n c e e x t r a - b u d g e t a r y act ivi t ies specified by the cont r ibutor which a r e not 
inconsis tent with t h e g e n e r a l aims and purposes of the organizat ion. S e e F u n d s - i n - T r u s t . ( C S ) 

vo lun ta ry contr ibut ions 

Contributions made into t h e g e n e r a l r e s o u r c e s o f UNDP b y l ^ e n o b e r S t a t e s o f t h e U n i t e d 
Nations, o r m e n o b e r s of t heSpec ia l i zed Agencies o r of t h e l A E A in accordance w i t h t h e 
provis ions of ECOSOC resolu t ions 222 A(l^) pa rag raph 8(a) and 5 2 3 B ( ^ ^ I I I ) p a r a g r a p h s l - 3 
and 5, and GA reso lu t ion 1240 ( ^ H I ) p a r a g r a p h s 4 5 - 5 0 . vo lun t a ry contr ibut ions a r e s e p a r a t e 
a n d d i s t i n c t f r o m d o n a t i o n s , host g o v e r n m e n t s ' c a s h p a y m e n t s toward l o c a l c u r r e n c y c o s t s of 
field offices, coun te rpa r t and^ocal^co^s^aym^ent^ ,^and^other^types^of^inc^mean^^rorn^trus t 
funds. (DP) 

vo lun tee r 

A p e r s o n w h o gives his s e rv i ce s without r e g a r d to f inancial benefit and with t h e p u r p o s e of 
contributing to the development of the rec ip ien t country. (ECOSOCresolut ionl444(^lB^TI) . 

This definition would become obsolete should the r ecommenda t ions of t h e C a p a c i t y Study be 
adopted. 
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АСАНОЙ 

ACASTD 

ACC 

С С А ^ 

CDF 

C D P P P 

C P C 

cue 
DD-2 

DHI^ 

DRP 

ECA 

ECAFE 

ECE 

ECT^A 

ECOSOC 

ECPC 

EEC 

EPTA 

ESA 

E ^ S 

FAO 

FFHC 

FUNDWI 

GA 

GATT 

IAEA 

IACH 

IBRD 

ICAO 

ICC 

ICSAB 

IDA 

IDB 

IDEP 

IDEA 

Advisory Committee on Administrative and Budgetary questions (UN) 

Advisory Committee onthe Application of Scienceand Technology to 
Development (ECOSOC) 

Administrative Committee onCo-ordination 

ConsultativeCommittee on Administrative questions (ACC) 

Capital Development Fund(UN) 

Centre forDevelopment Planning, Projections and Policies (UN/ESA) 

Committee forProgrammeandCo-ordination(ECOSOC) 

ComputerUsers 'Commit tee (ACC) 

The Second Development Decade 

The Dag Hammarskjold l i b r a r y (UN) 

Development ResourcesPanel (see Chapter Seven) 

Economic Commission for Africa 

E c o n o m i c C o m m i s s i o n f o r A s i a a n d t h e F a r E a s t 

Economic Commission forEurope 

Econonoic Commission forl^atin America 

EconomicandSocialCouncil of the United Nations 

EnlargedCommit tee forProgramme andCo-ordination(ECOSOC) 

European EconomicCommunity 

Expanded Programme of Technical Assistance 

DepartmentofEconomicand Social Affairs (UN) 

Economicand Social Information(seeChapter Six) 

Food and Agriculture Organization of theUnitedNat iors 

Freedom from Hunger Campaign (FAO) 

Fund for West Irian (UNDP) 

General Assembly of theUnitedNations 

General Agreement on Tariffs and Trade 

International Atomic EnergyAgency 

Inter-Agency Consultative Hoard (UNDP) 

International Bank forReconstruction and Development 

IntemationalCivilAviation Organization 

International Computing Centre (UN/ESA) 

InternationalCivil Service Advisory Board (ACC) 

International Development Association (IBRD) 

Industrial Development Hoard(UNIDO) 

Institut africaindedéveloppementéconomiqueet de planification (African 
Institute forEconomic Development and Planning) 

Industrial Development Field Adviser (UNDP/UNIDO) 
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IFC Internat ional F inance Corpora t ion( IBRD) 

IGC In te r -Governmenta l Commit tee (WFP) 

HEP Internat ional Insti tute for Educat ional Planning (UNESCO) 

II^O Internat ional l a b o u r Organisa t ion 

II^PES Insti tuto l a t i n o a m e r i c a n o de Planif icación E c o n ó m i c a y S o c i a l ( I ^ a t i n 
Anoerican Insti tute forEcononoic and Social Planning) 

I^ICO Inter-Governnoental m a r i t i m e Consultative Organizat ion 

I ^ F Internat ional mone ta ry Fund 

IRO Internat ional Refugee Organizat ion 

ITC UNCTAD/GATT Internat ional T r ade Cent re 

ITU Internat ional Te lecommunica t ionUnion 

ÎIU ^loint Inspection Unit (GA) 

^ ISS Management and Information Sys tems Staff (see Chapter Six) 

NDC National Documenta t ionCen t re ( s e e C h a p t e r S i x ) 

NGO Non-Governmenta l Organisa t ions 

OECD Organizat ion f o r E c o n o m i c Co-opera t ion and Development 

OPAS ) Operat ional and E x e c u t i v e P e r s o n n e l , c f . definitions and GA reso lu t ion 

O P E ^ ) 1255(^111) 

O ^ A Operat ional and Adminis t ra t ive Information ( s e e C h a p t e r S i x ) 

PPS P r o g r a m m e Pol icy Staff (see Chapter Seven) 

SAA Senior Agr icu l tu ra l Adviser (UNDP/FAO) 

SF The Special Fund component (UNDP) 

SIS Special Indus t r ia l Serv ices (UNIDO) 

SUNFED S p e c i a l U n i t e d N a t i o n s Fund f o r E c o n o m i c Development 

TA The Technical Ass i s tance component (UNDP) 

TAB Technica l Ass i s tance Board 

TAC Technica l Ass i s tance Commit tee (ECOSOC) 

TAP Technica l Ass i s tance P a n e l ( s e e Chapter Seven) 

TARS Technica l Ass i s t ance Recru i tment Serv ice (UN) 

T ^ S Technica l and Scientific I n f o r m a t i o n ( s e e Chapte r Six) 

TDB T r a d e and Development Board (UNCTAD) 

UNCITRAI^ Uni tedNat ions Commiss ion on In terna t ional T r a d e ^aw(G^A) 

UNCTAD United Nations Conference o n T r a d e and Development 

UNDCC Uni tedNat ions Development C o - o p e r a t i o n C y c l e ( s e e C h a p t e r F i v e ) 

UNDP Uni tedNat ions Development P r o g r a m m e 

UNESCO United Nations Educational , Scientific and Cul tural Organiza t ion 

UNESOB Uni tedNat ions Economic and Social Office in Bei ru t 

UNHCR United Nations High Commiss ione r fer Refugees 
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UNICEF 

UNIDO 

UNITAR 

UNIERA 

UNRISD 

UNRRA 

UNRWA 

UPU 

WFP 

WHO 

W^IO 

UnitedNations Children's Fund 

UnitedNationsIndustrial Development Organization 

UnitedNations Institute for Training and Research 

United Nations Korean Reconstruction Agency 

UnitedNations Research Institute for Social Development 

United NationsRelief and Rehabilitation Administration 

UnitedNationsReliefandWorks Agency for Palestine Refugeesin the 
Near-East 

Universal PostalUnion 

UN/FAO World Food Program 

World Health Organization 

World ^leteorologicalOrganization 
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Appendix Six 

STATISTICAL AND OTHER REFERENCE MATERIAL 

T a b l e l Date of creation of UN Specialized Agencies, IAEA, UN major operational 
programmes and organs, and UN Regional Economic Commissions 

Table2 Membershipof UN by year and region 

Table3 Membership of UNCTAD, UNIDO and Specialized Agencies 

Table4 Regular budgets of the Specialized Agenciesand of theUnitedNations from 1950 
through 1969 

Table5 Voluntary contributions pledged to EPTA, SF, UNDP and components from 1950 
through 1969 

Table 6 Analysis of total expenditure forEPTA, SF, UNDP and components from 1950 
through 1968 

Table7 Analysis of Agencies^ expenditure, including overhead costs, financed from EPTA, 
SF and UNDP resources 

Table8 Proportion of EPTA, SF and UNDPfundsspent(project costs only) byAgencies 
from 1950 through 1968 

Table 9 SF projects approved by the Governing Council from 1959throughl968 

Table 10 Number of experts by programme from!952 through 1968 

Table 11 UNsysten^totalnetexpenditureoneconom^ic and social ac t iv i t i e sbymainsources 
of funds, 1965 through 1968 

Table 12 Technical assistanceexpenditureby source of fundscompared with total 
expenditure 

Table 13 Technical assistance expenditure underAgencies^ regular budgets andother 
non-UNDPresources 

Table 14 Development pe r fo rmancedurmgtheFi r s t Development Decade com^pared with the 
1955-1960 period 

Table 15 SF projects: Actualexpenditurecompared to planned project budgets 

Table 16 SF projects: Actualexpendi tureonprojectsby project component 

Table 17 TA projects: Expenditure, by component, byAgencyandbyyea r 

Table 18 UNsystem professional staff as of^Ianuary 1969 

General notes to tables ^/ 

1. Reference to^dol lars^ (^)meansUnited States dollars. 

2. Details and percentages of tables donotnecessar i ly add to to ta lsbecauseof rounding. 

3. Three dots ( . . . indicate that data are not available or do not exist. 

4. A d a s h ( - ) i n d i c a t e s that the amount is n i l o r negligible (i .e. less than half of the unit 
indicated). 

^1/ This applies also to Tables 3.11 to 3.13 of Chapter Three. 



TABLE 1 

DATE OF CREATION OF UN SPECIALIZED AGENCIES, IAEA, UN MAJOR OPERATIONAL PROGRAMMES AND 
ORGANS, AND UN REGIONAL ECONOMIC COMMISSIONS 

I. Specialized Agencies and IAEA 

Creation 
Date 

Agreement with 
UN coming into 

force 

ITU 
UPU 
ILO 
FAO 
IBRD 
IMF 
UNESCO 
ICAO 
GATT 
WHO 
WMO 
IFC 
IAEA 
IMCO 
IDA 

1865 
1874 
1919 
1945 
1945 
1945 
1946 
1947 
1948 
1948 
1950 
1956 
1957 
1959 
1960 

1949 
1948 
1946 
1946 
1947 
1947 
1946 
1947 

1948 
1951 
1957 
1957 
1959 
1961 

II. UN major programmes and organs 

Body 

UNICEF 

UNWRA 
UNHCR 
UNDP/EPTA 

- SF 
- Merger 

WFP 

UNCDF 

GA Resolution 
Establishing Body 

57(1) 
302 (IV) 
319(IV) 
304(IV) 

1240(XIII) 
2029 (XX) 
1714(XVI) 
(FAO Conference Res. 
2186(XXI) 

l/l6) 

- 1946 
- 1949 
- 1949 
- 1949 
- 1958 
- 1965 
- 1961 
- 1961 
- 1966 

Operational 
Date 

1946 
1950 
1951 
1949 
1959 
1966 
1962 

UNCTAD 
UNIDO 

1995(XX) 
2152(XXI) 

- 1965 
- 1966 

1965 
1966 

UNITAR 1934(XVIII) - 1963 

III. UN Regional Economic Commissions 

1965 

ECOSOC Resolution 

Economic Commission for Europe 
Economic Commission for Asia and the Far East 
Economic Commission for Latin America 
Economic Commission for Africa 

Establishing 
Commission 

36(IV) 
37(IV) 

106 (VI) 
671 (XXV) 

1947 
1947 
1948 
1958 

TABLE 1 



TABLE 1 (continued) 

IV. Major GA and ECOSOC Resolutions on Technical Assistance 

GA 

GA 

ECOSOC 

GA 

ECOSOC 

52 

58 

51 

200 

222 

(I) 

(I) 

(IV) 

(III) 

(IX) 

1946 

_ 1946 

1947 

1948 

1949 

Provision of expert advice by the United 

Nations to Member States 

Transfer to the United Nations of the 

advisory social welfare functions of UNRWA 

Expert assistance to Member Governments 

Technical assistance for economic development 

Economic development of under-developed 

countries 

GA 304 (IV) 1949 Expanded programme of technical assistance 

for economic development of under-developed 

countries 

ECOSOC 

GA 

GA 

542 

1 240 

1 256 

(XVIII) 

(XIII) 

(XIII) 

1954 

1958 

1958 

Technical assistance 

Establishment of the Special Fund 

United Nations technical assistance in 

public administration (ОРЕХ personnel) 

GA 

GA 

1 530 

2 029 

(XV) I960 United Nations assistance in public 

administration: provision of operational, 

executive and administrative personnel 

(XX) 1965 Consolidation of the Special Fund and the 

Expanded Programme of Technical Assistance in 

a United Nations Development Programme 

GA 

GA 

2 186 

2 188 

(XXI) 1966 Establishment of the United Nations Capital 

Development Fund 

(XXI) 1966 General review of the programmes and activities 

in the economic, social, technical co-operation 

and related fields of the United Nations, the 

Specialized Agencies, the International Atomic 

Energy Agency, the United Nations Children's 

Fund and all other institutions and agencies 

related to the United Nations system 

TABLE 1 



TABLE 2 

MEMBERSHIP OF UN BY YEAR AND REGION 

YEAR 

1945 

1946 

1947 

1948 

1949 

1950 

1951 

1952 

1953 

1954 

1955 

1956 

1957 

1958 

1959 

1960 

1961 

1962 

1963 

1964 

1965 

1966 

1967 

1968 

1969 

Total 

51 

55 

57 

58 

59 

60 

60 

60 

60 

60 

76 

80 

82 

83 

83 

100 

104 

110 

112 

115 

118 

122 

123 

126 

126 

Africa 

4 

4 

4 

4 

4 

4 

4 

4 

4 

4 

5 

8 

9 

10 

10 

26 

29 

33 

34 

36 

37 

39 

39 

42 

42 

Americas 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

22 

24 

24 

24 

24 

26 

26 

26 

26 

Asia 

10 

12 

14 

15 

16 

17 

17 

17 

17 

17 

22 

23 

24 

24 

24 

24 

25 

25 

26 

26 

28 

28 

29 

29 

29 

Europe 

15 

17 

17 

17 

17 

17 

17 

17 

17 

17 

27 

27 

27 

27 

27 

28 

28 

28 

28 

29 

29 

29 

29 

29 

29 

TABLE 2 



TABLE 3 

MEMBERSHIP OF UNCTAD, UNIDO AND SPECIALISED AGENCIES 

UNOTAD 135^B 

UNIDO 135^B 

FAO 117 

UNESCO 125 

^HO 128 

ILO 118 

IAEA 99 

^MO 130 

ITU 135 

UPU 138 

ICAO 116 

IMCO 67 

IBRD 110 

IDA 102 

IFC 90 

IMF 111 

GATT 79 

1. In addition to the 126 members of the United Nations, the founding 
resolutions of UNCTAD B^1995 (XX)^and UNIDO B^2152 (XXI)^provide 
that the members of these organizations shall be those states which are 
members of th UN, of the Specialized Agencies or of the IAEA. Their total 
membership is thus 135^ the additional category includes, in Europe, 
countries such as the Federal Republic of Germany and Switzerland and, in 
Asia, Southern Vietnam and Southern Î orea. Other members of certain 
agencies are not sovereign states. 

TABLE 3 
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TABLE 5 VOLUNTARY CONTRIBUTIONS PLEDGED TO EPTA, SF, UNDP AND COMPONENTS 
(Expressed i n $ m i l l i o n ) 

Year 

1950/5]Д/ 

1952 

1953 

1954 

1955 

1956 

1957 

1958 

1959 

1960 

1961 

1962 

1963 

1964 

1965 

1966 

1967 

1968 

196£¿/ 

TOTAL 

EPTA 

2 0 . 0 

1 8 . 8 

2 2 . 3 

2 5 . 0 

2 7 . 6 

2 8 . 8 

3 0 . 8 

3 1 . 1 

2 9 . 4 

3 4 . 0 

4 1 . 7 

4 5 . 4 

5 0 . 0 

5 1 . 2 

5 3 . 9 

3 3 . 6 

3 5 . 7 

3 0 . 7 

2 7 . 6 

6 3 7 . 6 

SF 

-

-

-

-

-

-

-

-

2 5 . 8 

3 8 . 6 

4 7 . 5 

6 0 . 2 

7 2 . 8 

8 5 . 8 

9 1 . 5 

5 8 . 2 

6 6 . 2 

5 9 . 0 

5 1 . 0 

6 5 6 . 6 

U n d i v i d e d 

-

-

-

-

-

-

-

-

-

-

-

-

-

-

-

6 3 . 0 

7 0 . 0 

9 3 . 8 

1 1 8 . 9 

3 4 5 . 7 

UNDP 

2 0 . 0 

1 8 . 8 

2 2 . 3 

2 5 . 0 

2 7 . 6 

2 8 . 8 

3 0 . 8 

3 1 . 1 

5 5 . 2 

7 2 . 6 

8 9 . 1 

1 0 5 . 6 

1 2 2 . 7 

1 3 6 . 9 

1 4 5 . 3 

1 5 4 . 8 

1 7 2 . 0 

1 8 3 . 5 

1 9 7 . 4 

1 6 3 9 . 5 

NOTES: l / 18 months 
2 / a s a t 30 September 1969 

SOURCE: UNDP TABLE 5 



TABLE 6 ANALYSIS OFTOTAL EXPENDITURE FOR EPTA, SF, UNDP 
AND^COMPONENTS FROM1950 THROUGH 1968 

(Expressed in ̂  million) 

Broken down according to category of expenditure 

Year 

1950^51 

1952 

1953 

1954 

1955 

1956 

1957 

1958 

1959 

1960 

1961 

1962 

1963 

1964 

1965 

1966 

1967 

1968 

TOTAL 
50-68 

TA 

4.5 

18.8 

17.8 

15.1 

21.3 

25.3 

25.8 

27.7 

26.5 

27.9 

31.3 

44.6 

39.5 

51.8 

42.5 

58.9 

50.6 

64.6 

594.5 

Project costs 
SF 

-

-

-

-

-

-

-

-

-

2.3 

7.5 

20.1 

35.0 

48.2 

59.7 

75.4 

92.9 

116.1 

457.2 1 

Total 

4.5 

18.8 

17.8 

15.1 

21.3 

25.3 

25.8 

27.7 

26.5 

30.2 

38.8 

64.8 

74.5 

100.0 

102.2 

134.4 

143.5 

180.6 

051.8 

TA 

1.8 

3.7 

3.7 

3.1 

3.2 

3.6 

3.9 

4.2 

4.4 

4.4 

3.8 

3.8 

4.5 

4.6 

6.3 

6.8 

8.0 

8.1 

81.9 

Agency costs 
SF 

-

-

-

-

-

-

-

-

0.1 

0.9 

1.2 

3.1 

3.7 

5.0 

6.4 

8.0 

9.7 

11.4 

49.5 

Total 

1.8 

3.7 

3.7 

3.1 

3.2 

3.6 

3.9 

4.2 

4.4 

5.3 

5.0 

6.9 

8.2 

9.6 

12.7 

14.8 

17.8 

19.5 

131.4 

Central 
adminis­
tration-^ 

-

0.5 

1.3 

1.3 

1.4 

1.6 

1.8 

2.0 

2.2 

2.8 

3.7 

5.1 

6.7 

8.7 

10.8 

13.2 

14.7 

17.1 

94.9 

Grand 
total 

6.3 

23.0 

22.8 

19.5 

25.9 

30.5 

31.5 

33.9 

33.1 

38.3 

47.5 

76.8 

89.4 

118.3 

125.7 

162.4 

176.0 

217.2 

1.278.1 

NOTE: l̂ B Including field offices 

SOURCE: TAB, SF and UNDP reports TABLE 6 
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TABLE 10 

NUMBER OF EXPERTS BY PROGRAMME FROM 1952 to 1968 
(Expressed in number of experts) 

Shown for EPTA, SF, UNDP and components, and for Agencies, own programmes of technical 
assistance 

Year 

1968 

1967 

1966 

1965 

1964 

1963 

1962 

1961 

1960 

1959 

1958 

1957 

1956 

1955 

1954 

1953 

1952 

EPTA 
or TA 

(1) 

3472 

3301 

3643 

3130 

3292 

2817 

2552 

2381 

2207 

2291 

2427 

2513 

2346 

2004 

1584 

1757 

1733 

SF 

(2) 

4728 

3599 

2978 

2503 

1523 

1075 

671 

285 

82 

-

-

-

-

-

-

-

-

UNDP 

1 + 2 

(3) 

8200 

6900 

6621 

(5633) 

(4815) 

(3892) 

(3223) 

(2666) 

(2289) 

-

-

-

-

-

-

-

-

Other 

(4) 

2117 

1702 

1893 

1796 

1827 

1866 

1319 

1358 

1018 

924 

717 

670 

549 

Total 

(5) 

10.317 

8.602 

8.514 

7.429 

6.642 

5.758 

4.542 

4.024 

3.307 

3.215 

3.144 

3.183 

2.895 

IMPORTANT NOTE:-/ Number of experts in this table is based on statistics by nationality of 
the expert; in data reported by certain agencies, an expert's nationality 
is counted separately for each assignment that he had during the year. 
Data for SF projects include sub-contractors' personnel (e.g.1070 in 1968). 
For these reasons and some possible discrepancies in definitions, figures in 
this table differ from those given in Table 18, which are based on 
authorized posts. It could also be mentioned that the total number of man 
year of project personnel financed by UNDP in 1968 (sub-contractors' 
personnel excluded) was about 4400. 

SOURCE: TAB, SF and UNDP reports. TABLE 10 
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TABLE 12 

TECHNICAL ASSISTANCE EXPENDITURE BY SOURCE OF FUNDS 
AS COMPARED WITH TOTAL EXPENDITURE 

(Expressed in $ million) 

1968 figures by Agency 

Total net 
Agencies expendi­

tures 

(1) 

UN¿/ 128.0 

FAO 88:5 

UNESCO 66.5 

WHO 89.3 

ILO 44.1 

IAEA 11.4 

WMO 7.5 

ITU 12.3 

UPU 2.5 

ICAO 10.8 

IMCO 1.0 

TOTAL 462.0 

Technical Assistance by source of funds 

ЭёГ - ^ — (BE, 
(2) (3) (4) (5) 

6.1 41.9 5.8 53.8 

55.7 6.7 62.4 

1.0 30.9 1.0 32.9 

27.3 11.6 3.5 42.4 

2.3 17.0 1.2 20.5 

1.8 1.9 - 3.7 

0.3 4.0 0.2 4.5 

5.0 0.5 5.5 

0.5 0.1 0.5 

0.1 3.8 0.9 4.8 

0.1 - 0.1 

з/ 
39.1 172.4^ 19.8 231.3 

TA as % 

of TNE 

(5:1x100) 

(6) 

42 

71 

49 

47 

46 

32 

60 

45 

20 

44 

10 

50 

UNDP as % 

of TA Funds 

(3:5x100) 

(7) 

78 

89 

94 

27 

83 

51 

89 

91 

100 

79 

100 

' 75 

NOTES: l/ Including UNIDO and UNCTAD 

2/ Project expenditures only 

3/ Does not include funds channelled through the IBRD 

SOURCE: Table 11 (col.l); Table 13 (col. 2 & 4); Documentation prepared for the 

Capacity Study by UNDP (col. 3) 

TABLE 12 



TABLE 13 

TECHNICAL ASSISTANCE EXPENDITURE UNDER AOENCIES 
REOULARBUDCETS ANDOTHERNON-UNDPRESOUROES 

(Expressed in ^ million) 

1968 figures by Agency 

Agencies 

UN 

UNIDO 

FAO 

UNESCO 

WHO 

ILO 

IAEA 

W^O 

ITU 

UPU 

ICAO 

Total 

Regular 

Budget 

5.1 

1.0 

1.0 

27.3 

2.3 

1.8 

0.3 

-

-

0.1 

39.1 

Source of funds 

Other sources 

Total 

3.8 

2.0 

6.7 

1.0 

3.5 

1.2 

-

0.2 

0.5 

0.1 

0.9 

19.8 

of which:-

Funds-in-Trus t—' 

2.7 

0.4 

3.5 

0.6 

1.8 

0.8 

-

0.2 

0.4 

0.1 

0,9 

11.4 

Associate Experts—/ 

1.0 

0.1 

0.3 

0.3 

-

-

0.1 

-

-

1.8 

Other 

олН/ 

1.5i/ 

3.2^ 

-

-

-

-

-

6.6 

NOTES : a/ Relates to funds provided by,recipient governments and to FUNDWI. 

b/ The majority of such experts came from Belgium, Netherlands and Sweden 

c/ Includes "subventions" from other agencies; UNKRA. 

d/ Includes UNHCR, UNKRA, and Ford Foundation. 

ej Consists of Freedom from Hunger Campaign (PFHC). 

f/ Consists of voluntary fund for health promotion. 

g/ Consists of "Special Industrial Services" (SIS). 

SOURCE: Documentation prepared for the Capacity Study by UNDP. 

TABLE 13 



TABLE 14 

DEVELOPMENT PERFORMANCE DURINO THE FIRST DE^ELOPMENTDECADE 

AS COMPARED WITHTHE 1955-1960 PERIOD 

(Expressed in percentages) 

A. Olobal rates of OOP growth 1955-1968 

Croup of countries: 

World 

Industrial market 

economies 

Centrally planned 

economies 

Developing countries 

Period 

1955-60 

. . D 

3.2 

,,. 

4.6 

1960-65 

... 

4.9 

..-

4.3 

1964 

6 

6 

8 

5 

1965 

5 

5 

7 

4 

1966 

5 

5 

8 

3 

1967 

4 

3 

7 

5 

В. Annual average rate of growth of ODP, 1955-1965, by region 

Developing 

countries: 

- Latin America 

- Africa 

- West Asia 

- Southern and 

South East Asia 

1955-1960 

total per capita 

4.6 2.3 

4.6 1.9 

4.3 2.1 

6.5 4i0 

4.2 2.0 

1960-1965 

total per capita 

4.3 1.9 

4.4 1.7 

4.5 2.3 

7.3 4.6 

3.5 1.2 

1955-1965 

total per capita 

4.5 2.1 

4.5 1.8 

4.4 2.2 

6.9 4.3 

3.9 1.6 

TABLE 14 



TABLE 14 (continued) 

С. Distribution of developing countries according to average rate 

of growthof ODP, 1955-1965 

(i) Developing countries, India included, China excluded. 

Annual average 

rate of growth 

5% and over 

4-4.9% 

less than 4% 

Number of 

countries 

22 

31 

22 

Proportion of 

total popula­

tion 

1/6 

1/3 

1/2 

Proportion of 

total GDP 

1/3 

1/3 

1/3 

(ii) Developing countries other than India and China 

Annual average , 

rate of growth 

5% and over 

4-4.9% 

less than 4% 

Number of 

countries 

22 

31 

21 

Proportion of 

total popula­

tion 

1/4 

1/2 

1/4 

Proportion of 

total GDP 

2/5 

2/5 

1/5 

SOURCE: Based on UN, World Economie Survey, 1967 (doc. E/4488/Add.l 

and E/4489). 

TABLE 14 
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TABLE 18 

UN SYSTEM PROFESSIONAL STAFF 

as of January 1969 

Shown by Agencies and Programmes, by source of funds and by location level 

Agencies 

and 

Programmes 

u
N
5/ 

UNHCR 

UNICEF 

UNWRA 

UNDP 

Sub-total UN 

ILO 

FAQS/ 

UNESCO 

6/ 

IBRD 

IMF 

I CAO 

UPU 

ITU 

WMO 

IMCO 

GATT 

I ТС 

IAEA 

Sub-total other 

agencies 

Grand total 

Personnel financed 

by regular budgets 

and overheads!/ 

payments 

HQ--/ Field Total 

2 706 514 3 220 

58 44 102 

79 134 213 

2 115 117 

183 285 468 

3 028 1 092 A 120 

759 165 924 

1 150 129 1 279 

639 117 (754) 

653 313 (971) 

907 48 955 

532 6 538 

170 51 221 

62 - 62 

130 - 130 

102 - 102 

31 - 31 

83 - 83 

33 - 33 

352 10 362 

5 603 839 (6 445) 

8 631 1 931 (10 565) 

Project personnel 

HQ Field Total 

4/ 
40 1 155 (1 196)-/ 

2 2 4 

42 1 157 (1 200) 

6 691 (689) 

9 2 208 (2 223) 

45 1 170 (1 225) 

115 1 572 (1 688) 

21 21 

63 63 

19 186 (182) 

6 19 25 

17 196 (211) 

98 98 

- 4 4 

5 - (7) 

250 250 

222 6 478 (6 686) 

7/ 
264 7 635 (7 886)-/ 

Total 

"s - i ' : % 

2 746 1 669 (4 416) 

60 46 106 

79 134 213 

2 115 117 

183 285 468 

3 Q70 2 249 (5 320) 

765 856 (1 613) 

1 159 2 337 (3 502) 

684 1 287 (1 979) 

768 1 885 (2 659) 

907 69 976 

532 69 601 

189 237 (403) 

68 19 87 

147 196 (341) 

102 98 200 

31 4 35 

83 - 83 

38 - (40) 

352 260 612 

5 825 7 317 (13 131) 

8 895 9 566 (18 451) 

Regional level 

(as included m 

total) 

RB+0 PP Total 

439 187 626 

72 - 72 

511 187 698 

35 52 87 

84 10 94 

88 96 184 

189 182 371 

16 8 24 

39 2 41 

- 7 7 

- 7 7 

451 364 815 

962 551 1 513 



TABLE 18 (continued) 

NÓTESE 1̂ / The following definitions have been.used^ 

Regular and overhead posts 

(a) continuing posts financed under the regular budgets and included in the regular banning 
tables^ plus 

(b) continuing posts financed from voluntary funds but used to provide or to supplement the 
^overhead^ administration of the field programmes financed by the same voluntary funds. 

Project posts 

(a) posts in country, regional or special projects to provide technical assistance 
financed from voluntary funds (UNDP, UNICEF, trust funds etc.)^ 

(b) similar technical assistance posts financed from regular budget appropriations. 

2̂ / ^eadc^uarters^ refers to the following locations, for the agencies mentioned only^ 

^ienna^ UN (UNIDO) and lAEA^ Montreal^ ICAO^ Parish UNESCO^ Rome^ FAO^ 
Bern^ UPU^ London^ IMCÔ  Geneva, New Yor^, ^ashington^ UN and all other Agencies. 

^Field^ refers to all other locations. 

3^ Including posts for all functions (political and security affairs, finance and management, 
public information, conference and general services, etc.). As far as economic and social 
affairs are concerned, the following figures illustrate the respective importance of the 
various administrative units concerned^ figures do not come from the source used for the main 
tabled they relate only to non-project personnels it was not possible to obtain them 
according to the same patterns 

Department of 

EGA 

ECAFE 

ECE 

ECLA 

UNESOB 

UNCTAD 

UNIDO 

UNITAR 

Economie 

Sub-

Si Social Affairs 

-total ESA 

544 

205 

169 

107 

160 

26 

206 

289 

26 

1211 

SOURCE : 

SOURCES (for note 3 only): 

- United Nations, Work programme of the United Nations, in the economic, social and human 
rights fields and its budgetary requirements, (doc. E/4612). 

- United Nations, Budget estimates for the financial year 1969 and information annexes 
(doc. A/7205, Vol. II). 

- UNITAR, Report of the Executive Director (doc. A/7263). 

4/ Figures obtained from different tables do not always coincide; figures between brackets are 
those given in the source's aggregate table and differing from the total of other columns, 
which were obtained through the use of country tables. 

5/ Including WFP posts (some 130, of which about 50 in the field). 

6/ Including РАНО. 

7/ N.B. comments to Table 10. 

Annual CCAQ list of regular and project personnel posts of the UN and related agencies as of 

January 1969 (doc. CCAQ/S•30/R.42 (PER), 14.VII.69). 
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