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JOINT INSPECTION UNIT

In its resolution 2924 B (XXVIIl) of 24 November 1972, the General Assembly
requested the Secretary-Ge.deral to submit annually to the Assembly a succinct
report on those major recommendations of the Joint Inspection Unit affecting the
United Nations which had not been implemented, together with the reasons therefor.
At its thirty-second session, the Assembly adopted resolution 32/199 of
21 December 1977, by which it decided that future reports of the Secretary-General
in implementation of the recommendations of the Unit should provide concise
information only with regard to those reports which have been indicated by it to be
of interest to the Assembly, one of its Main Committees or its other subsidiary
organs. Further, in its resolution 42/218 of 21 December 1987, the Assembly
requested all bodies of the United Nations system to examine closely those reports
of the Joint Inspection Unit which are within their respective areas of competence
and to comment, as appropriate, on the recommendations contained therein. The
General Assembly has also, in its resolution 447184 of 19 December 1989, requested
the Secretary-General to standardise the format of his reports relating to the work
and recommendations of the Joint Inspection Unit in order to include therein the
recommendations of the Unit and any decisions of the Assembly and other gaverning
bodies, before making his comments. In addition, the Assembly urged the
Secretary-General, in preparing his report, and the Unit, in preparing its annual
report, to co-ordinate their efforts in order to present to the Assembly the
maximum possible information on implementation of the recommendations of the Unit,
The present report is submitted in accordance with those decisions, and includes
detailed information on the status of implementation of the recommendations
contained in five reports of the Joint Inspection Unit.

* A/45/150 and Corr. 1.
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. TECHNI CAL CO OPERATION BETWEEN THE UNI TED NATI ONS
DEVELOPMENT PROGRAMVE AND THE REG ONAL ECONOM C
COW SSIONS: ECONOM C COWM SSI ON FOR  AFRI CA

1. A report on this subject was submtted to the General Assenbly at its
forty-second session (A/42/110). The report contained 11 recomendations, the
first 4 of which were addressed to the Economic Conmission for Africa (ECA) and the
others to the United Nations Devel opnent Programme (UNDP). The rel ated comments of
the Secretary-CGeneral are contained in document As42,/110/Add.1. By its decision
1987s184, the Econonmic and Social Council took note of the report of the Joint
Inspection Unit (JIU) and the comments of the Secretary-General thereon. By its
deci sion 427446 of 11 Decenber 1987, the General Assembly, on the recommendation of
the Second Conmittee, took note of both the JIU report and the conments of the
Secretary- CGeneral .

2. The JIU report and the related comrents of the Secretary-General were reviewed
by the Cormittee for Programme and Co-ordination at its twenty-seventh session

(27 April-29 May 1987). The Committee noted that a nunber of the conclusions and
recomendations of the report did not appear to be factually substantiated or based
on coherent arguments. |t also expressed the view that mostof the report's

concl usions and recommendations were not commensurate with the arguments in the

body of the report regarding the strengthening ofthe role of the ECAinits
relationship with UNDE,

3. In the light of the views expressed by Menber States in the Committee for
Progranme and Co-ordination, it was deened advisable not to proceed with the
inpl enentation of the reconmendations of the report, which in any event had not
been favoursbly received by the organizations concerned.

[I.  REVIEW OF UNITED NATIONS CH LDREN S FUND
ACTIMITIES AND STRUCTURES

4, A report on this subject was submitted to the General Assenbly at its
forty-second session (A/42/136). The report contained 13 recomendations addressed
to the UNICEF secretariat and its Executive Board. The report was considered by
the Executive Board at its 1987 regul ar session (E/ICEF/1987/II, paras. 64-69), and
served as a background to the consideration of the biennium budget by the Board at
its regular session in 1988.

Rest ructuring

Recommendation |: The Secretariat shoul d:

(a) space out the nmore or less institutionalized directors' neetinss and
sinplify the existing colleuial system:

(b) Establish an all-purpose inspection UNnit reporting directly to the Front
Ofice;
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would be the responsibility of this unit.
5. The current structure of institutionalized meetings was streamlined subsequent

to the JIU report. UNICEF feels that the strong spirit of collegiality and
participation in decision-making proceaces is one of its strengths, particularly
since UNICEF is highly decentralized in order to better respond to developing
countries’ needs through the network of country offices. The Executive Director is
none the less mindful of the need to maintain rapid and decisive decision-making
processes.

6. An “inspection unit™ dealing with operational/management issues and attached
to the Executive Office would certainly be able to make a number of contributions
(although there would be considerable overlap with the regional directors who are
now posted ia the field to serve many of these functions as well as the planning
and internal audit offices - which currently do report directly to the Executive
Office). In order to respond to this need and to avoid creating additional
headquarters posts, the inspection functions are being carried out through an
enhancement of the planning and internal audit offices

7. The proposal to create a permanent analysis and forecasting group is an
excellent one and indeed the Executive Director announced the creation of such a
planning unit in the spring of 1366.

8. The prograrnme group at Headquarters has reduced its core staff for technical
support to the point where in some cases there is only one technical adviser in a
core post for major areas of UNICEF involvement. This single adviser is
responsible for providing global policy development, maintaining the technical
co-ordination and collaboration with the United Nations agencies, bilateral aid
agencies and non-governmental organizations as well as providing Kkey,
country-level, technical support. As delegations to the Executive Board noted when
reviewing the JI1J report, a reduction beyond existing levels would adversely affect
programme delivery, and it may occur that the present reductions initiated by the
secretariat have already gone too far.

Recomnendation IXII: The rrole and functions of IRM should be clarified in
respect of the Proaramme Division, with priority given alse to_the selection
and_reduction of information [lows.
9. The Information Resources Management Division was established shortly before
the Inspector’s principal visits. In the years since its establishment, its role
and ‘unction has been we*® iefined and it is functioning smoothly. Its primary
function is to streaml 'd improve the structure of information flows and their
processing, which is in rdance with the JIU recommendat ion.
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10. Making effective use of the regional offices is a desirable goal. However,
with the large reductions that have already taken place at Headquarter6 locations,
the primary sources of such strengthening would necessarily come either from
country-level staff or an increase in overall staffing levels. There are, however,
methods of strengthening the regional offices other than staff increases, such as
enhancing staff quality, training and nanagement procedures, and the Executive
Director has actively pursued them. Since the report, the role of the regional
offices has been focused on during the last two budget exercises. This is now an
ongoing process to ensure that all resources are used effectively and efficiently.

Recommendation V : The methods and procedures used i gertain forms of
recrujtment at the regiopnal level should be xeviewed.

11. Certain types of recruitment (including those recommended by JIU) continue to
be carried out at the regional level, as has been the practice for some time. The
methods and procedures for recruitment will continue to be kept under review as
part of the development of UNICEF’s human resource planning.

WMWLWMMW
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12. This recommendation has considerable merit, although the additional staff and
other costs of creating a new regional office proved prohibitive. In the mean
time, as a result, UNICEF has shifted the country office in Angola to the East
Africa Region so as to consolidate all of southern Africa under one umbrella. The
new regional office is now called the East and Southern Africa Regional Office.

Recommendation VII: The Under Secretary-Genaral-level post for external
relations ghould be eliminated through attrition.

13. Members of the Executive Board have noted that the post uf€ Deputy Executive
Director for External Relations has the responsibility for overseeing and
integrating 6ome of UNICEF's most sensitive and valuable functions - Programme
funding, public information, National Committees. the Geneva Office, the greeting
card operations and non-governmental organizations. As a voluntary-funded
organization with a strong emphasis on external public participation and social
mobilization, these activities are at the core of UNICEF programme activities and
its unigue character. Achieving these goals and integrating these disparate but
guite mutually reinforcing activities requires close internal co-ordination for
which top echelon direction and supervision is crucial. Indeed the previous
absence of such a post was one of the major lacunae identified by the management
study issued on 25 February 1975 by the Scandinavian Institutes for Administrative
Research under the title “The strengthening of the best tradition6 in UNICEF’*.

/ooo




A/45/7441
English
Page 6

14. 1t should also be pointed out that, because of years of restraint, UNICEF has
not experienced the increase In top-level vosts that had taken place elsewhere at
the time the JIU report was written, In fact, in the 10 years prior to the JIU
report, UNICEF’s proportion of top-level posts to its overall staff has actually
declined 37 per cent and at the time of the JIU report the average ratio of
top-echelon staff to total staff for the rest of the United Nations system was
about three times higher than that of UNICEF. This ratio has continued to decline
and is now at its lowest level in recent history, far below the average for the
United Nations system.

(b) Technical monitoring of equipment delivered would be jpgtituted to alve
UNICEF inspection rights in connection with-its use aud maintenance

(c) Basic jnspection and monitoring would be expanded through systematically
increased ugse of junior officers and yarious categories of volunteer
workers.

15.  Just prior to the report, the UNICEF Executive Board undertook a very thorough
review of its evaluation activities and the Board had a very strong consensus in
favour of stepping up evaluation activities. The secretariat also finds that
evaluation activities have been a highly cost-effective means of improving
programme efficiency and effectiveness. The secretariat would therefore be
reluctant to reduce the number of evaluations. However, measures have been taken
to continue to refine their focus - in particular by concentrating on high-priority
programme areas and strengthening rapid feedback concerning the programming
process. Further concentration has been placed on evaluating a programme’s
contribution to the overall development process, as distinct from evaluating a one
dimensional “impact™.

16. Strengthening the recipient countries’ own evaluation capacities has become an
increasingly important part of IIJNICEF efforts. Similarly, regionally based
evaluations are useful, but cannot substift:ute for work done in-country and hy
headquar “ers .

17. For the last several years internal audits have been institutionalized at the
regional level (as well as at headquarters).

18. Monitoring and on-site inspection are an integral part of UNICEF’s field-ba.ed

approach and one of the major responsibilities of country offices. In UNICEF’s
case, this task is especially facilitated by its special structure. Some

/IQ'




Al4a5/441
English
Page 7.

85 per cent of its staff are located in field offices, many of these are local
staff (including national professionals), and in some cases there are off ices at
the provincial level.

19. Junior Professional Officers are often used for the purposes of monitoring and
on-site inspection, but their availability is of course limited to the numbers that
donors provide. Since the JIU report, UNICEF sought to increase their numbers.
UNICEF’s collaborative programmes with non-qovernment.al organizations, especially
local ones, are another, especially rich source of field monitoring, particularly
given their knowledge and familiarity with village-level conditionr.

Racommendation IX: Annual reports should be standardized as to conteunt and
format, with special reports _submitted on o confidential basis_attached as
appendices.

20. Annual reports are currently standarieed with one revolving component often
relating to newly emerging priority issues or seeking information for upcoming
thematic reports to the Executive Board. Confidential annexes are the current
practice.

Recommendation X: The provision of individual reports to dopnoxs should follow
a_uniform and simplitied procedure; the reports _should not be prepared until g

21. The implementation of this recommendation helps to facilitate the work of the
Secretariat. Since the report, some measures to space out and standardize donor
reporting were agreed upon by the Executive Board. However, this streamlining has
to be continually balanced against donor requirements for accountability, in part,
so as to ensure no diminution of financial resources.

The role and work of the Executive Board

Recommendation XI: Like the budget cycle., the cycle of Exzecutive Board and
committee sessions should be biennialized: several related measures should be
taken _as part of this reform.

22. The Executive Board has for a number of years discussed the possibility of
having a biennial concentration of its work, and has already biennialieed some
aspects of financial reporting. However , the Executive Board did not agree that
the overall work of the Board and its two committees should be biennial. From 1991
additional biennial concentration of reports wi 1 1t ake place.

Recommendation XII: Economic¢ and budgetory documents prepared by the
secretariat for the Executive Board and the committees should be. improved as
to_volume, accuracy. rxeadability, openness and,_ in_particuler., the method of
calculating indirect costs-

23. Finding the best format for budgetary presentations can be a difficult task

for which there may not be one best answer for all concerned. As the JIU report
points out, the current format. adopted by the Lxecutive Board in 1904 differed

/Ooo
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considerably from the proposal made in 1980 by Inspector Bertrand who studied tha
matter at the request of the UNICEF secretariat (which was in turn somewhat
different than the recommendations of the UNICEF secretariat). The JIU analysis
underlines how diffiault and even sometimes arbitrary it is to distinguish between
programme support and programme delivery. Upon the request of the Executive Board
and the Advisory Committee on Administrative and Budgetary Questions in 1929, the
Executive Board approved, in 1990, some changes in the budgetary presentation
effective from 1991.

24. However arbitrary and conceptual distinctions might be, and even considering
the Unit’s point that development assistance might inevitably be costly, UNICEF
believes firmly in the need to keep its administrative costs low, in order both to
maximize the delivery at the field level and to maintain public confidence and
support. For this reason the secretariat has lowered (and maintains at a lcw
level) its overhead ratio. Inter-ageacy comparisons in this field are of course
often mideading - for example, large capital proj:. cts usually have lower overhead
costs than social development activities, Different organizatione also have
different structures - some do not execute proijzets, while others only execute but
do not raise programme funds. Still it is worth while to note tnat previous
Director-General’s reports to the Economic and Social Council and the General
Assembly on this subject, while stressing the limitations of such comparisons, have
shown that UNICEF had relatively favourabls ratios.

25. The statutory powers of the Executive Board as decided upon by the General
Assembly make clear thet the Board’s authority is that of an intergovernmental body
and remains quite distinct from tile role of the National Committees.

I11. TECHNICAL CO-OPERATION BETWEEN ORGANIZATIONS OF
THE UNITED NATIONS SYSTEM AND THE LEAST
DEVELOPED COUNTRIES

26. A report on this subject was submitted to the General Assembly at its
forty-third session (A/43/228). The report contained four recommendations
addressed to organizations of tho United Nations syotem involved in technical
assistance to the least developed countries (LbCs). The related comments of the
Administrative Committee on Co-ordination are contained in document A/43/228/Add.1.
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The finencing of technical co-operation

Recommendation i (a)i UNCTAD and the Director-General for Development and
mmmumwummmm.mnuumnummuuu
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New Pxogrpmma of Action (SNPA).

27. Both the Director-General and the United Nations Conference on Trade and
Dovelopment (UNCTAD) indicated in the comments of the Administrative Committee on
Co-ordination their intention to implement the recommendation of JIU. Since then,
information has been provided on a regular basis by the organiaations concerned and
compiled and disseminated in the framework of the periodic reports on this
implementation of the Substantial New Programme of Action, The compiling, analysis
and dissemination of information has been intensified in the context of the
preparation of the Second United Nations Conference on the Least Developed
Countries.

Recommendation 1 (b): The various funding and executing agencies of the
United Nations system should make additional efforts and devise supplementary
ways_and means to enhance the absorptive capacity of the LDCs.

20. The organiaations concerned indicated their full agreement with this
recommendation, which is very much in keeping with the provisions of General
Assembly resolution 447211 of 22 December 1939 on operational activities of the
United Nations system, and have implomeated it within their respective areas of
competence.

The programming of technical co-operation activities
Recommendation 23 Taking into account the modalities and mechanisms suggested

sm}zm ctivet

(a) Gradually barmonize the programming time frame, on the besis of
foreseeable financing:

(b) Bring programming into line with the objectives and strategy of each
LDC's development plans

(c¢) Ensure that programming is an effective aid to the LDCs in moving ahead,
cycle by cycle. along the vath of rehabilitation and_development.
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29. This recommendation was generally well received by the organisations
concerned. It is very much in line with the provisions of General Assembly
resolution 447211, in particular paragraph 17, which calls for more integrated and
co-ordinated programming of United Nations system co-operation. The organizations
concerned are proceeding with 1 ts implement at ion. In this connection, it is noted
that the Director-General is to submit to the forty-fifth session of the General
Assembly a report on the simplification, harmonization and adaptation of rules and
procedures.

Recommendation 33 In the ljght of the comments and guggestions made in this
chapter, the organizations of the United Nations system should:

(a) Help LDCs directly to execute more technical co overation projects .,
either individually., thereby promoting self- r & t development, or in
co-oparation with other countries, thereby strensthening ties of economic

co-operation:
(b) Find appropriate svivtions for implementation delays and, in particular,
for problems rel: ..J_to the purchasc and maintenance of equipment:;

(c)

30. This recommendation wes very well received by the organisations concerned and
its provisions have been implemented.

Mmmnw
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31. Although the specific study requested has not been carried out, the
Director-General, in co-operation with the Secretary-General of UNCTAD, has
undertaken to streamline the number of meetings, to reduce documentation and to
improve the effectiveness of meetings along the lines suggested by the Inspector.
It should be noted, however, that preparations for the Second United Nations
Conference on the Least Developed Countries have required more intensive
inter-agency consultations than might normally be the case.
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IV. REPRESENTATION OF ORGANIZATIONS OF THE UNITED NATIONS SYSTEM
AT CONFERENCES AND MEETINGS: PART A.  THE UNITED NATIONS

32. A report on this subject was submitted to t he General Assembly at its
forty-third session (A/43/586). The report contained seven recommendations
concerning various aspects of the implementation of the Secretary-General’'s
bulletin 87/86B/207 of 5 December 1984 and 8T/8GB/207/Rev.1 of 16 December 1987, in
order to achieve proper representation of the United Nations at conferences and
meetings. The relate4 comments of the Secretary-Gemeral are coatained in document
Al44/221. Thie report provides information on implementation of the
recommendations in the intervening period.

33. Au will be seen from the reporting on the individual recommendations,
implementation can be considered completed for recommendations 1 and 2,
Recommendations 3-7 are still in the process of being implemented. The
Secretary-General aonsiders that by their nature the latter recommendations can
never be considered fully implemented.

34. As envisaged in document A/44/221, paragraph 8, a note from the Executive
Office of the Secretary-General on the results and findings of the two full years
of experience implementing 8T/8GB/207/Rev.). was communicated to all United Nations
departmental officers on 23 April 1990. This note includes recommendation 1.

ce 0 f  the

35 To implement this recommendation, a post at the P-4 level, on loan to the

Representation Unit, Executive Office of the Secretary-General, since

1 January 1995, was transferred permanently to the Unit on 1 January 1990. In

addition a clerical post at the G-5 level was re-deployed t0 the Reprezeantation
unit.

Recommendation 3
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36. Conceraing this recommendation, strict controls have been established and
implemented, to assure that travel authorisations are only given according to the
criteria discussed in paragraphs 10-12 of document A/44/221.

37. The Representation Unit continues to maintain a close co-operation with the
Programme Planning and Budget Division of the Department of Administration and
Management to assist in holding down travel and per diem costs through taking early
action to take advantage of discount fares, encouraging the holding of meetings at
Headquarters, discouraging attendance at meetings in remote locations and promoting
the “bunching” of meetings, to avoid repeated trips to the same location.

Recommendation 5t
(a) Rulea and

for financial controls
(b) Offi

(c)

39. The implementation of recommendation 5 in its entirety is described in
document A/44/221, paragraphs 14-16.

39. The Representation Unit constantly reviews and evaluates its criteria for
approving travel requests according to the actual needs of the Organization,
Concerning other departments and offices, the Representation Unit maintains close
co-operation with them to ascertain that monitoring procedure8 precisely examine
the actual need for representation in each proposed case.

/coo
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40. As indicated in paragraph 18 of document A/44/221, teleconferencing for
representation would be potentially useful for meetings that are largely for the
exchange of information Or expertise and that do mot require informal personal
discussions among the participants outside the formal sessions. The
Secretary-General is continuing to explore the potential application of this
technology in the field of representation.

V. EVALUATION OF UNITED NATIONS TECHNICAL CO-OPERATION
PROJECT EVALUATION SYSTEMS (PARTS | AND I1)

41. A report on this subject was submitted to the Beonomiec and Social Council at
its second regular session of 1989 (E/1989/41 and Add.l). The report contained
four recommendations concerning the evaluation of United Nations techaical
co-operation project evaluation systems, addressed to executing agencies and to
UNDP. The related comments of the Administrative Committee on Co-ordination are
contained in document E/1989/41/Ad4.2.
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(c)

(d) Study of types of evaluationon the basig of anticipated output and

(e) Exploring administrative and financial possibilities for incorporating

42. The organizations concerned welccwned the recommendation of JIU and it has been
implemented, The Inter-Agency Working Group on Evaluation has been meeting
periodicallyy its last meeting took place in October 1989 and its next meeting is
scheduled for the last quarter of 1990. The organiaations have teken note of the
topics proposed for study by JIU, which have been included in the programme of work
of the Working Group. They were reviewed by the Group at its October 1989 meeting
and the agencies are proceeding with their implementation,

(a) The production of manuals which identify according t o _type., mature or

(b) T he additjon of check-lists of the most striking and most frequet
difficulties and mistakes, irreqularities and constraints likely to be
encountered in the courgse of a monitoring assignment that entails
auditing or verlfication of project delivery:

(¢) The preparation (¢ tables of he climatic and geasonal factors that may,

depending ONn the geographical area. affect programme and project delivery
timetables:

(d) The formulation of a set of differentiated economic and social progress
indicators reflecting areas of application. tvres of activity and the
kind of operations of which executing agencies must take cognizance;

/n.n
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2.

43. The organizations concerned endorsed the need for continuing review of

existing guidelines and implementing changes where necessary. However, they all
viewed with concern the counterproductive nature of a review that proliferates
guidelines, check-lists and manuals. Furthermore, they felt that the overall issue
must be viewed in the context of the transition from a project to a programme
approach and of the increasing involvement of governments in execution, monitoring

and evaluation, as called for by the Member States in General Assembly resolution
44/211.

44. The in-depth reforms called for in resolution 44,211 will have a decisive,
long-term impact on the procedures, guidelines and manuals utilized for project
evaluation. Pending their full implementation according to the three-year schedule
submitted to the Member States at the second regular session of 1990 of the
Economic and Social Council, it would be premature to proceed with the
implementation of the specific recommendations of JIU.

(a)

(b)

(c)

mopitored join

/loo
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45. The organizations concerned welcomed efforts to strengthen monitoring, but
emphasiaed that it should amot be done at the expense of self-evaluation or any
other form of evaluation. They believe monitoring and evaluation should be seen as
a continuum.

46. Regarding recommendation 111.2, none of the agencies, not even the United
Nations Educational, Scieatific and Cultural Orgaanization (UNESCO), which was
presented as a model, supported the introduction of a second echelon in monitoring
and it has not been implemented. Even if the ageacies had been favourable to its
implementation, cost consideration8 at a time of zero-growth budget in the agencies
concerned would have been a major constraint,

47. The organisations also pointed out that their institutional arrangements for
monitoring and evaluation reflected their unique and specific institutional
stxucturee and requiremeata and felt that the proposal to establish a single of fi ce
at the regional or subregional level was unrealistic and unnecessarily cumbersome;
therefore, it has not been implemented.

48. Finally, all organisations concerned pointed out that the redeployment of
staff from headquarter6 to regional offices to strengthen monitoring was already
part of their policies.

/'.l




