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!Chapter I!

!The plannin~ crisis in the United Nations!

1. Medium-term planning in the United Nations is in a
state of crisis. The last medium-term plan, for
1980-1983 (the third since the planning experiment began),
submitted in September 1978 to CPC, has still not been
approved by the Economic and Social Council or by the
General Assembly. Its excessive bulk (1,300 pages), its
presentation of the strategies and objectives of the
various programmes, the fact that there has been an
unacceptable delay in its distribution, have all been
criticized in the report of CPC itself and in the
statements of many delegations. It has in particular been
said that:

The plan has gone beyond reasonable proportions,

Too often the description of the proposed
activities is imprecise)

The actual aim of the current plan is unclear and
the content of subsequent plans should be
different,

The apportionment of tasks among the various United
Nations bodies is not very clear~

The integrated approach to the planning process
still needs perfecting,

The introduction to the plan, which should provide
general guidelines for United Nations activities
does not serve its purpose,

The procedures for the consideration of the plans
by Governments are unsatisfactory,

The duration of future plans should be reconsidered,

The practice of evaluation as an integral part of
the planning cycle should be improved,

The nature of the financial data to be provided
in the plan should be more clearly defined,

The planning process should be reconsidered.

Planning in the United
Nations is in a state
of crisis and the
variety of
criticisms ...

! ...



.•. shows the scale of
a problem that is
experienced throughout
the United Nations
system.

Everyone acknowledges
the merits of the
approaches set up
(medium-term plans
and programme
bUdgets) ...
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2. The quantity and variety of the criticisms thus
indicate the scale of the present problem. The crisis in
medium-term planning is, however, not confined to the
United Nations. A similar crisis has occurred or is
occurring in most of the main agencies or programmes in the
United Nations system. In six years ~jESCO changed its
planning method three times before arriving at a formula
which seemed satisfactory to the General Conference and
which should be improved still further. ILO tried
three medium-term plans before halting the process and
embarking on an evaluation of the kind now being
conducted in the United Nations regarding the actual
design of the plan. 1{H0 is currently developing a precise
medium-term planning system on the basis of its
Sixth General Programme of Work, while UNICEF is
considering the kind of plan it might adopt. In UNDP
thought is still being given to country programming
methods. The work of CCAQ on the harmonization of
programming systems and on joint planning methods is
proceeding slowly.

3. Everywhere, however, the situations are comparable and
the problems under consideration are the same. The merits
of the machinery that has been set up are generally
acknOWledged, but there is an awareness that they must be
improved if they are to live up to the hopes placed in
them. Everyone recognizes that the patiently constructed
apparatus of medium-term plans and programme budgets has
yielded some results. In particular it is admitted that it
has made it possible to produce a re~3tively consistent
description of the activities of the secretariats, and
that it has made it easier to forecast the resources
needed for each programme. Monitoring of implementation
has also been facilitated since it is now possibly better
to identify the functions of the various administrative
units and to determine more specifically the limits of
their respective competencies. Finally, a number of
programme policies or strategies have been outlined, giving
reason to hope that the machinery might one day operate in
a really useful way.

4. In most cases, however, the present system still does
not make it possible,

Either to bridge the gaps between the general and
ambitious objectives set out in resolutions and the
very varied outputs deriving from the day-to-day
activities of the secretariats,

/ ...
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Or to establish priorities clearly,

Or to choose the content of progra~iffies in the light
of the criteria of the new international economic
order:)

Or to define the target-objectives in the various
sectors of activity with sufficient clarity.

Thus the basic aims sought have still not been achieved.

5. In short, the medium-term planning crlS1S reflects
the desire of the l1ember States to increase the
credibility of international organizations. No doubt
everyone is aware that the resolutions of
intergovernmental bodies, which are often couched in
~"bitious terms, are more a reflection of trends,
aspirations or exhortations than of precise solutions to th
problems mentioned. No one considers it sufficient to
adopt resolutions on human rights for these to be
respected, nor is it deemed sufficient to make
recolliIilendations on,full employment in order to ensure a
reduction in unemployment. No one expects that
resolutions on literacy will immediately bring about the
disappearance of illiteracy, nor does anyone
imagine that the adoption of ~rowth-rates will at once
accelerate the pace of development. Hember States vTOuld,
on the other hand, have a right to hope that, in each of
the areas under consideration, limited but reasonably
effective action would be taken by international
organizations witJlin the framework thus established. The
specific objectives sought should therefore be clearly
defined and the nature and type of the activities leading
to their accomplishment should be explained.

6. But this is not at present the case, at least in the
United Nations. The criticisms of the present medium­
term plan seem quite moderate, considering the vagueness
and banality of the style used in describing the
activities of most programmes. The presentation of the
document does not permit any programme to reach a
reasonable "credibility threshold". vlhen good work is
done and positive results are achieved under a progrsmme,
the medium-term plan affords no means of ascertaining this
or to verifying the fact. The most serious consequence of
the situation is that, on the whole, the consensus
arrived at among llember States on the need to take action
in particular areas is still all too often accompanied
by a great deal of scepticism.

But the basic aims
sought have still not
been achieved.

Hhat is required is to
increase the credibility
of the international
organizations by
specifying limited but
effective action and
precise objectives.

In the case of most
programmes the
"credibility threshold"
is not at present
attained.

/ ...
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research is thus
important.
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7. The importance of the research which the Committee
for Proeramrae and Coo-ordination, the Economic and Social
CGuncil and the General Assembly have decided to undertake
is thus considerable. It is not merely a matter of
determining the presentation or the content of the document.
,,/hat must be found is machinery to enable international
organizations, and the United Nations in particular, to
set reasonably attainable objectives and to demonstrate
that they are capable of attaining them. The l1ember
States must therefore be able to believe in their
effectiveness. This kind of research is not an easy
matter.

I ...
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IChapter HI

IAttel'lpt to diagnose the causes of the crisisl

Deficiencies in the
presentation of the
most recent medium-term
plan are the immediate
cause of the crisis~

but these deficiencies
must themselves be
explained.

The planning methods
themselves must be
questioned .•.

8. Undoubtedly the deficiencies in the document
containing the most recent medium-term plan can be
considered the most immediate cause of the crisis. Anyone
who has tried to read these texts must inevitably have been
disheartened by the plethora of banalities, by the vague
and general wording devoid of any information, by the lack
of descriptions of policies and objectives, by the
sUbstitution of lists of outputs for the description of
strategies, etc ....

9. Yet such deficiencies, so endemic that no programme is
without them, in themselves represent a phenomenon which
needs to be explained. Part of that explanation no doubt
lies in the psychological climate in which the plan is
prepared. Planning work in general is considered by those
in charge of programmes as an exercise which is
superimposed on their daily duties without making any real
contribution to them. And certainly it can be neither
easy nor pleasant to have to describe how one 'TOrYs when
the work one has to do is already difficult in itself and
is beset by all kinds of constraints and difficulties.
For those in charge of programmes, and those who work with
them, scepticism concerning the planning exercise also
derives from a desire to retain the power te decide for
themselves the steps to be followed in implementing the
programme and to elude outside controls which could
generate criticism. By themselves, however, all these
factors combined could not explain so conspicuous a
failure.

10. It is thus probable that the methods prescribed for
preparing the exercise should themselves be questioned.
For such surprising results can only be due to a mistake
in conception. We are not concerned here with a detailed
examination of the instructions which have been issued; we
are concerned with the fundmnental principles on
which they are based. It should be noted that in the
United Nations:

All offices h"ve been subjected to the nlanning
eX0rcise~ and it has consequently been assurred
that all tho Organization's activities could be
programned;

I . ..
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principles forming the
basis of the exercise.
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All programme narratives have been given a uniform
structure, as though the international organizatior
always had an identical role to play in the most
widely-differing fields;

It has been considered that planning work should bE
carried out as Quickly as possible and without any
noticeable extra burden of work, thus implying that
it does not involve close attention reQuiring
exceptional efforts.

However, the opposite is the case since:

Programming disciplines are not applicable to all
activities;

The roles played by the United Nations vary
considerably and require different kinds of
treatment;

To rye properly carried out, planning work reQuires
suitable organization.

11. One of the misunderstandings most damaging to the
institution of a sound programming system is the
assumption that forecasting and scheduling procedures can
be applied to activities unsuited to that type of exercise.
The current presentation of the mediun~term plans and
programme budgets of the United Nations perpetuates this
misunderstanding unhelpfully and even dangerously. In fac
a number of activities of international organizations,
political activities (Security Council, peace-keeping
disarmament, etc • .•. ), activities concerning negotiations
or, lastly, continuing functions, cannot be programmed. I
If account were taken of the llnpredictability of the
events to which certain offices are called upon to
react, and of the regularity of the functions performed
by other offices, it would be much easier to define the
types of procedure which should be observed in the case
of activities which can properly be programmed.

12. The progammable activities are the oneS for which it
is possible to set precise objectives, attainable within
a normal time-span of several years 9 taking into account
the modest resources available to the United Nations. In
the economic and social field, technical co-operation
activities, international co-operation activities
between countries at all levels of development, and
normative or study and research activities all belong to
this category. But it is an oversimplification to claim
that the same programming framework can be applied
throughout. The types of activity carried out by

There is a need to
differentiate between the
various roles played by
international
organizations and the
rules auplied to them
must be suited to each
one of them.

/ ...
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should be better
organized.
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international organizations in the fields of transport,
education, the sea-bed, statistics, development strategy,
international trade, public finance, fisheries, human rights,
social security, employment, smallpox eradication,
telecommunications or meteorology are simply not comparable
in importance or nature. In other words, international
organizations do not play the same role in all these fields.
On the contrary, their types of activity are extremely
varied, and it is difficult to define them precisely or to
make a distinction between such activities and the
responsibilities of the Governments of sovereign countries.
The structure on which the organizations of the
United Nations system have agreed, thanks to the work of
CCAQ, to harmonize the presentation of their plans and
their budgets - snd which has four levels - the major
programme, the programme, the subprogramme and the programme
element - is perhaps in the circumstances too simple a
framework for such very varied subjects. The different
roles played by the international organizations in the
social and economic fields need to be clearly defined, and
the rules applicable to them must be suited to each one
of them. This problem of the programming structure is
therefore one of the problems which needs the most serious
consideration.

13. Finally, it should be pointed out that planning work
should be better organized and greater attention should be
paid to it. If such a radical effort of thought and
research is to yield maximum results it is insufficient
merely to assert its importance: those called upon to
participate in the work should be given the necessa~r scope,
time and reSOurces. In particular, this means:

Not only that the importanc~ of the exercise should
be clear to all and that those who have to apply
the methods recommended should acco~d them their
intellectual allegiance,

But also that the schedule of work should be suited
to the importance of the effort required and spread
out OVer an adequate period,

That the exceptional nature of the work should not
be undermined by over-repetition of the exercise,

That provision should also be made for Member States
to be able to devote adequate time and attention to
the results of the secretariats' efforts.

/ ...
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IChapter IIII

IThe organization of planning workl

A, Difficulties arising from the present system of
organization

14. The organization of planning work should be considered
before other problems because the time and significance
allotted to the exercise in fact determine its methods ~nd

its content. In this respect the present framework has
very serious drawbacks. One reason for the difficulties
encountered and the misunderstandings which have arisen
with regard to the very concept of planning has been the
fact that the planning process has been identified
entirely with the process of formulating one document:
the medium-term plan.

15. This identification has had two major drawbacks:

On the one hand, it has engendered the idea that
the objectives and policies of all the programmes
of an agency should be considered at the srone time.
Experience has sh01in that the concomitant
consideration of so many very different questions
is an almost impossible task for all the
committees which have attempted it;

On the other hand, it has created very difficult
problems ,nth regard to the length of the
document. Contradictory requirements have
inevitably arisen with respect to the number of
pages to be devoted to a programme narrative.
In order to keep the medium-term plan within
reasonable dimensions (which at 250 pages are
none the less substantial), a mere dozen pages
would have to be allocated to the narrative of
each major programme. At the same time, in
order to explain everything which should be said
if delegates were to understand the content of a
programme, 60 to 100 pages would have to be
devoted to each major programme in most instances.
The compromise solutions which have inevitably
been adopted have resulted in documents which
combine imprecision with excessive length.

The total
identification of
planning work with the
medium-term plan
alone •.•

has led to the idea
that all programmes
should be considered
at the same time,
while intractable
contradictions have
arisen regarding the
volume of
documentation.

I ...
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:;TC] ling plan;~ rene1ired
every two years, has
m.eant that only a fe1·1

months are devoted to
preparation of the
document.

The method of "in,,·
depth progrannne
studies" already in
use in two
organizations .. 0
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'I' 16. These difficulties have bec:n further ex~cerbated by
the fact that the formule. of a'rolline plan", "hich has to

I
be considered every two years) "las chosen. This has meant
that the only time allocated for preparation of the plan

I,has been the interval available between the preparation of

I
tyro budgets 9 a fe~-r short months 0 Thp. outcome of this is a
tenc1ency to consider the plan as a kind of supplementary

! and less precise bU.-'.getary document) less restrictive and

I
ultimately less i!ll~}ortant than the budget ~ since it does
not lead to financial decisions. An entirely different

I attitude of' mind 1'lOUlc~ be necessary if this exercise "rereIto have the siGnificance ,rhich l~ember States attach to it.

11T. The mere identificAtion of these difficulties "ill not

I
suffice to produce an i~mediate SOlut. ion to them. However,
consideration of these difficulties points to several

1 avenues of resear~h to be pursued regarding:
I -

The nature of the actual planning instruments,

The reasonable period of time for the preparatory
work on the plan")

The frequency with which these documents should be
prepared: fixen-term plans or rolling plans)

The question of ~ossible consultations with the
lle'ober States on the definition of the policies of
major ~rogranunes.

B. Possible use of in-depth ~rogramme studies

18. ',Te have already indicated, ~articula.rly in the report
on mecliUlll.-term planninG in the United Nations system
published in 19Th, that two organizations, 1LO and HHO,
used the system of in",depth programme stu(Hes ,.hen
considering the programme.!/ This system involves the
annual submission to the Executive Bo~rd of one or Rore
studies of some 60 to 100 pa.ges, each of which is devoted
to detailed examination of the policy of a programme (or
of a major prograrr@e). The studies generally contain a
section describing and evaluating past experience~ a
discussion of the changes of approach made necessary by new
developments or by recognition of mistakes made~ and
proposals for future approaches. This practice seems to

~j Para. ho of the report.

I ...
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have been discontinued by "'HO, but it has been someHhat
fitfully continued by ILO.?J It cannot be said that both
instruments really contributed to the planning process, but
it is quite possible to adapt this system of studies to
the problems requiring solution.

19. There can be no question of replacing the medi~~-term

plan by a series of detailed studies, even if it Here
complete. The reason is that it is difficult to imagine
CPC, for example, being in a position to examine more than
three or four in-depth studies each year. In the
circumstances it would take about six years to reVie'iI all
the major economic and social programmes of the United
Nations. Consideration of studies of this kind alone Hould
thus not make it possible to identify a consistent
over-all policy for all programmes and for the same period
of time. Therefore the instrument known as the "medium­
term plan" remains indispensable.

20. On the other hand, the adoption of a system of "in­
depth studies" might considerably facilitate both the Hork
of planning and the presentation of the mediQm-term plan.
The studies could be used in the folloHing way'

(a) At the first stage, at the start of the planning
process, they could be draHn up in preliminarY form to
serve as a preparatory document for the medium-term plan.
These "in-depth studies (first format)" could be
approximately 40 to 100 pages in length. They could be
drawn up according to a standard pattern which Hill be
described in chapter VIr on progralrrme policies, and which
would be the same as that used for the chapters of the
medium-term plan. They Hould enable those in charge of
major programmes to define their policy and the objectives
that they wished to see approved, and Hould enable the
expert committees (specialized committees) to study and
discuss the content of the major programmes.

(b) These documents, accompanied by all the comments
and suggestions made by the expert committees consulted in
the course of the planning process, would subseQuently be
summarized in a much smaller number of' pages for the
preparation of the parts corresponding to each major
programme in the medium·,term plan.

2/ The three most recent documents concern social
securIty, integrated rural development and statistics.

miGht be suited to the
needs of the United
Nations.

In their initial form,
these studies could
serve as a preparatory
document for the
planning process .. ,

/ ...



then, in their second
f'orm) supplemented by
evaluation studies,
theY could be used by
the intergovernmental
committees for a
continuin3 review of
the principal
prograrr.mes.

Conflicting restraints
have to be overcome in
preparing a suitable
time-table.
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21. (c) These "first format studies" would also be used
for the preparation of the studies "hich "ould be submitted
to CPC and to the Economic and Social Council at intervals
to be determined by these committees (probably three to
five per year) for in-depth consideration of each of the
major programmes. These "in-depth second format studies"
would be accompanied by evaluation studies of each of the
programmes whose results ,mulrl be indicated at the
beginning of these documents. The proposed future policy
would thus be based on an analysis of the results obtained
by means of the policY applied in the past. This review
would enable the necessa~J revisions to be made and would
lead to better integration of the machinery for evaluation
and the machinery for programming. The work of planning
and programming "auld thus constitute a continuous process
",hereby the intergovernlllental committees ",ould be permanently
associated with the work of studyinG the orientation of
United Nations activities: specification of the medium­
term plans would thereby be considerably facilitated
in future.

C. Length of the preparations. Plans with fixed-time
horizons. Consultations with Member States

22. The need to submit the in-depth studies (first format)
for consideration by the appropriate expert committees
woulc. mean extending the preparatory work for the medium­
term plan over a longer period than that at present
allocated to it. Constraints that are sometimes conflicting
are encountered in drawing up a suitable time-table:

The duration of the preparatory 'TOrk should not
exceed 15 to 20 months, so as to avoid a disposal
of effort and so as not to obstruct forecasting by
the adoption of too extended a time-scale,

During this period it ought, however, to be
possible to undertake, on the basis of well­
prepared documents, a considerable number of
consultations, particularly with the specialized
expert committees, the frequency of whose meetings
is often such that it can be accommodated within
such a brief period only with difficulty,

To make joint planning possible, consultations with
the regional offices and with the other
organizations within the United Nations system must
also be arranged during this period,

Finally, in the time-table for the preparations,
space must be reserved for the Intl'oducticn to the
medium-term plan.
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23. The use of a number of special procedures and the
preparation of a very precise ti~e-table should help to
overcome these difficulties. For example, nrovision
might be made for:

(a) A period of approximately 4 months for
preparation of the in-depth studies (first format), on the 'I

understanding that the re~ional offices would be associated
with this prenaratory work,

(b) Approximately 4 months for consultations "ith
the various expert committees, or sometLmes with
intergovernmental cOIDnlittees and their subsidiary bodies,
and consultations with the other oreanizations within the
United Nations system with a view to joint plannin~.

Obviously, in order to combine, in so brief a ueriod,
consultations with these various committees, it would be
necessary to resort to special procedures, such as: the
convening of special sessions of these committees, or
holding consultations in ,~iting with the members of
these committees, or a combination of these two
procedures.

(c) One or two months to collate the comments,
suggestions Or amendments rade by the expert committees in
order to prepare a SUIDrr!ary which would constitute the
draft medium-terr..1l plan.

(d) Finally, a period of six to seven months (May to
October/November) for consultations on the draft plan with
CPC, the Economic and Social Council and the General
Assembly. Such a tLone-table 1"Culd presuppose that the
operation would begin 12 to 15 months before CPC's
presentation of the medium-term plan (May session), which,
for example, >!ould assume that the preparation of a.
medium-term plan beginning in 1982 would start in
February/!larch 1980.

24. A process of such importance and duration could
,obviously not be repeated too frequently. It >!ould
therefore be necessary to abandon the idea of a "rolling
plan" >!hose preparation has to be undertaken every two
years. As CCAQ has recommended, it would then be
necessary to envisage the e.doption of a "fixed time
horizon" plan \olhich >!ould needpreparine; at much less
frequent intervals.

The adoption of a fixed time horizon plan, as we
stated in our last report, on programmin~ in the

If special procedures
are used, a time-table
of approxLmately
18 months is feasible.

But in that case the
system of "fixed time
horizon planning"
would have to be
adopted.

/ ...
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consultations with
the Member States
could also be
envisaged.
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United ~ations (A/33/226), would have the further
advantage of being more compatible with the establishment
of specific time-limits for the targets which would serve
as the basic components of the plan.

25. To ensure careful and thorough preparation of the
medium-term plan we would thus recommend:

The adoption of the system of fixed time horizon
planning,

The establishment of a precise time-table for the
preparations, which means that within the framework
of the schedule described in paragraph 23, the
Secretariat should lay dO;ffi instructions strictly
regUlating the progress of the various stages of
preparation of the plan.

26. One point on which some doubts might persist is the
possibility of consulting Member States directly during
the preparation of the medium-term plan.

The possibility of identifying a consensus in the
international community on the objectives of each of the
major programmes is too serious a question for any avenue
which might lead to the establishment of this consensus to
be left unexplored. It may be noted that consultations
with an expert committee elicits the views of only a
certain number of Member States, or to be more precise, of
the specialists on various questions which some Member
States have been able to assign to these committees or
corr.m.issions.

However, it is not impossible that in some caSes the
composition of an expert committee responsible for giving
an opinion on a programme might be such that it gave too
much weight to the concerns of the members of a particular
profession without taking comparable account of the
concerns of the users. Each profession has its interests
and its own ideas, which do not necessarily coincide with
those of the users of the services it provides.

Such considerations may thus mean that thought will
be given to the possibility of instituting a procedure for
written consultations with each Member State, so that the
views of all the competent offices in the actual countries
(specialist director~ of technical ministries, directors
of institutes, etc.) could be obtained.

/ ...
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If such a method is considered desirable by CPC and I'

the Economic and Social Council, provision would have to be
made, in the time-table proposed in the previous paragraph, I
for the consultation procedure. None the less, it would
not appea.r to be necessary to extend the duration of the
preparatory work for the plan on that account. The
consultation of Member States might very well take place on
the basis of the "in-depth studies (first format) ,; at the
same time as the consultation of the various committees
(and perhaps of some non-~overnmental organizations).

I ...
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/ChaFter IV/

/The present pro~amme structure/

27. The problem of the programme structure is first of all I
only another way of looking at the problem of secretariat
administrative structures. This problem is known to be
virtually constant in or~anizations which are given new
tasks each year, which must continually adapt to a chanp,in~

world and uhich in fact are expanding at a fairly steady
rate. The problems of administrative structure have in the
past been resolved in two ways:

Regularly, from one budget to the next, by
increasing the number of posts and by making minor
ad,] ustment s ,

Periodically (about every five years on average)
by means of 'restructuring exercises".

The necessary structural' emits at various levels, such as
Departments or Offices, Divisions, Sections, and so on,
have been based on a fairly uniform administrative
hierarchy.

28. It is only natural that this administrative structure
should have served as a model for the establishment of the
programme structure. It uas no doubt pointed out in
various quarters that the two structures should not overlap
and attempts must have been made, for example, to inClude
under one "major programme" activities involving different
units but directed touards a common objective. 3/ But
such Classifications, useful as they may be, still make
the prograrr~e structure only relatively original. Certain
levels, such as that of the progra.rnme or subprogramme,
are again invariably identical to the division or section
levels. It is, of course, perfectly normal that this
should be so, and efforts to ensure optimum matching of
such levels should certainly be encouraged. That should
not, however, stand in the way of efforts to seek out
the original features inherent in programme structures,
and this has so far not yet been attempted. But these
efforts should be pursued along different lines :from
those followed in the past.

3/ This has occurred at the United Nations in the
case of Headquarters and regional office activities under
the same major programme. At UNESCO, several departments
(Education, Science, Culture) co-operate to achieve a
common objective (human rights, participation of women
in development, information systems, etc.).

The administrative
structure ...

has served as the model
for establishing the
programme structure.

/ ...
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'29. The four-tier programme structure agreed upon by the
The use of a four-tier organizations within the united Nations system are familiar.
programme structure We have already mentioned in the annex to a previous
(adopted by ACC) ••• report 41 the definitions of the four urogramming levels

provided by the Consultative Committee"on Administrative
Questions, and we are attaching the annex once again to this
report because of the importance of these concepts and the
critical appraisal that will derive from the study of the
results of their application in a number of organizations
within the United Nations system (annex I).

30. On examining the present structure of the programmes of
the United Nations and the three other main agencies in the
United Nations system, one might initially form the

'

impression that there is some regularity and logic in it.
The statistics for the number of major programmes,
programmes and subprogrammes in the economic and social

Isectors (which we consider to be eventually programmable)*
show the following figures:

in the various
agencies of the
United Nations
system gives, at
first sight, an
impression of
homogeneity.

Organizations HP P SP

UN 192j 103 61 335
UNESCO 10 41 71 165
ILO 15 81 78 91 208
1!/H0 9 11 46 - NIA

The number of programme elements, at least for the
United Nations, can be estimated at roughly 1,500 (from 2 to
20 programme elements per subprogramme, but on average
4 to 5), and in the case of UNESCO and 110 the number is
approximately the same (about 1,000 to 1,500). It might thus
be assumed that there is actually a fairly homogeneous
structure, comprising, in each large organization of
comparable size, some 10 to 20 major programmes, a fe,-, dozen
programmes, 200 to 300 subprogrammes, and just over 1,000
programme elements.

~ We have not included major political or
administrative programmes in these lists. See the lists in
the annexes.

~I A/33/226 - Report on programming and evaluation in
the United Nations, chap. 11.1, annex I.

2/ One of which has only one programme.

§! Two of Which have only one subprogramme.

11 One of Which has only one subprogramme.

§j Four of which have only one programme.

2/ Forty-one of Which have only one subprogramme.
/ ...
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31. Upon closer examination, however, some differences
will be detected. First of all, the scale of these
din'erent levels varies greatly. At the United Nations
there are subprogrammes with 15 times as many Professional
staff as the pro8raIT~e8 and major prograrr~es.

For example, a UNIDO subprogramme called "Programme
development and eval uation" under the programme
"Policy co-ordination" uses about 147 Professionals,
while the major prograrrme "Ocean economy and
technology" uses only 9.

The major programme level comprises sets of activities
involving 9 to 645 Professionals, and no average
quantification can be arrived at (cf. annex 11).

For instance, there is one major programme with
645 Professionals, two with more than 200, three
with 100 to 150, four with 50 to 100, four with 30
to 40, and one with nine. The scale at the programrr&
level is no more homogeneous (the amount varies from
nine to 368 Professional staff), and the same can be
said of the subprograrrme level (between 1.3 and
147 Professionals).

At ILO (cf. annex Ill), the scale at each level is
slightly more homogeneous since, except for one major
programme which employs only two Professionals, the others
have 20 to 125. Programme magnitude varies from one to
22 Professional staff members and subprogramme magnitude
varies from one professional work-month to
16 Professionals. On the average, the scale of each
level is much more limited at ILO than at the United
Nations.

At \'HO (cf. annex IV) the magnitude varies from 7.2 to
217 Professional staff for the major programmes. Since
programme staff are not indicated in the budgets, the
figures for this magnitUde must be given in dollars.

Programme size varies from $1 million (programme
called "Programme planning and general activities"
under the major programme "Prophylacti,c, diagnostic
and therapeutic sUbstances"), to $80.8 million
(a programme entitled "Special prograrrme for
research and training in tropical diseases" under
the major programme "Communicable disease prevention
and control").

But a closer
examination shows that
the use of the various
levels is not very
rational~ either as
regards scale '"

I ...
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At UNESCO (cf. annex V) the percentage of progr&~me

resources allocated to major objectives varies from
0.6 per cent (Population) to 25 per cent (Educational
policies). The amounts allocated to "objectivps" (the
term which at UNESCO corresponds to programmes) range from
$188,000 (obj ective 2.2, "Role of international law and
international organizations") to $11. 8 million
(objective 4.3, "Scientific and technological research and
training"). The amounts allocated to themes (the UNESCO
term for subprogrammes) range from $40,000 (theme 9.3/04,
"Education of the general public on the role of the media")
to $3,294,000 (theme 5.1/02, "Training of skilled
personnel") .

32. If scale were the only recognized criterion, it would
be necessary, in order to rr~ke this classification seem
more rational, to promote some subprogrammes to the level
of programmes and some programmes to the level of major
programmes. But the lack of homogeneity in these various
levels is not confined to differences in scale.

33. The "major programme" classification might certainly
seem fairly clear.

In general, especially at the United Nations, it means
broad sectors of activity falling into traditional
categories used by national administrations:
Transport, Population, Trade, Industry, etc. In the
case of liRO, it means clearly identified ~uestions

relating to health: Development ef health services,
Environmental health, COIT@unicable disease prevention,
etc. We find the same approach at ILO in maj or
programmes such as Training, Employment and
development, and Social security. But at ILO the
major programme also covers technical co-operation
activities by region: Management of field programmes
in Africa, Management of field programmes in the
Americas, etc.; and this already indicates a serious
divergence in the use of the term IImajor programme ".
Lastly, UNESCO has adopted a classification according
to "major objectives", which only partly coincides
with the main divisions of its administrative
structure: Strengthening of peace, 11an as central to
development, Man and his environment, etc.

34. But the use of the terms "programme" and
I'subprogramme 11 reveals f(:'~r greater conceptual differences.
At the United Nations, the programme 10vel covers:

/ ...
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Either all the activities of a given office (a
departrrcent or a regional economic commission)
within a major programme:

For example, the six progra~mes in the major
programrrce "Human Settlements 11 include the one
at headQuarters (programme 1) and those of
the five regional economic corr~issions

(programmes 2 to 6).

Or activities within a traditional sector which
is similar in type to a majcr programme:

UNCTAD, for instance, lists programmes such
as "Honey, finance and development Cl, "Trade
in ccmmo.dities \1 ~ IlTrade in manufactures 11 ,

"Shipping and ports 11, "Trans fer of
technology", IIInsurance ll

, etc. (the first
10 progrmmnes), before using the five other
programmes (11 to 15) for the activities of
the five regional economic commissions in all
~i.elds of international trade.

35. \-THO systematically includes within each "major
prograw.rne n:

One programme devoted to "Programme planning
and general activities ".;

A series of "programmes" which represent a fairly
logical brea!l;down of the activities of the major
programme:

For exmnple, the major programme "Communicable
disease prevention and control" includes four
separate programmes for different types of
illness (Malaria, Bacterial and virus
diseases, Smallpox eradication, Prevention
of blindness) and four~pragrammes

corresponding to the different types of
disease prevention and control arrangements
(Epidemiological surveillance, Immunization,
Research and training in tropical diseases,
Vector biology, and control).

ILO also includes in each major programme a programme
devoted to "Departmental management". The others, as in the
case of ,mo, are bro~en down according to fields of
activity:

/ ...
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Thus, ~or example, the major programme "Working
conditions and environment" is broken down into
"Conditions of work and li~e", "Occw:>ational safety
and health 11 and "Women workers' questions".

At UNESCO, the "programmes" are "objectives" identified
by the General Con~erence itsel~ in the course o~ the
preparation of the last medium-term plan. These programmes
are there~ore never based on administrative structure.
They involve categories of activity within one major
objective.

For example, the major programme "Educational
policies" comprises the ~ollowing programmes:
"Educational policies and plans", "Educational
administration", "Educational structures", "Ed.ucational
content", "Training o~ educational personnel", "Adult
education", "Role ,')~ higher education in society".

36. The subprogramme level is hardly distinguishable from
the programme level.

At the United Nations, the programme content is broken
down according to category o~ activity.

For example, the major programme "Human Settlements"
Which is broken down into six programmes (one ~or

Headquarters and one ~or each regional economic
commission) shows a breakdown into subprogrammes whieh
is approximately the same for all the programmes.
Thus, in programmes 1, 2, 3 and 4 we find the same
subprogramme 1 "Settlement policies and strategies",
the same subprogramme 2 "Settlement planning", in
three c,;ses the same subprogramme 4 "Developnent o~

the building sector';, etc..•.

At ILO the subprogramme level is used either to reflect an
administrative structure such as "Programme management and
support", which is very widely used, or to break down a
programme into its logical categories.

Thus, programme 70/20 "Management development"
contains subprogrammes for the "General development
o~ management competence" (subprogramme 1), for
"Management development in selected sectors"
(subprogramme 2), in "small enterprises"
(subprogramme 3), in "rural areas" (subprogramme 4),
and ~or the "contribution o~ management to social
objectives" (subprogramme 5).

/ ...
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T"hi~"i seems to be the most common practice.
it should be noted that some subprogrammes
correspond to a single progrrnnme element ~

Nevertheless,
seem to

lJ''hus 9 in progra."'rlme 100/70 tllndustrial meetings l1 we
find subprogr8I1llliCS with such titles as IlIron and
Steel Committee (tenth session)", "Second
Tripartite Technical Meeting for the Printing
and Allied Trades", "Third Tripartite Technical
Heetine; for the Timber Industry", and even a
subprogramme entitled I1Preparation of reports 10.

At WHO, subprogrwnmes do not appear in the budgets, which
only list projects at the world or interregional level.
The planning documents ~ hovrever, list activities
classified according to the targets sought by Member
States themselves. The level of importance that each
activity represents for each region is depicted
graphically (by coloured dots), but no further details
are give~ regarding the staff or dollars involved. In
any case~ progran~es are broken down according to
logical categories.

J,t UNESCO, subprogrammes (which are called "themes"
in the budget and "targets" in the plan) also represent
a breakdowrl of progrwnmes into types of activity. An
effort is certainly being made to find a precise time­
limited target-objective for each theme, but the
present structural design is not helpful.

37. On the other hand, the typological system for
programme elements in all the organizations is much clearer
and much better known. The programme elements reflect
day-to-day activities at the level of programme
implementation. They correspond to outputs: surveys,
reports~ guidelines, conventions 5 meetings 5 seminars,
projects, etc. which are the same in all the
organizatim1s. 10/

10/ Here it should be noted that recommendation No. 2
in ou~previous report (A/33/226 - Report on programming
and evaluation in the United Nations) dealt with the
development of a more precise method of identifying outputs
in the budget and with the preparation ')f a report by the
Secretary-General on the nomenclature and definition of
outputs. rrhis recoITJ'TIendation, which was accepted by
the Secretary-General ~ has been approved by CPC., the
Economic and Social Council and the General Assembly.

The programme element
level, on the other
hand, is very easy
to identify.

/ ...
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could no doubt be
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but the basic
problem would not
be solved as a
result.

Of the four existing
levels, only two can
be easily put to use:
a real programme
structure remains to
be devised.
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38. This cursory review of the programme structure of
four organizations first of all reveals anomalies which
could certainly be corrected if stricter standrads were
introduced and if a general framework of uniformity was
accepted. The organizations in general have great
difficulty in distinguishing between the programme
structure and the administrative structure. The result lS

that some ~f these levels are used to describe
administrative activities which did not fit into logical
categories ("Departmental management 11, or IIProgramme
planning and general activities"). In the United Nations
this anomaly is particularly evident, as the programmes
correspond sometimes to logical categories and sometimes
to administrative categories. In this Organization, the
confusion is further increased by the fact that the
accepted size of the major programmes, programmes and
subprogrammes varies greatly according to the departments.
At UNIDJ, for example, the "programme" level actually
corresponds to the level of "major programmes" in the
Departments of Economic and Social Affairs.

Such anomalies could certainly be corrected or eliminated
if all the organizations adopted a logical structure for
the breakdown of major programmes into programmes and
subprogrammes, without becoming involved with the
administrative structure.

39. But these corrections would not suffice to solve the
problem. Even with a programme structure based solely on
logical categories, it is still extremely difficult to
determine the criteria for defining the various levels.
Only a very few examples corresponding to the theoretical
definitions adopted by CCAQ can be cited.

40. Lastly, of the four existing levels, there are two
which are relatively clear: the major programme level,
which generally corresponds to a traditional field of
activity, and the programme element level ,mich corresponds
to the various conventional means of action employed by
international organizations. On the other hand, the
entities called programmes and subprograrrmes are the result
of attempts to set up categories of activity in response
to a need for classification. But there are no precise
criteria either for making such a classification or for
determining what distinguishes a programme from a
subprogramme. Furthermore, the connexion between this
classification and the determination of specific objectives
is only very rarely evident.

A real programme structure, based on objectives and known
criteria, still remains to be devised.

/ ...
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IChapter VI

IEstablishment of an objective based programme structure I

A. Distinction between programmable and non-programmable
activities

41. Any programme structure worthy of the name must be
established in terms of objectives. Furthermore, these
objectives must be specific, clear and really attainable
within set time-limits, and it must be possible to verify
by evaluation of their results, that they have been
achieved within the prescribed period. In order to
establish such a structure, the methods currently in
force, and even the thinking that led to their introduction,
must be changed.

42. We have just seen that the method for the
establishment of programmes at present comprises the
following stages:

(a) The determination of general objectives by
means of resolutions of intergovernmental bodies.

(b) Attempts by programme managers to identify
activities that are conducive to the attainment of those
objectives. In this attempt they will resort to a wide
range of activities which, as a rule, includes the
followin~: meetings of experts, seminars, studies and
pUblications, regular pUblications (newsletters, reviews,
yearbooks), technical assistance projects and training
courses. Sometimes these activities are supplemented
by less common ones~ such as world conferences,
international years, etc.

(c) Hhen a list of activities is drawn up, an effort
is made to classify them into various logical-looking
I'roups. These are the "programmes" and "subprogrammes"
created for the planning exercise and generally devised with
an eye to the existing administrative structure, actually
after the real choices have been made.

(d) Finally, the intergovernmental committees must
comment on the results of the classification exercise:
it is this questionable method of presentation of the
medium-t~rm plan that has led to the current crisis.

43. This process must be replaced by an entirely different
one Which, instead of being based on the translation of

The establishment of
an objective-based
structure calls for a
change in methods, and
even in thinking.

Current methods,
based on the use of
programme elements,
must be replaced by a
structure involving
time-limited target­
objectives.
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broad objectives into programme elements, should be bas,,,<:,
on a dialogue between Member states and the fecretariat
on the definition of time-limited target-objectives.

44. To accomplish this, it will first be necessary to
analyse the current activities of international
organizations; i.e., to identify the various types of
role they play. For this purpose, a tentative general
classification of the main categories of activities of
these organizations is provided in the following table.

This table will enable us to:

Analyse the main categories of activities of
international organizations (column 1) by
various specific types of activities (column 3).

Differentiate (column 4) between programmable
activities and those that are non-programmable,
and in particular to identify continuous functions,

Form a preliminary idea (column 5) of types of
time-limited target-objectives that should make
it possible to achieve programmable activities.

B. Typology of programmes based on the quantity or
"dosage" of types of activity

45. At this stage of the analysis it should be noted
that the various types of activities listed in column 3
(research, gathering and dissemination of information,
advisory services, training, etc •... ) are in most cases
used within a single programme or major programme. Most
programmes include:

Some continuous activities (for example,
publication of periodicals, regular meetings to
exchange information, etc. . .• );

Applied research activities (for example,
research on means of perfecting methods on
harmonization of methods used in different
systems, etc. . .. );

Training activities (training of specialists
required for implementation of policies);

Activities for the provision of advisory services;

Activities for the dissemination of norms or
standards approved or recommended by meetings of
experts or intergovernmental committees;

Etc. ... I . ..
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46. The quantity or "'dosage!' of these different types of
activities varies. For example~ certain major United Nations
programmes (Population or Statistics) involve a large number
of continuous activities (between 30 and 50 per cent):
(gathering and disseminating information on the world
population situation or on statistics in general), a great
deal of applied research and, lastly, a number of technical
co-operation activities (advisory services and training).

A number of other progranmes, for instance certain UNCTfl~

programmes (raw materials for example) comprise:

Many activities connected with support for
negotiations (preparations for meetings,
information and reports required for negotiations
on the Co~~on Fund) and

Some research activities (on the structure of raw
materials markets, on methods of diversification,
on improvement of the competitive value of certain
products, etc ••.. ).

other progra~es are mainly aimed at the dissemination
of norms or standards. This is the case with all human
rights programmes in the United Nations and UNESCO
(although they also involve a great deal of research)
or the maj or programme "Human Rights ana International
Labour Standards" in ILO. The codes of conduct of the
Transnational Corporations programme also come under
this category. Finally, some programmes comprise a very
high proportion of technical co-operation activities.
Last year we gave the example of the United Nations
Public Administration and Finance programme, and we might
also mention the major programme "Natural Resources and
Energy", in which technical co-operation appears to account
for more than 75 per cent of Headquarters activities.

In the lIT1IDO programmes, technical co-operation
activities also appear to play a major role, probably
accounting for more than 50 per cent of the whole.

In the case of some major bodies, such as vlllO or FAO,
technical co-operation appears to be a raison d'etre of
the organization, and the-proportion it-Constitutes of
their activities definitely exceeds 50 per cent.

The weight placed upon one or another type of activity
gives each a.epartment or organization an ina.ividual
character. Today, specialists would have little difficulty
in estimating the order of magnitude of these proportions,
but the proportions cannot be determined with great
exactitude.

and the quantity or
Ildosage l1 of the
different types of
activity varies.

The character of
each programme
depends on this.
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Ii 4'T • 'The fact is that the current method of presentation of
! programmes in medium-term plans and in programme budgets

Iat the United Nations and elsewhere does not enable uS to
I determine the share accorded to each of these types of
i activities in each programme or major programme. This is
i one of the main short-comings of the current classification

system. It is essential, however, to undertake this
analysis if a clear distinction is to be made between
prograrmnable and non-prosrarnmable activities, if specific
target-objectives are to be set and if a value judgement
is to be made on the general orientation of progr~es

(,n1ich will depend on the share accorded to each of these
types of activity).

C. Identification of continuous activities

A restrictive
must be taken
identifying
continuous
activities.

148. 1'he identification of continuous activities is the
approach' first operation necessary for this kind of analysis. It
in would seem essential, however, to take a restrictive

approach to the concept of continuous activities. Often
a sort of intellectual lethargy leads to the assumption
that everything is continuous: that might indeed be so
in the case of research (one could continue to do research
without ever setting specific stages for the verification
of results), or in training (in some situations these
activities may indeed be continuous, but in the programmes
of international organizations this is not often the
case), etc. '" In that case, nothing would be programmable
and international organizations would t1 continue tl to
carry out the same types of different activities without
bothering to ascertain whether those activities helped
the international community to achieve specific results.
The genuinely continuous activities actually do not make
up a very large proportion of most programmes; in
economic and social program~es they are generally confined
to certain information activities (regular publications)
or activities for monitoring the implementation of
international conventions. They are only really extensive
in organizations of a technical nature (UPU, ILO, ICAO ••• ).

Continuous activities
involve the
"'functions" assigned
by '·Iember States to
international
organizations. They
should therefore be
monitored regUlarly.

49. The fact is that continuous activities are to be
found only in the case of "functions" assigned to
international organizations. For such functions to be
established, there must have been a permanent delegation
of authority by the Governments of Member States to the
international organization. This involves a decision
serious enough to require specific approval by
international bodies. Currently, however, such approval
is not sought. ~~enever there is a decision) for example,
to start a news letter or periodical under a programme,
a continuous function is thereby created even though the
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•
attention of Nember States has not been specifically drawn tall
that decision. 1berefore the classification of some
programmes as continuous activities should be the subject
of very careful regular and periodic scrutiny, according
to a previously arranged schedule in order to determine:

whether the activities are actually worth while and
whether they should be continued or not and

whether those that are continued are carried out
in the most economical and effective way.

It would be interesting to know, inter alia, whether
consideration has been given to methodological reform.
Since the majority of continuous activities take place
largely in the field of information, an assessment of
the type and size of the audience (clientele) would seem
to be indicated in most cases. It should be possible to
compile a complete list of performance indicators for all
these functions.

D. Some examples of types of time··limited tarf'(et­
objectives

50. In the case of non-continuous activities, some
examples of types of time-limited target-objectives that
may be set are given below:

(a) For research activities

In very many cases, within the United Nations system
information gathering and summarizing activities are
described as research activities. They may consist of
studies made to describe a situation (for example, the
current use of a certain technology in various countries).
In such cases, the following courses may be considered:

Either publishing a series of descriptive studies
coverin~ an entire field (when this objective is
achieved it will merely be necessary to up-date
these studi es) ,

Or establishing one genuine information system on
the subject (when that objective is achieved, the
system could be managed either by an
institution ultimately able to make such
management profitable, or by the international
organization itself - it would then become a new
continuous function).

We have attempted to
define some types of
possible target­
objectives for
research
activities .,.
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51. In the case of real applied research it is also
possible to establish time-limited objectives in the form
of a level or stage to be reached in the investip,ation of
a particular field (for example, in developing a system
of environmental or energy statistics Or establishing
practical methods for diversifYing production for countries
that mainly produce particular raw materials, etc ...• ).

In the field of research it is also possible to consider:

Establishing an institutionalized research system
(for example, the establishment of SOme regional
or international public administration institutes);

Developing research programmes in which Member
States might participate directly by sharing the
workload (for example, creation of intergovernmental
research programmes in the field of meteorology,
geology, oceanography or "peace research").

52. (b) For training activities

The training of specialists in a particular field is
usually one element of a policy which this training is
designed to implement (for example, the training of
primary health care specialists or hydraulic engineers
with a view to the development of water supply policies,
etc •••. ). It is also the preferred means for the transfer
of technology. The establishment of time-limited
objectives should in this case be sought by determining
an ideal number of s ecialists to be trained (by country
or by region, depending upon needs, and this number
would represent a typical level or stage in the
implementation of a policy or the attainment of a certain
stage of development in a specific field. Defining a
training policy in terms of needs should be standard
practice in this field. It is therefore to be considered
regrettable that this is rarely the case.

When needs are great, it is necessary to resort
to the establishment of institutions that will ~rovide

continuous training. The objective of a programme in this
field might thus be the establishment of a number of
national, regional or international institutions.

for activities
involving
dissemination of
or standards •••

53. (c)
norms or

norms existing

For activities involving dissemination of
standards, examples of time-limited objectives
in this field are:
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Definition of "codes of conduct" or preparation
of internEltional conventions (as in many ILO programmes),
and

Securing a number of accessions to the texts of
proposed conventions.

54. (d) Activities connected with dissemination of
information, although they largely involve continuous
functions, may in some caSeS include efforts to establish
time-limited objectives. ~Te have alread~ mentioned the
example of the development of information systems, but it
is also desirable that in the majority of information
activities, the specific definition of the clientele
or audience to be reached should lead to the formulation
of quantified ob,jectives (corresponding to successive
levels of information dissemination).

55. (el Lastly, it is, of course, possible and eVen
desirable to establish time··limited objectives comprising
several types of activity. For example, with regard to
efforts to remedy social evils, ,mo was able to set
itself the objective of eradicating smallpox and to
achieve that objective in co-operation with all its
Kember States. It would certainly be tempting to take that
example as a model. Unfortunately, the conditions that
would facilitate the formulation of an international
organization's objectives in this manner are rarely
encountered. Except when powers are specifically
delegated, such objectives are mostly the responsibility
of Governments and not of international organizations.
Under favourable conditions, however, a combined effort
by Member States and the organization can be sought
with a view to establishing an "interr,overnmental
programme 11 •

56. Generally speaking, an objective involving many
types of activities should aim at defining the type Of
contribution that the international organization could
make in order to help Member States to attain a global
obj;ctive for which they are responsible (for example,
the eradication of illiteracy, access to drinking water
for all by 1990, universal access to health care by the
year 2000, etc •.•. ). The definition of these types of
contributions must take account of conflicting
restraints, such as absolute respect for the sovereignty
of Member States in whose territory or in whose service
the international organization has to act, and compliance
with the principles and rules formulated by those same
Member States in the intergovernmental bodies of the
international organization.

and for information
activities.

Objectives
encompassing several
types of activity
might also be
considered.

The contributions
that the
international
organization can make
in achieving global
objectives must be
definei\.
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areas" could also
be applied.

-38-

Here difficult situations may arise because not all
the implications of the principles adopted by the
Conferences and General Assemblies of the organizations
are always fully accepted by each of the Governments
concerned.

57. The best solution would seem to be that the
contribution made by international organizations to
their member States (,rithin the framework of principles
and rules formulated by their intergovernmental bodies)
should consist of a certain number of work tools. Apart
from the examples we have already given above, in the
fields of research and training, the following examples
may be considered:

Institution of an inter~overnmentalpro~ramme.

He have already mentioned this formula, used by
some or~anizations (UnESCO, HMO, etc ...• ) in the
caSe of research, but it could be extended to
concerted acticn to er~dicate problems in the
social field or even in the econcmic field.
Developing co~trie~, bilateral assistance,
various org~nizations, etc., could thus ce
associated in the pursuit uf a global
ubjective .•• The main contribution of the
international organization concerned would be to
develop complex machinery for co-operation.

Establishment of a network of multipurl2.()"~

institutions (application of the "institutions­
building" type of objective to a composite
programme) .

Development of an instrument of co-operation
within a regional area (a model is to be found in
lThTI:P's llregional seas IT programme, but other
applications of that method are conceivable,
either for industrial development or for the
development of infrastructure).

58. The concept of Ilconcentration areas ll or of
"development zones;l, which are already applied by some
organizations might also provide material for fruitful
research. In this field, UNICEF's activities may mainly
be taken as a possible model, for in its technical
co-operation programmes at the country level it very
often concentrates a major portion of its
activities in limited geographical areas identified in
consultation with the Government concerned. This model
for "concentration areas" in country programmes) if more

/ ...
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widely adopted by Governments, by UNDP and by other
international organizations might facilitate the
establishment of concerted pro~rammes in a number of
areas at the regional or (multiregional) level. The
establishment of very specific quantified objectives
(social or capital development objectives, etc • .•• ) for
this set of areas would thus be made possible and the
model could greatly facilitate "j oint planning".

E. General methods of programme analysis

59. Within the very short period allowed for the
preparation of this report it was not possible to
elaborate in greater detail a general method of programme
analysis for the formulation of time-limited objectives.

Further elaboration, drawing on contributions
from all the parties concerned, should make it possible to
arrive at a much more specific formulation. The set of
examples that we have been able to give, however, should
constitute a preliminary but serviceable tool for summary
analysis. We therefore thought it might be useful to
make a summary of all of these elements.

60. In order to set time-limited target-objectives within
a programme the general orientation and Some details of
which are already known, it should be possible to proceed
as follows:

(1) Single out continuous activities that parallel
permanent functions within the organization, according
to strict criteria,

(2) Among the non-continuous activities, ascertain
which have to do with information-gathering, transfer of
technology and training and the setting of norms or
standards applicable to international relations or
applicable by countries,

(3) Try to organize the non-continuous activities
belonging to the various categories outlined above on
the basis of the following types of time-limited
objective:

Preparation of a series of descriptive studies
relating to a specific field,

Establishment of an information system,

Setting of a target-level or stage to be reached in
research in a particular field,

These paragraphs
summarize the proposed
method.

/ ....



-40-

Establishment of an institutionalized research
system,

Establishment of an intergovernmental research
programme,

Training a specific number of specialists to be
available to Member States for implementation of a
policy,

Establishment of institutions responsible for
providing continuous training,

For a speGific subject, setting of the level of
information for an audience defined by composition
and quantified order of magnitude,

Elimination of a particular social evil (e.g., the
eradication of smallpox), (uncommon),

Institution of an intergovernmental programme to
attain an objective defined by the international
community,

Construction of a network of multipurpose
institutions for use by Member States to
facilitate their implementation of a plan in a
particular field,

Development of an instrument for co-operation in
a regional area~

Definition, in consultation with a nQmber of
Governments, of lIconcentration areas iV for
technical co-operation programmes and establishment,
within the over-all areas thus defined, of
specific social objectives. 11/

We have personally attempted to ascertain whether
this method could be applied to a number of existing
programmes.

11/ This list is clearly far from exhaustive and it
should be possible to supplement it by further research.
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IChapter VII

/
/APPlicability of a type of objective-based/

structure to a numbet:,. of programmes ,I

61. We have attempted to apply the methOd which has just
been described to the analysis of a number of programmes
of the United Nations and some major agencies. We have
tried to ascertain whether it was possible to change the
current (and to our mind faulty) presentation of some
major programmes into an objective-based presentation.
This methodological experiment is merely the logical
follow--up to recommendation No. 1 in our previous report
on programming and evaluation in the United Nations
(A/33/226), \<hich dealt mainly with the adoption of a
system of time-limited objectives for subprogrammes in the
medium-term plan and was approved by the Committee for
Programme and Co-ordination, the Economic and Social
Council and the General Assembly. 12/ As we know, because
of reservations expressed by the S;';retary-General in his
written 13/ and oral comments on this report, a decision
was taken at the same time to test the conditions under
which this recommendation could be implemented. CPC had
recommended "that the Secretary-General proceed with
selected programmes in the economic and social sectors to
tryout the feasibility of the recommendation" and had
decided to select a number of programmes for reformulation
along the lines of that recommendation (report of CPC,
Supplement No. 38 (A/33/38), para. 10). For its part,
ACABQ had endorsed the idea of this experiment, which
would "enable all concerned to test the applicability of
the JIU proposal" (A/33/226/Add.2, para. ll).

62. An account of the experiment made by the Secretariat
will probably be given in the Secretary-General's report
on the mediQ~-term plan. For our part, we felt it would
be useful to examine the experience of organizations other
than the United Nations itself, which would also enable us
to consider which aspects of the different methods of
presentation or analysis can be accepted and better
understand the problems of programme structure.

12/ Economic and Social Council decision 1978184 and
para.-S of General Assembly resolution 33/118, adopted on
19 December 1978.

13/ A/33/226/Add.l.

In this chapter we
propose to test the
applicability of the
obj ective-based
structure to SOme

major programmes Of
the United Nations and
some other
Organizations.
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!63. In general, mainly because of the short time at our
Idisposal, the test of applicability which we made did not
result in any new presentation models for the programmes
considered, with the agreement of the programme managers
themselves. It seems to us, however, that one result of

Ithis quick examination has been to confirm the over-all
I feasibility of changing the present structure into an
objective-based structure.

,64. First of all, we would briefly note that last year weIanalysed the United Nations public administration and finance
. programme, 147 and that we have already demonstrated the
I feasibility of establishing time-limited objectives for this
! programme. This demonstration may be found in the analysis
: made in the two above-mentioned reports and in a "mock-up"
I of a possible public administration programme which we
!prepared at the reQuest of CPC and ACABQ. The mock-up is
attached to this report in annex VI. The analysis on the
basis of which this mock-up was produced showed, inter alia:

That with a staff comprising 24 Professionals at
Headquarters (plus 10 Professionals in three
regional economic commissions) and about 50 field
experts, it was impossible to pursue all the
objectives which the programme's purpose might seem
to entail. In any event, a sprinkling of different
activities, giving the impression that all the
problems could be dealt with at once, seemed a poor
kind of response to the problems posed;

That the rate of programme implementation was in
many cases very slow, since only some of the
outputs mentioned in the budget could be delivered
on schedule, and that these outputs (pUblications,
seminars, etc.) reached only a very small
proportion of potential programme users;

That it was therefore necessary and possible to
concentrate activities in an attempt to attain
modest and realistic objectives which could provide
Member States with simple but effective instruments
to assist them in the improvement of their public
administration systems. This therefore meant a
scaling-down of the programme's ambitions.

141 A/33/227.
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650 For its part, the mock~up itself showed:

Budgetary and financial manacement;

Institutional and management techniques;

15/ The six sUbprogra~es in the 1978-1981 plan were;

6G. ~is year we examined the presentation of the United
Nations statistics programme and had several working
sessions on that subject with the Director of the

and management of

That a six--subpro~rarclIne structure ') which merely
presented a breakdown of the proEramoe under
headings as perpetual as the programme itself, 1~1

could be replaced by a two-subprogranme structure 1

1defining precise and time-limited objectives:
I

I
I

I
i
I
i
I

I
i
,

I
I

That by comparing existing resources with the
programr:le' s over~all purpose, it was possible to
ex~lain the programme policy envisaGed, justify
the choices expected to be made amonr the various
possible courses of action and translate those
choices into precise sUbprogramme proposals . .~j

Trends and development·

Reforra of public administration
development,

r1obilization of financial resources;

Public enterprises.

16/ On the other hand, this mock-up shows that the
programme that can be implemented with existing reSources
is relatively modest. The proposals it conta.ins appeared
to us to represent reasonable possibilities for a.ction
matching those resources. The mock··up therefore tends to
shm; that one should not harbour the illusion that
everything can be accomplished with inadequate resources.
If Member States, after an in-depth examination of the
re~uirements and possibilities in this field, decided to
Give a much higher priority to this progrrumne~ they would
have to consider increasing the resources accordinr,ly.
But this increase should not be calculated as a percentage
of resources now available: instead it should correspond
as closely as possible to a specific new task~ a new time­
limited target-ob,i ective to be added to current
proeranunes. This kind of approach should lead to the
invention of an entirely new method for calculating
priorities. See chap. VII below.
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accordine to theof this major prograrr@e
above sug[;ests:

analysis
proposed

iStatistical Office. In the medium-term plan, statistics
:represent a ~rmajor programme subdivided into seven
: "programlles" (classified according to the titles of the
ldepnrtments responsible for executin~ the programmes:
iDepartment of International Economic and Social Affairs~

10ffice of Technical Co-,operation and the five regionalieconomic commissions) an·it IG'subproeramrnes "', including six
I for the Statistical Office of the Department of
'I'International Economic and Social Affairs and two for all
the other programmes. The list of the titles of these
Iprogr~Jmnes and subprogrammes is attached hereto in
Iannex VII. This distribution of activities actually
,reflects almost exactly the administrative structure based
ion divisions and sections. The information provided on
: activities for the period 1980-1983 is on the whole
jextremely va~ue, although the docwnent has 69 pages. ~lost
IOf the sections., particularly those on the activities of
1 the reGional economic commissions, merely outline in
jgeneral terms what the departments have done since their

I
establishment and will continue to do as long as they
exist. 1J/

I
, ()7. An
Imethods
I,

The major statistics
prograrr~e may be
broken dmm into ••.

continuous
activities
(50 per cent)

That it would be quite possible to identify the
activities which are definitely continuous. The
Director of the Office believes that they represent
a very large proportion of the over-all programme'
approximately 50 per cent. This category includes
all activities related to the collection,
compilation and dissemination of statistical data,
such as the pUblication of the Statistical
Yearbook, the l·.Ionthly Bulletin of Statistics, the
Statistical Pocketbook, all the regular
publications on international trade, energy and
industry, the Yearbook of National Accounts
Stetistics, the Demographic Yearbqok and many other
annual or monthly publications;

That the non-continuous activities are divided
into,

1_1/ Only para. 24.22, which indicates the points
to which special attention will be given during the period
of the plan, provides some details on the particular trends
of this period.
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Co-operation and serVlClnv activities within
the United Nations system (approxiMately
10 per cent of the pror,raMMe):

Statistical research a~d development
activities (approximately 25 per cent)'

Technical co-operation activities
(approximately 15 per cent).

Clearly it is these non-continuous activities which
are the most original and interestinG, although they
represent only half of the programme.

68. The best description of these activities is to be
found in the set of documents submitted to the Statistical
Co~~ission, which met in New York from 20 February to
2 ~larch 1979. These docUITIents (33 different reports)
provide a considerable aMount of data on a seri~s of
g11estions such as industrial, energy, transport and trade
statistics, the review of national accounting systems,
public sector statistics, the harmonization of economic
classifications, censuses) social statistics, environment
statistics, technical co-operation activities and 1 in
pRrticular? training activities~ the pro~ramme to develOp
national household survey capabilities _, statistical
activities of organizations in the United Nations system,
etc.

But despite their preclslon, these documents do not
provide a synopsis of the policy of the major programme
for Statistics. They do not provide an over-all picture
of the activities and propose no possible choices of
different courses. They simplY amount to a collection of
projects, to be approved in outline by the Commission,
which also discusses the modalities. This reflects a
certain concept of the respective roles of the
Secretariat and Member States in determining the policy
to be followed in this field. The Secretariat activates
and proposes a number of projects all designed to improve
the existing situation with respect to the extent of the
fields in which statistical data are gathered, means of
developing and harmonizing presentation, the reduction of
margins of error, equipment and training in countries
which do not yet have all the necessary resources, etc.
Member States, through the Statibtica1 Commission, thus
engage in a technical dialogue with the Secretariat and
can consider participation in a number of projects. But
they are never given the opportunity to make an over·-a11
judgement on the policy thus defined: it is possible for

serviciuc: and
co-operation activj.tie~';

(10 per cent), res,,;,rcli
and development
activities
(25 per cent) and
technical co-operation

i activities
i (15 per cent).
I
I

The set of documents
SUbmitted to the
Statistical Commission
does not provide an
over-·a11 picture.
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,
[them to steer it in one directioG or anotber by givinr::
Iareater or lesser sup::;lort to a :9articular proj eet, but they
; 8.re neVer inviten to ,iud.p:e it a.s Et whole.,

Is the present d~~!~cto apportionment (50 per cent for
data collection and only 15 per cent for technical
co-operation) reasonable? In other words, what policy
shoul,,' be followed in defining this programme? Only by

! singlinr.; out the continuous activities 1·rithin a major
I programme (,Ji th an estimate of their cost and return, the
I users to be reached~ the amount of services delivered,
I etc 0); and a set of time-limited target-obj ectives, between

which a choice could be made, could Member States o.ecide
rationally on the apportionment of the programme among
various cateeories of activity

!
I (,9. In fact, the areas in which l';e",ber States should be
iable to take a decision concerning the orientation or
I approa.ch of ;:1 ~la,jor proe:ramme, such as the statistics
IprOgr2~me~ are Dasically as follows·

. (a) Over-all orientation or approach: is the
I existinr machinery for the pr0parati~n of world statistics
,the improvement of statistical methods and technical
leo-operation precise and comnrehensive enough to meet the
ineeds of the international comnlunity, and particularly of
1 the new international economic ord.er? Hhat are the main
I deficiencies to be remedied in that respect and how are
I they to be re1"\eo.ied?
I
: (b) In the context of the orientation which might be
i defined after consideration of the previous point, what
I ,wuld be e reasonable ;Jroportion of prograTIlme activities to
!be devoted to any particular priority task or target~
; objective?

i

the over-all
orientation or
approach,

proportion of
activities to be
devoted to various
types of tasks,

I"ember States should
be able to decide On:

and the choice of
target·-ob,j ectives.

(c) For each of the target-objectives selected and
each of the corresponding programmes') the date by which it
can reasonably be expected that the proposed tar:cet levels
or stages (for research, the development of statistical
systems in a specific area 1 and the levels of national
capability in any given area) may be reached is a point On
which the most precise criteria should be provided to
Member States. The possibility of accelerating the
achievement of a particular result by increasine the

1 resources mobilized for that nurpose or~ conversely, the
·1 possibility of reducing the resources and dela,ying the

process shoul(l be amon?:: the questions considered.

I Ultimately, the information provided should enahle

/., .
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Member States to solve the problem of priorities within
this major programme. This is not the case at the moment.

70. If a descriptive outline of the policy of this major
programme is to enable Member States to determine the
contribution of the United Nations and the United Nations
system in the field of global statistics, it must contain:

A description of current continuous activities,
with information on users, cost price and
profitability,.

An account of the world situation with respect to
statistics (corresponding to subparagraph (a)
above) ;

A list of time-limited target-objectives which
might be considered, together with a description
of the corresponding programmes.

We were not able to compile such a list with the
Director of the Statistical Office, but a study of the
Commission's documents and of the medium-term plan itself
leads us to believe that it would not have been impossible
to establish objectives such as:

The development of a system of environment
statistics;

The development of a system for energy
statistics;

The programme to develop national household
survey capabilities:

A training programme;

A programme to reform and improve the
preparation of national accounts:

The establishment of development target
levels or stages for national statistical
services in various categories of countries,
etc.

Much work certainly remains to be done before the
degree of precision in the establishment of objectives
required by this type of presentation can be attained.
For instance, the establishment of a typology of problems
to be solved in the developing countries should make it

The presentation of
this major programme by
target-objectives is
certainly possible.
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!easier to determine what (""TOrk tools the Uni ted l'Tations

lCOUld make available to them. This problem is not confined
to the field of statistics: it is to be found in all
Ipro~ranmes which have a sizable technical co-operation
Icomponent. This is one of the reasons why we think it

Iimperative to involve programme managers mdre closely in
future in the establishment of planninG and programming
methods.

Environmental health a~ IfRO ~ Basic sanitary measures

Differentiation between the targets of the States
members of WHO and co-operation activities
rF'presenting m10 vs contribution to the attainment
of those targets:

just

theThe fact that the "medium-term progrSl'lDle' for
period 1978-1983 is still in the process of
preparation in 1979 and that so far it covers
over half of the major program_mes;

71­
II The planning experiment in which WHO is engaged does
i not resemble that of the other agencies. The basic
I features of the experiment mainly include:

I The use of three documents (General Programme of
! Hork covering the specific period 1918-1983,
I medium-term progra~ne 1978-1983, programme budgets)

I instead of the binary system of the other agencies
i (medium-term plan and programme budgets):

I
I
I
I

The WHO plannine
experiment is
original 0

A fairly long preparatory process involving the
regional programming committees (the hiehly
regionalized structure of WHO is thus taken into
account) and the description of the medium-term
programme in several documents including a global
progr~~e and seven regional annexes;

Finally, the fact that it is "~O's constant concern
to obtain the views of the countries themselves on
the content of the programme.

We felt that these factors were sufficiently original,
important and interesting to warrant giving the interested
reader a somewhat more comprehensive description in
annex VIII.

The major programme on environmental health is one of
those for which the corresponding part of the medium-term
programme has now been concluded.

I . ..
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72. This "major programme" is divided into four
programmes'!:

5.1.1 Environmental health planning and management;

5.1.2 Basic sanitary measures'

5.1.3 Identification and elimination of
environmental hazards;

5.1.4 Food safety.

Table 5.1.2 indicates, in a set of columns:

The programme's basic activities can be discerned
from a brief description of the situation;

for

trends described in
on five specific

I
I

I
IAn examination of the
jmajor programme on
!environmental health,
land particularly the
Iprogramme on basic
'I-sanitary measures~

shows that vlllO' s
set by member States themselves contribution could be
1978-1983 (three objectives); more precisely

identified and that an
obj ective,.based
programme structure
could be used.

The objectives
for the period

The teChnical co-operation activities
which vlllO is responsible (column 2)
(13 activities);

The programme objectives and
paragraph 11.2.2 are focused
points;

In order to enable the reaC'.er to understand ~mo' s
methods of programming its activities we have also
reproduced, in annex IX, the main parts of the document
dealing ,rith programme 5.1.2 "Basic sanitary measures",
which show that:

By means of graphic devices (coloured dots),
the levels of importance of these activities
for the six vlllO regions and vTHO headquarters.

The most precise description of the programme is
given in column 2, which lists the 13 types of
activities, but the text as a whole is too general and
vague to afford an exact definition of the exact
objectives which vTHO proposes to achieve, or
alternatively, the types of operational tools which it
proposes to make available to member States in 1983.

73. Our study of this presentation and the discussion
which we were able to have with the persons in charge of
this major programme at headquarters prompt the following
comments:
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IVHO's idea of "integration" of this programme with
that of the countries themselves certainly has
positive features, but it does not make for a very
clear formulation of the objectives which would
constitute villO's contribution to the policies of the
various countries. The activities which might
constitute time-limited objectives could certainly be
identified among the technical co-operation activities
in column 2. For example, activity 2.2 relating to
training could constitute a precise objective if an
indication was given of the number of different types
of experts and workers to be trained in a particular
region or country.

Among the activities mentioned under programme 5.1.1
(Environmental health planning and management) we can also
find activities which might, in some cases, constitute
quantified and timed objectives, such as:

1.3 Establishment or strengthening of regional
environmental health centres;

3.1 Establishment or strengthening of national data
collection systems,

3.3 Promotion of research, development and
application of appropriate technology, in
collaboration with national and regional centres.

The "regional annexes" to the medium-term programme
certainly give more details about particular objectives.
But there are far more details on specific projects, ,rhich
correspond to the "programme element" level, than there are
definitions of target levels or stages for development or
of "working tools;' representing WHO's contribution to the
attainment of the objectives of member States. Much
therefore remains to be done in order to arrive at a
clearer and more precise definition of \;HO's objectives.
There again, since this is basically a technical
co-operation programme, the development of typologies for
situations and problems in various countries would make for
a more precise formulation. Studies for this purpose have
already been undertaken, and the programme manager at
headquarters informed us of the results of the initial
efforts made. These studies must be continued and carried
out in greater depth.

74. Educational planning at UtlESCO

Under the UNESCO medium-term plan (the design for
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which is referred to in para. 95)~ educational action
obJective 5.1 "Promotion of the formulation and
application of policies and improvement of planninc in
the field of education corresponds to a programme
initiated in 1961, which has a number of achievements to
its credit. Special mention may be made of:

The establishment, between 1961 and 1965, of
Regional Centres for Educational Planning and
Administration 9 which '1ere subsequently
incorporated into UNESC0 1 s four Regional Offices'

The establishment in J.963 of the International
Institute for Educational Planning'

A very important collection of pUblications, such
as those of the International Institute for
Educational Planning ...

75. The programme is presented in the medium-term plan
accordin~ to the traditional UNESCO order. It contains a
statement of the problem and principles of action, and is
divided into three subobJectives:

5.1.1 Organization of international meetings for
the exchange of experience and assessment of
new developments'

5.1. 2 StrengtheninG: of national capacities with
regard to the formulation and implementation
of educational policies and plans (provision
of advisory services and training
activities) ,

5.1.3 Further extension, throuzh research, of the
data base required for the desi~n and
implementation of the plans (information
mechanisms and research programme).

76. This presentation prompts the following comments:

It is a programme which has rapidly matured and
which, thanks to the various conferences of Ministers of
Education and its trainins and research activities, has
resulted in proposals for useful models for planning
methods and policy formulatlon, has served to alert most
Governments to the significance of the issue and also
resulted in the traininz of a considerable number of
planners (thanks largely to IIEP).

!
IurlESCO' s educational
Iplannin~ nrogramme

[
already has important

lachievements to its
icredit. The breakdown
Iby subprogreJnllie is
: rational (one
IisUbprogramme of

I
continuous activities
one subprogramme for

[
research .. one
sUbprogramme for

Itraining) •

I
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The breakdown of the programme into the three
subpro~ranunes mentioned in tb.e preceding paragraph thus seems
rational. The first subprogramme, relating to the exchange of
experience and ba.sicfl.lly involvinc the organization of thref'
sessions of the International Confprence On Education five
regional ninisterial conferences and eight symposia and
s~ninars) can be considered to be verJr much in the nature of
B continuous function.

on

The results are therefore sir;nificHnt. Accordin?:ly Cl

pro;zramme may now concentrate on IJursuine; the avenues
alTeady explored with regard to research or tr2ininz~ ann
promoting the exchanGe of experience.

Ithe
I
I

I

On the other hand, objectives 5.1.2 and 5.1.3, the
first of which h~s an important training component end the
second a specific research programme; can be considered
time-limited objectives

In effect, the text gives:

Some precise figures for the number of specialists
to be trained (2)10 planners in six years by IIEP.
eight-·month traineeship periods, 1,260 students
trained in 33 countries by national institutions,
etc. ) :

the research pro~ramme

IIF,P proj ects) .
A specific orienta.tion for
(centring On the six major

I
I

I
I
I

I,
i IIEP has, in fact, described its programme in its own

I,distinctive medium-term plan docunent. Generally speaking,
UnESCO is still seeking greater precision in the establishment

1

1 of "tarGets". In this area, as in those already considered
in connexion with technical co~operation~ progress is

I
certainly possible, too, but it requires a more systematic
knowledge of the types of needs which international
oreanizations must meet in order to co-operate usefully with
the developing countries as a whole. The establishment of
typologies for situations and problems is therefore a
priority field of research to which the most substantial
efforts should be devoted.

The preparation and use of medium-term plans at ILO has
temporarilY slowed down (the last plan - for 1976-1981 - was
not updated in 1978, although it was in the nature of a
"rolling plr,n". Sufficient documentation is, however,
a.vailable for a study of the various programmes (the most

/ ...



to harmonize social security schemes at the
international level.

An in-depth review of the social security programme
was carried out in 1972 (see GB/185/FA/12/9, 185th
session, !"larch 1972). This revie', (47 pp. 10neJ gives a
very clear account of the history of the progranm1.e since
it::; inception (role of ILO durinfS the ;'social insurance H

perioiL, 1919-1943 and the "social security" period, 1944
to date. It also contains an evaluation of the results
achieved during this period (in terms of research, the
application of standards and the revision of those
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recent .plan theoretically in force j the in-depth reviews ~

the pY'ocyarnme budget))" I
\
The ILO major programme
on social security can

Ialso be broken down into
la subprogramme involvine
/continuous activities? a
'subprograrnme relatinp, to
Istandards and a .
\ subprof!rarnme relatlng to
Iresearch.
I

stan&ards by various conventions, standards for the I
protection of migrant workers and technical co-operation). I
Lastly, the review considers future prospects with a view I
to iientifying future programme trends and objectives ,
(relationships between social security, the economy and I
social development, migrations, health and population, I
technological change, training and administration). I

still~het:r:::::o:u:::s:m::o::

e

s::::i::::~p:::~:: is 1

1schemes:

I
I

78.
the

The activities listed under these two headinf,s
prof,ramme budget for 1980-1981 include:

in

(a) For the development and improvement of social
security schemes:

The pUblication On a regUlar basis of the ILO
inquiry into the cost of social security (tenth
and eleventh inquiry);

The provision to GovernmEnts of actuarial and
other technical advisory services'

The collection and dissemination of information:

Three major studies on the relationship between
welfare and primary health prof,rammes and social
security, on new methods of financing social
security benefits, and on the participation of
workers and employers in the administration of
social security.

I ...
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(b) For the harmonization of legislation:

Activities for the protection of migrant workers
in Europe;

The preparation of a European multilateral
agreement (Eastern Europe and ,Iestern Europe) 0

The social protection of European boat:men:

Technical support for regional organizations In
developin0 countries for migrant workers.

'79, The foregoing is, of course, a presentation of the
programme for budgetary purposes, and it does not nrovide
the medium-term perspective we would have wished for. On
the whole, the programme is characterized by its modest
proportions (measured by the number of professional staff,
accounting for only 15 work/years including 4 in the
regions), and by the fact that the managers of this well­
established programme, which was launched more than 60
years ago, have clearly become aware of the need for a
readjustment of its general approach.

The studies relating to new methods of financing and
the relationship beh,een social security and welfare and
primary health-care programmes are intended to prepare the
way for such a readjustment of the prograMne. Having
shifted its focus in 1943-1941~ from social insurance'o to
;'social securityL, the programme must nOvT move into a
third phase and adjust to the problems of the ~ost

disadvantaged segments of the population, both in rural
and urban areas, "here the traditional approach to social
security is impracticable. Thus, in addition to
traditional activities relating to the draftine of
legislation or the organization of social security
schemes the programme includes activities involving this
readjustment. Thus, in a medium-term presentation of this
major programme a distinction could easily be made
between:

Continuous activities (actuarial advisory
services, application of conventions~ etc.);

An objective involving the harmonization of
legislation for the benefit of migrant workers
(for whom it should be possible to set a target
level or stage)-

An objective involving the development and

/ ...
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adoption by a number of countries of new
financing arrangements and legislation
encompassing welfare and primary health-care
progranL."TIes.

The application of an "objective-oriented structure"
to a major programme of this kind should not, therefore,
present serious difficulties.

80. Environment programmes

Although included in chapter 14 of the United
Nations medium-term plan because of the peculiar status
of the United Nations Environment Programme, the
programmes of the Fund are not comparable to the other
programmes of the United Nations or the specialized
agencies which we have considered so faro

The problem of the presentation and design of UNEP
'programmes" is part of the more general problem of the
planning of activities under programmes financed from
extrabudgetary sources (UNEP, UNICEF, UNDP, other special
funds), whose operating procedures are not comparable to
those of the specialized agencies. For example, the
SUbdivisions of its over-all programme include not only
human and health settlements but also terrestrial
ecosystems, the use of natural resources, water9 the
oceans~ education and so on, all which areas are already
covered by the various agencies in the United Nations
system. In most cases, UNEP does not carry out projects
itself, but negotiates with the specialized agencies with
a view to their undertaking activities to solve problems
which the UNEP Governing Council considers priority
problems.

81. UNEP's planning methods are in the process of
changing. Whereas hitherto, despite a rational
classification, the system was based mainly on lists of
projects and, as CPC noted last year the presentation of
the programme under the United Nations medium-term plan
did not always coincide with the presentation to the UNEP
Governing Council. The Executive Director (following the
recommendation of CPC) has proposed to the Governing
Council that changes along the following lines should be
introduced into existing planning practices (UNEP/GC/7/6
of 24 January 1979):

UNEP's planning methods should foster the
development of joint planning within the

The planning methods
applied by UNEP are in
the process of
changing, and this
should facilitate joint
planning.
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The regional seaa
programme has time­
limited objectives; an
objective-based
structure could also
be adopted for the
world oceans
programme.
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framework of a system-wide medium-term environment
progrmnme (S1~"TEP);

The preparation of the chapter in the United
Nations medium--term plan should be submitted to
the UNEP Governing Council before being
transmitted to CPC;

There should be a major programme on the
environment in the United Nations medium-term
plan, and its subdivisions should be called
prograrrones'

Time-limited objectives should be set for the
various subprogramroes;

These objectives should serve as the basis for
thematic exercises in joint planning.

This theoretical framework would be thoroughly
conducive to the solution of the problems stemming from
the adoption of the new Objective-oriented structure
proposed in the preceding chapter.

82. We did not have time to review, as we would have
>rished, the UNEP "oceans;' llrogramme. 15/ However,
reference to the documents-describing~hisprogramme
(programme for the environment submitted by the Executive
Director on 20 June 1978 (UNEP/Gc/6/7), shows that it
could very easily be broken down into time-limited
objectives. It includes:

A regional seas programme; 15/

A world programme 15/ On pollution of the marine
environm~nt-andon~he living resources of the
seao

The regional seas programme, which is broken down
into several sets of activities, each relating to one of
the seven seas currently covered (Mediterranean, Red Sea,
Gulf of Guinea, etc.) is in fact a programme for the
institution of agencies. The aim is to bring together the
States bordering on each sea, in a regional institution,
for the purpose of carrying out and financing jointly

15/ The terminology for these various subdivisions
needs to be reviewed in the light of the proposals made in
the preceding chapter.
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prosrffimnes in such areas as pollution control and
resource development. This is a type of activity for
which it is easy to set specific time-limits. In any
case, the Executive Director of U1ffiP would like lmlEP to
terminate its involvement when the intergovernmental
programmes in question have become operational. These
institution-buildine programmes are managed directlY by
Ui'lEP without any intermediary involvement of other
agencies in the United Nations system.

The world programme with its two subdivisions
(pollution control and living marine resources) is, on
the other hand, an example of activities delegated by
U~~P to other agencies in the system.

Each of the subdivisions corresponds to a set of
projects executed by other organizations (IMCO, FAO,
UNESCO, 1:1MO, HHO, IAEA and the United Nations, in the
case of pollution of the marine environment; and FAO,
UNESCO, IUCN (International Union for the Conservation of
Nature and Natural Resources) in the case of living
resources of the sea). The various activities promoted
by the programme mainly cover research and the setting of
standards. It should be possible in the case of both
types of activity to set time-limited objectives of the
kind we recommended in paragraph 60. Further efforts are I

needed, however, to define them with greater precision.

83. Because of the shortage of time, we were unable to
make as thorough a study as we would have liked of the
applicability of an objective-oriented structure. Some
conclusions, however, can be drawn and avenues of
research identified. It seems certain that, if a
reasonable attempt at analysis is made, it is nearly
always possible to set time-limited target-objectives,
either in the field of public administration, Or
statistics, the environment., educational planning, social
security, regional seas or pollution of the oceans. Of
course, this sampling does not cover every possible type
of major programme but it is sufficient to show the
direction in which efforts need to be made in devising
universally applicable solutions.

84. Naturally, further effort is needed to introduce
greater precision into the methodology and facilitate its
application. To that end, attention should be focused,
in particular, on four aspects:

(a) The definition of the nature of each programme
and its distinctive features;

~/hile this limited
review shows the
possibility of
applying an objective­
based structure to
various types of major
programmes.

it also highlights the
need for further
study:
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(b) The need to integrate the contributions made by
the United Nations to the solution of various problems
with the efforts of the international community as a
whole;

I (c) The use, of contributions from the various
programmes and funds (UNEP, UNICEF, UNDP, etc.), for the
development of joint planning;

(d)
problems

The use of typologies for situations
to facilitate technical co-operation.

and

85. (a) Definition of the nature and sharacteristics of
each prop;ramme

As SOOn as an attempt is made to define time-limited
target-objectives for a major programme, it becomes evident
that account must be taken both of the characteristics of

on programme typOlogy, the situation with which each prograrne must deal, the kinds
of problems involved, the length of time that a major
program~e has been in existence, the results already

I achieved, the general context in which the programme is
\ operating (in particular, its institutional environment),
I the degree of consensus obtained on its objectives, etc.

For example, the initial, and usually readily
identifiable, tasks of a new major programme in an area
that has not yet been fully explored, will be:

To make a series of studies aimed at acquiring a
basic understanding of the matter under
consideration ~i

To develop an initial general action theory er the
first "codes of conduct 11 ;

To establish an institutional network for teaching
and research, etc.

On the other hand, a programmp. which has been in
existence for a number of years will u""ally have attained
these initial objectives. In the case of such programmes,
therefore, what will need to be done is to define more
precisely the area in which research should be carried out
in greater depth, methodology improved, training
developed, information better organized, and so on. The
establishment of a major programme typology taking account
of the main characteristics of those programmes would
certainly be One way of facilitating the implementation of
an objective-oriented structural approach.
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(b) _I_dentifica~ion s:.:L.j:l!:~_Vnt1;~.Q--!~T.-?~.tons
contribution in the context of the efforts of
the i~ter;,-ationaiC:~;;;;;UEit:,,-.as__"'-"iilioJci:----

As lie have seen~ the degree of concern to involve
Member States in the definition of major prograrnnlE
objectives has varied from organization to or8anization~

The efforts made by \nIO in this area are exeDlplary, but
they do not make it possible adequately to identify the
nature of the WHO contribution to the pursuit of the
obJectives of the 1"Jember States themselves 0 This
difficulty is very widespread" AccordinGly.) further
efforts should be made to find methods to facilitate
better identification. In this connexion, there is no
doubt that the introduction to the medium-term plan,
which vIe shall discuss in the next chapter.., can provide
valuable assistance. It is very important <) however ~ that
parallel efforts should be made to identify more clearly
the specific roles which should be assigned to each of
the rrotagonists associated in the pursuit of a global
obj ective ') namely, Member States and organi zations in the
United Nations system. In that regard, the joint
planning exercises should play a decisive role.

87. (c) Definition of the role of the various
Eog~~e~-~md f:;;-nds_JjJ!lJil::-,,~_II!'IICEE,_jJi~-"-l_etc. )

The example of UNEP served to show that the setting
of time-limited objectives relating to the environment
within the United Nations system could serve as a
catalyst for a number of joint planninp: exercises. We
have also pointed out that the system of areas of
concentration used by UNICEF in its country programmes
might usefully be considered by a great many
organizations. There seems to be a need, in general; to
ascertain how the contribution of progra'1l!l1es and funds
could help with joint planning within the framework of an
obj ective--oriented structure.

88. (d) The advantages S'f d~y"elollinf tYllolordes for
situations and problems with a view to
facilit atingteChnicai _cO-:9-llerat)o-ri--

With several of the examples studied (statistics,
environmental protection, educational planning), it soon
became apparent in discussions with programme managers
that the only way of clarifying the role of the
international organization) providing t1ember States with
the "",ork tools" they need and makinr technical
co--operation activities really plannable, waS to define a

on identification of
the contribution of the
Uniteci_ I\Tations

on the role of
Programm.es and Funds in
joint planning,
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and on a. typology for
situations and
problems,

Arrangements must be
made to involve
progra.mme managers in
tLe definition of
planning methodology,
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typolo,O;Y for situations and problems which have to be
dealt with. This endeavour, which has already beer
undertaken by SONe offices" should be developed quickly.

89. The various studies mentioned above can be carried
out only with the participation of the officials in the
various secretariats who are responsible for designin~ and
implementing major progr~Jnes. The method of imposing a
medium-term planning formula by means of instructions can
continue to be used only if supplem£nted by a discussion
of methods by those who have to apply them. This is the
only reasonable course to follow if a satisfactory
planning system is to be instituted. \le therefore feel we
should recommend the adoption of measures to enable
prograL~e managers and other staff responsible for the
implementation of major United Nations programmes and, if
possible, working in other organizations within the
system, to particinate in discussions concerning the
improvement of planning and programming methodologies. A
simple, uncomplicated structure should be set up for this
purpose.
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Types of decisi ons which Eember States should be able to take. /
Descriptive outlines of major programme policies. ~

~ -=E~,s~t~ablishment of priorities. ~

90. The points discussed in this report 'TOuld seem, as a ,.,hole,
to indicate that a planning system based on an objective-based
prograrmne structure should enable tlember Ste,tes to make a
number of informed choices. These choices, ",hich the present
system does not allo,., for, relate to:

(1) The maintenance~ elimination or, in any case~

verification of the usefulness and effectiveness of
the continuous functions,

(2) The general orientation of each programme, as
determined, in particular, by defining the share
allotted to research, training, technical
co-operation and to other categories of activities,

(3) The establishment within each programme of the
various time-limited target objectives,

(4) Finally, the general definition of priorities
for United Nations programmes as a whole and,
possibly, for those of the United Nations system,
in the light of the criteria laid down by the
General Assembly, and especially those of the
neU international economic order.

91. The instruments which should enable such choices to be
made are, essentially:

(a) \Jithin each major prograrl!'le, an outline of the
\/programme pOli cy 1i giving, in particular:

The reasons for the apportionment of the various
categories of activity, and

An exact description of the continuous
functions')

The various possible types of time,·,limited tarfiet­
objectives.

(b) For the prosr~ues as a whole, an introduction to
the medium-term plan providing a global analysis which puts
into perspective the choices suggested for each programme
by measuring them against the existing general criteria.

Member States
should be able
to make four
types of
choice.

The instruments
;Thich should
facilitate this
are:

the policy
outlines for
major
programmes,

the
introduction
to the medium­
term plan.
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A. Descriptlve outline of n~jor D!ogramme Dolic~es

92. The corrJUents made in the preceding chapters give a clearer
idea of the manner in 1tThi ch descriutive narratives of maj or
programme policies should be presented~ both in extensive, in­
depth studies ~nd in summary form in the ~edium-term plan.

The purpose of such narratives should be to enable Hember
States:

To become familiar with all aspects of the problems to
"Those solution a po.rticular major programme is supposed
to contribute~

To define the roles to be assigned to the international
organization to enable it to contribute to the solution
of the problem.

93. In this respect, it seens to have been generally agreed by
all the planning specialists c,ithin the United Nations systerr
that descriptions of the contents of major prograL~Qes, pro~ranmles

and subprograrr@es should clearly explain the situation~ the
problems and the progress already made, the strategies or pOlicies
proposed and the objectives. There thus seems to be an accepted
general pattern which is in fact recommended in the instructions
sent by the heads of organizations for the preparation of plans.
The feneral agreement on this has actually been explicitly
formulated as a result of the "'ork of the CCA0 workinr, party, and
paragr8phs 30 to 34 of the ACC annual report for 1911-1918
(E/1918/43/Add.2) contain a series of recommendations on the
subject which Rpply to all the organizations. They state,
inter alia:

ilThe medium~-term plans should cant ain:

R.
evolution
long-term

Descriptions
both in past
period;

of problems~ their situation and their
years and as expected in future over a

b. Progr~Mle policies and criteria derived from ~;

c. Statements of objectives and, for each of these
objectives, (1) targets (subobjectives), the achievement of ,~,ich
can be verified, if possible; (2) approaches or strategies for
reaching the targets (subobjectives) and realizing the
objectives; and (3) types of activities related to the
oDjectives vith an indication of location and~ if possible"
timing;
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d. Indications showing shifts In eBphasis~ where
possible." 18/

These recommendations merely confirm the decisions taken by
the General Assembly with regard to the United Nations plan
(para. 3 (c) of resolution 31/93 of 14 December 1976).

94. Unfortunately, the gap separating this agreement on
general principles from actual practice remains very wide.
In the case of the United Nations, the reaSOn lies:

Firstly, in the fact that the instructions on
preparation have failed to situate the place and
role of the desired developments correctly,

Secondly, in the loose interpretation given by
the drafters of the outlines to the key words used
in the instructions: strategy, objective, impact, etc.

The instructions for the preparation of the medium-term
plan in fact:

Situate the main developments, particularlY with regard
to strategy, at the sUbprogramme level, whereas it is
at the major programme level that an outline of
strategy or of policy is needed;

Call for an outline of the "strategies" for
sUbprogrammes covering two consecutive periods
1980-1981 and 1982--1983, which negates the very
notion of a strategy.

The model forms (Plan Form 1), on the other hand, do not
provide for any policy outline explaining the choice of
objectives, at either the programme or the major programme
level.

It is hardly surprising, then, that the planning
structures do not reflect the real meaning of the key words.

18/ This document also contains interesting recommendations
concerning the formulation of objectives. For example:

(i) Objectives should be expressed in terms of a situation
to be achieved or maintained and should be outward­
looking, i.e., directed towards an external impact;

(ii) They should be framed in such a way that progress in
attaining them can be verified, 1Ji thout unduly costly
data collection. The indicators to be used in verifying
progress and the target groups to be reached should be
identified.

Unfortunately
in the United
Nations the
instructions on
preparation
have
misinterpreted
the notion of
strategy and
the role of
descriptive
outlines.
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of
continuous
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major
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far the most
important) ,
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95. It is, therefore, essential, if descriptions are to serve
the intended purpose, naJllely to provide Ilember States with the
information necessa~J for the definition of the policy and
objectives of each major programme, to clarify a number of
points:

(1) In the new objective-oriented programme structure ,rhich
we are proposing, there are three levels for which there should
be three correspondin~ types of descriptive outline:

rrhe level of il cont inuous funct:Con tl sections ~

The "major programme pOlicies" level,

The level of programmes (with time-limited objectives);

(2) At the level of the "continuous function" sections,
fairly brief descriptive outlines should give:

The reason for the existence of the function,

A description of the content (regular pUblications,
monitoring methods, etc.),

A list of performance indicators.

(3) The most il'lportant part of the narrative at the level
of the "major programme policies", should be situated since
it should be designed to explain which time--limited targets­
obj ectives the ';programmes" miGht focus on and the reasons for
choosing a certain number of them in preference to others.
These descriptive outlines of major programme pOlicies should
therefore contain:

(a) A description of the situation and of the problems
arising from it;

(b) A definition of the principles on the basis of which
the organization is called upon to act;

(c) A description of the efforts already made to resolve
these problems, both by !'ember States and by the
international organizations and the United Nations,
and the results already obtained;

(d) '!here apPropriate, a reference to the continuous
functions which have contributed to these results (an
exact description of the functions being given in the
section set aside for this purpose);
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(e) Proposals for time-limited target-objectives
and corresponding programmes. These together
would constitute the United Nations contribution
to the solution of the problems considered. For
each of the programmes, an indication of relative
size (for example, in terms of the number of
Professional staffj, and of the amount of resources
to be allocated, might also be given;

(f) A proposed choice ronong the possible objectives:
alternative choices open to I1ember States (this
paragraph would be 81l1ended when !Tember States
had loade their choice and the final plan adopted
would indicate only the choices made and the
reaSOns for them). 19/

12! It may be useful to mention that, of the various
definitions of descriptive policy outlines ,mich have already
been given within the United Nations system, the one which seems
best suited to the methods we have recommended is contained in
the instructions prepared by the Director-General of UllliSCO in
1975 for the preparation of his organization's mediuril-term
plan. These instructions provide, in essence, that "medium­
term objectives" (which in fact are the objectives of each
programme) should be "developed" in accordance with a four-
part plan comprising:

A statement of the problem, briefly reviewing the
global situation in the specific and limited field
to which the objective relates;

The historical background to the efforts already made
or action undertaken in that particular field by Member
States, where appropriate, and by the organizations
and institutions ,dthin the United Nations system and,
lastly, by UllliSCO;

A description of the Organization's principles for
action to achieve the objective, Le., U!lliSCO's "theory"
on the subject;

The targets and corresponding variants.

It should be noted that the word "target" (cible) is used in
this terminology to designate what I'!ould be described in the
United Nations as a time-limited objective. In this respect,
l1e may quote the following passage from the instructions:
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is the result
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(4) At the level of each programme, much briefer
descriptive outlines should give only:

A description of the proposed time-limited target­
objective;

The plan of operations proposed for attainment of the
target-objective (this plan of operations should not,
save in exceptional cases? cover programme elements)~

B. Establishment of priorities

96. The establishment of priorities, i.e., of the importance
to be attached to the varicus types of activity, either within
the United Nations system as a whole or only within the United
Nations itself, has often been described as an indispensable
exercise. One of the most important results of planning should
be to enable Member States to make these essential choices.
It is unfortunately very difficult to give Member States access
to this power, although at first sight it seems Quite natural
and simple.

97. The main reason for this is that the priority accorded
in practice by the international community to any given sector
in the United Nations system (health, labour, education,
agriculture, industry, etc.) or to any given major programme
within an organization, is the result of a historical process.
This process involves a great many factors, one of the most
important of which is the degree of consensus reached by
Member States in spite of their divergent interests, different
levels of wealth, different philosophies and political systems.

(continued)

Hfor the sake of practical convenience., a medium-term
objective may be broken down into subobjectives, when
justified by the objective's scope and complexity. In such
cases, each subobjective should have a corresponding
target, that is, a description of the desired impact and,
of course, a subprogramme. If each objective is followed
by the corresponding target for 1982, the time-limits and
stages for the attainment of this target must be specified
so as to provide a basis for establishing the seQuence for
each successive biennium in the corresponding budgetary
documents. "

This passage shows that the Director-General of UNESCO was in
favour of "time-limited objectives". Finally, it should be
pointed out that each of the 40 "objectives" adopted by UNESCO
seems to correspond to the level of a major programme as
defined in this report. Subprogrammes or current themes would,
in the proposed new structure ~ correspond to lIprograrnmesll.

I ...
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The sectors in which it has proved easiest to reach a consensus
(health, for example) have naturally developed more than others
(industry or education), in which opinions are widely
diverGent. This phenomenon has been instrumental in
determining the amount of funds which can be allocated to the
various organizations and, within an individual organization,
to major programmes.

98. The other factors include the organizational ability,
the imagination and the continuity or irregularity of the
efforts put into the various administrative units responsible
for the different sectors: such as a good manager who has paid
attention to the ~uality of the staff recruited and has
ensured that a network of correspondants was set up, that the
~uestions he is responsible for studying are dealt with in
an institutional framework and that there is ade~uate

dissemination of information~ has secured the appointment of
a Successor capable of carrying on his work and has given the
major programme the decisive impetus which ultimately ensures
its growth and development. Otherwise, inadequate attention
is paid to the most pressing problems mld the size of the
major programmes devoted to those problems reflects these
adverse or unfortunate circumstances. Other factors, such
as the emergence of new trends of thought, or restructuring
and amalgamations, could have altered the relative
importance of the various major programmes. The interplay
of all these factors has produced the present structure
which reflects a de facto scale of priorities.

99. This scale of importance does not correspond to the
scale of priorities which would be definitively established
if the General Assembly had to decide today on the
cOD@arative importance to be attached to the various major
United Nations programmes or to the various organizations
within the United Nations system. The problem of the
establishment of priorities can, therefore, be resolved
only by specifying future approaches and must be reflected
in decisions on the relative growth to be allowed for the
various major programmes or sectors. It is therefore
understandable that, after considering the problem, the
Committee for Programme and Co-ordination should have
decided that the answer lay in the definition of
"relative growth rates".

100. But this system runs into serious difficulties. On
the one hand, it is impossible clearly to define the
criteria on the basis of which these choices are made.
Account is no doubt taken of the potential usefulness of
each programme or major programme to Member States, of the

of a
historical
process 0

Changes in
priorities must
be gradual.

The present
system lacks
precise
criteria .•.
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apparent quality of management, general policy
considerations, etc. These aspects are important, but they
do not add up to a systematic measuring device. The criteria
applied may vary from year to year. In addition, the present
medium-term plan does not provide Member States with the
information which might enlighten them on this matter and
enable them to determine clearly the underlying political will
of the international community.

101. Lastly, the types of decision taken on the subject of the
development of a programme have no very clear meaning. A
growth rate which allows the head of the administrative unit
coinciding with a major programme to be allocated one or two
additional staff in the Professional category, does not
generally enable him to mobilize the necessary resources, to
add a new time-limited target-objective or a new programme to
his scope of activity. The normal consequence of a decision
on priorities, however, should be to permit increases or
reductions in the li~ht of the establishment or discontinuance
of programmes. v/e need to be able to take this "threshold of
growth" phenomenon into account in the future. 20/

102. The system of objectives-oriented structures proposed in
this report could help to remedy most of these problems. The
presentation which is recommended should facilitate, on the
one hand, choices relating to the continuation or
discontinuance of functions or programmes within each major
programme. 21/ Consequently, the trends towards growth or
reduction defined as a result of decisions on priorities
could be reflected not in percentage increases in the funds
made available but in decisions to institute or eliminate
programmes. It remains to be seen how Member States could
obtain the information they need to define these trends or
approaches. This is the function which the Introduction to
the medium-term plan should be able to perform.

20/ Member States have considered this question on many
occasions. In a series of evaluations by CPC of certain
major programmes, it was requested that an estimate be made
of the type of change which would result from a 20 per cent
increase or decrease in resources. Variations of this
magnitude could result either in new programmes or, on the
other hand, the discontinuance of existing programmes.

21/ This corresponds to choices 1, 2 and 3 defined ln
para.87 above.

/ ...
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103. It is important to take a decision on the nature of this
document. In other words, the following should be specified
qui te clearly:

The type of information and guidance which Member
States would like it to contain;

The stage in the process of preparation and
discussion of the medium-term plan at which the
document should be distributed.

104. Here we can only make a few suggestions to facilitate the
decisions which should be taken. With regard to the date of
distribution, it would seem that, if the introduction is to
serve all the purposes expected of it, it should be distributed
some months before the document containing the medium-term plan
itself. A minimum of six months would seem reasonable if the
views of Member States on the document are to be obtained and
if there is to be sufficient time for these views to be taken
into account in the preparation of the medium-term plan
itself. Various solutions are conceivable, such as the
convening of a special session of CPC or of the Economic and
Social Council, or both, to consider the document six months
before the plan is submitted to the same intergovernmental
committees, or consultation of Member States in writing, by
means of a questionnaire accompanying the document.

105. With regard to the contents of the Introduction, the
following components might be considered:

(a) A description of the relative importance of the
major programmes within the United Nations and, possibly,
of the relative importance of the major sectors within the
United Nations system. So that this description might
serve as a point of departure for the description of
priorities, it might well be supplemented by background
information indicating the differences in growth rates
among the various major programmes, or sectors, and
attempting to explain the reasons for them;

(b) A number of tables, diagrams and descriptive
outlines indicating, for each major proeramme (or for each
sector) the scope and nature of the continuous functions,
the nature and percentage distribution of the activities
devoted to research, technical co-operation, dissemination
of standards, etc.;

This document
should be
distributed at
least six months
before the draft
plan.

The Introduction
could provide
information on
existing
priorities and,
in particular,
could examine
the criteria
for choices.
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(c) An examination of the criteria which Member States
might apply in establishing subsequent trends or guidelines.
This, the most important and most difficult section, should
examine:

(i) The political criteria, that is, those laid do,m hy
the General Assembly or by the Economic and Social
Council and, possibly, by the General Conferences
of the specialized agencies which establish guidelines
for the economic and social activities of Member
States and of the international organizations, the
new international economic order, etc.~

(ii) The most precise criteria resulting from the
definition of development strategy and, possibly,
from the guidelines established by the regional
economic commissions;

(iii) Criteria for effectiveness, that is, criteria for
assessing the capacity of the international
organizations and of the United Nations, in
particular, to make useful contributions to the
solution of the problems considered to be the most
urgent in existing economic and social circumstances:

(iv) Finally, criteria for the apportionment of tasks
among the international organizations themselves,
which might be used for joint planning exercises.

On the basis of these criteria guidelines should be set to
determine the specific choices which would give the next plan
its originality and individuality.

(d) Finally, the Introduction might perhaps reflect,
even more precisely, the various options open to Member States
by suggesting the major programmes which should be developed,
the joint planning themes which should be considered to be of
fundamental importance, the reductions in activities which
should be considered, etc.

106. It should lastly be noted here that the political scope
and the size of this Introduction could vary considerably
according to the field to which it applied - whether it was
confined to the United Nations plan or, instead, covered the
establishment of priorities within the United Nations sytem
as a whole. In the latter case, it would considerably
facilitate the development of joint planning, and the
possibility of its use for this purpose should, therefore, be
given very serious consideration.

/ ...
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107. In short, then, the Introduction could become an
extremely useful instrument in that it would provide Member
states with a global perspective and enable them to determine
the nature of the contribution which the United Nations and
the United Nations system could make to economic and social
development within the framework of the collective efforts of
the international community as a whole (new international
economic order, development strategy, possibly regional
development plans, etc.).

system, it
would
considerably
facilitate
joint planning.
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/Chapter VIII/

/Princi~al reco~mendations/

The principal recommendations of this report are contained in chapters Ill,
V, VI and VII. We shall confine ourselves here to a recapitulation of the
essential points in a logical order.

RECOMl'fENDATION No. I - Adoption of a plan with fixed-time horizons

(a) In order to give the necessary importance and time to the preparation
of the plan, and to facilitate the adoption of an objective-based strucutre, the
medium-term plan should have "fixed-time horizons".

(b) It should be drawn up to cover a minimum period of four years, On the
understandinr, that an attempt should be made to harmonize the United Nations
planning cycle with that of the other agencies of the United Nations system. 22/

{Chapter III, paragraph 2'2J
RECOT~fENDATION No. 11 - Establishment of an objective-based programme structure

(a) The Organization's activities would be classified according to two
categories: those which are programmable and those which are not. The
non-programmable activities would be described in separate chapters or sections.

(b) The present four-level programme structure (major programme, programme,
subprogramme, programme element) - where the "programme" and "subprograJl1Jl1e"
(levels 2 and 3) are not based on any precise criteria - should be replaced by
an objective-based structure.

(c) This structure would have the following characteristics: the "major
pr::>gramme" (level 1) and the "programme element" (level 4) would remain unchanged.

The intermediate levels would comprise:

(i) "Continuous-function" sections, which would contain the description of
all activities of an unquestionably continuous nature;

22/ If a four-year cycle was adopted for 1982-1985 and then for 1986-1989,
the second four-year plan could coincide with the major portion of the six-year
plan of the bulk of the other organizations envisaged for 1984-1989. This is but
One possible method.

/ ...
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(ii) "Programmes" of widely varying dimensions, focusing all the other
activities on time-limited tar~et-objectives.

The "subprogramme" level would either be abandoned or be us eo. only for the
apportionment of "programmes" among the various administrative units co-operating
in their execution (individual departments, regional commissions, etc.).

(d) The methodology which would be used to organize the activities of a
major programme around time-limiteo objectives would be as described in
paragraph 60 of this report. This method would later have to be improved and
refined.

{Chapter V, paragraphs 41 to 6rjJ

RECOMlffiNDATION No. III - Adoption of an "in-depth stud,y" system

(a) In-depth studies should be prepared for each of the major programmes,
setting out the proposed policy for each programme (following the outline in
recommendation No. V hereunder).

(b) These studies, of the order of 40 to 100 pages in length, would
initially take the form of preparatory documents for the medium-term plan
("in-depth studies format 1"). The documents would serve as a basis for
discussion of the medium-term plan by all the expert or intergovernmental
committees involved in the preparation process, before the plan is transmitted to
the Committee for Programme and Co-ordination (CPC). After amendment in the
light of the comments and suggestions received from these committees, sQmmaries
of the studies would form the basis for the drafting of the portions of the
medium-term plan corresponding to each major programme.

(c) "In-depth studies format 2" would then be prepared on a regular basis,
at a rate of three to five per year, for submission to and consideration by CPC,
the Economic and Social Council and the General Assembly. The first part of
each of these studies would consist of an eValuation of the corresponding major
programme.

{Chapter Ill, paragraphs 18 to 211
RECOM}1ENDATION No. IV - Adoption of a time-table for the preparation of the

medium-term plan

(a) The preparation of the medium-term plan should take place over a period
of approximately 18 months comprising:

Approximately four months for the preparation of the "in-depth studies
format 1";

Approximately four months for consulting the various expert and
intergovernmental committees involved in the preparation process before the
plan is considered by CPC;

I ...
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Two months for collatinF, the comments and draftinF, the text of the medium-term
plan;

Six to seven months, from May to November, for consideration, discussion and
final drafting of the medium-term plan by CPC, the Economic and Social
Council and the General Assembly.

(b) Special procedures would have to be envisaged to enable the competent
expert and intergovernmental committees to consider the in-depth studies format 1
during the period provided for th8t purpose, before the epc session.

LChapter Ill, paragraphs 22 and 211

RECOI~lliNDATION No. V - Presentation of ~olicy descriptions of ma~or programmes

(a) The presentation of the pOlicy descriptions of major programmes in the
in-depth studies and in the chapters of the medium-term plan should be in the
following sequence:

1. v~rld situation in the sector under consideration an~ associated
problems;

2. Principles for action defining the nature of the intended contribution
of the United Nations to the solution of the problems;

3. Account of past efforts by Hember States, by the United Nations system,
and by the United Nations itself;

4. Identification and brief description of continuous activities;

5. Definition and explanation of reasons for proposing time-limited target­
objectives on which the Organization's activities could be focused
(a choice of alternatives for 11ember States);

6. Proposal concerning the choice of objective (in the final version of
the plan document this paragraph would be replaced by an explanation of
the choice made).

(b) Briefer narratives should be devoted to:

The description of continuous functions;

Each programme.

lChapter VII, paragraph 9i7
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RECO!"'IENDATION No. VI - Role of the introduction to the medium-term plan in the
establishment of priorities

(a) The document entitled "Introduction to the medium-term plan" shoule]
be dravtl np with the intention of helping Member States to define the priorities
10Thich should (';uicle the Secretariat in preparing the draft medium-term plan (and
at a later stage the prof',ramme budget).

(b) This document should be submitted to 11ember States several months
prior to the preparation of the draft medium-term plan, so that their opinions
can be solicited in good time.

(c) The document should cover developments relating to:

The description of the priorities which actually exist (relative importance
accorded to individual sectors or individual major programmes);

The criteria to be used by the !1ember States to define priorities, and, in
particular, the implications of General Assembly decisions relating to the
new international economic order and the development strateey, economy and
efficiency factors, etc.;

Methods for applying these priorities in the draft medium-term plan.

A decision should be taken on the extent to which this Introduction will
the problem of priorities within the United Nations system as a whole.

{Chapter VII, paragraphs 1021 to 10.§.7

RFCOr~lENDATION No. VII - Consultation with officials responsible for executing the
major programmes on the improvement of planning and
programming methodology

Arrangements should be made to ensure that those responsible for executing
the major programmes are involved in the coming months in discussions on the
improvement of the planning and programming methodologies.

{Chapter VI, paragraphs 84 to eLl

/ ...
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/ANNEXES/

Definitions of the four programming levels as adopted by the
Administrative Committee on Co-ordination

United Nations: list of major programmes

International Labour Organisation: list of major programmes

World Health Organization: list of major programmes

UNESCO: list of major programmes

Tentative "mock-up" of the presentation of a programme in
the medium-term plan. Example: public administration programme

Breakdown of a major programme - "Statistics" - into programmes
and sUbprogrammes

Programming at WHO

Extract from document EB 63/PC/WP/5/Rev.l: global medium-term
programme for the promotion of environmental health
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Annex I

DEFINITIONS OF THE FOUR PROGRAt~1ING LEVELS AS ADOPTED BY
THE ADMINISTRATIVE COl4MITTEE ON CO-ORDINATION IN ITS

REPORT EI5803 OF 28 APRIL 1976

112. Programme narratives

"27. In October 1975 ACC instructed the Task Force to give priority to the
harmonization of programme narratives in the programme budgets. The overriding
importance of this for making comparisons is self-evident but the difficulties
involved are also very great. The Task Force singled out three separate issues
for consideration: (a) the hierarchy of substantive programmes and the need to
identify 'narrative levels'; (b) minimum information re~uirements for narratives;
and (c) treatment of programmes for administrative and supporting services.

"28. Perhaps the rr.ost useful single achievement by the Task Force has been the
identification and agreement on four levels for the subdivision of organizations'
over-all programmes, together with recommendations on the levels on which they
would normally include their detailed programme narratives. The four levels,
with examples of each, are the following:

"Level 1 - Ha,i or programme corresponds to a major purpose or function of the
organization for which objectives may be set. Normally these objectives are of
such a long-term nature that no time-frame can be established for their attainment.
The level is often used for purposes of aggregating budget data or for
appropriation purposes. It includes such existing aggregations of prograrr@es as:

Population (United Nations);
Development of skills and aptitudes for work (ILO);
Conservation of resources and control of diseases and pests (FAO);
Education (UNESCO);
Environmental health (WHO).

"Level 2 - ProgrEil1lI!le is a grouping of related subprogrammes directed at the
attainment of one or more objectives that contribute to the broader objectives
of the major progra~~e at level 1. At this level some organizations include
detailed narratives and specific objectives. For some there is no need for any
further breakdown of the over-all programme narrative, and in such cases the
detailed recow~endations of the Task Force on the minimum re~uirements for
narratives at level 3 would take effect at this level. Examples of current
programme titles that might correspond to this level are:

Population in the ECA region (United Nations);
Vocational training (ILO);
Control of diseases and pests (FAO);
Higher education and training of education personnel (UNESCO);
Basic sanitary measures (lVHO).
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"Level 3 - Subprogramme is a coherent collection of several activities
directed at the attaiTh~ent of one objective, and which is capable of being evaluated
in terms of output indicators and, normally, success criteria. To the extent
possible, the evaluation should be in terms of its impact on conditions within
and among the countries of the world. At this level most of the organizations
represented in the Task Force would include detailed narrative material, including
statements of subobj ectives. Typical "xamples of current programme titles at
this level would be:

Demographic projectiolls (United Nations);
Industrial vocational training (ILO);
Control of African animal trypanosomiasis (FAO);
Higher education (UNESCO);
Wat er supply (TNHO).

"Level 4 - Programme element is either:

(a) A project, directed at a precise objective in terms of output over a
prescribed period of time, the achievement of which can be verified; or

(b) A continuing activity with a measured output. It contributes to the
objective of a level 3 subprogramme, is composed of elements which can be costed
and is normally the managerial responsibility of one person. Examples of such
programme elements are:

Estimates and projections of total population by seX and age for individual
countries (United Nations);

In-plant training scheme (Iraq) (Field project) (110);
European Centre for Higher Education (Bucharest) (UNESCO);
Algeria - field project ('~O).

"29. Even if some organizations find that their programmes do not require them to
use all four of these levels, the across-the-board presentation of programme
infor~ation under them will simplify interagency comparisons. It is also
particularly helpful that the detailed narrative material will be at level 3."

/ ...



Annex 11 - United Nations

Number of Professional staff

Major programmes

6

9

10

13

14

15

16

17

18

19
20

21

22

23
24
25

26

27

28

List of major programmes

Internationul justice and law

Human rights

International drug control

Development issues and policies

Environment

Food and agriculture

Human settlements

Industrial development

International trade

Natural resources and energy

Ocean economics and technology

Population

Public administration and finance

Science and technology

Statistics

Transnational corporations

Transport

Women and special groups

Major programmes unique to the
regional commissions

RB

53
42
31

167

49

36

50

545

215

105

8

37
24

32

128

37
47
78

34

XB

2

9

39

85

34
36

100

38

44
1

54

10

5

37

5
20

24
29

Total

55
42
40

206

136

70

86

645

253

149

9

91

34
37

165

42

67
102

63

I
ex>
o
1

RE: Regular bUdget.

--- XB: ExtrabudgetarY resources.



Annex III - International Labour Or~anisation

Man/years and man/months
per biennium

Major pro~rarnmes

50

60

70

80

90
100

110

130

150

160

250

260

270

280

285

List of ma,jor pro~rammes

International labour standards and human rights

Employment and development

Training

Industrial relations and labour administration

Working conditions and environment

Sector~.l activities

Social security

Statistics and special studies

International Institute for Labour Studies

Personnel

Management of field programmes in Africa

Management of field programmes in the Americas

Management of field programmes in Asia
and the Pacific

Management of field programmes in Europe

Management of field programmes in Arab states

RB

89/00

121/11

103/06

97/04

155/08

98/03

43/11

52/08

4/02

86/00

248/00

196/00

235/03

76/00

39/00

XB

49/08

76/04

6/04

3/04

19/06

3/04

1/02

64/00

2/00

6/00

4/00

13/00

2/00

Total

89/00

171/07

179/10

103/08

159/00

117/09

47/03

53/10

4/02 I
co

150/00 ""'I

250/00

202/00

239/03

89/00

41/00

.......

RB: Regular budget.

XB: Extrabudget ary re sources •
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Annex IV - World Health Or~anization

In mU:;3rns ef $

Maj or programme~ List of major pro~rammes RB XB Total
~- ---

3.1 Health service development 51.5 26.7 78.2
3.2 Family health 12.9 70.7 83.7

3.3 Mental health 4.8 2.4 7.2
3.4 Prophylactic, diagnostic and therapeut ic substances 8.6 1.7 10.4

4.1 Communicable disease prevention and control 66.0 151.0 217.0
4.2 Non-communicable disease prevention and control 10.8 17.0 27.8

5.1 Promotion of environmental health 26.1 24.8 50.9
6.1 Health manpower development '52.3 20.1 72.4

7.1 Health information 42.9 9.6 52.5

nB: Regular bUdget.

XB: Extrabudgetary resources •
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Ma,j or programmes

I

II

HI

IV

V

VI

Annex V - UNESCO

List of major programmes

Assurance of human rights

Reinforcement of peace

Man as the centre of development

The application of science and technology for
man and society

Educational action in response to individual
and social requirements

Quantitative and qualitative improvement in the
opportunities for certain groups to achieve
their individual and social potential

%of programme resources

9.36

1.44

9.58

13.96

25.00

9.24

----

VII Man and his environment 16.54
VIII Population 0.64 ,

co
IX Communi cation between persons and between peoples 5.40

LV
I

X Transfer and exchange of information 8.83
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Annex VI

Conference Room Paper No. 1
12 September 1978

ORIGINAL: ENGLISH

C01~1ITTEE FOR PROGRAMME AND CO-ORDINATION
Eighteenth session
28 August-15 September 1978
Agenda item 9. Medium-term plan for the

period 1980-1983

Tentative "mock-up" of the presentation of a programme
in the medium-term plan*

Example: pUblic administration programme**

8 September 1978

A. Organization

B. Co-ordination

C. Strategy of the Programme

(a) Legislative authority (resolutions of the General Assembly and the
Economic and Social Council)

(b) Problems addressed

(i) Present situation

The Governments, particularly those of the developing countries, have a
number of problems to solve in order to improve the capacity of the public
sector to carry out their policies, particularly those defined in
development plans.

* This is a working paper prepared by Mr. Maurice Bertrand, member of the
Joint Inspection Unit, in order to give an example of the possible presentation of
a "strategy" for a programme.

** This example is limited to the field of public administration (with the
exception of public finance) and to the programme at the United Nations
Headquarters (excluding the regional commissions).

( ...
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The main problems are:

Lack of trained people in the various specialities and lack of training
facilities; political and social constraints hampering the recruitment
of civil servants.

Difficulty in achieving a balance between centralization and
decentralization, proliferation of administrative units, lack of
co-ordination and planning, etc.

Absence of basic information on the structure and composition of the
public sector.

Absence of a methodology for analysing the situation in the public
sector, etc.

(We should add here a description of the various types of situation in
the public sector of the least developed countries, in countries with
a large public enterprise sector, etc. A brief description of types of
situation could be given.

(ii) Development of the discipline of public administration

During the last 10 years, research and teaching in public administration
have developed considerably. It is possible to speak, if not of a
science, then at least of a new academic discipline, of public
administration. The development of this discipline reflects the existence
of different systems of public administration in different countries,
with different types of approaches and different methods, even if a
consensus is developing in some fields.

(iii) Institutional environment of the programme

Training courses in public administration have been developed in almost
all the universities. The majority of developing countries have created
national institutes or schools of public administration. Five regional
institutes are extending their activities. Hundreds of ~egular

publications exist in the field of public administration. But all these
developments are insufficient to meet the existing needs of developing
countries.

(iv) History of the programme and its main achievements

Since its inception in 1953, the public administration programme has,
inter alia,

Established and distributed some 75 pUblications.

Helped a number of countries to create national schools or institutes.

; ...
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Participated in the creation or development of the five regional
institutes.

Helped in the organization of training courses, through a number of
technical co-operation projects.

Supported numerous technical co-operation projects for "administrative
reformH

~ etc 4

(v) Evaluation of the efficiency of the pro~ramme

A recent evaluation of the activities of the programme has shown that:

The programme's publications were insufficiently distributed and
utilized and became largely obsolete without having reached potential
users.

The role of the regional institutes vis-a-vis the role of the national
institutes has not been clearly defined.

Co-ordination of the programme of activities between Headquarters and
the regional commissions of the United Nations, between the united
Nations and the specialized agencies of the United Nations system,
and between the United Nations system and the various regional or
national institutes and universities has been insufficient.

Knowledge of the programme 1 s existing "clientele" has not been well
enough developed and a dialogue with the "clientele" has not been
established.

A change in the conception of the programme and of the methods of work
has to be introduced.

(c) Possible strate~y of the programme

(i) Possible alternative strategy

Bearing in mind Member States' existing needs, the institutional
environment of the programme, the modesty of its resources and the
possibility of developing co-ordination and co-operation, the various
possible orientations of the strategy of this programme could be:

T. To develop training facilities

1. Either by concentrating on the development of training courses by
sending experts, granting fellowships systematicallY, etc.

2. Or by producing training material (specialized manuals or
handbooks) presenting methods and solutions for the various
systems of public administration in the various branches (budget,
personnel, supply~ management methods, accounting, etc.).

/ ...



-87-

IT. To develop support for "administrative reform" projects

1. Either by sending experts recruited on the international market
to advise Governments.

2. Or by developing a method for analysing countries' existing
problems and thus facilitating diagnosis and the adoption
of solutions.

Ill. To help to create new institutes at regional and national level, or
even to create an international centre (as envisaged by the first
resolution on the programme in 1948). l/

IV. To develop information for managers and political decision-makers on
new trends and developments.

V. To pursue all these orientations at the same time.

(ii) Reasons for the choice

Because of the modesty of existing resources orientation V hardly seems
feasible. To try to go in several directions at the same time would not
lead to any measurable result. Orientation III can be eliminated because
there is more need for strengthening existing institutions than for
creating new ones. In the fields of "training" and "administrative
reform" (orientations I and 11), methods used to transfer technology have
consisted in recruiting experts or teachers who have proved their
competence in their own country and sending them to developing countries
to disseminate their personal knowledge and experience. In the majority
of cases, therefore, the nature of the technical solutions proposed
depends directlY on the nationality and the personal background of the
expert. Governments have not been able to choose between the possible
methods and solutions offered by the various systems of public
administration which are linked to the traditions of different
countries, and they have had no possibility of devising solutions
adapted to their own problems using all possible information.

Under these conditions it is a matter of priority in these two fields that:

The most recent advances in knowledge of the various branches of public
administration in the different existing systems be presented in a manner
easily accessible to all interested parties;

A system be devised for collecting data and analysing problems in each
country (methods for reaching a consensus, analysis of structures,
definition of needs, diagnosis of main defects, etc.).

1/ General Assembly resolution 246 (Ill).
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Such a programme of collection and distribution of existing knowledge
and of methodological research could be accomplished in a few years if the
co-operation of the regional commissions, the regional and national
institutes, and the universities were systematically organized. The role
and the programme of the regional commissions and the regional institutes
could be defined with more precision through the creation of this network
of co-operation. All these considerations suggest that the strategy of
the programme should be based essentially on the orientations defined in
paragraphs 1. 2 and 11. 2 above, to the exclusion of the others. The needs
described in orientation IV could be met completely by permanently
updating the various publications (orientation 1.2). Finally, the
strategy of the programme would consist in organizing international
co-operation to provide Member States with instruments of action that the
United Nations is uniquely able to create. This choice would therefore
lead to the creation of the two following subprogrammes:

D. Subprogrammes

Subprogramme I - Creation of a set of manuals (or handbooks) covering the
various branches of public administration

(a) Ob~ectives of the subpro~rammes. To place at the disposal of
Governments, civil servants, specialists, teachers and students as
complete a set as possible of pUblications presenting, in the various
branches of the discipline, the present body of knowledge, methods and
solutions applied in the various systems of public administration; to
keep these publications permanently up to date.

The main fields to be covered would be: personnel management, training
for public service, local and regional administration, tax administration,
planning~ programming and budgeting 9 management of public enterprises,
public service laws and practices, public accounting, customs
administration, public auditing, evaluation, modern management and use of
computers, international bibliography of public administration, systems of
public administration, repertory of institutes, schools of public
administration, etc.

Each of these publications would present the different practices of the
various systems of public administration, give a number of practical and
precise examples, be published in a convenient format and, if possible, in
a looseleaf binding so that they could be kept up to date.

(b) Method of establishment and date of achievement. It would be
necessary, to achieve such an objective, to secure the partnership of the
top specialists in these various fields in the main universities and
institutes of public administration, representing the views of the various
systems and the traditions of the various countries. An important part of
the activities of this subprogramme must be devoted to identifying
partners, organizing their co-operation, obtaining their agreement on the
conception of the various publications, etc. The first biennium would

/ ...



-89-

probably be devoted to preparation and to the first experiment.
One or two pUblications for which usable documentation already exists, and
which for various reasons would be the easiest to produce, could also be
prepared during the first two years. A further two biennia would be
necessary to cover the entire range of problems. So, it could be
estimated that the end of this subprogramme would be 31 December 1986.
Arrangements for keeping these publications permanently up to date should
be part of the programme after 1986.

(c) Clientele and number of copies. In each country, the clientele
for these publications should be civil servants specialized in some of the
fields covered, experts, professors and students in institutes, schools
or faculties of public administration. The number of copies to be
distributed and sold in each of the various languages could be estimated
for each publication by calculating the size of the potential clientele.
It could be roughly estimated, for example, that in English more than
10,000 copies of each of these publications would be a reasonable order of
magnitude.

(d) Achievement indicators and methods of evaluation.

Indicators of volume and performance: number of copies distributed,
number of copies sold.

Indicators of clientele satisfaction: inclusion in each publication
of a very short questionnaire requesting the reader's opinion, and
analysis of the answerS.

Indicators of impact: the main correspondents of the Division could
at fairly regular intervals, for example every two years, transmit
their personal assessment of such results as the regular use of the
publications in educational establishments, adoption of the methods
described by individual countries, etc.

Subprogramme 11 - Establislunent of a methodology for the analysis of
public administration problems

(a) Objective of the subprogramme. A small number of existing
research projects have shown the possibility of establishing the basis
for a diagnosis of public administration problems in a given country. An
accurate knowledge of all available information as to the number,
qualifications, salaries and functions of civil servants in the various
categories in a given country and an analysis of the existing machinery
for performing administrative functions are prerequisites for the accurate
identification of existing needs and for determining the best ways of
meeting those needs, either through training or through the reform of
methods or structure.

However, the methods devised to assist in identifying problems are not
yet sufficiently well known, have not yet been put to sufficient use, and
have not yet been worked out in full detail.
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The objective of the subprogramme would be to develop a complete
methodology for analysing public administration problems within individual
countries and to publicize the results of this research in order to place
at the disposal of Governments a powerful tool for preparing the necessary
reforms.

(b) Methods of execution and date of termination. The execution of
this sUbprogramme would involve the organization of co-operation of the
same type as that described in the previous subprogramme. The
co-operation of top specialists in public administration, political
science, economics and statistics is needed.

The first biennium should be devoted to organizing this co-operation,
developing research experiments in various countries, and establishing the
research programme in detail. The other two biennia would be devoted to
generalizing research experiments in the various regions or countries,
collecting the results of these experiments, preparing pUblications on the
various parts of this methodology, including the distribution of
statistical data, and publicizing these methods and studying with
Governments the possible consequences of their application. The estimated
date of completion of this subprogramme could be 31 December 1986.

(cl Clientele and achievement indicators. The clientele for this
subprogramme consists mainly of Governments (and civil servants
specialized in the study of the structure of public sectors,
administrative reform, etc. l. The clientele among teachers and students
is limited to highly qualified specialists. As a result, the number of
copies of publications could not be considered as an accurate achievement
indicator. The only possible achievement indicator would be:

The number of countries agreeing to conduct experiments in this field;

The number of countries satisfied with the proposed methodology;

These results would be easy to measure at the end of the subprogramme;
special studies would be necessary to measure the final impact.

E. Continuation of the programme after completion of the two
subprogrammes

If these two subprogrammes were completed at the end of 1986, the
activities of the public administration programme would not cease.
difficult to define in advance the orientation which the programme
follow at that point, but it could be as sumed that the development
evaluation methods in the various countries, the comparison of the
effectiveness of the methods adopted, the exchange of information between
the various countries, the reinforcement of existing institutions and the
search for new methods for improving training might be some of the
features of the new subprogrammes to be developed at that time.
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General remarks on this 'lmock_up'iI

1. This paper has been written very quickly in order to assist the
deliberations of CPC and ACABQ and to facilitate the understanding of a possible
different conception of a medium-term plan. It has not been discussed with the
Director of the public administration and finance programme. A more thorough
preparation, had it been possible, would have enabled it to be more precise and more
accurate.

2. Here it a "real" document, this presentation, after revision by the
department responsible for public administration, would not normally be presented to
CPC directly but offered for discussion by specialists (meeting of experts). After
clearance by this meeting, a revised draft could be given to CPC for comments and
observations.

3. The type of decisions that Member States might take on such a proposal
would be:

A. At the time of examining the draft medium-term plan

(a) To examine whether the proposed strategy seems satisfactory, i.e. whether
the choice of subprogrammes corresponds to the real needs of Member States and to
existing possibilities for action. If an alternative strategy were chosen by
Member States, a new document would have to be prepared along the lines indicated by
them.

(b) To decide on the possible importance of the various subprogrammes and on
the dates of their completion.

B. At the time of adopting prograrrme budget:

To approve a list of programme elements for each subprogramme for a two-year
period and to authorize their financing.

C. After the execution of a subprogramme:

To evaluate the results obtained (with the help of the main achievement
indicators) .
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.Annex VII
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Annex VIII

Programming at viliO

I. Programming instruments

Programming at viliO is based on three instruments, totally different in form,
quality and importance:

The general programme of work covering a specific period;

The medium-term programme;

The programme budget.

(a) The general programme of work for a specific period (currently the
Sixth General Programme of Work covering the years 1978~1983) contains the over-all
guidelines of the organization's programme for a six-year period and provides the
general and detailed objectives, together with the pOlicy framework of the
activities which will be explained (that is to say described in more detail and
accompanied by technical information) in the medium-term programme. In fact, this
docu..ment is misnamed, since it is more a "general plan of work" than a tlprogramrneu.
At first sight, one might well wonder about the danger of confusing the programme
of work and the medium-term programme, and whether it might not be better to merge
the two. At the present juncture, this solution would seem to be impossible
because, although the general programme of work actually exists and was adopted
by the World Health Assembly in 1976, the medium-term programme (or rather
programmes) is conceived as a much more flexible instrument, sUbject to periodic
reviews, and is still far from complete.

(b) The medium-term programme (N.B. "programme" and not "plan") V
theoretically covers the Same period as the programme of work. It translates the
policy guidance and strategies defined in the programme of work into activities
and provides, where necessary, further pOlicy guidance, either more general (for
example the Second Development Decade), or more specific but long-term (for
example the International Drinking Water Supply and Sanitation Decade 1981-1990),
or as defined in the resolutions of the regional committees, the Executive Board
or the Assembly (cf. infra).

(c) The programme budget (the current one covers the periOd 1978-1979).
Whereas the medium-term programme gives only a general indication of the financial

11 This terminology is confusing: it is sometimes difficult to differentiate
between the organization's medium-term programme (i.e. the whole series of
programmes) and a medium-term programme (i.e. a series of activities grouped under
one of the six programmes.
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implications of the activities which it describes, the programme budget contains
the specific allocations. The structure of the programme description does not
correspond with that of the programme of work or the medium-term programme. The
new l':programme classi fication structure H~ which is already in use for the programme
of work and the medium-term programme, will in future also be used for the budget.

'rhe basic progranuning instrument is therefore the "medium-term programme "',
since it forms the true link between the level of definition of general and
detailed global objectives (programme of work) and the level of specific activities
of the regional and national plans (the programme budget in its present form being
merely a summary of global analytical statements taken from the two upper levels,
to which financial specifications have been added.

Before looking at the format of the medium-term programme, it is useful to
look at the process of programme formulation, or more precisely the formulation
of each of the six programmes. The originality of HHOls approach seems to lie in
the fact that the dynamic process of programming takes precedence over the static
structure of the document or documents in which a pro~ramme is set out. In other
words, the very structure of the medium-term programme would seem to be largely
determined by the process of preparation, discussion and presentation of the
programme. The flexibility of the approach adopted leads, ultimately, to the final
programming document being seen as a provisional synthesis (that is to say, it may
be changed before the end of the normal six-year period, more especially when the
programme budget is prepared), whereas the process of programme formulation, which
implies the involvement of all levels of the organization, together with the
regional offices and member countries, is seen as a permanent feature of the
organization's work. The integrated nature of \iliO is due to the fact that the
same structures and channels of communication used for programming are also used
for execution, for information feedback and, of course, for evaluation.

11. The fonuulation process gj

In accordance "ith the accepted uno definition of "programme", it can be
inferred that medium-term programming consists in determining - on the basis of
priorities decided at the national, regional and global levels - the objectives
and targets, and the activities to be undertaken. In nrinciple, measurable and
quantifiable targets have to be defined at all levels of prograrr@ing - country,
regional and headquarters. Moreover, viliO makes a distinction between targets,
that is to say, the quantifiable and measurable strategic goals to which its
activities are directed, and output indicators, "hich apply exclusively to the
planning, monitoring and evaluation of WHO inputs.

For the purposes of programming, WHO activities have been grouped under six
principal programming areas corresponding to the subdivisions of the general

2/ The information contained in this paragraph is largely drawn from document
PWG/371S.
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Preparation of a medium-term programme for the years 1978-1983
or is in progress for each of these major programmes:

Complete health services development (programme presentation planned for
1979) ,

Disease prevention and control, which is divided into two "detailed
programmes 11:

Communicable diseases (programme presentation in 1980),

Non-communicable diseases (programme presentation in 1979),

Promotion of environmental health (the programme is ready and will be
considered by the Prop,ramme Committee of the Executive Board in
November 1978),

Ileal th manpower development (already submitted),

Promotion and development of biomedical and health services research (to be
prepared) ,

Programme development and support (to be prepared).

In its final form, the medium-term programme will, therefore, consist of
six separate documents, each comprising the global programme as such and seven
annexes containing the six regional programmes and the headquarters programme.

The formulation of each programme theoretically comprises four distinct
phases and normally proceeds from the general level (major programme) to the level
of component programmes (subprogrammes). In fact, owing to the highly
decentralized structure of the organization, this over-all approach cannot always
be maintained. The four phases are:

(a) Gathering and sifting of information,

(b) Situational analysis,

(c) Formulation of major programmes,

(d) Formulation of component programmes.

Phases (aJ and (b) are not restricted to a mere static analysis of the past
and present situation, but also include projections on opportunities for future
action in the field under consideration during the programme period (six years)
and beyond (up to 20 years) to determine whether potential long-term developments
are likely to influence programme formulation and execution. The aim of phase (c)
is to establish an order of priorities for activities under each programme.
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For this purpose, the normal criteria of relevance, efficiency and effectiveness
are taken into account and, in principle, the possibility of alternative programmes
or activities to achieve the same objectives (inclUding alternatives which can be
carried out by other organizations) should also be taken into consideration.

The final outcome of phase (d) consists in a detailed description in the
global prograrrrroe (and extremely detailed accounts in the regional annexes) of the
methods, approach and activities planned, together with estimates of the financial
resources required, an indication of interconnexions with other programmes or
activities, output indicators for each activity, and a detailed plan of action
comprising each of these elements.

The above description covers the logical sequence of the phases of programme
formulation but does not take account of the actual complexity of an enterprise of
this nature, which involves the various levels of the organization at headquarters,
in the regional offices, and in the countries themselves. Even before reaching the
top policy-making level as represented by the Executive Board and its'Programme
Committees - such a formulation process requires the existence of a series of
bodies, both legislative and "substantive" (technical):

(a) The working group on medium-term programming, which comprises the
directors of the regional health services and members of the headquarters team
responsible for the development of the medium-term 1'lrogramme, forms the link
between the technical and policy-making levels. Its mandate is to work out the
methodolosy, machinery and time-table for the execution of the WHO medium-term
programme.

(b) The preparation of regional contributions to each programme is the
responsibility of the regional programming committees, which are called upon to
establish the appropriate machinery (generally a working group comprising the
;;substantive" staff of the Regional Office for the programme concerned, programming
experts, regional advisers, "ilia representatives in the countries concerned and
experts from those countries).

It is interesting to note that country-level consultation within the context
of the formulation of the regional programme is one of 1.]]1O's constant concerns
(see document PWG/3/l5 on this subject).

(c) The headquarters team responsible for the development of the medium-term
programme, the members of which are also members of the working group on medium­
term programming (see para. (a)), is responsible for co-ordinating, monitoring and
evaluating the development of the medium-term programming process and providing
back-up for the various working groups at headquarters involved in the preparation
of specific programmes. The headquarters working groups, like those in the regions,
may be multidisciplinary in nature and comprise external experts, including
specialists from the countries concerned.

(d) The consolidation of the contributions is carried out by the programme
working groups (one for each major programme), which are made up of officials from
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the sector concerned, both from headquarters and from each of the regions. The
task of these workin3 groups is to draft the medium-term programme on the basis of
the contributions from the regions and from headquarters, by means of exchanges of
correspondence and information in the first instance, and later, by means of a
meeting held when the process is almost complete. Theoretically, these working
groups could confine themselves to one plenary meeting every six years to finalize
the programme. In fact, there is provision for such meetings to take place also
during programme execution, particularly in the context of the preparation of the
programme budgets, should a review of the programme prove necessary because of
external changes or altered priorities.

(e) Finally, the medium-term programme is transmitted for a decision to
the policy-msking organs: the Programme Committee of the Executive Board and the
regional committees. In this connexion, it should be pointed out that the
Progr~me Committee focuses its attention on the document containing the global
programrae for the sector under consideration. The seven annexes (programmes of
the six regions and headquarters) are not discussed or considered in detail,
although they are made available for consultation in the meeting room. The
principle behind this would seem to be that since each of the seven entities
planned, managed and evaluated a programme, the major medium-term programme ought
not to be an instrument for programme management at the global level, but should
show how this major programme responds to the general policy guidance, how, through
the seven medium-term programmes, it is tailored to the needs of the seven
structural entities of WHO, and how these seven entities and their activities
together contribute to the pursuit of the same objectives.

It is difficult - and probably premature - to say if this shuttling of the
programme in the course of preparation between countries, regions and headquarters
can guarantee genuine monitoring of the content by Governments, both during
preparation and at the time of the final discussion by the Programme Committee.
The latter does not seem to have made any significant changes to the programmes
which have already been submitted to it. However, WHO seems to have encircled
itself wi th a series of guardrails which ought to limit "parachuting" of programmes
or activities which do not conform with the Governments' priorities. Since the
machinery is still being run in, it will undoubtedly be difficult to evaluate its
effectiveness for several years.

Ill. Format of the medium-term nrogramme

Although consideration Of the process of formulating the medium-term programme
does not raise too many difficulties - despite the complete lack of synchronization
of the logical sequence and the actual formulation process - consideration of the
format of the medium-term programme, on the other hand, poses major problems. As
regulations stand at present, there is no standard format for the presentation of
medium-term programmes. There are examples (HMD SUbmitted in 1977 and PEH which
will be submitted this year) which can serve as guidelines for the drafters of the
other programmes, but it is understood that until the experimental, running-in
period is completed (that is to say, for all practical purposes, until 1983) there
will be no formal decision on the type of format to be adopted.
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This lack of a format applies not only to the global programmes but to the
regional contributions as well. That the latter should differ is considered
normal, since their aim is to monitor the execution of regional programmes at the
member-country level and for the region as a ,,,hole, and since the structure and
practices of the Regional Offices also lack uniformity.

The result of this situation is that the global programmes differ from one
another and the regional annexes of a single programme are considerably different
in format (and in quality). It is enough to look at the tables of contents of
three global programmes to realize how different they may be. For example,
section III "Management considerations", which is of prime importance in the PER
programme, is totally insignificant in the draft programme on immunization and does
not appear at all in the RMD programme.

A look at the table, at the end of each global programme, in which the
objectives and activities planned for the programming period are given in detail,
reveals equally striking differences. The PER programme confines itself, for
each target and each activity which it lists, to a very general indication of the
degree of priority to be assigned to it in each region, whereas the HIm table is
much more detailed and gives a breakdown, by region and by year, of the actions to
be undertaken under each !Iact i vi t y ll ~

Similar differences also occur in the regional annexes of one and the same
programme. For example, for the PER programme, the SEARO annex is very
comprehensive and detailed (sometimes excessively so, for there is a tendency to
repeat the same objectives and targets under different headings and in increasingly
greater detail) and comprises a final table showing an annual breakdown of programme
execution for each activity and giving for each specific objective time-limited
targets (for example: by 1983, five countries will have established regulatory
mechanisms for the control of environmental pollution and health hazards) and
output indicators, whereas the AFRO annex is drafted in much more general terms
(both in its narrative section and in the final table).
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Annex IX

Extract from document TIB 63/pC/T1P/5/Rev.1

GLOBAL !1EDIUM-TTIRM PTIOGRAJ'1ME FOR THE PROMOTION OF E~NIRO!!M:;;:NTAL HEALTH

2.2 Ba~~~itarymeasures

2.2.1 Country-by-country and regional information on coverage of co~~unity water
supply and excreta disposal services, and on the investment made during 1971-1975,
was published in the :Torld Health Statistics Report. This shows that of the
77 per cent of urban population having access to piped water supply, 57 per cent
had house connexions, and the remaining 20 per cent had reasonable access to
public standposts. Of the 75 per cent of urban population with reasonable
sanitation facilities, 25 per cent were served by connexion to public sewers,
the remaining 50 per cent possessing household systems. The backlog of work to
be carried out in rural areas is quite apparent: 78 per cent of the population
is without an adequate water supply, and 85 per cent is without satisfactory
sanitation services.

2.2.2 There are considerable differences between regions and from country to
country. Moreover, it must not be overlooked that many water supply systems ere
overloaded to the extent that intermittent supply is resorted to, so as to ensure
water to all the metropolitan areas. In 1970, as much as 54 per cent of the
population served by public piped water received it only on an intermittent flow
basis. This fact assumes particular importance in view of recent epidemiological
findings relating an outbreak of cholera in one Member State to an intermittent­
flow com'nunity water supply. This is in contrast to most current epidemiolo~ical

findings in the present cholera pandemic, which have implicated faecally
contaminated foods rather than water supplies.

2.2.3 Water quality and water quality surveillance, the sanitary inspection of
water supply and wastes disposal facilities, and the operation and maintenance of
facilities are SUbjects of particular concern. The fact is that in few countries
are there adequate administrative arrangements for this purpose, and health
agencies do not aSSQme their obligatory role. Also there is inadequate community
involvement in operating and maintaining systems once they have been constructed.
Health standards have not been established or, where they exist, are often not
enforced. The trained manpower needed to supervise and inspect is in short supply
in health agencies, or is relegated to seemingly more important tasks.

2.2.4 A considerable quantity of water is also "unaccounted for" (undetected
leakage, unauthorized use, unmetered supply, under-registration of meters, etc.).
vlhile no firm data are available, enlightened guesses put this at between
20 per cent and 50 per cent of the treated '?ater leaving the waterworks.

2.2.5 The information on the adequacy and accessibility of water supply and
sanitation services which the organization has assembled and analysed has had a
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major impact in guiding policy development for this sector at both the national
and international levels. The emphasis contributed by the organization is on the
overriding need to provide basic sanitation services to those most seriously
affected in terms of water-related disease, and to the underserved, particularly
in rural areas ..

2.2.6 The major constraints hampering progress in these areas are: (1) lack
of priority for community water supply and sanitation in national economic
development plans; (2) lack of adequate national policies, plans and programmes;
(3) application of inappropriate technology; (4) absence of a viable financial
policy; (5) continuing need for manpower development; (6) lack of community
participation; (7) inappropriate institutional arrangements and poor management of
programmes; and, last but not least, (8) lack of proper operation and maintenance
of existing systems (often directly related to inadequate training of operators),
including lack of surveillance of the quality of water provided to the consumer.

2.2.7 The major activities in the programme of Basic Sanitary Measures have so
far been as follows:

(a) Promotion and co-operation with member countries to initiate activities
in environmental sanitation and rural water supply. Programmes have been
developed in many countries, and in some have been incorporated into socio-economic
development plans and considered as a priority programme in environmental health.
Many of these activities have been carried out jointly with UNICEF. \VHO field
engineers have participated in a great variety of tasks, including the preparation
of specific plans and programmes and the identification of sources for funding
for projects.

(b) Manpower training. A large number of professionals have been trained in
sanitary engineering and in general sanitation. This investment has paid
handsomely, as is evident from the number of projects implemented in countries.
Several in-service training programmes for plant operators and other staff have
been conducted in order to upgrade the quality of personnel operating and
maintaining water supply undertakings, and ensuring water quality and the sanitary
quality of waste disposal. Technical co-operation has also been provided to
training institutions.

(c) Co-operation in national planning, primarily as part of the World
BankAVHO co-operative programme, which was initiated in 1971. This has been
instrumental in placing water supply and sanitation in the mainstream of national
development plans, and in identifying sector-wide needs and the potential roles of
the different national agencies concerned as well as of vlllO, UNDP, bilateral
assistance organizations, and lending agencies. Sector studies have involved the
assembling, analysis and evaluation of data, and projections of future requirem~nts.

The joint participation of vlllO and the World Bank in the co-operative programme
helps to ensure that health requirements are taken into account in the Bank's
lending decisions. To date, reports on 27 sector studies have already given rise
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to sOme 140 project proposals, many of which - despite severe constraints - are
under preparation or implementation by member countries. An example is the
massive rural water supply project with World Bank loan assistance in
Uttar Pradesh, India.

(d) Pre-investment activities are often sponsored by potential lending
aeencies, including the World Bank and regional development banks, as well as by
UNDP. As the competent intergovernmental acency for community water supply and
wastes disposal, 1"~0 is usually involved in UNDP-financed studies, either as
executing agency or in an advisory capacity. The projects include institutional
and manpower development, eiving emphasis to the technical and managerial
capabilities required to implement ongoing programmes and mobilize internal and
external resources. Over the past decade co-operation has covered some 40 countries
interested in undertaking pre-investment studies for urban and rural community
,mter supply and wastes disposal facilities. These studies have been instrumental
in decisions to build new water supply and sewage systems at a cost of over
$500 million, benefiting to varying degrees a total of about 60 million people.

(e) Information. Collection of data at regional and global levels on the
current status of community water supply and waste water disposal facilities has
in many instances provided a clear picture of the country situation for the
first time.

(f) Transfer of technology and methods. Collaborating centres for water
supply and wastes disposal have been established at national institutions, for
the exchange of technical information. The activities of these centres are being
re-evaluated in the light of the expanded needs of the International Drinking­
Water Supply and Sanitation Decade, and past short-comings in resources of the
centres which impaired their effectiveness. Research investigations, demonstration
projects and field trials are encouraged in the search for technologies appropriate
to local situations. A number of pUblications on basic sanitation have been
issued by the organization, covering a large variety of subjects including guidance
material for the sanitary surveillance of water quality, the International
Standards for Drinking~"ater and others.

2.2 Basic sanitary measures

2.2.1 Objective. To promote and co-operate with member States in the development
of basic sanitary measures and to promote the active participation of other
international and bilateral agencies concerned.

2.2.2 Trends. The emphasis of the organization's programme during the period from
1978 to 1983 will be on:

(a) Co-operation with member States in national planning and programming for
water supply and sanitation within the framework of the International Drinking­
Water Supply and Sanitation Decade, including data collection, analysis and the
strengthening of managerial capacity to carry out programmes.

I . ..
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(b) Co-operation and co·"ord.in8.tion at the international level "ith the aim
of increa8in~ awareness of~ priority to and the flow of external resources for
water supply and sanitation in those countries and ~opulations that are most
seriously affected;

Cc) Transfer of information on appropriate technology:

(d) Co-operation and co-ordination "ith primary health care and other
development pro~rammes in providing water supply and sanitation to rural
populations;

(e)
including

Operation and. maintenance of water supply and 'Taste disposal systems,
the systematic hygienic surveillance of drinking-"ater quality.

/ " ..
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Oblecti"e: To promote and cooperate ....Hh M_ber States in the df'"elo~nt of basic Ulnit2ry ....... 8ur.. 8, in collaboration with international and bilateral ;lg","c1e8 concerned.

,
Targets for period 1978-1<]8)

Technical cooperation With Member State. .F. A)" l>" EU' 'EA' WPR HQ
in carrying out the follOWing activities

" By 1983 a'la[ countrie....ill have 1.1 Improve_nt of data collectIon; sector, atrengthened or ex~nd~d their feasibility and deaign studies; .nd • • • 0 • • •,
capabilities to fo..ulate and initiate project identUication for ule in
the u.ple_nt.ation of national pl.anl n.atiO"1I1" q(l.(';<><tconOlllic plans.
for the t'lltenslon of water supply aod
.anitation .",rvices, particularly in L2 COIIpletion of T4pid .a9se1l8ll1entll of the
...",£.al .and undeTlllltrved population arell5, secto£ alld the preparation of national • • • • • • •in Iteeping with .e801utions of th .. WKO phms to ...et the goals for the
Governing Bodi,u and aa .agre",d for the International Decade (1981~1990).

international DTlnking-Water Supply
and Sanitation Decade (1981-1990). 1.3 Developing and atr~ngthe0ing of

.....nag~ria l. organizational and
technical functions of national water 0 • • 0 0 • 0supply ant! s.anitation agencies including
the develoJllllent of legill.ativ~ aspect,
criteria .and uanQards.

1.4 Developing improved operati.on and • • • 0 • 0 0aalntenance of facilities with empbasls

I
on training of operatorll.

I.' Collaborating with natiOnAL, bllateral
and international fin.llnce agencies in • • i) • • 0 • I
progr&IDes for identification, de"elop-
..ent. and the implementation of projects.

,
i

l.b Carrying out th'" coordinating role ....ong IUnited Nations and other agencies in 0 0 0 • • 0 •illlple..... nting progr....es in conne-xion with
,

the Intf'rnational necad", {l961-1990}.

2, Countl:"ies will <!eve lop and strengthen 2. I J)eveloping cdterill. strsteg;es .and

0 • • 0 0 0 •a net"'or. of collaborating institutions mechanisms for establishment of a network

for vater aupply and silnitation. of collaborating institutions.

2.2 llE-"eloping and i.plementing n.. tional and

~J
intercountry courses, projects and vork- • • • 0 0 08hops f'H training water supply and
sanitat;"n work",r'lI;, includi.ng the
pre!>'9ration of tr.aining aids And manuals.

tit High level of activity

e Mode!".at"" level of activity

o Low level of .aCtivity

~
o
w
I
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Progra_ 5.1.2 (continued)
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o

o
2.4

i r ..O'" f•• pe"" mO-I98' r ..ho'"l ,oop."."oo ."h M~b.. ",," I '" I AMR T EMR EUR SEAR .... PR ~
In carryIng out the following activities I I '

2,) Promotion of applied rese8r~h to develop I 1 I :_
appropriate teChnology for use In the I

exte~.lliOn of watel" supply find sanitat.icn . eel e 0 I e 0 1 tit
servlC'l"s .....ith l!lDph"',is orr·rul",l and I I
underserved areas. I

I '
Development of lIlechanisllI.s for the 'I I
collecti~" and dialJeminatiotl of •• t'!;0 .n • I 0
Infonnanon on water su~ply and '..:..::J ~)

s~itati~· '\

). Strengthening 8.eneral sanitation ).1 E.tablill......enl of linkage a vlth primary I' .
aclivitiea in all ministries and health care (PRC). cOIIDUnity ~rti.cipa- 1 ..
national agencIes concel"ned. tion e. ffons and water related diseases lee 0 e' e I 0

'lnits, especially those Involved i.n rural i ':
and underserved 8-:-..a8, j I

.od ,"o""ioo "'poo.o," of ~,"'OiOO '. O'~0/ 0' 0, I' 0prograllllDes for me and cOIlDUrllty workers. i . I"

. 3.3 Strengthening progra_s concerned with I

1

0 "I • 0 ' 0
1 heal th aspects of. housing and hullllln ; ) I 0 0 :

~ettlements. '-....-/ I
! i

e High l<:,vel of activity

e Moderate level of activity

o Leo... level of acti"i ty


