
Distr.
GENERAL

DP/1993/45
25 March 1993

ORIGINAL: ENGLISH

Fortieth session POLICY
1-18 June 1993, New York
Item 8 (b) of the provisional agenda

FINANCIAL, BUDGETARY AND ADMINISTRATIVE MATTERS

BUDGET ESTIMATES FOR THE BIENNIUM 1994-1995

Revised budget estimates for the 1992-1993 biennium and
budget estimates for the 1994-1995 biennium

Report of the Administrator

SUMMARY

The Administrator is presenting in the present document his revised
budget estimates for the 1992-1993 biennium and his budget estimates for the
1994-1995 biennium.

The revised estimates for the 1992-1993 biennium amount to $479.6 million
(gross) and $447.6 million (net) for UNDP core activities. This represents a
decrease of $1.5 million.

The revised estimates for the 1992-1993 biennium include a volume
decrease of $438,000 relating to the United Nations Volunteers. This is the
result of the application of the staffing formula to the United Nations
Volunteers budget. Volume increases of $526,000 relating to the core Office
for Project Services budget and $3.2 million relating to the Office for
Project Services extrabudgetary account are also included.

The budget estimates for the 1994-1995 biennium for UNDP core activities
amount to $486.1 million (gross) and $449.4 million (net). The net
appropriation proposal includes net volume decreases of $31.3 million relating
to the field and $10.5 million relating to headquarters. Cost increases
amount to $48.3 million. Income is projected to increase by $4.7 million.
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The budget estimates for 1994-1995 include discussion on a number of
specific issues raised by the Governing Council. These include the
Administrator’s proposals relating to the following: the presentation of the
budget; the implications of General Assembly resolution 47/199; the senior
management structure; the field office structure; measures to enhance
accountability, including the regional service centre concept; programme
development activities; UNDP presence in Europe, the Commonwealth of
Independent States and the Baltic States; and the development support
services.

The budget estimates for 1994-1995 for UNDP programme support and
development activities amount to $111.5 million (gross). Volume increases
amount to $2.4 million (net) for programme development activities; and
$150,000 for support to national execution. Volume decreases amount to
$438,000 in respect of United Nations Volunteers. Cost increases for
programme support and development activities overall amount to $8.1 million,
of which $3.2 million represents the application of normal inflation rates to
the Office for Project Services.

The budget estimates for the 1994-1995 biennium for the trust funds
(United Nations Capital Development Fund, the United Nations Fund for Science
and Technology for Development and the United Nations Revolving Fund for
Natural Resources Exploration, United Nations Sudano-Sahelian Office and
United Nations Development Fund for Women) amount to $30.8 million. Overall,
this represents a volume reduction of $1.1 million and cost increases
amounting to $3.2 million.
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I. OVERVIEW

A. Executive summary

1. The Administrator is presenting the revised 1992-1993 budget estimates and
the 1994-1995 budget estimates.

The revised 1992-1993 budget estimates

2. The revised core budget estimates for 1992-1993 do not contain any volume
adjustments. The net effect of various cost, inflation and currency adjustments
is a downward adjustment of $1.5 million in the core budget, from $481.1 million
to $479.6 million.

3. The revised budget estimates for 1992-1993 for UNV contain a volume
downward adjustment amounting to $438,000 due in particular to the application
of the staffing formula.

4. The revised budget estimates for 1992-1993 for OPS contain a volume
increase of $526,000 relating to the core OPS budget and $3.2 million relating
to the OPS extrabudgetary account. These increases relate to one Professional
and three General Service posts for the core and 7 Professional and 13 General
Service posts for the extrabudgetary account. All increases are fully funded
from within OPS earned income.

The 1994-1995 budget estimates

Strategic focus

5. The Administrator’s 1994-1995 budget estimates represent a strategic
response to a changing environment; an environment in which choices can support
the continuing and critical contribution of UNDP to global development
challenges. In particular, the budget takes account of a number of significant
developments:

(a) Overall resource constraints make it essential to seek cost efficiency
at every opportunity. The Administrator is proposing the implementation of a
budget strategy that achieves a core volume reduction of $41.8 million;

(b) The ever-increasing challenges confronting UNDP make it essential that
these reductions be made selectively and strategically by examining,
rationalizing and streamlining business functions and decentralizing and
delegating responsibility. The Administrator is proposing a range of management
initiatives that make it possible to achieve cost reductions, increase
delegation of authority and enhance accountability;

(c) Within the overall budget reduction targets set, the Administrator
proposes to reallocate some modest resources, amounting to $2.8 million, to
provide a field capacity to follow up on the UNCED conference and to respond
more decisively to the tragedy of the HIV/AIDS pandemic. This will strengthen
the substantive capacity of field offices to support the function of the

/...
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resident coordinator; in line with paragraph 24 of General Assembly resolution
47/199;

(d) In presenting the 1994-1995 budget estimates, the Administrator
reasserts the critical importance of the UNDP field office network. In this
regard, he seeks to demonstrate with greater transparency the significant
workload undertaken by UNDP field offices on behalf of the United Nations
operational system as a whole. The workload study indicates that, in aggregate,
29 per cent of field office time is spent on system-wide work. For the first
time, this element is reflected in a separate appropriation line;

(e) The proposed budget supports the overall restructuring initiatives
taken by the Secretary-General. In this context, the budget contains the
reduction/downgrading of two posts at the Assistant Secretary-General level and
10 posts at the D-2 level. (The net reduction in D-2 posts is 9.)

Financial summary

6. The net core budget for 1994-1995 amounts to $449.4 million. (This
includes the support for the operational activities of the United Nations.) By
way of comparison, the existing appropriation level for the 1992-1993 net core
budget is $449.1 million.

7. Major volume features are as follows:

(a) The overall volume reduction amounts to $41.8 million. This compares
with a target established by the Governing Council in decision 92/37 of
$30-40 million;

(b) The headquarters reduction amounts to $10.5 million. This includes
the elimination in 21 Professional level and 42 General Service level posts. Of
the $10.5 million, $6.4 million is accounted for by reductions in central
services;

(c) The field reduction amounts to $31.3 million:

(i) $10.4 million relates to the Africa region, representing 8 per cent of
the total net budget for that region;

(ii) $9.6 million relates to the Asia region, representing 15 per cent of
the total net budget for that region;

(iii) $6.3 million relates to the Latin American region, representing
16 per cent of the total net budget for that region;

(iv) $4.5 million relates to the Arab States region, representing
12 per cent of the total net budget for that region;

(v) In addition, government local office cost contributions are expected
to increase by $4.7 million; of this, $3 million relates to Latin
America and the Caribbean;

/...
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(d) There are increases in the core field budget relating to two elements:

(i) $880,000 has been allocated from the core budget for the
implementation of the regional service centre concept;

(ii) A technical adjustment has been introduced to extend the $3 million
approved in Governing Council decision 92/43 for use in the
Commonwealth of Independent States from the original 18-month period
to a full 24-month biennial period. This adjustment amounts to
$1 million. An additional volume increase of $0.3 million relating to
the strengthening of the office in Uzbekistan is proposed;

(e) Two Professional posts and three General Service posts originally
allocated to the former Yugoslavia have been transferred to the Division of
Europe and the Commonwealth of Independent States.

8. Cost adjustments relating to the core budget for 1994-1995 result in an
increase of $48.3 million.

9. The programme development appropriation budget for 1994-1995 amounts to
$26 million. Major volume changes are as follows:

(a) A reduction at headquarters of $369,000;

(b) An increase in the field of $1.9 million relating to the creation of a
network of local national officer posts in the area of sustainable development;

(c) An increase in the field of $0.9 million relating to the creation of a
network of local national officer posts in the area of HIV/AIDS.

10. The support to the national execution budget for 1994-1995 amounts to
$3.2 million. Volume adjustments relate to:

(a) A redeployment of $340,000 to the regional service centre;

(b) An increase of $150,000 for the regional service centre.

11. There are no significant volume adjustments in the rest of the programme
support and development activities budget for 1994-1995, namely the United
Nations Volunteers, the Inter-Agency Procurement Services Office, and the
Development Support Services.

12. The total increase for the programme support and development activities
budget for 1994-1995 is $10.2 million, of which $8 million relates to cost
adjustments. This includes the application of projected inflation to the Office
for Project Services.

13. The 1994-1995 budgets for the trust funds include the following volume
adjustments:

(a) For United Nations Capital Development Fund, a reduction of one
Professional post, offset to some extent by a number of reclassifications at the
middle management level. The volume reduction amounts to $0.1 million;

/...
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(b) For the United Nations Sudano-Sahelian Office, a reduction of two
Professional posts in the core budget and some redeployment within the budget of
the UNDP-UNSO/UNEP joint venture. The volume reduction amounts to $1 million;

(c) For the United Nations Development Fund for Women, an increase in one
General Service post as well as some reclassification at the mid-management
level result in a volume increase of $0.3 million;

(d) For the United Nations Revolving Fund for Natural Resources
Exploration/United Nations Fund for Science and Technology for Development, the
volume reduction amounts to $0.3 million.

Cost adjustments for each of the funds are reflected in the relevant tables.

/...
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Table I
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B. Composition of UNDP budget, 1994-1995

14. An overview of the breakdown of the UNDP core budget, in terms of number of
staff as well as expenditure, is provided in graphs 1-4. Graph 1 shows that
88 per cent of UNDP staff funded from the core budget are located in the field,
and, as can be seen from graph 2, almost 69 per cent of the core budget is spent
by the field offices. Graphs 3 and 4 provide the distribution of staff by
category and the distribution of expenditure by category, respectively.
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Graph 1-2
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Graph 3-4
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II. PRESENTATION

15. The 1992-1993 revised budget estimates and the 1994-1995 budget estimates
include a number of presentational innovations. These relate specifically to
the implementation of a number of elements contained in Governing Council
decisions 91/46, 92/37 and 92/43. The innovations are as follows:

(a) As requested by the Governing Council in paragraph 3 of its
decision 91/46, the Administrator’s budget is contained in one volume. In order
to ensure that this one volume is comprehensive, the following modifications
have been introduced:

(i) Information on host government obligations towards local office costs
is provided in table 9. This information was formerly presented in
volume II;

(ii) The staffing tables contained in the former table 9 have been expanded
to provide more transparent information regarding the non-core units
and trust funds. This detailed information was formerly provided in
volume II and would not have been otherwise available, even at an
aggregate level of information, in volume I.

The consolidation of information in one volume has followed the principle
that there should be no loss of information at an aggregate level available to
the Governing Council in the budget. The adjustments relating to host
government contributions and the staffing tables implement this principle.

The Administrator will make available to all members of the Governing
Council and of ACABQ supplementary information as referred to in paragraphs 3
and 4 of Governing Council decision 91/46. This supplementary information will
provide the unit-level detail that is presented at an aggregate level in the
budget. This information was formerly contained in volume II. The
supplementary information will consist of tables only. Any significant
unit-level changes or adjustments requiring explanation or justification are
therefore discussed in the present document. Information is also included
regarding project-funded posts at headquarters by source of funding, in
pursuance of paragraph 4 of Governing Council decision 91/46;

(b) In line with paragraph 19 of Governing Council decision 92/37, the
Administrator is presenting a new appropriation line entitled "Support to the
operational activities of the United Nations". As indicated by the
Administrator in paragraphs 39 and 40 of document DP/1992/40, this new line is
being treated from a budgetary management perspective as a subvention to the
core budget appropriation. For the field offices, gross budgets are
appropriated, including the sum of the core and support to operational activity
appropriation lines.

The new appropriation line serves to provide a more transparent
presentation, clearly identifying costs related to operational system support as
a whole. As shown in table 2 of the annex to the present document, only the
appropriation decision includes a breakout reflecting the new line. All budget
tables reflecting the composition of field office costs represent gross budget
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tables, including both core field office costs and the costs associated with
support to the operational activities of the United Nations;

(c) In paragraph 11 of its decision 92/43, the Governing Council
appropriated $3 million for the UNDP presence in the Commonwealth of Independent
States and the Baltic States. For presentational purposes, this has been
reflected in the base 1992-1993 budget appropriation decision in the field
appropriation. For management purposes, the $3 million allocation has been
treated as distinct and separate.

Against this background, the allocation for the Commonwealth of Independent
States, the Baltic States and Georgia has been reflected in a separate line
under the Division for Europe. It appears in this form in tables 3 and 5 of the
annex to the present document. In the context of categories of expenditure,
this allocation is treated as a lump-sum reimbursement line. The composition of
costs within the allocation has therefore not been apportioned to the relevant
categories of expenditure (e.g., staff costs, general operating expenditures)
but is shown as a separate and distinct line. Table V.8 provides comprehensive
information on the composition of costs in the allocation. The Administrator
believes that this presentation responds to Governing Council decision 92/43;

(d) As requested by the Governing Council in paragraph 2 of its
decision 91/46, a succinct overall summary has been provided at the beginning of
the budget proposals.

16. With the exception of the adjustments indicated above, the budget proposals
are presented in the same form and manner as for the 1992-1993 budget.

III. METHODOLOGY

17. The methodology used to prepare these estimates remains exactly the same as
that applied for the original and revised estimates pertaining to every biennial
budget since the 1984-1985 budget. The approach involves several sequential
steps in calculating the estimates. The results of each of these steps is
reflected in a separate column in the budget presentation. The Administrator
continues to believe that the methodology described below provides the Governing
Council with the best possible overview of the UNDP biennial budget.

18. Following is a summary of these steps as they have been applied in
formulating the 1994-1995 biennial budget estimates. Tables IV.1 and V.9
illustrate the application of the methodology to these estimates.

A. Volume adjustments

19. First, using the revised 1992-1993 estimates as a base, the real increases
or decreases in requirements have been calculated and designated as volume
changes. In a sense, volume changes, as defined, represent the controllable
elements in the estimates, subject to the Administrator’s assessment of what
UNDP requires to perform the tasks with which it is entrusted. Such volume
changes are calculated at 1992-1993 price levels in order to facilitate
comparison with the 1992-1993 revised estimates.

/...



DP/1993/45
English
Page 23

20. Since the UNDP budget is overwhelmingly post-driven (over 70 per cent of
the estimates pertain to direct staff costs), volume adjustments in regard to
increases or decreases in staff are itemized and explained in some detail in
subsections B,C and D of chapter V. Overall staff changes are summarized in
tables V.2 and V.6 as well as in table 10. Volume adjustments in respect of
other operating expenses may be reviewed in detail for the UNDP core budget in
table 5.

B. Various cost adjustments

21. To these volume changes are added other cost factors, over which the
Administrator has little control, if any, but which, nevertheless, have an
impact on overall resource requirements for the biennial budget. Such other
cost factors include, for example, ICSC decisions on a variety of staff
entitlements, as well as the annual within-grade increment. Normally, but not
exclusively, such cost adjustments apply to staff costs.

22. These cost factors are itemized for of 1992-1993 in chapter IV.A, and for
1994-1995 in chapter V.F.

C. Currency adjustments

23. Currency adjustments are then added to these two elements. This factor is
of particular importance to the UNDP field office network, operating as it does
in close to 100 different currencies around the world with operating costs that
vary greatly with the strength or otherwise of the United States dollar. UNDP
operations in Geneva, Tokyo and in Copenhagen are also affected by this factor.

For the 1992-1995 estimates, the currency adjustments represent:

(a) For 1992 : The difference between the United Nations operational rate
of exchange in effect on 1 February 1992, which was used for the first revision
of the estimates (DP/1992/40), and the weighted average rate for 1992;

(b) For 1993 : The difference between the United Nations operational rate
of exchange in effect on 1 February 1992, and that in effect a year later,
i.e., on 1 February 1993, which is the basis for preparation of the present
document;

(c) For 1994 : The difference between the weighted average exchange rate
used for the 1992 base and the United Nations operational rate of exchange in
effect on 1 February 1993;

(d) For 1995 : There is no currency adjustment for 1995, since its base is
1993, for which the same operational rate of exchange is used, i.e.,
1 February 1993.

/...
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D. Inflation adjustments

24. Finally, to complete the picture and to develop the final estimate of
requirements for the current and the next biennium, the Administrator must
estimate inflation over a four-year period, 1992-1995. However, the nature of
the inflation adjustments differ as between the two bienniums as follows:

(a) For 1992-1993 , the existing estimates already embody the earlier
estimates of inflation. The inflation adjustment for this biennium therefore
represents the difference between the application of earlier estimates and the
Administrator’s revised estimates;

(b) For 1994-1995 , the figures in the inflation adjustment column
represent the full financial impact of applying the Administrator’s inflation
projections to bring the estimates up to 1994-1995 prices.

25. In order to arrive at these estimates of inflation, four inflation factors
for each location are adopted for each year: the first inflation factor
pertains to the estimated movement of post adjustment for international
Professional staff; the second to international travel and common staff costs
for international Professional staff (this is the same for all locations); the
third factor encompasses salaries and common staff costs for local staff, which
may vary significantly from location to location; the fourth factor relates to
all other costs, such as general operating expenses, etc.

26. Within this general framework, New York and Geneva are treated separately
from the field offices. For these two locations, the rates used are the same as
those used by the United Nations unless specific contractual commitments differ.

27. Apart from a limited number of cost elements such as international travel
and the common staff costs of international staff, the inflation factors for
field offices must be location specific. The resident representative is
therefore requested to consult locally and project inflation trends in his
country of assignment; these estimates are then compared with past experience
and current global patterns before being applied to the budget estimates.

28. Inevitably, this element of the budget estimates is subject to a margin of
error. It is therefore thoroughly reviewed and updated each year.

IV. REVISED BUDGET ESTIMATES FOR THE 1992-1993 BIENNIUM

A. UNDP core biennial budget: cost adjustments

29. Total cost adjustments for the 1992-1993 biennium amount to a decrease of
$1.5 million in respect of the UNDP core activities or a decrease of
0.3 per cent in the current 1992-1993 approved appropriations (see Governing
Council decision 92/43). This incorporates cost, currency and inflation
adjustments.

30. Cost adjustments amount to $3.9 million. This increase incorporates the
following:
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(a) An increase of $3.3 million as a result of staff costing adjustments.
These adjustments include an increase of $1.3 million distributed over salaries
and pension costs; $0.8 million covering increased security costs; the balance
of $1.2 million relates to income taxes, medical insurance and reassignment
travel;

(b) General Assembly resolution 47/216 has given rise to an increase in
the amount of $0.4 million relating to the hardship and mobility component in
connection with the consolidation of 6.9 points of post adjustment in the base
pay effective March 1993 as well as an increase of $0.1 million for the
education grant.

31. With regard to currency adjustments, the revised 1992-1993 UNDP core budget
estimates take account of the change in currency parities between
1 February 1992, used to formulate the first revision of the 1992-1993
estimates, and 1 February 1993, which forms the basis for these revised
estimates. The result is a currency release on the core budget of $5.4 million.

32. The effects of inflation on the UNDP core budget must also be considered.
Headquarters shows a decrease of $1.2 million due to the revised New York
inflation rate of 3.7 per cent as established by the United Nations. The field
offices show an overall increase of $1.2 million. There is thus no net increase
attributable to inflation.

33. The Administrator has reviewed the non-core units in a similar way and
these adjustments are reflected in table IV.1.
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Table IV.1 for offset
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B. United Nations Volunteers

34. In its decision 92/37, the Governing Council approved an appropriation
level of $30.8 million for UNV for the 1992-1993 biennium. This is composed of
the following elements:

(a) A core budget for UNV headquarters of $17.9 million. A staffing level
of 25 Professional and 39 General Service posts was approved;

(b) A supplementary budget for UNV headquarters of $9.2 million. This is
based on the staffing formula approved by the Governing Council, which permitted
the establishment of a staffing unit for every 70 Volunteers over a base of
1,000 in the field as at 31 December of the previous year. A staffing unit
could be composed of either one Professional and one General Service post or of
three General Service posts. In 1992 (as of 31 December 1991), there were 1,048
Volunteers in the field over the base of 1,000. This yielded 11 Professional
and 23 General Service posts. A total of 1,048 UNV specialists yields very
close to 15 staffing units. This in turn yields 11 staffing units composed of
one Professional and one General Service post and 4 staffing units composed of
three General Service posts.

As of 31 December 1992, there were 1,923 UNV specialists in the field.
This represents a reduction of 125, or of 1.78 staffing units. Accordingly, the
Administrator is adjusting the UNV supplementary budget downwards by one full
staffing unit and by one additional Professional post. The revised
supplementary staffing table for 1992-1993 will therefore be nine Professional
posts and 22 General Service posts. This represents a volume reduction of
$438,000 in respect of 1993 for the base 1992-1993 biennium. An additional
technical adjustment of the same amount is also deducted from the first year of
the new biennium (1994) to ensure that the full amount of the reduction is
reflected in the new biennial estimates;

(c) A field budget for 1992-1993 of $3.7 million. This amount represents
the same as in the final revised 1990-1991 estimates (DP/1991/49). Cost
estimates are currently $25,000 per year for UNV programme officers and $7,000
per year for programme assistants.

35. Normal cost adjustments are applied to the total UNV budget in line with
the methodology used for the UNDP core budget as described above.

UNV/UNTAC Programme in Cambodia

36. In document DP/1992/40, the Administrator indicated that he would provide a
progress report on the arrangements in place for the UNV operation in Cambodia.

37. The UNV operation in Cambodia is based on four successive memoranda of
understanding with the United Nations, as follows:

(a) The first related to 21 UNV specialists who were part of the United
Nations advanced mission to Cambodia. The cost of the agreement totalled
$462,000;
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(b) The second related to 400 UNV specialists to serve as district
electoral supervisors. The cost of the agreement totalled $17.1 million;

(c) The third related to 44 UNV specialists required to provide essential
services to UNTAC. The cost of the agreement totalled $1.7 million;

(d) The fourth related to 219 UNV specialists to provide a wide range of
services required by UNTAC. The cost of the agreement totalled $6.5 million.

In each case, a 6.5 per cent support cost was charged. A number of further
requests are currently under consideration.

38. In view of the size and character of these operations, the budgetary
support arrangements pertaining to them have been kept separate and distinct.
The support services required have been self-financed and are charged to the
relevant programme budgets. Support services have been concentrated in the
field and in headquarters. A programme and administrative support unit in
Cambodia covers the programme and administrative backstopping of the UNV/UNTAC
operations at the field level. The unit is composed of two Professional
programme managers assisted by a team of UNV specialists. At headquarters, a
small team has been specifically assigned to this task. Since many of the
support functions are spread throughout the UNV services, additional resources
from the support cost earned have been used for temporary assistance as
appropriate. In addition, the UNDP office in Thailand has provided a range of
services, for which it has been reimbursed.

C. Office for Project Services

39. In 1992, OPS expenditure continued to grow, totalling an estimated
$359 million. This compares with $286 million in 1990 and $348 million in 1991.
In 1993, total expenditure is projected at $400 million. The breakdown of
expenditures between those funded from the UNDP general resources and those
funded from extrabudgetary resources is provided in graph 5. Total support cost
income earned by OPS in 1992 amounted to $30 million. Total administrative
budget expenditure, from both budgetary and extrabudgetary resources, totalled
$29.8 million. Income is expected to increase further in 1993 in view of the
projected increase in the programme indicated above.

40. Against this background and in order to be able to respond effectively to
the demands of the programme, the Administrator has established a number of
posts since the submission of the revised budget 1992-1993 estimates. In total,
he has established one Professional and three General Service budgetary posts
and seven Professional and 13 General Service extrabudgetary posts. In
addition, one post has been reclassified from the General Service level to the
Professional level. The newly classified post (at the P-3 level) is that of
policy/information officer. As indicated above, all these additional posts are
financed from within earned income. Graph 6 presents the relationship between
Professional staff growth in OPS and the growth of delivery.
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Graph 5 for offset
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Graph 6 for offset
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41. The Administrator has established the following budgetary posts:

(a) One project management officer post (P-4) and one General Service post
(G-4) for international research projects. This is to provide support to seven
large-scale global projects, all involving international research institutions,
with a total budget of approximately $40 million;

(b) One additional General Service post (G-5) in the Africa division;

(c) One additional General Service post (G-4) in the policy, planning and
information unit.

42. The Administrator has established the following extrabudgetary posts:

(a) One project management officer post (P-5) in Nairobi, one loan
administration assistant post (G-6) in New York and one secretary post (G-4) in
Bangkok to administer and provide support to the IFAD programme. The number of
loan and grant accounts reached 114, with a value of $976 million by the end of
1992, compared to 104, with a value of $927 million, at the end of 1991;

(b) Two senior project management officer posts (P-5, P-4) and three
General Service posts (G-6, G-5, G-4) in the area of the environment. This is
considered a minimum response to the rapid increase in environment-related
programmes funded from UNDP core funds, the SPR, GEF and, in due course,
CAPACITY 21;

(c) Two senior project management officer posts (P-5, P-4), two General
Service posts in New York (G-5) and two General Service posts in El Salvador
(G-5, G-4) to support the increasing programmes in Central and Latin America.
The posts will support the PRODERE programme, the Central America portfolio,
including, the national reconstruction programme in El Salvador, and the growing
portfolios in Ecuador, Argentina, Uruguay and Paraguay;

(d) One senior procurement officer (P-4) with IAPSO in Copenhagen, who
will also handle the management service agreements negotiated or under
negotiation with four Nordic countries;

(e) Four General Service posts (G-6, G-5, two G-4) in the area of finance
and personnel administration. One post is for an accounts assistant, one post
for a registry clerk, and two are in the personnel area;

(f) One programme management officer post (P-3) in the Division for Asia
and the Pacific relating to projects in Cambodia as well as Viet Nam and Laos.

43. One further adjustment concerns the posts of the manager of the Palestinian
programme, which is currently at the D-1 level in the OPS budgetary staffing
table, and a related General Service post. It is proposed to delete these posts
from the OPS staffing table and to reimburse UNDP for the same amount to
establish UNDP extrabudgetary posts. Similarly, OPS extrabudgetary posts
relating to this programme would be transferred to UNDP and be reflected as UNDP
extrabudgetary posts reimbursed by OPS.
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44. The Administrator’s estimates relating to general operating costs are in
line with his staffing proposals. Tables IV.2 and IV.3 present the 1992-1993
revised estimates relating to OPS budgetary and extrabudgetary sources of
income, respectively. Table 10 provides comprehensive information regarding OPS
staffing.
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Table IV.2 for offset
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Table IV.3 for offset
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V. BUDGET ESTIMATES FOR THE BIENNIUM 1994-1995: THE CORE BUDGET

A. Resources

45. The overall impact of the budget strategy proposed by the Administrator is
shown in table V.1.

Table V.1. Use of UNDP resources, 1992-1995

(Millions of United States dollars)

Distribution 1992-1993 1994-1995
of resources Amount Percentage Amount Percentage

Project costs a / 2 075 71.7 2 103 70.0

Sustainable development
programmes b / 60 2.1 160 5.3

Agency support costs c / 230 8.0 206 6.9

UNDP/PSDA 68 2.4 75 2.5

UNDP/support to United Nations
operational activities 95 3.3 97 3.2

UNDP core budget:
Field offices d / 212 7.3 211 7.0

UNDP core budget:
Headquarters e / 151 5.2 152 5.1

Total 2 891 100.0 3 004 100.0

a/ Includes adjustments to prior year’s programme expenditure, IPF, IPF
add-on fund, SPR, SMF/LDC, cost-sharing and GCCC.

b/ Includes programmes funded from GEF, and the Montreal Protocol.

c/ Includes OPS, executing agencies, UNDP sectoral support costs,
adjustments to prior year’s programme support cost, expert hiatus financing,
extended sick-leave costs and compensation payments; excludes support costs
relating to cost-sharing.

d/ Includes extrabudgetary expenditure related to interest on cost-
sharing in the amount of $8 million for 1992-1993 and $8 million for 1994-1995.

e/ Includes extrabudgetary expenditure related to interest on cost-
sharing of $3 million for 1992-1993 and $3 million for 1994-1995.
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46. The presentation of the overall use of resources in table V.1 features two
significant new elements:

(a) A new line has been introduced to reflect sustainable development
programmes. The Administrator believes that developments in this area warrant
that they be reflected in a separate line. Estimates for 1994-1995 are composed
of $135 million relating to GEF, and $25 million relating to the Montreal
Protocol. The estimates do not reflect the Administrator’s projections but are
based on existing earmarkings;

(b) The new line "Support to United Nations operational activities" has
been included. The amount in the line represents 28.8 per cent of the field
office budget; this is the amount reflected in table VI.3, section B below,
which pertains to various activities in support of the operational activities of
the United Nations. The concept behind this presentation was elaborated on in
document DP/1992/40 and endorsed by the Governing Council in decision 92/37.

47. Overall, core (including cost-sharing) and sustainable development
programmes together are projected to remain essentially stagnant in the
1994-1995 biennium. While a significant decrease in IPF-related expenditure is
projected, this is balanced in aggregate terms by an equally significant
increase in cost-sharing as well as sustainable development programmes.

48. The Administrator’s budget strategy has enabled core budget costs to be
contained in nominal terms. The volume cuts in the core budget allow cost and
inflation increases covering 1994-1995 to be absorbed within the total amount
appropriated for the 1992-1993 core budget. The ratio of the headquarters and
field core budgets to total expenditure declines from 12.5 per cent in 1992-1993
to 12.1 per cent in 1994-1995.

B. Senior management structure

49. In its decision 92/42, the Governing Council adopted, inter alia , the
following three paragraphs:

"1. Notes the restructuring undertaken by the Administrator in
accordance with his report on the senior management structure;

2. Further notes the intention of the Administrator to report to the
Governing Council at its fortieth session (1993) on consequences of the
restructuring of the United Nations Secretariat, the results of the United
Nations Conference on Environment and Development of June 1992 and the
triennial review of operational activities of the United Nations for the
structure and senior staffing arrangements of the United Nations
Development Programme;

3. Requests the Administrator to continue to review the Senior
Management Structure of the United Nations Development Programme with the
aim of increasing efficiency and effectiveness and report thereon to the
Governing Council at its fortieth session (1993)."
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50. The Administrator addresses issues related to overall effectiveness in the
context of his budget strategy. A number of proposals relating to structure and
senior-level posts are described in section V.C. The implications on structure
of the triennial review of operational activities of the United Nations are
analysed in chapter VI. The overall consequences of UNCED are analysed in the
Administrator’s report on the environment presented to the Governing Council at
its special session in February 1993 (DP/1993/11). Specific budgetary
implications are dealt with in chapter VII.

51. The present report on the senior management structure therefore focuses on
the consequences of the restructuring of the United Nations Secretariat. An
integral element of the restructuring undertaken by the Secretary-General has
been to reduce the number of high-level posts in the United Nations, both in the
Secretariat and in the programmes and funds of the United Nations. Moreover,
over a number of years both ACABQ and the Governing Council have called for a
reduction in the number of senior-level posts.

52. Against this background, the Administrator has agreed to propose a
reduction of two posts at the Assistant Secretary-General level and 10 posts
(9 in net terms) at the D-2 level. The Administrator’s proposals are as
follows:

(a) Posts at the Assistant Secretary-General (Assistant Administrator )
level :

(i) To eliminate the post of Assistant Administrator for the Bureau for
External Relations. The functions will be merged with those of the
Director of the Division of External Relations. The Director of the
Division of External Relations has now also become the Director of the
Bureau for External Relations;

(ii) To downgrade one of the posts of Director, Regional Bureau.
Currently, there are four posts of Director, Regional Bureau, at the
Assistant Administrator level; the post of Director of the Division
for Europe and the Commonwealth of Independent States is at the D-2
level. The Administrator’s proposal for the 1994-1995 budget is to
maintain three posts of Director, Regional Bureau at the assistant
secretary-general level, with two posts of Director, Regional Bureau
at the D-2 level. The Administrator remains firmly convinced that the
programme benefits from the presence in UNDP of Directors of Regional
Bureaux at the Assistant Secretary-General level.

In the 1994-1995 budget, the Administrator proposes to maintain the posts of
Director of the Regional Bureaux for Africa, for Asia and the Pacific, and for
Latin America and the Caribbean at the Assistant Secretary-General level. He
proposes to show the post of Director of the Regional Bureau for Arab States and
that of Director of the Division for Europe and the Commonwealth of Independent
States at the D-2 level. This allocation is for presentational purposes and is
based on programme size, as reflected in table VI.4, and the number of field
offices. While the Administrator is conscious of the fact that many factors
other than programme size and number of field offices could be taken into
account, he believes that these provide an objective benchmark on the basis of
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which the Governing Council can make a final decision on the appropriate
allocation;

(b) Posts at the D-2 level :

(i) To merge the Division for Administration and Management Services and
the Division for Management and Information Systems. This leads to
the downgrading of one post at the D-2 level. The structural
implications of this merger are described in section V.C;

(ii) To downgrade one post of Deputy-Director of the Regional Bureau for
Africa at the D-2 level. This is deemed possible in the context of
the implementation of the enhanced division chief concept. Further
reference is contained in section V.C;

(iii) To downgrade the post of Director of the Planning and Coordination
Office to the D-1 level;

(iv) To eliminate the post of Director of the Humanitarian Programme. The
Administrator proposes instead to make the resources available to the
Department of Humanitarian Affairs to establish a post to maintain the
functions within the Department. The amount is included in the
reimbursement from UNDP to the United Nations;

(v) To downgrade the post of Director of the United Nations Fund for
Science and Technology and the United Nations Revolving Fund for
Natural Resources Exploration to the D-1 level;

(vi) To downgrade five D-2 level field posts of resident coordinator/
resident representative to the D-1 level. These posts are for Ghana,
Guinea, Laos, Lebanon and Sri Lanka.

The Administrator believes that his proposals relating to the senior
management structure should be considered in the context of the overall measures
taken in the budget strategy, described in sections V.C and V.D, to increase
efficiency and effectiveness.

C. Headquarters budget strategy

53. The Administrator has provided the major elements of his budget strategy
for 1994-1995 in paragraphs 19-23 of document DP/1993/40. With respect to the
headquarters budget, focus is to be on the rationalization of business functions
and the cost-effectiveness of business practices.

54. Headquarters managers were consulted on the budget reduction targets and
agreed to meet specific targets established for each bureau/division. Unlike
the reductions put into place in 1992-1993, the reductions for 1994-1995 are not
across the board. While all managers contributed to the 1994-1995 targets, it
is recognized that priorities had to be established and that these should
determine the distribution of the reduction targets.
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55. Overall, there is a $10.5 million volume reduction at headquarters. This
must be viewed against the background of the 15 per cent cut in headquarters
posts implemented in the 1992-1993 budget. Of the $10.5 million in reductions,
$6.4 million or 60 per cent represent reductions in the finance, personnel and
administration areas. Net reductions in the Regional Bureaux amount to
$1.8 million and in BPPE to $1.4 million. The balance of $1 million relates to
reductions in BER as well as a few other units. Table V.2 provides detailed
information regarding the staffing reductions by organizational unit at
headquarters.
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Table V.2
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1. Bureau for Finance and Administration

56. The major reduction is being implemented by BFA. The savings of $5 million
represents over 50 per cent of the headquarters staffing reduction. BFA is
implementing this reduction by means of a combination of the following elements:

(a) Consolidation and restructuring of the Bureau

57. BFA will comprise the Division of Finance, the Division for Administration
and Information Services, the Office of Budget and Management (OBM) and the
Inter-Agency Procurement and Services Office.

58. DAMS and DMIS have been merged to create the Division for Administrative
and Information Services (DAIS), which is designed to provide a more streamlined
and cost-effective service to users. DAIS comprises three sections: the Field
and Headquarters Services Section; the Communications Section; and the systems
Standardization and Data Administration Section.

59. The Field and Headquarters Services Section will be headed by the Deputy
Director of the Division. In a decentralized environment, the Section will
provide a range of administrative, management and information support services
to both headquarters and field units. It is structured in a manner to ensure
responsiveness to users. Administrative management will be further
decentralized to users. In the area of systems development, resources will be
provided to users to manage. The role of DAIS staff will be to maintain overall
technical standards and to provide technical advisory functions. In this way,
it is expected to generate greater cost-effectiveness among the users, who will
directly manage the available resources.

60. The establishment of a separate Communications Section is a reflection of
the increasing importance of communications technology in ensuring
responsiveness and cost-effectiveness in the UNDP global environment. An
effective communications strategy will serve both to strengthen the substantive
capacity of UNDP as well as to contain potentially significant increases in
communication costs.

61. The establishment of the System Standardization and Data Administration
Section will provide the core technical advisory and backstopping capacity. It
will manage an increasing number of contracted services for the various
operational requirements. This is also expected to ensure increased flexibility
and responsiveness to systems requirements.

62. With regard to both field security and the issue of common premises,
discussions are currently under way with the United Nations and other partners
to explore the possibility of more integrated approaches. The precise
configuration of these units will depend on the results of these discussions.

63. The budgetary requirements of the new division have been merged. At the
time of completion, the allocation of staffing to each section had not yet been
finalized. However, total staffing will be within the total staffing indicated
in the budget. The budgetary impact of the new structure is to eliminate
7 Professional posts and 11 General Service posts.
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64. The principle purpose of establishing a separate Office of Budget and
Management, which will report directly to the Assistant Administrator, BFA, is
to give new focus and priority to the need for cost-effectiveness, efficiency,
and enhanced accountability. Current resource constraints make it necessary to
maintain and indeed deepen ongoing efforts to review business practices with a
view to achieving cost-effectiveness. As part of its innovations, the Office
will review and initiate selective studies on the cost-effectiveness of business
functions, monitor and analyse budgetary and management initiatives in and
outside the United Nations, pilot initiatives to promote cost-effectiveness, and
increase overall awareness of the importance of cost-effectiveness. The Office
will also take on the responsibility of monitoring the implementation of
external and internal audit recommendations. This will enable institutional
systematic follow-up, as required by General Assembly resolution 47/211.

65. The establishment of OBM also responds to the requirements that flow from
the rationalization of business functions and the delegation of authority. In a
number of areas, the principle is being implemented that users should be
provided directly with the resources needed to perform their functions; central
services would thus move to a service, advisory and monitoring function. Line
managers have been given greater flexibility in the management of their budgets
at the same time as those budgets have been reduced. In the area of travel, the
Travel Section is being transformed from a line unit to an advisory and policy-
oriented unit. As described above, users will be provided directly with systems
development resources to manage and DAIS will provide technical and policy
advisory functions. Similar principles are being applied at headquarters in the
case of the budgets relating to communications, supplies, and travel on detail.
The corollary of this redesign of business functions and increased delegation of
budgetary authority is to enhance the review and monitoring capability
associated with the budget function.

66. Finally, a third element in the establishment of OBM relates to the need to
focus increased attention on costing practices and reimbursement mechanisms.
Many of the issues raised in chapter VI point to the increasing importance of
this function.

67. Two Professional posts will be redeployed to OBM; one from the DOF
directorate and the other from DAMS. From the point of view of the budgetary
presentation, DOF and OBM have not yet been separated out in the budget
estimates for the biennium 1994-1995.

(b) Rationalization and streamlining of business functions

68. The merger of DAMS and DMIS has enabled considerable rationalization,
e.g., in the administrative support functions. In addition, the consolidation
of the communications functions in one section will avoid duplication and
encourage synergies. One area in particular that has been reviewed is the
travel function. On the basis of the findings of the integrated administrative
systems project, an internal task force was established to review the procedures
in place for the administration of travel. As a result of that review, it has
been decided to simplify and streamline administrative procedures, leading to
substantial savings without any loss of accountability.
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(c) Implementation of information systems improvements

69. The implementation in due course of the Integrated Management Information
System is expected to lead to increased efficiency and cost-savings. Some
savings included in the 1994-1995 estimates relate to savings projected from the
implementation of this project based on the IMIS work schedule.

(d) Review of the cost-effectiveness of business practices

70. Many examples are cited in sections V.B and V.C of initiatives to review
the cost-effectiveness of business practices. The best example is provided by
the initiatives in the management of the accounts. A combination of systems
developments and new business practices has enabled a reduction of 17 General
Service posts in the Accounts Section. The role of the regional service centre
concept in the implementation of new practices in the Accounts Section is
discussed in section V.D.

71. The Administrator also wishes to draw the attention of the Governing
Council to the status of negotiations currently under way with regard to the
reimbursement to the United Nations for services rendered by the United Nations
to UNDP. In 1988-1989, UNDP reimbursed the United Nations $3.9 million
(excluding direct services provided by NYCS). In 1990-1991, UNDP reimbursed
$5.7 million. The United Nations has now requested $9.3 million for 1992-1993.
This represents a 135 per cent increase over the 1988-1989 base.

72. Against this background, the reimbursement level has been frozen at the
1991 level pending a full review by a consultant of the methodology and the
justification for the request. UNICEF and UNFPA also received requests for
similar increases and requested the services of the same consultant. The
initial findings of the consultant have been reviewed in detail by a joint task
force from UNDP, UNICEF and UNFPA and the findings have been transmitted to the
United Nations. Pending further clarification and negotiation, no changes are
being proposed to the 1992-1993 budget estimates relating to reimbursement to
the United Nations. However, the work of the task force has convinced the
Administration that further economies are feasible. Against this background, a
volume reduction of $500,000 for 1994-1995 has been projected.

(e) Decentralization and delegation of functions

73. Decentralization and delegation is being implemented across a wide range of
functions. It is a key factor in the need for the establishment of OBM. Again,
the best example is provided by the establishment of regional service centres
and the exercise of the accounts examination function in the field offices.
This is explained in detail in section V.C.

74. In summary, BFA has seized on the opportunity created by the need for
greater cost-effectiveness and enhanced accountability to undertake a more
far-reaching review of structure and business functions. In all, 7 Professional
and 34 General Service posts have been cut. The reform process is ongoing and
further staff redeployments and adjustments may be required. However, the
thrust of the Bureau’s activities and focus are now clearly established for the
coming biennium.
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2. The Regional Bureaux

75. Overall, the four Regional Bureaux are cutting five Professional posts and
eight General Service posts. The Regional Bureau for Arab States and the
Regional Bureau for Latin America and the Caribbean cannot make any further
overall cuts in staffing as they are currently staffed at levels that constitute
a critical minimum mass. None the less, RBLAC has been able to transfer one
Professional post from core financing to extrabudgetary.

76. The Regional Bureau for Africa and the Regional Bureau for Asia and the
Pacific are implementing significant restructuring initiatives. In both cases,
two basic steps are involved: a consolidation of programme responsibilities in
fewer programme divisions and the redefinition of programme responsibilities in
the light of the programme functions review and the delegation of authority to
the field.

77. The first step has led to the consolidation of three country-focused
divisions in RBAP into two while RBA has consolidated five divisions into four.
It has also led in both Regional Bureaux to the consolidation of regional
programme divisions and programme support divisions to provide a more focused
and substantive support capability. In RBA, the new Division for Regional
Programmes and Policy Analysis includes the earlier LDC Unit. This is intended
to mainstream LDC concerns.

78. This consolidation requires a strengthening of the mid-management capacity
of the Bureaux to provide more substantive backstopping and guidance to field
offices. Such capacity requires mid-management level experience and exposure to
substantive thematic areas. As a consequence of this, a number of
reclassification proposals are being submitted in both Bureaux. The proposals
are reflected in detail in table V.2. The explanation for the reclassification
at the P-3-P-5 level lies in the overall rationale for the restructuring
undertaken; in the view of the managers concerned, the reclassification is a
precondition for the required strengthening at the mid-management level. The
Bureaux were given individual reduction targets and their reclassification
proposals were incorporated within the budget targets. In both cases, deeper
cuts were necessitated in order to accommodate the financial implications of the
reclassification. Finally, the reclassification proposals should be considered
in the context of the downgrading of one D-2 post and the reduction of two D-2
posts in RBA and of one D-1 and two P-3 posts in RBAP.

79. In the case of RBA, reference should also be made to the elimination of
eight General Service posts. This relates to the rationalization of support
functions following computerization and recognizes the high ratio of secretarial
staff to Professional posts in the Bureau.

80. With regard to the Division for Europe and the Commonwealth of Independent
States, the Administrator proposes to redeploy the two international
Professional posts and three General Service posts from the former Yugoslavia.
DECIS now supports 30 country programmes as well as an increased number of field
offices and temporary offices. The current strength of the division is below
the minimum critical mass necessary. The division currently is composed of one
D-2 post borrowed from Geneva, one D-1 post, two Professional posts, and three
General Service posts. With the proposed redeployments, at no additional cost
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to UNDP, the staffing strength would be five Professional posts and six General
Service posts. The Administrator considers this to be the bare minimum
required.

3. Bureau for Programme Policy and Evaluation

81. The Bureau for Programme Policy and Evaluation has implemented reductions
amounting to $1.4 million. These include four Professional posts and three
General Service posts. Two of the Professional posts relate to documentation
and statistics and executive officer functions. The other two relate to the
infrastructure and the public sector management.

4. Division of Personnel

82. The Division of Personnel has eliminated four Professional posts: two in
the staffing section; one in administration; and one currently being deployed in
the Training Section. There are presently two Professional and three General
Service trainer positions encumbered by trainers who manage and implement UNDP
training programmes. These have for some time been charged to the training
budget as an integral part of the training function. In order to increase
transparency, these positions are now being reflected as posts in the budget and
they will no longer be financed from the training budget. There is no net
financial implication: resources are being redeployed from the training line of
the budget to established posts. In so far as posts are concerned, therefore,
the DOP staffing table shows a net reduction of two Professional posts and an
increase of three General Service posts.

5. Bureau for External Relations

83. In view of the current resource situation, the Bureau for External
Relations was not subject to the same reductions applied to other Bureaux. The
elimination of the Assistant Administrator post referred to above is the only
core reduction implemented in BER. It should, however, be noted that
complementing this reduction, an extrabudgetary post of Principal Officer at the
D-1 level as well as an extrabudgetary General Service post have been
eliminated.

84. In paragraph 20 of its decision 91/46, the Governing Council requested the
Administrator to review the organizational structure of and the functions
performed by the Geneva Office in the context of the 1994-1995 budget estimates.
The Administrator has considered this request and after a brief review has
concluded that no new initiatives with regard to the structure or functions
performed by the Office are warranted at this time. However, the role and
functions of the Office will be kept fully under review, bearing in mind other
developments that could have an impact on the profile of the Office.
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6. The Humanitarian Programme

85. In paragraph 2 of its decision 92/37, the Governing Council approved the
continuation of one core post at the P-5 level for the Humanitarian Programme
until the end of the 1992-1993 biennium and decided to apply the same procedure
to the existing D-2 level post on a transitional basis. In paragraph 3 of the
same decision, the Council decided to review the staffing level of the
Humanitarian Programme, stressing the need for a clear division of
responsibility between the Department for Humanitarian Affairs and UNDP, bearing
in mind decision 92/20 of 26 May 1992, in paragraph 11 of which the Council
noted the intention of the Administrator to charge two Professional posts to SPR
on a temporary basis until the end of the 1992-1993 biennium.

86. During the 1992-1993 biennium, the Humanitarian Programme is focusing on
five major activities:

(a) The promotion of and support to activities designed to strengthen the
disaster-preparedness and disaster-management capacities of Governments;

(b) The development of revised emergency-related UNDP policies and
procedures;

(c) The management of the Disaster Management Training Programme, which is
the largest such undertaking by the United Nations system;

(d) The provision of key staff and technical inputs into the work of DHA
at Geneva and in New York;

(e) The formulation of guidelines and principles governing cooperation
between DHA and UNDP.

87. The Administrator proposes to build on this experience in the 1994-1995
biennium by focusing further on a number of operational objectives. These
objectives include the following:

(a) Liaison with DHA, the rest of the United Nations system and donors.
At the DHA level, the principal roles of the Humanitarian Programme are twofold:

(i) It participates in DHA’s management of ongoing emergencies.
Humanitarian Programme staff are the UNDP representatives on DHA’s
inter-agency support unit and attend all DHA staff meetings. The
Programme also attempts to ensure full participation by the regional
bureaux concerned in emergency specific meetings;

(ii) It acts as a substantive resource for DHA in the general area of
disaster/development linkages and as an important substantive resource
with regard to rehabilitation and recovery programmes for displaced
populations;

(b) Development of various policy and operational guidelines;

(c) Continued implementation of the Disaster-Management Training
Programme;
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(d) Participation with the regional bureaux in country programming
exercises in selected disaster-prone countries;

(e) Management of SPR allocated to emergencies (categories A1 through A4);

(f) Initiation of studies and seminars on the reintegration of displaced
populations.

88. It is evident from both the 1992-1993 work programme and the operational
objectives as set out for 1994-1995 that the Humanitarian Programme works in
very close cooperation with DHA. Against this background, the Administrator
proposes in the 1994-1995 biennium to transfer the resources allocated to the
D-2 post in the Humanitarian Programme to DHA to enable the liaison and
coordination functions to be performed in the immediate location of DHA. The
Administrator also proposes to maintain the remaining staffing levels currently
approved, namely one P-5 under the core budget and one L-5 and one L-4 funded
from SPR. The Governing Council may wish to consider regularizing the positions
funded from SPR in the core budget or in the PSDA. However, the Administrator
believes that given the high degree of operational work involved in these
positions, they can quite appropriately continue to be financed from SPR. The
Administrator also believes that the maintenance of the existing staffing levels
as described above provides the minimum critical mass necessary to undertake the
tasks assigned to UNDP in this field of activity.

7. General operating expenditures

89. A volume reduction amounting to $500,000 is projected for rent. This
relates to plans to vacate Uganda House. Savings of $500,000 are also projected
in relation to the services provided by the United Nations as described above.
Finally, the Administrator proposes some modest savings totalling around
$0.8 million in a number of areas relating to general operating expenditures.

D. Field office budget strategy

90. The field office budget strategy is based in particular on the elements
described in paragraphs 22 and 23 of document DP/1992/40. This strategy was in
broad terms endorsed by the Governing Council in its decision 92/37.

91. The strategy was the subject of extensive consultations both at
headquarters and in the field. The Regional Bureaux agreed to meet certain
budgetary targets. Extensive discussions were then held between the Regional
Bureaux, BFA and each Resident Representative to determine individual country
targets for implementing the aggregate targets.

92. The major elements resulting from this process are reflected in table V.3.
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93. Table V.3 indicates reductions in the field office budget amounting to
$33.3 million. Some $4.7 million of additional government local office cost
contributions will be mobilized. The implementation of the budget strategy in
the field clearly responds to paragraph 6 of decision 92/37, which in turn
relates to paragraph 12 of decision 91/46. In that paragraph, the Governing
Council recommended that the distribution of resources among field offices
should be reassessed to reflect the distribution of programme resources approved
in decision 90/34 of June 1990. Table V.4 provides an overview of the
distribution of budget resources between field offices by region.

Table V.3. Elements of the Field Office Budget Strategy

(Millions of dollars)

Element RBA RBAP RBAS RBLAC DECIS Total

Net effect of the
reduction/increase of
international/NOs 6.1 4.1 0.6 - - 10.8

Net effect of the
reduction/increase of
FSL/NOs 3.4 2.8 1.2 - - 7.4

Streamlining/rationalization
of support functions
(reduction of GS) 0.4 1.6 0.8 - - 2.8

Transfer to extrabudgetary
financing - - 0.4 6.0 6.4

Mobilization of additional
GLOC 0.7 1.0 3.0 4.7

Implementation of decision
91/92 relating to NCCs 0.0 1.2 1.0 2.2

Reduction of general
operating expenditures 0.5 1.1 0.3 0.3 2.2

Other 1.5 1.5

Total 10.4 10.3 5.5 9.3 2.5 38.0
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Table V.4. Gross and net field office budgets

(Millions of dollars)

1992-1993 1994-1995

Region
Gross

budget
GLOC paid

(Estimated)
Net

budget
Gross

budget
GLOC paid

(Estimated)
Net

budget

RBA 140 2.8 137.2 145 2.8 142.2

RBAP 74 8.1 65.9 72 8.7 63.3

RBAS 47 9.2 37.8 48 10.3 37.7

RBLAC 50 9.6 40.4 50 12.7 37.3

DECIS 12.4 2.6 9.8 12.9 2.9 10

94. Table V.4 differentiates between gross and net budgets; the difference is
accounted for by government local office contributions. Table V.4 also clearly
indicates that, on the basis of net budgets, field offices in the Africa region
account for 47 per cent of total field office budgets in 1994-1995. This
compares with the fact that the Africa region accounts for 45 per cent of total
country IPFs. Table V.5 summarizes the overall situation.

Table V.5. Comparison of country IPFs with field office
budgets (by region )

Region
Per cent

of IPF

Per cent of
total field

office budgets
(net)

Average biennial
cost per office

per region (net)

RBA 45 47 3.2

RBAP 37 21 2.6

RBAS 8 13 2.1

RBLAC 8 12 1.6

DECIS 2 3 0.5

TOTAL 100 a/

a/ Non-specific to field office accounts for 4 per cent.
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95. A complicating factor is that the number of offices varies significantly
between regions. This factor has been taken into account by providing in
column 3 the average 1994-1995 biennial cost per office per region. Moreover,
cost structures vary significantly between regions. Bearing these elements in
mind, the Administrator believes that the information provided indicates clearly
that the intention of the Governing Council as expressed in paragraph 6 of its
decision 92/37 and paragraph 12 of its decision 91/46 is being fully respected.

Regional strategies

96. The strategies adopted by the Regional Bureaux exhibit different
characteristics reflecting different realities and opportunities. The staffing
implications of the strategies adopted are reflected in table V.6. A brief
overview by region follows.

Table V.6. Net result of proposed changes in UNDP core
field office staffing, 1992-1995

1992-1993 1994-1995 1994-1995

Authorized staff Proposed changes Proposed staff

Region International Local International Local International Local

P FSL NO GS P FSL NO GS P FSL NO GS

Africa 200 19 163 1 198 (29) (19) 8 (17) 171 0 171 1 181

Asia and the
Pacific 119 16 114 797 (20) (16) 7 (66) 99 0 121 731

Latin America
and the
Caribbean 57 0 59 385 0 0 9 (66) 57 0 50 319

Arab States 55 6 48 368 (3) (6) 3 (38) 52 0 45 330

Europe 11 0 12 68 (3) 0 3 (19 ) 8 0 9 49

Non-specific
to countries 22 5 0 2 5 (5) 0 0 27 0 0 2

Total 464 46 396 2 818 (50) (46) 0 (206) 414 0 396 2 612
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1. The Africa region

97. In the Africa region, 91 per cent of the total savings achieved come from
the elimination or localization of junior international Professional posts and
the elimination of the FSL category. The Administrator believes that this
policy is practicable through the selective recruitment of NOs and extensive
training. Additional savings from the elimination of support functions and
reductions in general operating expenditures complement the major reductions
referred to above. Mobilization of extrabudgetary resources remains at an early
stage while there has been limited success in collecting government local office
cost contributions. One new requirement in the Africa region results from the
developments relating to Eritrea. In order to plan for anticipated budget
needs, three international Professional, three local Professional and 10 General
Service posts have been provided for. One of the Professional posts has been
redeployed from Ethiopia. All the posts have been provided for within the
financial target established for the Africa region.

2. The Asia and Pacific region

98. In the Asia and the Pacific region, 67 per cent of the total savings comes
from the elimination and localization of junior international Professional posts
and the elimination of the FSL category. In a number of field offices in Asia,
the rationalization of support functions was given particular emphasis. This
has resulted in the elimination of 66 General Service posts. While the cost
impact is limited, the implications for workload and functions are quite
significant. The mobilization of extrabudgetary resources is an aspect to which
RBAP will be giving increasing importance. GLOC contributions are relatively
solid and are expected to improve further. The implementation of decision 91/29
has led to savings with regard to net office costs in the Republic of Korea.

3. The Arab States region

99. There are 18 offices in the Arab States region. Of these, six are located
in net contributor countries. Excluding the net contributors, only 12 field
offices could be assessed for net savings. Thirty-three per cent of the total
of $5.5 million represents savings from localization and the elimination of the
FSL category. An effort has also been made to rationalize support functions.
Another $1.2 million relates to the implementation of decision 91/29, including
specific savings resulting from the closing of the office in Oman. RBAS has now
launched a major initiative to increase contributions to GLOC and generate
extrabudgetary resources. These twin initiatives represent the key strategic
focus of the future RBA approach.

4. The Latin America and Caribbean region

100. The RBLAC strategy is heavily focused on increasing contributions to GLOC
and increasing extrabudgetary resources: there is a projected increase of
$3 million in the former. The extraordinary growth of the extrabudgetary
programme in the region has enabled $6 million to be transferred from the core
budget to extrabudgetary resources. In view of the extremely limited number of
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international Professional posts in the region and the non-existence of the FSL
category in the region, they have not formed any part of the RBLAC strategy.

5. The Division for Europe and the Commonwealth of
Independent States

101. Information regarding this region is provided in much greater detail in
chapter VI, section E. In view of the very scarce resources allocated to this
region, the savings achieved by the Division are limited to two specific areas.
The first relates to the implementation of decision 91/29 with regard to Cyprus;
the second relates to the closing of the office in the former Yugoslavia.

6. The regional service centre concept

102. The regional service centre concept was first proposed in paragraph 22 (b)
of document DP/1992/40. It was stated therein that the concept addressed the
issue of relocating service and processing functions from a high-cost to a low-
cost area. A number of potential functional areas, including accounts
examination, were identified and the Governing Council was informed that a pilot
test was being led by RBAP and BFA. In endorsing the Administrator’s budget
strategy, the Council specifically requested the Administrator, in
paragraph 5 (a) of its decision 92/37, to ensure that regional service centres
do not introduce a new bureaucratic layer nor duplicate headquarters functions.

103. Against this background, the Administrator appointed a manager to initiate
the pilot in the RBAP region. A task force was established at headquarters to
monitor progress and provide overall guidance. The terms of reference of the
manager include the fact that he reports directly to each line manager at
headquarters with responsibility for the service being performed. The manager
has started operations from a service centre located in Malaysia. The Accounts
Section (DOF), DAMR, OPS and UNFPA have all expressed strong interest in
participating in the pilot.

104. The manager’s initial findings have given rise to a new approach in the
accounts area. The initial approach envisaged was for the regional service
centre to process documentation otherwise sent to headquarters. The supporting
documentation for the accounts was to be provided to the regional service centre
rather than to headquarters. The new approach is to keep the documentation in
the field offices but to contract with an internationally reputable audit and
accounting firm to provide a range of audit and accounts examination services in
each field office on a regular basis. Tender documents have now been prepared
and an offer is expected to be made by April 1993.

105. The advantage of such an approach is that it reduces cost by providing the
service at the location; it expands coverage enormously since it enables an
audit and accounts examination function to be provided in every office - monthly
if necessary; and it increases the professionalism of the service. It is
currently estimated that for complete coverage of the Asia and Pacific region,
such a service would cost the UNDP core budget $150,000 a year. The total cost,
including services rendered in support of national execution, OPS and UNFPA,
would amount to some $300,000.

/...



DP/1993/45
English
Page 53

106. OPS has expressed interest in the regional service centre reconciling
project imprest accounts as well as reviewing and processing all OPS IOVs for
the region, including data entry. OPS will therefore require processing
services located in the regional service centre. It is expected from
preliminary discussions that UNFPA might require both IOV processing facilities
as well as audit and accounts examination coverage.

107. Table V.7 provides a breakdown of the budget estimates for the
implementation of the regional service centre concept. Based on the encouraging
progress made, these estimates are based on the following assumptions:

(a) Specific provision is made at present for regional service centres in
Asia and Africa;

(b) Only one full-time international Professional regional service manager
is required to oversee the start-up of these centres;

(c) At this stage, many of the services provided will be incorporated in
the form of subcontracted services;

(d) Sources of funding for these services included below are the core
budget, the support to national execution appropriation line, OPS and
extrabudgetary, including UNFPA. Table V.7 provides a gross and net budget.
The gross budget includes total requirements from all sources. The net budget
represents the net cost to the UNDP core budget.

Table V.7. Regional service centre: budget estimates
for the 1994-1995 biennium a/, b /

(In thousands of US dollars)

Object of expenditure Gross cost Net cost

International posts 240 70

Local posts 390 90

Subcontracts 1 400 720

Total 2 030 880

a/ The apportioned costs to UNDP relating to one international
Professional post and five local posts have been included in the net cost
column.

b/ The apportioned costs to the core UNDP budget are to be found in a
separate object of expenditure line in table 5, entitled "Support to RSC".
Similarly, the costs to the support to national execution appropriation line
have been included in a support to the regional service centre object of
expenditure line.
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108. At the present time, the pilot remains in an early phase and no definitive
conclusions can yet be drawn. The Administrator believes that the pilot should
pay its own way to some extent. Over time, the implementation of the concept
should generate savings, which would be used for further expansion of the
concept once it has proven itself. In the same vein, the regional service
centre will charge field offices for specific services required. In this way,
any expansion of the service centre would be funded from field office budgets,
ensuring that the centre remains entirely responsive to country-based needs.

109. In summary, the Administrator is convinced that an exciting start has been
made and the implementation of the pilot deserves funding at the requested
level. The concept responds directly to requests by the General Assembly and
the Governing Council to find new means of enforcing accountability and,
moreover, it does so at the field-office level without building up increased
capacity at headquarters. At the same time, the provision of these services is
expected to bring about a significant increase in field office financial and
administrative capacity at a time when the increase in national execution makes
this a high priority.

110. Finally, it should be noted that the implementation of the regional service
centre concept has been instrumental in enabling the substantial savings
projected at headquarters, in particular in the Accounts Section (DOF), as
described above.

E. Europe and the Commonwealth of Independent States

Europe

111. By its decision 91/46 of 21 June 1991, the Governing Council approved the
opening of field offices on a temporary basis in Poland, Albania and Bulgaria.
The Council decided to take a final decision on this issue as soon as possible,
but not later than at its fortieth session (1993) in the light of a review,
justifying the profile, staffing and size of the field offices in Europe, of the
progress in the mobilization of extrabudgetary resources and of the government
local office costs contributions. Following is a report on status with regard
to each of the three offices.

112. The office in Poland opened in 1990. By the end of 1991, it had reached
its authorized UNDP core strength of one international staff member (the
Resident Representative), two National Officers, and six General Service staff.
By the end of 1992, four additional General Service staff were financed from
extrabudgetary resources. Since its opening, the office in Warsaw has
concentrated on the provision of impartial advice to national and local
governments, the private sector and NGOs. Major inputs have been in the area of
training and advisory services with emphasis on cost-effective modalities such
as TOKTEN, UNISTAR and UNV in support of Poland’s efforts to (a) achieve
integration into the international economy; (b) strengthen national capacity to
support Poland’s economy in transition; (c) improve the capacity to absorb
international cooperation through strategies that ensure demand-driven
assistance; (d) improve the coordination and management of external assistance;
and (e) develop new approaches to social policy and the setting up of new social
institutions.
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113. As to the financing of the office, the Government fully met its obligations
to contribute towards local office costs ($0.5 million for the period
1970-1992). In addition, an amount of $112,000 was made available in support of
extrabudgetary activities during the same period. As to the programme, the
Government contributed the equivalent of $563,000 to three projects. Other
cost-sharing was obtained from USAID ($333,000) and has been committed by EEC
(ECU 300,000) and WHO ($50,000). Two other cost-sharing arrangements are under
negotiation for contributions of $400,000 from EEC and $4.1 million from Japan.
An equivalent of $112,000 was contributed from several sources for ad hoc
activities primarily relating to seminars and conferences dealing with matters
of concern not only to Poland itself but also to the region as a whole. The
country programme was approved in 1992 and is being used as a framework for
mobilizing additional resources. It is anticipated that the programme will
attract extrabudgetary resources equivalent to four times the IPF.

114. The field office in Albania opened in August 1991 and was fully operational
by October 1991. It has now reached its core staffing complement of two
international staff members, two National Officers, and eight General Service
staff. Since its opening, the office has concentrated its efforts on providing
impartial and independent advice to the Government in support of its approach to
develop human resources for the design and implementation of the major
structural reforms (political, economic, and social) under way in Albania. UNDP
has been playing a lead role in efforts aimed at the establishment of a social
safety net, the creation of a permanent national capacity for elections, the
preparation of a master plan for the education sector, and the preparation and
implementation of public sector administrative reform. The GLOC established for
Albania for 1992, the first full year of operation of the office, is estimated
at the equivalent of $42,250. Office premises are being made available as a
contribution in kind.

115. The focus of donors has been on the provision of emergency balance of
payments and of food support to Albania. UNDP has been collaborating with the
major donors, EEC and Italy, in this regard. Through a management services
agreement with the EEC, support is being provided for an ECU 1 million
humanitarian emergency assistance programme. Funding has been approved for a
second phase of this programme. Extrabudgetary resources thus generated cover a
number of additional staff associated with providing services. An EEC programme
for support to NGO activities that would be managed under similar arrangements
is being actively considered. This is in line with the effective coordination
role UNDP has already played with NGOs operating in Albania. Negotiations are
being held regarding the creation of a major trust fund for Albania to be
administered by UNDP. Discussions are also under way with development agencies
from different countries on the possibilities of joint financing through
cost-sharing, parallel financing, trust funds, or management service agreements.

116. The office in Bulgaria has only recently been established and it is
therefore too early to report on its activities. The authorized staffing
profile consists of one international Professional (Resident Representative),
two National Officers and five General Service staff. The new country programme
was presented to the Governing Council at its special session in February 1993.
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The Commonwealth of Independent States, the Baltic States and Georgia

117. The Administrator presented his report on the Commonwealth of Independent
States and the Baltic States (DP/1992/51) to the Governing Council at its
thirty-ninth session (1992). The report was in response to Governing Council
decision 92/8 of 14 February 1992 and examined ways of establishing a presence
in the newly independent States of the former Soviet Union. In its decision
92/43 of 26 May 1992, the Council approved an amount of up to $3 million from
within the approved 1992-1993 core budget to open a number of temporary country
and/or regional offices in the Baltic States and the Commonwealth of Independent
States.

118. As requested by the Governing Council in its decision 92/43, the
Administrator submitted to the Council at its special session in February 1993 a
report on the provisional activities of the programmes undertaken in the Baltic
States and the Commonwealth of Independent States (DP/1993/5). In the report,
the Administrator reviewed the UNDP approach so far towards the establishment of
a temporary field structure and the financing thereof during the 1992-1993
biennium. The review was made in the context of the emerging role of UNDP in
the newly independent countries of the former Soviet Union. The Administrator
stated his belief that the nature of multilateral support to the process of
transition to market economies and democracy did require some sort of United
Nations system physical presence, however small, at least temporarily. In order
to provide integrated support, such a presence would be the most effective way
to make the expertise of the United Nations system, and related specialized
information, accessible to those who need it to conduct and benefit from the
transitions. Similar concerns had guided the Secretary-General when he decided
to establish integrated United Nations Interim Offices in six of the newly
independent States and requested UNDP and the Department of Public Information
to execute this decision. The Secretary-General has subsequently decided to
establish a United Nations Interim Office in Georgia under similar arrangements.

119. As of February 1993, the Governing Council has accorded recipient status to
the 15 countries, including Georgia, that have emerged from the former Soviet
Union. UNDP has since engaged in a policy dialogue with the Governments of the
countries aimed at outlining short-term strategies providing a framework for
technical cooperation programme development, as well as concrete and practical
operations for the United Nations system in support of the transition to market
economy and democracy. The following paragraphs provide summary information, as
of February 1993 on (a) the strategic approach of UNDP in responding to
technical cooperation demands; (b) the substantive programme operations being
carried out and planned as of February 1993; and (c) the Administrator’s
1994-1995 budget proposals.

Strategic approach in responding to technical cooperation demands

120. The strategic approach of UNDP for programme development and implementation
is based in the first place on the comparative advantages of the United Nations
system in responding to the urgent demands for building sound human and
institutional capacity for managing the transition process, thereby playing a
complementary role in technical cooperation with other donors. This approach
has three principal elements: (a) it responds to immediate political, economic
and social needs through quick impact and short-term advisory services and
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training in economic and social areas critical to lending credibility and
sustainability in the early stages of the transition; (b) it builds the capacity
of national institutions responsible for coordinating and managing foreign aid;
special emphasis is placed on making national management capacity operational to
support demand-driven assistance, national execution, aid coordination and
resource mobilization; and (c) it facilitates policy dialogue between recipient
Governments and United Nations bodies, leading to identification of priority
areas for United Nations assistance and donor financing and the preparation of
country programmes with a longer-term perspective.

Substantive programme operations

121. As of February 1993, work has started in 12 countries on the development of
country frameworks for short-term transitional support (short-term country
strategies). Frameworks are most advanced for Estonia, Kazakhstan, Kyrgyzstan,
Latvia, Lithuania and Ukraine. In these countries, the frameworks are already
used as a tool for guiding the relationship and work to be carried out jointly
by the United Nations in support of the transition.

122. A second area is the development of prototype projects covering subjects of
common concern to many of the countries in the region and for which the
multilateral system has a comparative advantage. Work has been completed or is
advanced on a number of such projects: (a) based on the Polish experience,
umbrella project facilities are already approved or are about to be approved in
Estonia, Latvia, Lithuania, Ukraine and Uzbekistan to provide short-term
expertise to the transition; (b) projects aimed at national capacity-building
for international aid management have been developed in Azerbaijan, Ukraine and
Uzbekistan; (c) of interest to all countries, a project concept has been
finalized for developing national execution capabilities of those local
institutions that play an important role in international cooperation; (d) a
UNDP/United Nations/UNITAR programme proposal for capacity-building in the area
of foreign relations and international negotiations has reached an advanced
stage of formulation; (e) in collaboration with NGOs working with parliaments of
western countries, a project has been developed to build up the professional
skills of lawmakers in the newly independent countries; (f) a joint
UNDP/IMF/United Nations/ECE/prototype project is being considered for
institution-building in statistics and national accounts, with specific
consideration of the needs derived from the integration of these countries into
the world economy.

123. The UNDP Management Development Programme is designed to strengthen the
public sector capabilities in a market-economy environment. Objectives served
by MDP include the streamlining of the Civil Service and its orientation to the
new functions the State is assuming in the countries of the region. Missions
have been carried out already to seven countries (Estonia, Latvia, Lithuania,
Kazakhstan, Kyrgyzstan, Turkmenistan and Ukraine), and country-specific
programme proposals have been established for which resources are being sought.

124. Since June 1992, 18 individual projects have been developed, totalling more
than $3.2 million. Of these, nine (worth $1.1 million) have been approved and
nine (worth $2.1 million) are awaiting approval. Half of the projects fall in
the prototype category, and the other half have been developed for
country-specific situations. Financing for these activities is expected to be
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provided by IPF and SPR funds and from cost-sharing. Eleven of the proposals
are country-specific while eight have a regional or subregional character.

125. Regional cooperation has been identified as an area where the United
Nations system has a comparative advantage. UNDP and United Nations specialized
agencies have therefore given attention to the development of regional packages,
within which agencies assume responsibility for technically substantive inputs
and UNDP provides support to integrated management and resource mobilization.
Examples are: (a) a preparatory assistance for capacity-building of traders on
international commodity markets serving basic needs is being implemented by
UNCTAD; (b) IAEA and UNDP have established a joint effort preparing for an
international workshop at which country-specific programmes will be established
for the safety of nuclear power plants and radiation protection, an area where
internationally coordinated approaches are essential; (c) the preparation of a
package on practical training for small business management is nearing
completion; this project has been designed to fill an important gap in the
development of a new entrepreneurial class starting out with very little or no
capital; this package has been developed in collaboration with both the NGO
community and the World Bank; (d) work has started with WMO on the recovery of
essential meteorological stations in the Central Asian republics; the present
situation affects the ability of weather forecasting and as a consequence, poses
increasingly serious hazards to the security of commercial flights in an area
much larger than the republics directly involved.

126. The Administrator’s approach towards establishing presences in the
countries of the former Soviet Union must be seen in the context of his overall
functional approach towards managing UNDP activities in the region. The notion
of an expanded team network recognizes that there is a single management unit,
comprising headquarters as well as field staff. A consideration in forming the
small team of field representatives is the complementarity they would offer to
each other and to headquarters staff in relation to the UNDP role in support of
the transition. Substantive areas of responsibility are being assigned to
individual field staff in accordance with their qualifications and experience,
who will then function as a resource to other colleagues in their field of
expertise. Contacts were made with ECE and several United Nations specialized
agencies to identify the possibilities of their getting involved in the expanded
team approach. The team approach is supported by a low-cost, satellite-based
communications system for a number of the countries. Alternative solutions were
being explored to link up the remaining sites. The technical aspects of
accessing databases and other information systems of ECE and United Nations
specialized agencies was under study, as well as the linkages with major
non-United Nations institutions active in the region, such as EEC and EBRD.

Budgetary proposals

127. It is against the above background that the Administrator makes his
proposals for the 1994-1995 budget relating to the UNDP temporary field presence
in the region. As to the estimated total costs (excluding the cost of United
Nations international and local staff for interim United Nations offices),
reference is made to table V.8 below. Total cost for all offices is estimated
to be $7.87 million, of which $4.14 million relates to the United Nations
interim offices and $3.73 million to the UNDP temporary offices.
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Explanatory notes to table V.8

I. GENERAL

Column (0 ): COUNTRY AND TYPE OF OFFICE

There are two types of offices:

(a) Interim United Nations Offices

(i) Headed by the United Nations (UN)

(ii) Headed by UNDP (UNDP)

(b) UNDP temporary office

Column (1 ): GLOC WAIVER

Based on UNDP policies and procedures, host Governments contribute towards
local office costs. Local office costs are defined as all recurrent office
costs excluding international staff costs and international travel.
Depending on 1989 per capita GNP, a waiver is granted. It is assumed that
office space will be made available free of charge.

II. ESTIMATES OF TOTAL GROSS COSTS

Column (2) and (3 ): RECURRENT (PER YEAR) INTL STAFF AND LOCAL

Recurrent UNDP international staff costs per year in column (2) and
recurrent local office costs (including UNDP local staff) in column (3).
For purposes of estimating costs, the average level of head of office is
P-5/D-1 and average level of deputy is P-4.

Column (4), (5) and (6 ): RECURRENT INTL STAFF, LOCAL AND TOTAL

As columns (2) and (3), but taking into account UNDP international staff
assigned and assuming that office will be operational during the whole of
the 1994-1995 biennium.

SOURCES OF FINANCING

Column (7 ): UNITED NATIONS

For interim United Nations/UNDP offices, the United Nations pays
50 per cent of recurrent costs after deduction of the contributions by
Governments (see column (8)) and up to approximately US$ 560,000 for the
1994-1995 biennium. In addition, the United Nations will finance one
international (either the head or deputy of the interim office) and one
local staff post.
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Column (8 ): GOVERNMENTS

Estimated receipt of contributions based on estimated office costs in
accordance with the principles mentioned in the note to column (1) above.

Column (9 ): EXTRABUDGETARY

Extrabudgetary resources projected to be generated as contribution towards
office costs.

Column (10 ): ALLOCATION 94/95 CORE BUDGET

This column provides the net amounts projected to be charged to the
$4.80 million allocation proposed for approval by the Governing Council.
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128. In respect of financing, the Governing Council approved, in its decision
92/43, a net amount of $3 million for a period of 18 months for use in the
Commonwealth of Independent States. Based on this, an amount of $4 million
would represent the base for the full period of 24 months 1992-1993. The
Administrator is requesting a volume increase for one additional international
Professional post in Uzbekistan in view of the size of the IPF ($10.8 million).
After taking into account the global inflation rate in the field, the
Administrator proposes a new net amount of $4.8 million as a core-budget
contribution to the estimated total cost of the offices in 1994-1995. It is
projected that the remaining costs will be covered by an additional
$1.48 million, representing the combined contributions by the United Nations and
Governments towards local office costs and $1.59 million from extrabudgetary
resources. For 1992-1993 the Administrator, with the specific agreement of
governments, proposed the use of IPF resources in a limited number of countries.
Governments agreed that a modest amount of IPF resources would serve as an
initial investment for building up substantially larger programmes from
extrabudgetary resources. The Administrator does not foresee the need for the
use of IPF resources during 1994-1995. Most of the extrabudgetary funding will
result from income originating from trust funds and resource mobilization for
specific programmes and projects. Moreover, it is anticipated that United
Nations specialized agencies with an interest in joining the office network will
make contributions towards sharing the cost of expanded offices.

129. With the exception of Uzbekistan, the Administrator proposes no changes to
the basic staffing profile of one international Professional and two local
Professional staff per office. The average number of General Service staff in
each office is expected to be four.

130. The United Nations interim offices in Armenia, Azerbaijan, Belarus,
Georgia, Kazakhstan, Ukraine and Uzbekistan will be jointly staffed by the
United Nations and UNDP, with the United Nations providing one additional
international Professional and one local staff. In this connection, the
Administrator remains committed towards working with the Secretary-General on
the issue of integrated United Nations offices in the field. In the case of
Armenia, Azerbaijan and Georgia, United Nations staff have been assigned as
United Nations Representative and head of the office while UNDP staff have been
assigned as United Nations Representative and head of the office in Belarus,
Kazakhstan, Ukraine and Uzbekistan. Negotiations are under way in pursuance of
the Secretary-General’s decision to open a United Nations interim office in the
Russian Federation. No changes are proposed with regard to the Professional
staffing profile of the UNDP temporary offices in Estonia, Kyrgyzstan, Latvia,
Lithuania, Moldova, Tajikistan and Turkmenistan.

F. Management of change: human resource aspects

131. In 1992, in the Administrator’s presentation of the budget strategy, two
specific proposals dealing with the management of change in the personnel area
were submitted to the Governing Council. One covered a pilot approach for
short-term contracts to provide a more streamlined and flexible approach for the
hiring of individuals who perform functions limited in duration and therefore
non-permanent in nature. The second proposal was for limited authority to be
granted to the Administrator to review, between budget biennial submissions, the
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job classifications for posts in the P-1 to P-5 range and to make changes as
necessary and in accordance with established common system standards, subject to
a zero-sum limitation.

132. In its decision 92/37, the Governing Council approved both proposals on a
pilot basis. For the former proposal (short-term contracts), the Council
stressed the importance of common-system wide approaches and inter-agency
consultations, and requested an interim report in 1993 and a comprehensive
report in 1994. For the latter (job classifications), the Council again
stressed the importance of common system-wide approaches, confirmed that the
proposal should have no financial implications, and decided to review the
implementation of the pilot, including its continuation, at its fortieth
session.

133. At the time of preparation of the budget document, the arrangements for the
pilot on short-term contracts were still in a preparatory stage. Consultations
with the potential users were followed by the development of a set of rules to
govern scope of coverage, duration, eligibility, conditions of service and
internal controls. As the new short-term contract will be used to enter into
formal contractual commitments with individuals, it is intended that its pilot
implementation be as an integral package, although still quite limited in scope,
given its trial and pilot nature. Consultations among agencies are ongoing and
will continue. UNDP is consulting both informally and formally with ICSC. As
the more technical and procedural aspects are completed at a level sufficient
for the pilot, the Administrator will introduce the new contract in the second
quarter of 1993 for a limited number of individuals. The Administrator intends
to supplement the present interim account with a verbal or, if necessary, a
written statement to the Governing Council at its fortieth session on the actual
use of short-term contracts. Considerable importance is attached to the concept
of the short-term contract and it is recognized that other organizations of the
system are likely to be interested in eventually applying something similar if
the experiment is successful. The Administrator therefore wishes to begin in a
limited, deliberate, and well-considered way. Given that the pilot is in its
incipient stage at this point, the Administrator is not requesting the Council
to take any further action other than to take note of the early preparations.

134. As concerns the piloting of zero-sum approval authority for P-1 to P-5 job
classifications, the Administrator wishes to report that no changes in the
classified levels of existing Professional posts have been approved since
Governing Council decision 92/37. This is not particularly surprising for two
reasons: (a) since the Administrator has traditionally discouraged the ad hoc
review on a case-by-case basis of individual posts, they rarely change, in their
nature and level, independently from other posts in the same unit; (b) the
Administrator has launched a process for regular, thorough and integral reviews
of whole units. The Council was advised last year of the plans of the Division
of Personnel for the progressive review of posts in all units at headquarters,
followed by the review of posts in the field. Plans for such a review were
completed in the second half of 1992. All units and staff were advised by
memorandum of the mechanisms and procedures for the review of posts at
headquarters; the unit-by-unit reviews were also announced. An initial
selection of units has been made, and the programme began in early 1993.
Briefings have taken place in the first unit selected and the preparation and
submission of job descriptions for review is about to start in that unit. The
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Division of Personnel will proceed from unit to unit in a measured and
systematic way, within the constraints of available resources. The
Administrator intends to ensure that his approval of the findings of the
integral unit reviews, together with any occasional ad hoc individual post
reviews, are dealt with in the agreed zero-sum approach for the P-1 to P-5
range. Results that fall outside of that cost-neutral approach, if any, would
be presented to the Council in the context of the biennial budget submissions,
along with any recommendations affecting posts at the D-1 level and above. The
Administrator therefore requests the Council to take note of the status of the
work in the job classification area and to permit the pilot to continue for at
least another year, at which time a report would be provided on the experience
gained.

G. Cost adjustments

135. The estimates incorporate a cost adjustment of $4.0 million or 0.9 per cent
over the proposed 1992-1993 estimates adjusted for the volume decrease, a
currency release of $4.8 million, and inflation amounting to $49.1 million,
which represents 11 per cent on the biennial base or 5.5 per cent per year.

136. The cost adjustments of $4.0 million represent the following items:

(a) An increase of $0.3 million, which is a technical adjustment to the
1994 budget estimates to incorporate the effect of hardship and mobility
allowance in the 1994 appropriations resulting from the consolidation of
6.9 points of post adjustment into base pay (in accordance with General Assembly
resolution 216);

(b) An increase of $4.5 million for the normal within-grade increment for
headquarters and field office staff;

(c) A decrease of $0.8 million reflects the implementation of a revised
methodology with respect to rent, by which the user is charged directly for the
actual cost. Corresponding increases are reflected in the appropriations of the
non-core and extrabudgetary users.

137. With regard to currency adjustments, the 1994-1995 UNDP core budget
estimates, in line with usual practice, are being adjusted for the first year of
the biennium (see chapter III: Methodology - for explanation). The result is a
currency release on the core budget of $4.8 million.

138. The 1994-1995 inflation adjustment figure of $49.1 million represents the
full impact of applying the Administrator’s inflation projections to bring the
1994-1995 base, which is expressed in revised 1992-1993 prices, up to 1994-1995
prices. This represents an increase of 5.5 per cent per year globally, or
3.7 per cent per year at headquarters and 6.5 per cent per year in the field.

139. The Administrator recognizes that the smooth implementation of the proposed
budget strategy entails some transitional costs. This is particularly the case
in view of the fact that the 1994-1995 reductions follow a 15 per cent reduction
in headquarters core posts in the 1992-1993 biennium. The transitional costs
fall into two categories.
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140. In the first place, it is necessary to allocate resources to cover a number
of agreed separations, both at headquarters and in the field. Although the
reductions will be implemented in very large measure through attrition,
turn-over, reassignments and the recruitment freeze currently in place for
headquarters General Service, some agreed separations will be required. In this
connection, the Administrator received Governing Council approval, in the
context of the 1992-1993 reductions, to obligate the full cost of termination
agreements secured during the course of that biennium against available
resources in the 1990-1991 budget. The Administrator plans to pursue the same
policy with regard to termination agreements reached during 1993 and to obligate
the full amounts incurred against the 1992-1993 budget.

141. The second category relates to the need for a smooth transition. There are
two requirements to ensure as smooth a transition as possible. The first is the
need to recognize that while some savings can be achieved prior to
December 1993, others may take up to an additional six months to implement. For
example, some posts to be cut on 1 January 1994 may be vacated in June 1993
through reassignment while others may naturally fall due in June 1994. The
second is to be able to fund from savings systems development (including work
related to the implementation of IMIS), training and other related costs that
are a precondition to the rationalization and streamlining of business functions
that underlie many of the reductions. Some of these costs will continue into
the 1994-1995 biennium. Against this background, and in order to avoid
unnecessary disruption of operations, the Administrator proposes to obligate and
apply savings earned in 1993 up to a ceiling of 1.5 per cent of the 1992-1993
core appropriation to ensure a smooth transition into 1994.

142. The Administrator believes that it is important to emphasize that his
proposals relating to meeting transition costs require no additional resources,
neither in the 1992-1993 biennium nor in the 1994-1995 biennium.
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VI. ANALYSIS OF THE FIELD STRUCTURE

A. Introduction

143. In its decision 92/37, the Governing Council requested the Administrator to
review a number of related aspects of the UNDP field office structure. In
particular, it requested the Administrator to take into account the levels of
indicative planning figures and extrabudgetary resources, the impact of the
composition of resources on the field structure, and the impact of different
options for the decentralization of OPS (para. 7). It requested the
Administrator to review the possibility of a more flexible and cost-effective
approach to the UNDP field presence, including the option of closing field
offices and of making use of regional offices (para. 8). It requested an
analysis of the effects of the composition of management services on UNDP
country programmes (para. 9). Also related, it requested an analysis of the
appropriate sources of funding for field office services not related to UNDP
(para. 20).

144. In the following paragraphs, the Administrator addresses these interrelated
issues.

145. The starting point for any review of field office structure must be a
definition of the principal functions of field offices. It must be emphasized
from the outset that field offices play very different roles in different
countries depending on the needs of the host country and the comparative
advantages offered by the office in a particular country. In its resolution
47/199 the General Assembly stressed the fact that country strategies must be
responsive to the needs and requirements of the country. This principle is no
less applicable to the functioning of the UNDP field presence. While there is,
therefore, a wide range of functions and roles being performed, it none the less
appears possible to define a number of broad core functions, as follows:

(a) To ensure the Administrator’s accountability for UNDP-financed
programmes;

(b) To develop, support and monitor technical cooperation programmes at
the request of, and in cooperation, with Governments;

(c) To respond to country needs and provide a range of services to
Governments, at their request, including access to the substantive capacity of
the United Nations operational system and resource mobilization;

(d) To engage in dialogue with national counterparts on themes of global
significance as authorized by the General Assembly, the Governing Council and
other legislative bodies;

(e) To provide management and operational support to the Resident
Coordinator function;

(f) To provide a broad range of services in support of the operational
activities of the United Nations system.
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146. Consideration of the functions performed highlights the critical importance
of the universality of the UNDP field presence. The requirements for the
development and provision of support to technical cooperation programmes is
quite different from those for capital assistance, external budget support or
even emergency relief. Technical cooperation is an activity that seeks to build
national capacity. It follows that it is a form of cooperation that requires
intimate knowledge of local conditions and needs, a long-term relationship
between national counterparts and UNDP, and a relationship built on respect and
trust. The relationship between UNDP at the local level and national
counterparts provides the foundations on which external missions, often to be
counted in the hundreds each year even in the smallest countries, can build.

147. The Secretary-General has noted that "the increased importance being
attached to policy concerns of a multidisciplinary nature in operational
activities has important implications for the future functioning of the
system ... it will require an intimate knowledge of local conditions and
institutions and an ability to work closely with them" (A/47/419, para. 46).

148. From the host country perspective, the presence locally of UNDP provides a
unique service that can be responsive to specific needs and concerns. It
provides a support mechanism on a continuing and "as needed" basis that can
provide neutral and objective advice and is not sectorally biased. It provides
a mechanism that can immediately respond to local conditions.

149. The field office network provides the international community with a
vehicle to give expression to global themes and priorities as stipulated by
General Assembly, Governing Council and other legislative bodies. The existence
of a local presence provides the best possible entry point for a dialogue with
host Governments on all matters of mutual concern.

150. The UNDP field office network provides a wide range of services to the
operational system of the United Nations. These are analysed in more detail
below. The critical point here is that if these services were not available
locally through UNDP, they would have to be created; to do so throughout the
operational arms of the system would have a substantial budgetary impact on the
budgets of agencies throughout the system. Multiplication would lead to a loss
of economies of scale and to a rapid increase in the management overheads
required to oversee the provision of services. From the host country point of
view, the multiplication of service needs from each agency would lead to
additional workload and costs associated with partnership in the operational
system of the United Nations.

151. For the reasons indicated above, the Administrator believes that a regional
presence cannot replace the functions performed at the national level. Numerous
resolutions have called for decentralization to the field level in order to
ensure responsiveness to local needs and conditions; the right of countries to
establish their own priorities and the need for the international community to
assist Governments in this process has been repeatedly emphasized. To quote
again from the report of the Secretary-General, "the changing context of
operational activities demands increased decentralization to the country level"
(A/47/419, para. 130). The Administrator does not interpret these as calls to
regionalism; he believes that they require a reaffirmation of commitment to the
UNDP field network and to a system-wide strengthening of this local presence.
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152. Foremost in any consideration of the UNDP field office network is the need
to view the global network from a host country and a United Nations system-wide
perspective. The implications of any weakening of UNDP local presence must be
analysed from the point of view of host Governments and the whole United Nations
system. Table VI.1 provides an overview of the 1991 expenditures on operational
activities of the United Nations system.

Table VI.1. Expenditures on operational activities of
the United Nations system in 1991

Financial source
1991 Expenditure

(billions of dollars)

UNDP and UNDP-administered trust funds 1.2

UNFPA 0.2

UNICEF 0.6

WFP 1.3

Agencies (regular budget and
extrabudgetary) 1.0

Subtotal 4.3

IBRD/IDA gross disbursements on technical
cooperation (expenditure on training and
consultants) 1.1

Refugee, humanitarian, special economic
and disaster-relief grant activities 1.4

Total 6.8

Source : A/47/419/Add.2, pp. 36, 37.

153. UNDP and its JCGP partners accounted for $3.3 billion of the expenditures
on operational activities of the United Nations system in 1991 while the regular
budget and extrabudgetary funding from agencies totalled $1 billion. The
support to United Nations operational activities appropriation at $48 million
per annum represents approximately 1 per cent of operational expenditures
excluding IBRD/IDA technical cooperation expenditures and humanitarian and
emergency assistance. If the latter are included, the percentage drops to
0.6 per cent. The Administrator believes that this investment in the
infrastructure of the operational system provides an excellent return which
impacts on the effectiveness of the system as a whole. Partial measures to
ensure budget savings in the UNDP global network may well lead to implications
that increase costs for the system as a whole as well as for the host
Government.

154. Less tangible but of equal importance is the implication of a lessening of
UNDP presence at the national level on the character of the Organization. UNDP
is a field organization. Not only do the great majority of its staff members
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serve in the field but programming and priorities are established in the field.
If UNDP were to become essentially a headquarters or regional organization, an
essential ingredient of its character and a critical element of its comparative
advantage would be lost.

B. The principle of universality

155. The Administrator remains firmly committed to maintaining a universal
presence at the national level. This overriding principle of universality
should not be compromised. This commitment does not of itself dictate that the
presence need be uniform in nature nor does it determine the appropriate source
of financing for all functions. Experience and Governing Council decisions
provide clear guidance on both the type of presence required and the appropriate
source of financing.

Universality of presence versus differentiated structures

156. Universality of presence should not be confused with uniformity of
structure. At one extreme, what is required is the resident
representative/resident coordinator with a limited number of local professional
and support staff. At the other extreme, a significant office capacity is
required, both with respect to programme responsibilities and the provision of
administrative services. The range in office profile required is not simply a
function of programme size. It is a function of the role performed by the
office in a particular environment. Staffing profiles need to be the subject of
management decisions and not subject to mechanistic formulas. An analysis of
the current range in core office staffing profiles yields the following result:

Table VI.2. Distribution of international Professional staff

Number of offices

Core staffing RBA RBAP RBAS RBLAC DECIS TOT

Offices with one
international Professional - 3 4 - 4 11

Offices with two
international Professionals 1 4 9 18 2 34

Offices with over two
international Professionals 42 17 5 6 - 70

Total 43 24 18 24 6 115

157. It is evident that there is a wide range of office profiles. Expressed in
terms of international professional resources, it is clear that a significant
proportion of UNDP resources is located in LDCs in Africa and Asia. Out of
70 offices with more than two core international staff, 59 are to be found in
these two regions, with 60 per cent in Africa. Table 11 provides detailed
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information on office costs by office while information regarding the staffing
of each office is being made available to the Governing Council.

158. The need to contain overall budgetary costs led to a detailed review by the
Regional Bureaux with the full participation of field offices as to how costs
could be reduced. The results of this exercise are reflected in chapter V. The
review reflected management decisions regarding existing office profiles and the
most appropriate ways of reducing costs.

159. In the context of the review requested by the Governing Council in
paragraph 8 of its decision 92/37, a number of specific initiatives that are
leading to increased differentiation in field office structures can be
highlighted:

(a) The regional service centre concept is an attempt to define certain
functions that can appropriately be provided at a regional level. The concept
is described in full above in section V.D. While at the current time the
implementation of this concept has had an impact specifically on headquarters
staffing requirements, it may in due course have a significant impact on field
office needs;

(b) The study by a consultant of the division of labour in the Pacific
region between the Fiji and Samoa field offices has led to a restructuring of
functions between the two offices. While the office in Samoa is being
maintained in order to perform those functions requiring a local presence, it
has been found beneficial to consolidate and restructure programming capacity in
the Fiji office;

(c) The experience in the newly independent states is based on the concept
of shared capacity accessible through information networking. The need for a
local presence is being reconciled with the need for having access regionally to
substantive programming and administrative backstopping. The size of the
programmes being managed in these countries remains very small and this type of
regional support system might well be applicable only to countries with strictly
limited programme management responsibilities. As it is, these offices will not
be able to provide the range of services provided in other countries. None the
less, the Administrator will assess the implications and lessons learned from
this experience at the earliest opportunity;

(d) UNDP is establishing as a priority a clearly defined communications
policy that will enable increased and easy access to information at reduced
cost. The ultimate implications of the implementation of this policy, which
could be expected to bear fruit by the end of the next biennium, will also need
to be assessed at the appropriate time.

160. In summary, two points need to be emphasized. The first is that
universality of presence has none the less allowed for a wide range in the
profile of offices and the functions they perform. Secondly, the Administrator
is currently undertaking a number of initiatives that will help further to
define staffing profiles and office requirements in the future.
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Universality versus sources of financing

161. The Administrator attaches overriding importance to the principle that the
UNDP core budget should provide the resources to maintain the universality of
the UNDP field presence. This presence is required to perform the functions
described above. The Governing Council has over the years established three
complementary principles which, in providing certain parameters, serve to
reinforce the principle referred to above. These principles can be summarized
as follows:

(a) Countries with a per capita GNP over a certain amount are entitled to
resources from the core budget only under certain defined programme conditions.

For net contributor countries with programmes for the fifth cycle over
$15 million, the costs of both resident representative and deputy representative
can be borne by the core budget; for countries with programmes under $15 million
and over $10 million, the cost of the resident representative can be borne by
the core budget; for countries with programmes under $10 million, the total
costs of a local presence, including that of the resident representative, should
be borne by the Government;

(b) All countries should contribute to local office costs. In recognition
of differences in the capacity of different countries to contribute to these
costs, the Governing Council has approved a waiver system for government local
office contributions;

(c) Costs associated with extrabudgetary programmes should be self-
financed, i.e., should be a charge to the extrabudgetary programmes themselves
and not to the core budget of UNDP.

162. Each of these three principles has provided the Administrator with critical
instruments in the implementation of his budget strategy. The implementation of
the NCC policy has led to significant savings to the core budget in a number of
countries. Emphasis on the government local office cost contributions has been
an important factor in the budget strategies adopted by RBLAC and RBAs.
Finally, the development of extrabudgetary resources has underpinned the RBLAC
budget strategy and is expected to play an increasingly important role in the
strategies of RBAs and the Division for Europe and the Commonwealth of
Independent States.

C. Analysis of field office workload

Services provided by field offices to support the operational activities of the
United Nations

163. The issue of reimbursement for services provided by UNDP field offices to
the United Nations operational system has been before the Governing Council for
over a decade. The overall principles to guide such reimbursement were
established by the Council in decision 82/33.

164. In its decision 82/33, the Governing Council affirmed the role of UNDP
field offices as the primary instrument for providing services and coordination
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to United Nations operational activities and recognized that the provision of
these services and of this coordination put a significant workload on the field
offices, with implications for UNDP administrative costs. Against this
background the Council authorized the Administrator to continue to provide
services at then existing levels and at the same time authorized the
Administrator to make adequate arrangements with United Nations specialized
agencies in those circumstances where significant additional workload would
require additional identifiable resources.

165. In his presentation of the 1992-1993 budget estimates (DP/1991/49,
(vol. I)), the Administrator noted that the current lack of differentiation in
the presentation of the field budget acted, paradoxically, as a disincentive for
the field offices to perform the wide range of service functions, for the United
Nations system and for the broader community, which are their hallmark.
Financial constraints made it necessary for field offices, instead of embracing
these tasks, to seek reimbursement at every opportunity.

166. The potential consequence of this was to encourage increased fragmentation
rather than the coordinated approaches that have been mandated. The
Administrator suggested that ACABQ and the Governing Council might wish to
consider alternative presentations of the field budget to take this into
account.

167. In paragraph 37 of its decision 91/46, the Governing Council requested the
Administrator to review the cost elements charged to the UNDP budget not related
to the delivery of the IPF programme as well as costs incurred on behalf of UNDP
by others and also requested the Administrator to provide an analysis of
appropriate sources of funding for these elements.

168. In his revised budget estimates for the biennium 1992-1993 (DP/1992/40),
the Administrator proposed to collect more reliable empirical data from field
offices on the distribution of workload. Further, the Administrator proposed
that in future budgets the portion of the field office workload specifically
related to support to the operational activities of the United Nations system
would be presented under a separate appropriation line of the programme support
and development activities component.

169. ACABQ took note of the Administrator’s proposal (DP/1992/39, para. 25).
For its part, the Governing Council endorsed the Administrator’s proposals
specifically relating to increased transparency of the nature of the services
rendered by UNDP field offices to non-UNDP financed programmes and the
associated costs (see para. 19 of decision 92/37). The Council also reiterated
its request, contained in decision 91/46, for an analysis of appropriate sources
of funding to be presented at the fortieth session.

170. Against this background, the Administrator is presenting a new
appropriation line in the current budget estimates entitled "Support to the
operational activities of the United Nations". The amount shown in this line
represents that portion of field office workload which the workload study
indicates relates to support to the operational activities of the United
Nations, i.e., 29 per cent.
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Table VI.3. UNDP field office workload: percentage breakdown
of staff time

Type of activity
Resident

Representative

Deputy
Resident

Representative
Programme

section
Administrative

section
Total

staff time

(Percentage)

A. UNDP matters

UNDP-financed programming
and execution activities
(IPF, SPR, cost-sharing,
etc.)

41.9 59.0 68.8 55.6 59.1

UNDP-administrative funds
(only UNDCF, UNSO, UNIFEM,
UNFSTD/UNRFNRE)

4.2 4.7 4.4 4.2 4.3

UNDP promotional and
representational activities

17.2 10.0 6.4 7.9 7.8

Subtotal A 63.3 73.7 79.6 67.7 71.2

B. Non-UNDP matters

Non-UNDP programmes for
which Resident Coordinator
is responsible (UNFPA,
UNDCP, WFP, UNIC, etc.)

8.4 5.8 3.6 8.6 7.0

United Nations agencies
regular and trust fund
programmes

5.3 7.9 7.9 8.3 8.1

United Nations system aid
coordination

7.7 4.5 4.4 2.6 3.4

Emergency/special 8.0 3.0 2.6 2.8 2.9

Requests from United
Nations Secretary-General
and/or Director-General for
DIEC

3.7 2.9 1.4 3.5 2.9

Security 3.6 2.2 0.5 6.5 4.5

Subtotal B 36.7 26.3 20.4 32.3 28.8

Total 100.0 100.0 100.0 100.0 100.0

Note : The data is based on a two-month period of daily time analysis by 70 per cent of the UNDP field
offices.
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171. The results of the workload study are shown in table V.3. Questionnaires
were sent to all field offices. A simple time sheet was provided and all staff
members (or, in certain cases, groups of staff members) were requested to
categorize time spent over a two-month period. Representing a response rate of
over 70 per cent, the results are consistent with those of the impressionistic
questionnaires sent to resident representatives over the last decade.

172. One interesting feature of the results is that the workload implications of
the service and coordination functions provided by UNDP are widely spread
throughout the office. The percentage of time spent on support to operational
activities of the United Nations is 37 per cent for the resident representative;
26 per cent for the deputy resident representative; 20 per cent for the
programme section; and 32 per cent for the administrative section. Clearly, it
is the entire structural capacity of the office which is at the service of the
operational system as a whole.

173. The Governing Council also requested the Administrator to provide an
analysis of appropriate sources of funding for non-IPF related workload
elements. In document DP/1992/40, paragraph 41, the Administrator indicated a
number of options with regard to alternative sources of financing for the non-
UNDP related workload. These were:

(a) The full cost is charged to UNDP but the cost is reflected separately
and transparently;

(b) The full cost is charged to UNDP and is reflected as an integral part
of the UNDP core budget;

(c) The full cost is subject to an assessed budget;

(d) The full cost is reimbursed on the basis of an agreed apportionment by
all participating organizations in the system.

174. At the present time the Administrator has clearly endorsed option (a).
Bearing in mind the central coordinating role of UNDP, ACABQ expressed the view
in its report (DP/1992/39) that this represented the most viable alternative.
The Administrator continues to believe that no approach should be pursued that
would lead to further fragmentation. An approach requiring total reimbursement
for all services rendered would act as a disincentive to use the field offices
as a focal point for coordination and support. The Administrator believes that
UNDP field offices should continue to provide these services and coordination
functions as an integral part of the role of the offices in the field. He
believes that this is critical to the cost-effectiveness of the operational
system as a whole.

175. This does not preclude the possibility of resident representatives
negotiating reimbursement at the local level for additional and identifiable
workload; in fact, this is already provided for in Governing Council decision
82/33.

176. The Governing Council may also wish to review the possibility of ensuring
that funding available for new and defined functions is channelled under the
leadership of the resident coordinator through the UNDP field office. Unified
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budgetary and administrative management in the field is critical to both
efficiency and cost-effectiveness. For example, the United Nations regular
budget contribution to the funding of the United Nations interim offices in the
newly independent states is being managed in an integrated manner through UNDP.
Specific resources made available, e.g., in the area of humanitarian assistance
should be channelled through the field office structure. Similar considerations
might apply in the area of information.

177. In sum, while the Administrator believes that UNDP should continue to
provide the range of services it does at the current time without instituting a
full reimbursement regime, he also believes that consideration should be given
to ensuring that new resources earmarked to enhance capacity in the field should
be integrated into the field office structure under the leadership of the
resident coordinator. In this manner, new sources of funding could be developed
that would help to sustain field office capacity to respond to evolving
challenges. These sources could comprise both assessed funds and earmarked
contributions.

Budgetary implications of delegated authority

178. The General Assembly and the Governing Council have stressed, in numerous
resolutions and decisions the need for decentralization and for delegation of
authority to the country level. Action has also been called for by the
Secretary-General in his report on the triennial comprehensive policy review of
operational activities of the United Nations system (A/47/419), where he makes
specific reference to the "insufficient delegation of authority granted to
country representation in implementation of projects" (para. 129b). In this
connection, he noted that "the attribution of fellowships, purchase of
equipment ..., recruitment of consultants ... and all significant budgetary
adjustments are still submitted to headquarters for action or approval"
(para. 129b). In its resolution 44/211 the General Assembly emphasized "the
need to further decentralize capacity and authority in the United Nations system
to the country level." In paragraphs 23 and 26 of resolution 44/211 specific
recommendations are made regarding the implementation of decentralization.

179. In its resolution 47/199 the General Assembly recently made some specific
recommendations in this regard. In paragraph 24, it decided that capacity and
authority should be further decentralized to the field offices, providing them
with the necessary technical and substantive expertise. In paragraph 27, it
stressed that the procurement of expertise and equipment and the placing of
fellowships should be decentralized to the country level to the maximum extent
possible. In paragraph 18, it stressed the urgent need for the United Nations
system to give increased priority to assisting recipient countries in building
and/or enhancing the necessary capacity to undertake national execution,
including the provision of support services as required at the field level.
Also recently, paragraph 7 (c) of its decision 92/37, the Governing Council
requested the Administrator to report on the impact on the field structure of
decentralization in OPS. Most recently, in its decision 93/7, the Council again
emphasized the importance of the delegation of authority to the country level.

180. The Administrator is committed to applying the guidance provided by the
General Assembly and the Governing Council. The broader issues relating to
substantive delegation of authority and accountability are dealt with in the
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Administrator’s report on these matters (DP/1993/24). In order for delegation
to be implemented in practice, budgetary expression is also required.
Discussions on delegation are often confined to the necessary trade-off between
increased delegation and enhanced accountability. The Administrator believes
that a successful delegation policy requires a concomitant budgetary policy to
ensure that the workload that results from the delegation is reimbursed. The
discussion in the present report is confined to delegations related to OPS and
national execution.

181. The implications for field office workload of delegated authority from OPS
were first reviewed seriously in late 1991 and were the subject of discussion at
the regional meeting of resident representatives in Latin America and the
Caribbean held in January 1992. In July 1992, a task force was established in
UNDP to study the issue of reimbursement to field offices for the workload
associated with the delegation on behalf of OPS to field offices of
implementation activities. The methodology pursued by the task force was to
estimate by project line the percentage of workload delegated to field offices.
The critical elements influencing workload in the field are the extent to which
staff, contracts and procurement are administered locally. The task force
recommended that a general rate of 15 per cent of the OPS overhead earned on
cost-sharing projects be apportioned to field offices in reimbursement for
workload incurred on behalf of OPS. A premium rate of 20 per cent could be
considered in those cases where specific criteria were met and the composition
of project inputs was heavily weighted to local implementation.

182. The task force limited itself at that time to the consideration of cost-
sharing projects. Bearing in mind the explicit directives of the General
Assembly, the Administrator is now initiating action in consultation with OPS to
institute a reimbursement regime following the same principles for all projects
in which substantial implementation-related tasks are requested from field
offices.

183. The Administrator proposes to elaborate guidelines in order to respond to
the provisions contained in paragraph 18 of General Assembly resolution 47/199.
The Administrator explained in document DP/1991/49 (para. 188) that the
operational and administrative costs associated with any external agents
providing services to Governments would be a charge to the 10 per cent IPF
subline. Such support would be provided in the form of a project, and thereby
be requested and approved by the Government.

D. Structure and resources: summary

184. In paragraph 7 of its decision 93/37, the Governing Council specifically
requested the Administrator to take into account the levels of indicative
planning figures and extrabudgetary resources, the impact of the composition of
resources on the field structure and to analyse the effects of the composition
of management services on UNDP country programmes.

185. The preceding paragraphs have addressed many of the issues involved. The
Administrator’s analysis indicates that the existing structure, distribution of
core resources, and mix of funding sources clearly take into account the levels
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of indicative planning figures and extrabudgetary resources. Table V1.4
provides an overview of the current situation. It demonstrates a clear
correlation at an aggregate level between IPF levels and core staffing as well
as extrabudgetary programme levels and extrabudgetary staffing at a regional
level. Table V.4, which contains a breakdown of government local office
contributions, and table VI.2, which shows the distribution of international
Professional staff make the same point.

186. With respect to the impact of the composition of resources on the field
structure, the Administrator’s conclusion from the preceding analysis is that
the Governing Council has already quite deliberately prescribed the impact’s
parameters. These parameters can be summarized as follows:

(a) Core funding for core functions, with the caveat that for countries
with a certain level of per capita GNP, core funding was conditional on a
certain minimum size of programme;

(b) Extrabudgetary programmes must fund associated functions;

(c) Field office workload related to support to the operational activities
of the United Nations system will be shown in a separate appropriation line in
the UNDP budget;

(d) Reimbursement for additional and clearly identifiable workload to be
negotiated at the local level.

Table VI.4. Resources and staffing by source of financing: overview

Fifth
cycle

IPF

1992
cost-

sharing

MS 1992
management

services

1992-1993
core

staffing

1994-1995
core

staffing

1992-1993
extra-

budgetary

1994-1995
extra-

budgetary

RBA 1 812 27 27 1 580 1 523 171 171

RBAP 1 493 29 11 1 046 951 150 138

RBAS 302 21 1 477 427 156 156

DECIS 74 2 6 91 66 4 26

RBLAC 314 171 63 501 426 219 291

TOTAL 3 995 250 108 3 695 3 393 700 782

187. The Administrator is now introducing two new parameters:

(a) New sources of funding to be identified and channelled through UNDP
field offices for identifiable and distinct field office functions;

(b) A reimbursement regime to be negotiated in respect of OPS for workload
associated with the delegation of authority to the field office.

188. In conclusion, the multiplicity of funding sources and the complexity of
financial arrangements that support the UNDP field office structure is a
reflection of the vitality of the field structure in a time of stagnant
voluntary contributions. In the final analysis, the composition of resources is
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a direct function of the composition of programmes. The composition of
programmes is a function of the availability of grant resources on the one hand
and the willingness and desire of recipients and donors to channel earmarked
resources through UNDP on the other. The field office structure and the
composition of its resources is in this respect defined by the services required
of it by the international community.

189. Finally, consideration is required of the impact of management services on
the country programmes. Table VI.5 provides a summary of the composition of
management services by region.

Table VI.5. Composition of management services by region
(1992, estimated )

(Millions of dollars)

Region
Multilateral

sources
Bilateral

sources Total

Africa 4 23 27

Asia 1 10 11

Arab States - 1 1

Europe and the Commonwealth of
Independent States

1 5 6

Latin America 15 48 63

Total 21 87 108

190. Table VI.5 indicates that 81 per cent of management services provided by
UNDP/OPS in 1992 related to the provision of bilateral management services. Of
this amount, 76 per cent related to the commodities procurement programme funded
by one donor. Measured against UNDP total estimated delivery, management
services represent some 8 per cent of total delivery. Excluding the commodities
procurement programme, management services represent only some 3 per cent of
total delivery. It is evident, therefore, that management services have only a
marginal impact in aggregate terms on UNDP country programmes.

191. As referred to above, the provision of bilateral management services is
dominated by the procurement of commodities programme, which is a non-project,
grant-aid activity that provides balance-of-payments support and debt relief by
financing the procurement of equipment and commodities on the basis of
international competitive bidding. This programme demonstrates the role of
bilaterally funded management services projects in contributing to the
development process. While the grant cannot be measured directly in terms of
sustainability as traditional technical cooperation projects are, they do help
countries sustain structural adjustment reforms, freeing scarce resources for
development priorities. The programme is discussed in more detail in the
Administrator’s report to the Governing Council on the status of management
services (DP/1992/43).
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192. The major feature of services provided in conjunction with the multilateral
development banks is UNDP support to components of structural adjustment
programmes financed from lending packages. Under these agreements, borrowers
from international lending institutions benefit from the involvement of UNDP/OPS
by ensuring that available funds are spent expeditiously and economically
through established international procedures. In this respect UNDP contributes
to increasing the borrower’s capacity to absorb and thus mobilize investment
resources.

193. Against this background, a number of further aspects may be considered:
the impact of management services on country programmes with regard to
principles of multilateralism, the impact on funding trends, and the impact on
sustainability.

194. With regard to the principles of multilateralism, the Administrator
believes that the original rationale provided in document DP/1982/35 remains
valid. Two principal rationales were provided at that time. The first was that
by putting the extensive infrastructure of UNDP at the disposal of donors and
recipients alike, not only would maximum benefit be derived from the existing
infrastructure but additional funds might be available to the developing
countries concerned. The second rationale presented was that in view of the
central coordinating role of UNDP for United Nations system technical
cooperation, a more effective use could be made of scarce financial and real
resources when these additional resources were programmed in close liaison with
UNDP and United Nations system inputs. With regard to the first rationale,
experience suggests that both the global infrastructure of UNDP and the OPS
implementing capacity have been important considerations in the development of
bilateral management service agreements. In the case of the second rationale,
experience again suggests that the use of management services has made a
contribution in a number of cases towards making bilateral aid flows
multilateral, both in terms of maximizing the value of goods and services
procured through the process of international competitive bidding and because of
the neutral character of the assistance.

195. There is no evidence that the use of management services has had an adverse
impact on voluntary contributions to UNDP. On the contrary, there are
indications that the close collaboration engendered by the use of management
services has given rise to an increased flow of resources, in particular with
regard to cost-sharing.

196. The issue of the impact and sustainability of programmes and projects
funded by bilateral donors was dealt with in particular in document DP/1990/67.
That report concluded that UNDP/OPS involvement sharpened the focus on these
issues in bilaterally funded activities. The issue is again dealt with in
document DP/1992/43. The Administrator continues to believe that UNDP
involvement in management services helps to bring the traditional emphasis of
UNDP to bear on sustainability and capacity-building.
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VII. BUDGET ESTIMATES FOR THE BIENNIUM 1994-1995: PROGRAMME
SUPPORT AND DEVELOPMENT ACTIVITIES

A. Programme development activities

1. Introduction

197. The rationale for the establishment of a separate appropriation line for
programme development activities (PDA) was articulated by the Administrator in
document DP/1991/49 (vol. I), paragraphs 43-60. The Administrator
differentiated between activities to be funded from the core budget, activities
to be funded from the PDA appropriation line, and activities that were to be
project funded.

198. The Governing Council welcomed the Administrator’s proposal as a first step
to delineate more clearly between administrative, programme support and
programme costs in line with General Assembly resolution 45/235 of
21 December 1990. At the same time, the Council stressed the importance of a
clear and transparent delineation between programme expenditure on the one hand
and PDA expenditure on the other (see decision 91/46, para. 23). The Council
emphasized that the revised appropriation structure should not result in an
arbitrary transfer of core budget expenses to the PDA line or to programme
budgets.

199. In paragraph 25 of its decision 91/46, the Governing Council requested the
Administrator to develop more specific criteria for the allocation of posts to
the programme support and development activities line and to report on this in
the context of the 1994-1995 budget estimates. It further requested the
Administrator to include a detailed review of the justification for charging the
economist programme to the PDA line.

200. The Administrator notes that the concept of the programme development
appropriation(PDA) line has been welcomed both by ACABQ and by the Governing
Council. The Administrator remains convinced that the establishment of the PDA
line was an appropriate and timely response to the guidance provided by the
Governing Council in its decision 90/34. The PDA line has enabled the
Administrator to provide the Governing Council with a coherent and transparent
presentation of the developmental focus of UNDP. The Council can now assess
more easily whether developmental resources are being allocated in accordance
with the priorities it has established. Table VII.1 presents PDA staffing
requirements at headquarters for 1994-1995.

201. As indicated in the table, the Administrator is planning only marginal
reductions in PDA requirements at headquarters. This is fully in line with the
Administrator’s commitment that budget reductions should not impact on UNDP
substantive capacity. The rationalization and elimination of business functions
that underlie many of the budget reductions at headquarters have an impact on
line operations rather than on the substantive requirements of the Programme.
Similarly, the decentralization of programme approval and appraisal functions
impacts on the work of the Regional Bureaux and on core BPPE functions rather
than on developmental activities.
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Table VII.1. Programme development activities: International
Professional posts by source of funding :
1992-1993 approved and 1994-1995 proposed :
Headquarters

Area of focus
1992-1993

approved posts
1994-1995

proposed posts

Headquarters: Core PDA Total Core PDA Total

Directorate 1 0 1 1 0 1

Human development

NGO/poverty 2 1 3 2 1 3

Women in
development 1 2 3 1 2 3

Human development 0 4 4 1 4 5

AIDS/basic needs 1 1 2 1 1 2

Education 1 2 3 1 2 3

Subtotal 5 10 15 6 10 16

Sustainable
development 4 2 6 4 2 6

Private sector
and technology

Private sector 1 4 5 0 4 4

Technology 1 0 1 1 0 1

Infrastructure 1 0 1 0 0 0

Subtotal 3 4 7 1 4 5

Public sector
management 3 4 7 2 4 6

TCDC/INRES 0 8 8 0 7 7

Total 16 28 44 14 27 41
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202. The Administrator’s initiatives in this regard are described in more detail
in document DP/1993/24. Moreover, at a time of stagnation in the growth of core
resources, the PDA profile is of critical importance in the mobilization of
thematically oriented resources.

203. In section VII.A.2 below, the Administrator proposes new elements for a
field PDA. This includes renewed consideration of the economist programme as
requested by the Governing Council in paragraph 25 of its decision 91/46. It
also includes proposals relating to field support in the areas of the
environment and HIV/AIDS.

204. The Administrator has given further consideration to the need for a clearer
delineation between programme, programme support and operational expenditures.
He is in full agreement with the need for the clearest possible delineation,
including reasonable criteria. At the same time, he is conscious that enormous
efforts can be put into elaborating guidelines and criteria with limited
practical impact. Consideration was given to undertaking a workload study for
all BPPE staff to determine, according to established criteria, whether staff
should be deemed "core" or "PDA". This was rejected because of the heavy
workload involved and pending further discussion in the Governing Council.

205. At the present time, the Administrator has adopted a pragmatic approach
based on the following three elements:

(a) The Governing Council should have available detailed information on
all posts located at headquarters, irrespective of source of funding. Posts in
BPPE financed from the core budget and PDA are shown in table VII.1. Detailed
information on all project-funded posts is also provided. Completeness and
transparency of information will enable the Governing Council to satisfy itself
in detail as to the appropriateness of the proposals before it;

(b) The Administrator will continue to apply a highly restrictive policy
regarding the establishment and location at headquarters of project-funded
posts. Currently, there are 23 project-funded posts at the Professional level
funded from the general resources of UNDP and nine posts at the Professional
level funded from extrabudgetary resources. The Administrator believes that to
date programme-financed posts remain clearly delineated from PDA and he remains
committed to ensuring that there is no arbitrary transfer of core or PDA
resources to programme expenditure;

(c) With regard to the specification of more clearly defined criteria to
delineate core from PDA functions, the Administrator proposes to pursue a
pragmatic distinction. BPPE staff have both operational support and programme
support and development functions. Posts that relate predominantly to
operational support are allocated to the core budget whereas posts relating
essentially to programme support and development activities are allocated to the
PDA line.

206. Operational support functions include technical advice to the Regional
Bureaux, to other units in UNDP and to Governments in programme and project
formulation, in programme and project appraisal and evaluation, in consultant
referrals and in specialized agency liaison. Programme development-related
functions include the identification of new concepts and initiatives promoting
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the areas of focus set out by the Governing Council, the development of
programmes and projects to implement those areas, the management of newly
developed thematic programmes, the mobilization of resources in support of the
thematic programmes, representation in theme-related meetings with agencies and
other organizations and the dissemination of information relating to the
programme theme.

207. In summary, the cornerstones of the Administrator’s approach to the
delineation issue are transparency and completeness of information, a policy of
keeping to a minimum project-funded posts at headquarters financed from UNDP
core programme resources, and simple working criteria for the establishment and
maintenance of PDA posts.

2. Proposals relating to programme support and development
functions in the field

208. Currently, the economist programme is the only element of the PDA located
in the field. The Administrator proposes to expand the field component of the
PDA to include networks of national officers in the areas of sustainable
development and HIV/AIDS. In making this proposal, the Administrator is
adopting an approach based on the following four principles:

(a) The field PDA should provide substantive capacity only in areas where
the UNDP global network has a clear contribution to make and a recognized
comparative advantage;

(b) The field PDA should fund programmes based on the same criteria as the
headquarters PDA. The focus should be on the same elements elaborated in
paragraph 204 above;

(c) The field PDA should constitute the UNDP priority substantive
contribution to the resident coordinator’s overall capacity to respond to
emerging development challenges.

209. Already in its resolution 44/211, the General Assembly called for
strengthening of the capacity of the resident coordinator and of the operational
system at the country level. It called for country offices and the resident
coordinators to provide effective, ongoing multidisciplinary technical advice
and support to Governments (para. 15 a). In its resolution 47/199, the General
Assembly decided that:

"in order to enhance the coherence in programming and resource utilization,
programme development and component approval, capacity and authority should
be further decentralized to the field offices, providing them with the
necessary technical and substantive expertise". (para. 24)

In paragraph 26 of resolution 47/199, the General Assembly also stressed that
the United Nations system should use to the fullest extent possible available
national expertise;

(d) The field PDA should provide funding for programmes that can be
clearly delineated and for which the Governing Council may expect specific
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accountability. While the management of the resources funded from PDA should be
integrated with UNDP core management, certain aspects of these programmes may
require distinct treatment. Specifically, there will be separate recruitment
criteria for field PDA-funded posts.

The economist programme

210. In paragraph 25 of its decision 91/46, the Governing Council requested a
detailed review of the justification for charging the economist programme to the
PDA appropriation line. In undertaking this review, the Administrator has drawn
heavily from the preliminary findings of the evaluation that has since been
undertaken of the economist programme. The main functions of the economists are
described in the evaluation as including the following:

(a) Advice to resident representatives on economic issues;

(b) Macroeconomic structural and policy analysis;

(c) Identification of main constraints to the development of the country’s
human resources;

(d) Assistance to NaTCAPs;

(e) Support to round-table meetings;

(f) Analytical and technical advice on the country programmes.

The Administrator believes that the four principles elaborated above are all
clearly applicable to the economist programme.

211. At the time that the economist programme was established, it was clear that
as the leader in funding technical cooperation and building human capacity, UNDP
needed at a minimum to be able to provide some economist capacity to support
technical cooperation activities. This premise has now been reconfirmed by the
evaluation report.

212. The evaluation itself makes it clear that the functions are essential if
UNDP is to be a viable partner in responding to the emerging development needs
of LDCs. The economist capacity is essential if UNDP is to be able to relate
appropriately to the consequences of democratization, of the development of more
market-based economies and of growing concerns with poverty alleviation, the
environment and the impact of HIV/AIDS. As in the case of the headquarters PDA,
therefore, it is clear that the economist programme in the field meets the same
developmental criteria.

213. The economist programme is a critical contribution to the capacity of
resident coordinators to fulfil their functions in LDCs. Without such a
capacity, however minimal, it would be difficult to conceive how resident
coordinators could respond adequately to country needs.

214. Finally, there are clear advantages to the delineation of a distinct
programme with clearly identified funding. It enables specific accountability
for the programme. Specific procedures have been put into place for the
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recruitment of economists to fill specialist posts requiring distinct
qualifications.

Sustainable development programme

215. As stated in document DP/1993/28, the exploitation of UNDP comparative
advantages will ride to a significant extent on the capacity of the UNDP global
network of field offices to assist Governments to mobilize resources, to provide
programme development and support functions and to coordinate support. These
tasks will be of great importance in assisting in building up, where necessary,
capacities to formulate and implement policies and programmes for sustainable
development. In order to fulfil these aims, it is necessary to increase the
internal capacity of UNDP at the country level.

216. This recommendation is primarily the result of three factors: a review of
the internal capacity of UNDP, the mandates given to UNDP at UNCED, and the
nature of the fifth cycle programmes, which place special emphasis on the
environment.

217. The review of the internal capacity of UNDP to meet the growing demands of
developing countries in the area of sustainable development, undertaken in
pursuance of Governing Council decision 92/16, paragraph 7, concluded that in
most field offices the present set-up of environmental focal points was not
suitable to meet the demands in the medium or long term, and that a perceived
need exists to have dedicated human resources in these new areas.

218. This increased demand is in part a reflection of qualitative and
quantitative changes in the composition of fifth cycle country programmes.
While in the fourth cycle references to the environment were quite limited, the
importance of sustainable development is a major focus of fifth cycle country
programmes, as mandated in Governing Council decision 90/34. Field offices
require staff qualified in the complex, technical areas related to the
environment if they are to perform credibly the role foreseen.

219. UNCED provides explicit guidance for the role of UNDP. The UNDP global
network of offices provides the essential infrastructure to support the
implementation at the country level of many of the tasks identified during
UNCED. Three specific elements requiring UNDP support were identified at UNCED.
The first was to act as a lead agency in organizing United Nations system
efforts towards capacity-building. The second was to assist developing
countries in the establishment and strengthening of national coordination
mechanisms and networks related to activities for the follow up of UNCED. The
third was to assist in the mobilization of both internal and external resources
for developing countries.

220. The Administrator believes that the establishment of a network of
sustainable development national officer posts will make a significant
contribution to the capacity of the resident coordinator in this critical area.
It responds to the challenge given by UNCED and is in line with the approach
adopted by the General Assembly in its resolution 47/199, which is to focus
resources at the country level.

/...



DP/1993/45
English
Page 87

221. Against this background, the Administrator proposes to establish
41 national officer posts. The principal functions of the national officers
would be to:

(a) Coordinate UNCED follow-up activities and promote the implementation
of UNCED-related activities;

(b) Contribute to the strengthening of national capacity as required to
develop and implement sustainable development programmes;

(c) Coordinate field-level activities under the major UNDP-sponsored or
co-managed programmes in sustainable development such as GEF, the Montreal
Protocol and CAPACITY 21;

(d) Provide support to resident coordinators and Governments, as
requested, on sustainable development issues;

(e) Make technical inputs into environmental project and programme reviews
and provide substantive support to the Resident Coordinator;

(f) Monitor and assist in the implementation of UNDP environmental
management guidelines in the country programme and all UNDP-assisted activities;

(g) Promote the use of sustainable development policy tools through UNDP
activities and through active dialogue with government counterparts and other
interested parties, as appropriate;

(h) Assist Governments, as requested, in the implementation of
international environment and sustainable development conventions and in the
preparation for negotiations of new, related legal instruments;

(i) Create a network of sustainable development national officers
providing country-level substantive support to Resident Coordinators/Resident
Representatives.

222. The posts would be allocated in principle along the following lines:
Africa: 14; Asia: 12; Arab States: 5; Latin America: 5; Europe and the
Commonwealth of Independent States: 5. Criteria for the location of the posts
includes the profile of sustainable development in the fifth cycle programme,
national commitment to the implementation of Agenda 21 and overall participation
in sustainable development initiatives including GEF, the Montreal Protocol and
CAPACITY 21. The proposal amounts to $1.9 million for the biennium. The
Administrator proposes to report to the Governing Council at a later date on the
specific distribution of posts and progress made in the programme.

HIV/AIDS programme

223. In paragraph 6 of its decision 92/14, the Governing Council requested the
Administrator to conduct an assessment of the activities of UNDP to combat
HIV/AIDS beginning with a group of developing countries. The assessment was
carried out and in the report it was concluded that:
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"the United Nations system of agencies and its principal representatives in
the developing countries are not now in a position to provide the
leadership and support that the developing countries require to address the
HIV/AIDS pandemic."

224. It was also noted in the report that WHO is providing the technical policy
support at the country level that is required by ministries of health. This
remains an enormous and critical task. In addition, greater attention was
required on the impact of HIV/AIDS on a wide range of development issues. As
stated in the report:

"in this work, the United Nations system of agencies in the developing
countries has the potential for providing constructive support and
leadership that can be critical in confronting the development crisis
HIV/AIDS presents. But without substantial direction from United Nations
leadership and systematic processes for coordinating plans and operations
in the field, this United Nations role will not materialize and separate
agency initiatives will only add to coordination and execution
difficulties."

225. Recommendations reached during the assessment for an optimal strategy
favour a four-part approach:

(a) United Nations resident coordinators to take the responsibility for
leadership;

(b) UNDP to become a major donor;

(c) WHO Global Programme on AIDS to provide technical guidance;

(d) Other United Nations agencies to join in a unified United Nations
strategy for HIV/AIDS developed under the resident coordinator’s leadership.

In putting forward this proposal, however, it was noted in the assessment that
UNDP does not have the staff capacities in the field to plan and administer an
expanded programme for HIV/AIDS. For this reason, one of the specific proposals
arising from the assessment was to create local staff support for the resident
coordinator for HIV/AIDS programmes, in particular to assist with the
preparation of a unified strategy and with the monitoring of its implementation.

226. The Administrator envisages that a network of local national officers
dedicated to HIV/AIDS would perform the following critical functions:

(a) Create and increase understanding of the pandemic as a pervasive
development issue among all concerned individuals, groups and institutions;

(b) Strengthen national capacity to develop effective and sustainable
broad-based programmes that address all aspects of the pandemic and which
mobilize the resources of communities and the private sector as well as of
Governments;
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(c) Enhance national capacity to coordinate the response to the pandemic
among and between community organizations, government ministries, and other
groups;

(d) Strengthen national capacity to coordinate HIV-related technical and
financial assistance of external donors through a unified strategy in support of
the national response;

(e) Support and expand the response of individuals and communities to all
aspects of the pandemic and explore approaches to the provision of technical and
financial assistance to these programmes;

(f) Strengthen national capacity to negotiate and programme HIV-related
loans from the World Bank and regional financial institutions;

(g) Strengthen national capacity to develop and implement policies and
programmes to plan to minimize the adverse impacts of the pandemic;

(h) Contribute to the in-country capacity of the United Nations system to
integrate the causes and consequences of the pandemic into all aspects of
national development;

(i) Develop intercountry strategies to address issues of shared concern
and to facilitate the exchange of effective policies, programmes and lessons
learned.

227. Against this background, and again in response to General Assembly
resolution 47/199, the Administrator proposes to establish a limited network of
22 national officer posts. The posts would be allocated in principle along the
following lines: Africa: 11; Arab States: 2; Asia: 5; Latin America: 2;
Europe and the Commonwealth of Independent States: 2. Criteria for the
location of the posts include the desire expressed by a country to develop and
strengthen a broad-based and sustainable national response and the extent to
which Resident Coordinators/Resident Representatives play an active role in the
country in the mobilization and coordination of external support. The biennial
cost is estimated at $0.9 million. The Administrator proposes to report to the
Governing Council at a later date on the specific distribution of posts and
progress made in the development of the programme.
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Table VII.2. Programme development activities: international and
local Professional posts by source of funding :
1992-1993 approved and 1994-1995 proposed :
Field offices

Thematic area 1992-1993 approved posts 1994-1995 proposed posts

Field offices PDA PDA

Economists

Regional Africa 22 22

Regional Arab States 2 2

Regional Asia and Pacific 3 3

Subtotal 27 27

Sustainable development (NO)

Regional Africa 14

Regional Arab States 5

Regional Asia and Pacific 12

Regional Latin America
and the Caribbean 5

Regional Europe and the
Commonwealth of
Independent States 5

Subtotal 41

HIV/AIDS (NO)

Regional Africa 11

Regional Arab States 2

Regional Asia and Pacific 5

Regional Latin America
and the Caribbean

2

Regional Europe and the
Commonwealth of
Independent States 2

Subtotal 0 22

Total (NO) 0 63

Grand total 27 90
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B. Headquarters and field support to national execution

228. In its decision 92/37, the Governing Council appropriated $2,680,400 for
the purposes of headquarters support to national execution. This relates to
headquarters support in the areas of audit and accounts. As described below,
the Administrator proposes essentially to maintain the same level of resources
in 1994-1995 in order to be able to provide the appropriate support at a time
when national execution continues to increase rapidly.

229. At the same time, expanded field-level support is to be provided in the
context of the regional service centre concept as described in
section V.C above. For this purpose, $490,000 is being allocated from the
headquarters and field support to the national execution line. The
Administrator is proposing to redeploy $340,000 from the headquarters
appropriation to support the implementation of the regional service centre
concept. Savings are to be achieved through reductions in temporary assistance
and consultancy allocations and savings in general operating expenditures. To
supplement the resources made available through internal redeployment, the
Administrator is proposing a volume increase of $150,000. As explained in
section V.C, the coverage to be provided through contracting with audit and
accounting services will enable a much deeper and wider range of services to be
provided in relation to national execution.

230. In the 1992-1993 biennium, the National Execution Audit Section (NEXAS) of
the Division for Audit and Management Review continued to seek improvements in
the quality of governments’ audit reports and their timely submission. NEXAS
continued to evaluate audit reports, carry out audit missions when required,
make recommendations for improvements and introduce additional audit scopes.
Audit coverage has also been expanded to include projects executed by
Governments financed from regional, interregional and trust fund projects.

231. In the second part of the 1992-1993 biennium, NEXAS embarked on a new phase
of audit coverage. In response to recommendations made by the UNDP external
auditors and following amendments of UNDP Financial Regulation 17.2 and new
Financial Rule 117.1, approved by the Governing Council in its decision 92/36,
NEXAS initiated the development of long-term audit plans aimed at ensuring that
each nationally executed project is audited at least once in its lifetime and
that major projects are audited more regularly.

232. These plans will be an important component of the work of NEXAS in the
1994-1995 biennium. The work now carried out by NEXAS and to be continued
through the 1994-1995 biennium will ensure adequate audit coverage of all
projects executed by Governments and will lay a strong foundation for government
accountability of programmes as UNDP pursues the programme approach. In this
connection, the need for programme accountability must be carefully assessed and
established. The Administrator will report on his conclusions in this regard
when some concrete experience has been gained.

233. With regard to the accounts section, expenditure will continue to be
incurred principally in maintaining the processing of current-year transactions
and reconciliation of operating fund accounts with Governments. In addition,
training workshops for UNDP staff and their Government counterparts will
continue.
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234. There have been delays in the development of the information management
system that was begun in 1991. Pilot testing and implementation have been
rescheduled for 1993. It is expected that the first release of the system will
be implemented in all field offices by mid-1994. The primary purpose of the
system is to decentralize to the field offices the preparation of certified
delivery reports. This will make the preparation of these documents more
accessible to the field offices on a more timely basis, which should improve the
rate of compliance with the audit guidelines. The system will also monitor
income received for cost-sharing projects, verify the availability of budget and
funds and review the history of submission of government disbursement reports
prior to making disbursements. This is designed to strengthen the
accountability of the Administrator for UNDP funds disbursed on behalf of
NEX projects.

235. Successful implementation of the information management system will result
in field offices assuming responsibilities previously executed by headquarters.
Consequently, processing in headquarters will be reduced to minimum levels with
a corresponding decrease in staffing required at headquarters. With the
continued growth of the national execution modality, it is essential that UNDP
be equipped to provide the requisite support. The role of headquarters staff
will become more analytical, monitoring will be enhanced and increased training
will be given to government staff. Implementation of the information management
system during 1993 and upgraded versions over the period 1994-1995, will also
require training and technical support, including trouble-shooting from
headquarters.

C. Office for Project Services

236. As a result of the decisions taken by the Secretary-General with regard to
the restructuring of the United Nations, the Administrator is presenting the
budget estimates for OPS with regard to the 1994-1995 biennium for information
purposes only at this stage. It is the Administrator’s understanding that the
1994-1995 budget estimates for OPS will be presented by the United Nations in
the context of the 1994-1995 budget estimates of the United Nations. The
Administrator proposes to report orally on the situation to the Governing
Council at its current session in the light of any action taken by the General
Assembly at its resumed session.

D. United Nations Volunteers, 1994-1995

237. The Administrator is not proposing any volume changes in the UNV budget in
respect of 1994-1995. A one-year technical adjustment is being made to reflect
the reduction in the staffing formula applied to 1993 in 1994. The
Administrator will revert to the Governing Council at its forty-first session,
in the context of his revised budget estimates for 1994-1995, with the results
of the application of the staffing formula as at end 1993.

238. UNV has seen an expansion of its activities in the humanitarian and
peace-keeping areas. The UNV role in Cambodia is reported on in the context of
the revised budget estimates for 1992-1993. The Administrator will pursue the
policy that the costs associated with such major activities should be self-
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financed from the relevant programme budgets and that these costs will not be
included in the application of the staffing formula.

239. In paragraph 41 of its decision 91/46, the Governing Council requested the
Administrator to consider streamlining the administrative functions of the UNV
programme, in particular through further decentralization of routine
decision-making authority to the field, with a view to achieving an overall
reduction of administrative staff, particularly support staff, at UNV
headquarters. The Administrator has adopted a twin approach to this request:
the further delegation of authority at the field level and the relocation of
certain functions away from headquarters.

240. With regard to the first, routine decisions are being increasingly
decentralized to field offices. Since 1988, UNV has delegated many programme
and administrative decisions to the field. In 1991, a revised manual containing
the detailed conditions of service for UNV specialists was issued. The manual,
which covers the detailed conditions of service for Domestic Development service
field workers, is being released in the first quarter of 1993. The purpose of
this manual has been to provide field offices with detailed guidelines for
making decisions at the field level with respect to the entitlements of all
UNV specialists. Routine decisions related to housing, local transportation,
leave monitoring, settlement of travel claims, in-country medical
evacuations, etc., are already being made at the field level.

241. The Administrator also believes that it is feasible in principle to devolve
certain functions currently performed at headquarters to a more cost-effective
location. In order to test the viability of this proposition, he intends to
relocate certain functions on a pilot basis. Considering the overall size of
UNV and the interrelatedness of its functions, the Administrator does not
consider it feasible to relocate functions on a regional basis. Therefore, a
single location is to be selected, based on certain criteria, including: lower
costs; the quality of available services; the quality of available personnel;
and proximity to Geneva. UNV will pilot the relocation of volume-intensive
operations such as data entry and data-processing functions during the first
phase, during which time other functions, such as recruitment, administration
and finance, will also be reviewed for possible relocation. The budgetary
implication at this time would be the relocation of one current staffing unit to
the new location. At the same time, UNV will explore the subcontracting of
certain services in the new location. The Administrator hopes to be in a
position to indicate potential savings during the course of 1994. All costs
associated with the pilot will be absorbed within the existing appropriation
level.

E. Inter-Agency Procurement Services Office

242. Against the background of the post reductions applied to the core budget,
the Administrator is making no additional staffing proposals in respect of the
core budget of IAPSO. No increases in general operating expenditures on the
core budget are requested. Since the time of the report contained in document
DP/1992/40, one Professional extrabudgetary post has been established in 1993,
thereby raising the number of extrabudgetary posts to 5 Professional and
15 General Service. If the income of IAPSO continues to grow, additional
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extrabudgetary posts may be established during the course of the biennium. The
continuation of staff recruited against extrabudgetary income is, of course,
subject to the sustainability of that income.

F. Development Support Services

243. In paragraph 11 of its decision 89/59 of 30 June 1989, the Governing
Council established a separate appropriation line of $5 million for the
introduction of Development Support Services. DSS was set up as a decentralized
consultancy fund made available to resident representatives for programme
support and development activities in the field. The underlying rationale
behind the new concept was that resident representatives need a facility that
allows them to obtain, on a selective basis, additional substantive capacity in
the form of short-term expertise, especially locally based. Such a facility was
considered essential to assist resident representatives, as partners in the
development process, in making better informed programme decisions, in taking
new initiatives and in adding new dimensions to the programme.

244. At its thirty-eighth session (June 1991), the Council considered the
Administrator’s preliminary report on the use of DSS during the first year of
its existence. The report was provided in the context of the revised budget
estimates for 1990-1991 and budget estimates for 1992-1993 (DP/1991/49
(vol. I)). By its decision 91/46 the Governing Council approved the allocation
for DSS for the 1992-1993 biennium. The Council requested the Administrator to
report further on the experiences and utilization of DSS at its fortieth
session. Following is the Administrator’s report on the use of DSS during
1990-1991.

245. At the time DSS was first introduced in 1990, guidelines and instructions
for the use and administration of the funds were issued. Allocations were given
to all offices annually. Offices with high IPFs received a higher initial
allocation. More resources were then given to offices that had additional
requirements after the first allocation was utilized. The allocations were
administered as a separate line of the administrative budget allotments.
Expenditures against these allotments were monitored through the status of
allotment reports, which are sent to headquarters every month.

246. In 1990-1991, DSS was used by 109 (95 per cent) of the 115 field offices.
Total expenditure recorded in 1990-1991 financial statements amounted to
$4.5 million, representing some 90 per cent of available resources.

247. Field offices provided summary information on each DSS consultancy for the
preparation of the present report. This information included the name and
nationality of the consultant, the duration of individual service contracts,
their costs in local currency, major outputs obtained and the general category
under which the consultancy could best be described. In addition, resident
representatives provided an indication of success and elaborated on some
consultancies which, in their view, had fully met expectations.
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248. Table VII.3 provides a summary of a representative sample of the
utilization of funds during the 1990-1991 biennium, broken down by region. Data
is based on reports from 87 field offices (80 per cent of total), representing
77 per cent of expenditure. As can be seen from the table, a total number of
928 service contracts were entered into for a total amount of $3.3 million; the
corresponding number of person months was 1,405 so that the average cost per
month was $2,360 and the average duration of a service contract about
1.5 months. As to the origin of consultants, by far the majority
(75.3 per cent) were local. A total of 24.7 per cent came either from the
region or subregion or from outside the region. The latter category includes
expatriates residing in the respective countries who were recruited locally.

Table VII.3. Development Support Services: Status of utilization
during the biennium 1990-1991, by region

(Thousands of dollars)

Local (Sub)regional and other Total

Region No. Months
Expendi-
tures No. Months

Expendi-
tures No. Months

Expendi-
tures

(Expenditure in thousands of dollars)

Africa 288 473 759.1 73 68 328.2 361 541 1 087.3

Asia and Pacific 152 257 469.9 76 75 396.0 228 332 865.9

Arab States and Europe 125 206 419.5 40 42 192.3 165 248 611.8

Latin America and
Caribbean

134 229 546.3 40 55 207.0 174 284 753.3

Total 699 1 165 2 194.8 229 240 1 123.5 928 1 405 3 318.3

249. Table VII.4 gives an indication of the distribution of consultancies among
the general categories listed. These categories correspond with those given in
the original guidelines. The distribution is indicative only since in many
instances the ultimate use of consultancy outputs would justify the
classification in more than one category. This has in particular been the case
where development of programme initiatives relating to global themes
(environment, women in development, NGOs, etc.) were taken into account in the
development of country programmes.
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Table VII.4. Development Support Services: Contracts by category
during the biennium 1990-1991, by region

Service contracts (percentages)

Category Africa
Asia and
Pacific

Arab States
and Europe

Latin America
and Caribbean Total

A. Substantive advice relating to areas of
priority concern to the Government

15.3 15.2 19.1 23.9 17.8

B. Substantive inputs relating to development
of country programme

25.5 25.5 30.9 24.4 25.5

C. Development of sector or thematic
programming (e.g., programme approach)

13.0 21.6 11.7 12.9 14.7

D. Implementation of local coordination
arrangements

10.8 10.8 4.8 13.4 10.2

E. Development of programme initiatives
relating to global themes such as
environment, women in development, NGOs

24.1 17.3 26.6 12.9 20.7

F. Development of programme initiatives
relating to national execution

3.2 4.8 2.7 7.2 4.3

G. Others 10.1 4.8 4.3 5.3 6.8

100.0 100.0 100.0 100.0 100.0

250. Resident representatives were asked to indicate the success of DSS
consultancies by rating them on a scale from 5 to 1, with 5 being the indicator
for highest success. Of all consultancies, 19 per cent were rated 5;
41 per cent rated 4; and 34 per cent were rated 3. The remaining 6 per cent
were rated 2 and below.

251. Resident representatives are unanimous in their support for the DSS
concept. In their opinion, DSS is a flexible and swift means for them to give
concrete follow-up to major substantive issues with which they are confronted on
a daily basis. As a decentralized facility, DSS has proven to be particularly
effective in supporting field offices to initiate and engage in substantive
dialogues with Governments and other partners at every stage of the development
process. The flexibility of DSS and its direct control by UNDP programme
managers in the field has promoted efficiency and responsive action. Resident
representatives have consistently expressed the conviction that DSS supports and
entrenches their role as coordinator and focal point both as UNDP resident
representatives and as resident coordinators. Resident representatives point to
the fact that the capacity of field offices to function as active development
partners and to provide substantive support to Governments can be enhanced only
if modest funds such as DSS are made available to strengthen their substantive
capacity selectively and on a short-term basis. It cannot be assumed, nor would
it be necessary, that field offices have at all times the substantive capacity
in house to deal with every aspect of the very wide range of substantive issues
they find themselves involved in.

252. While it is not possible to describe the outputs of 928 consultancies
individually, following is a general description of some of the types of inputs
and services that have been obtained through the DSS facility.
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253. Through DSS, offices have been able to provide substantive advice to areas
of priority concern to Governments. This has, for instance, been very effective
in assisting Governments to prepare for round-table and Consultative Group
meetings as well as, for example, economic meetings at the regional level.
Outputs of DSS consultancies were used by Governments in preparation of key
policy papers and were taken into account in the preparation of national
development plans. Short-term consultancies allowed Governments and field
offices to determine and define the role of the United Nations system and other
donors in support of peace processes. Outputs of such studies were instrumental
in resource mobilization by Governments and, in the process, contributed to a
coordinated approach by the donor community.

254. DSS has been used extensively to obtain substantive inputs to the
development of country programmes. Preliminary needs assessment studies by DSS
consultants have helped to focus programme orientation. Methodologies were
developed to assess the relative priorities of technical cooperation proposals
and requests, on the basis of position papers and on past experience which
should be taken into account in the development of new programmes. Inputs from
DSS studies were frequently used at the time of preparing advisory notes.
Resident representatives valued their ability to involve local consultants. The
mid-term reviews of country programmes have benefited from UNDP position papers
prepared with the assistance of DSS consultants. DSS consultants have often
been involved at the pre-project formulation stage by assisting in the
preparation of project formulation frameworks.

255. DSS has allowed resident representatives to take initiatives which have
strengthened local coordination arrangements. Studies were initiated on the
experience and options for joint programming; the quality of development
cooperation reports has frequently been enhanced with the assistance of
DSS consultants, leading to a wider acceptance of the reports as a tool for
coordination. DSS consultants were also instrumental in donor communities
agreeing on a common approach towards the remuneration of national consultants
and experts. Many resident representatives felt that the very fact that DSS
allowed them to take initiatives in a number of substantive areas strengthened
their coordinating role.

256. The importance of having a facility such as DSS is demonstrated by the
manner in which it assisted resident representatives to develop programme
initiatives relating to the global themes. In the area of environment, DSS was
instrumental in assisting field offices and Governments to prepare, at short
notice, country profiles and policy papers for UNCED; many field offices engaged
DSS consultants to study the possibilities for the establishment of sustainable
development networks. DSS allowed field offices to take initiatives to support
intensified donor involvement in participatory and community development
programmes with the involvement of NGOs. Many field offices used DSS to
establish databases on local NGOs which, in one country for instance, resulted
in the identification of those NGOs with experience in disaster-preparedness to
ensure a more rapid response to natural disasters. Many DSS studies were
undertaken to support women’s involvement in development. Studies on women in
development were used by field offices to create awareness and initiate policy
dialogues with Governments and contributed to the formulation of national
policies. DSS consultants were often involved as resource persons in workshops
focusing on global themes.
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257. As to the management of DSS funds, the Administrator is aware of the
comments made by the Board of Auditors in its report, dated 30 June 1992,
(A/47/5/Add.1, Supplement No. 5A), submitted to the General Assembly at its
forty-seventh session. These comments were shared with the resident
representatives. The Board questioned whether the guidelines provided
sufficient guidance since they seem to cover almost any purpose related to
development aid in general. In the opinion of the Board, it appeared at the
discretion of the resident representatives how to use DSS funds. The
Administrator does not disagree with the fact that the guidelines cover a wide
spectrum of areas in which DSS can be used by resident representatives to
enhance their substantive capacity. In the opinion of the Administrator,
however, the wide spectrum merely reflects the many facets and challenging
aspects of the role of UNDP in the field. These would seem to make a facility
like DSS only more relevant. Resident representatives require a certain amount
of additional substantive capacity to be able to function as an effective
partner in the development process. Experience so far demonstrates that such
additional capacity can be obtained in the form of short-term, mostly local,
consultancies in a very cost-effective manner. The Administrator continues to
believe that, within the framework of general guidelines, it should indeed be
the resident representative in the first place who determines how the modest DSS
funds can best help to develop and support the role of UNDP in the field. This
is fully consistent with the UNDP policy on decentralization. The Administrator
does not believe that a close and centralized involvement of headquarters beyond
a general monitoring role would add much value. As mentioned by resident
representatives themselves, the decentralized approach makes them at the same
time fully responsible and accountable for the appropriate use of resources.
The Board also suggested that close monitoring by headquarters would be required
to avoid double-spending by different field offices for the same purpose.
Resident representatives confirmed that DSS interventions are by definition very
country-specific and that it would be very unlikely that such double-spending
would occur.

258. In view of the above and in recognition of the positive feedback received
from the field offices, the Administrator proposes to maintain the same
allocation for DSS in real terms in the 1994-1995 biennium.

VIII. THE TRUST FUNDS: BUDGET ESTIMATES FOR THE
1994-1995 BIENNIUM

A. Overview

259. Within its appropriation structure, UNDP includes distinct appropriations
for the resources of certain trust funds administered by UNDP. Currently, these
include UNCDF, UNRFNRE/UNFSTD, UNSO, and UNIFEM. The budget of each trust fund,
as reviewed and approved by the Governing Council, relates to its operational
and administrative activities or, in a certain sense, its core budget.

260. Since the activities of the trust funds are financed through independent
contributions, the post reductions applied to the core budget of UNDP were not,
ipso facto , applied to the core budgets of the trust funds. Instead, the
Administrator carefully reviewed the staffing requirements of each fund
vis-à-vis the resource situation as well as the need to increase operational
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efficiency and productivity in the funds. This resulted in staffing and other
adjustments in the trust funds that are discussed below. In accordance with
paragraph 31 of Governing Council decision 91/46, resource projections for each
fund have been included.

B. United Nations Capital Development Fund

261. A total of three posts (one P-3 and two General Service) have been
abolished. Two General Service posts on the technical support budget will be
eliminated. The savings from the abolition of the Professional post on the core
budget are being redeployed to finance the reclassification of four posts from
P-3 to P-4. The reclassification of the four country officer posts reflects the
fact that the officers handle the programmes of several countries at all phases,
from identification through formulation, implementation and evaluation. The
officers operate with a high degree of autonomy and, therefore, must possess the
necessary background and experience to serve as interlocutor with senior-level
thematic and project-specific evaluation consultants, counterparts in bilateral
aid, recipient countries and other agencies.

262. Some modest increases in general operating expenditures have been included
for consultants, communications and systems development. The systems
developments funds will be used to continue the UNCDF plan to automate most of
its business processes. Finally, the cost increase in rent, maintenance and
utilities reflects the Administrator’s decision to charge the trust funds the
direct cost for these items as opposed to the past practice of average costing.

/...



DP/1993/45
English
Page 100

Table VIII.1. UNCDF: Resource planning table, 1990-1995

(Millions of dollars)

Description
1990-1991

Actual
1992-1993
Projected

1994-1995
Projected

Income

Voluntary contributions 84.0 77.3 87.0

Cost-sharing contributions 0.5 0.8 0

Sub-trust funds 3.0 3.5 11.5

Other income 25.6 14.4 14.5

Total 113.1 96.0 113.0

Expenditure

Project/programme support

General resources 78.94 113.5 126.0 a /

Cost-sharing 0.49 0.4 0

Sub-trust funds 1.38 5.0 5.5

Biennial budget 8.34 10.7 11.8

Technical support budgets 0 b / 2.8 2.7

Total 89.15 132.4 146.0

Balance of unexpended resources 109.73 73.33 40.33

a/ Excludes $6.1 million of loan disbursed.

b/ As presented in the audited financial statements. An estimated amount
of $2.5 million was presented in document DP/1991/49 (vol. 1).
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C. United Nations Development Fund for Women

263. Only in the case of UNIFEM has the Administrator put forward a proposal for
increased staffing. The increase requested is for one additional General
Service post on the core budget to serve as receptionist; to manage the increase
in telephone traffic generated as a result of the increased visibility of
UNIFEM; and to control access to the UNIFEM offices. In addition, two
Professional posts are proposed for reclassification from P-4 to P-5 and one
from P-3 to P-4. The upgrading of these posts reflects the results of a
reclassification exercise in which the posts were reviewed and results confirmed
as accurate within the prevailing classification standards. The
reclassifications confirm the UNIFEM need to have senior staff to fulfil the
important mandate of UNIFEM as an advocate for women’s issues on a world-wide
basis.

264. Modest increases have been included under general operating expenditures
for consultants, travel, alterations, systems development, and EDP
hardware/software. UNIFEM also has cost increases for rent, maintenance and
utilities as described above. The proposed increases are required to continue
with the UNIFEM plan to devolve certain financial/programme approval authority
to the field level. For example, projects of $25,000 or less under the Small
Projects Facility and $60,000 or less under the Direct Action Ceiling will be
approved directly at the field level in accordance with established guidelines.
The related budgetary increases were presented to and approved by the UNIFEM
Consultative Committee in January 1993.
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Table VIII.2. UNIFEM: resource planning table, 1990-1995

(Millions of dollars)

Description
1990-1991

Actual
1992-1993
Projected

1994-1995
Projected

Income

Voluntary contributions 18.9 22.1 23.0

Cost-sharing contributions 1.6 3.0 3.0

Sub-trust funds 0.0 0.6 0.8

Other income 3.8 2.6 2.6

Total 24.3 28.3 29.4

Expenditure

Project/programme support 0.9 1.0 1.0

General resources 16.1 22.0 22.0

Cost-sharing 0.3 1.2 1.0

Sub-trust funds 1.0 1.3 1.0

Biennial budget 3.7 5.6 6.6

Technical support budgets 1.3 1.6 1.9

Total 23.3 32.7 33.5

Balance of unexpended resources 13.2 8.8 4.7

D. United Nations Fund for Science and Technology for
Development/United Nations Revolving Fund for
Natural Resources Exploration

265. Adjustments for 1994-1995 include the downgrading of the Director’s post
from D-2 to D-1, cost increases for rent, maintenance and utilities as described
above, and a decrease in the reimbursement for support services to UNDP.
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Table VIII.3. UNFSTD/UNRFNRE: resource planning table ,
1990-1995

(Millions of dollars)

Description
1990-1991

Actual
1992-1993
Projected

1994-1995
Projected

Income

Voluntary contributions 5.31 8.12 8.4

Cost-sharing contributions 1.18 0.7 0.7

Sub-trust funds 4.78 3.1 2.1

Other income 1.15 1.6 1.6

Total 12.42 13.52 12.80

Expenditure

Project/programme support

General resources 5.46 5.0 5.0

Cost-sharing 1.1 0.8 0.8

Sub-trust funds 3.07 3.5 3.5

Biennial budget 3.83 4.3 4.2

Technical support budgets 0.0 a / 2.1 2.3

Other 0.34 0.00 0.0

Total 13.80 15.70 15.80

Total of unexpended resources 6.5 4.32 1.32

a/ As presented in the audited financial statements. An estimated amount
of $2.1 million was presented in document DP/1991/49 (vol. 1).

E. United Nations Sudano-Sahelian Office

266. With regard to the core budget, a total of two Professional posts have been
abolished (one P-5 field post and one P-4 headquarters post). Furthermore,
significant reductions have been made in general operating expenditures
affecting temporary assistance, consultants, travel, systems development and EDP
equipment. Direct costing for rent, maintenance and utilities have also been
applied.

267. Two FSL posts located in the UNSO regional offices in Ouagadougou and
Nairobi have been abolished from the institutional support budget for the
UNDP-UNSO/UNEP joint venture. The net savings from these posts is being used to
finance the establishment of one P-5 post under the budget for the joint
venture. The joint venture is financed under the PSDA appropriation; these
adjustments do not therefore affect the UNSO core budget.
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268. The establishment of the P-5 post relates to the new directions UNSO has
defined for itself to discharge more effectively its mandate, especially in the
context emerging from UNCED. The level of responsibility involved reflects the
new emphasis that will be given to greater support to policy, planning and
enhancement of capacity at the national and regional levels and the enhancement
of the technical basis of programme development in the field of drought and
desertification. This new focus requires a modified mix within UNSO, with the
need for more staff with specialized backgrounds.

Table VIII.4. UNSO: resource planning table, 1990-1995

(Millions of dollars)

Description
1990-1991

Actual
1992-1993
Projected

1994-1995
Projected

Income

Voluntary contributions 11.5 6.6 10.0

Cost-sharing contributions 22.9 9.5 11.5

Sub-trust funds a / 5.6 5.1 3.4

Other income b / 7.3 3.1 3.3

Total 47.3 24.3 28.2

Expenditure

Project/programme support

General resources 7.8 12.5 14.0

Cost-sharing 17.2 18.6 18.0

Sub-trust funds 6.7 6.0 4.0

Biennial budget 5.3 8.0 8.0

Total 37.0 45.1 44.0

Balance of unexpended resources 52.3 31.5 15.7

a/ Does not include income received from management services agreements.

b/ Does not include income from UNDP-UNSO/UNEP joint venture.
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F. Technical support budgets of the funds

269. In addition to the core budgets of the trust funds discussed above, three
of the funds have technical support budgets. The rationale for the
establishment of technical support budgets for UNCDF, UNRFNRE and UNIFEM was set
forth in the context of the submission of the 1992-1993 budget to the Governing
Council (DP/1992/49 (vol. I)). In accordance with paragraph 33 of Governing
Council decision 91/46, the budgetary estimates for the technical support
budgets of the three trust funds are set forth in the following table. Staffing
information for the technical support budgets is provided in table 9 of the
present document. The only material changes for 1994-1995 relate to (a) the
decrease of the two General Service posts for UNCDF discussed above and (b) the
application of direct costing for rent, maintenance and utilities, also
discussed above.

Table VIII.5. Technical support budgets, 1992-1995

(Thousands of US dollars)

UNCDF UNIFEM UNRFNRE

Item 1992-1993 1994-1995 1992-1993 1994-1995 1992-1993 1994-1995

Established posts 1 158.1 1 105.4 641.0 677.9 1 141.0 1 205.5

Common staff costs 733.9 650.6 397.9 418.1 547.9 569.1

Subtotal 1 892.0 1 756.0 1 038.9 1 096.0 1 688.9 1 774.6

Temporary
assistance/overtime

166.5 20.2 24.4 38.2 0.0 0.0

Consultants 146.4 68.3 82.1 97.6 58.5 63.1

Subtotal 312.9 88.5 106.5 135.8 58.5 63.1

Official travel 52.7 106.4 59.5 76.7 78.1 84.2

Contractual services 6.0 34.9 21.4 32.1 0.0 0.0

General operating
expenditure

247.3 341.1 233.5 315.2 108.2 165.9

Supplies 13.5 18.1 8.8 16.2 0.0 0.0

Furniture/equipment 58.3 52.2 16.0 27.7 0.0 0.0

Reimbursement to UNDP 244.5 263.8 175.0 188.7 170.0 183.4

Subtotal 622.3 816.5 514.2 656.6 356.3 433.5

Grand total 2 827.2 2 661.0 1 659.6 1 888.4 2 103.7 2 271.2
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ANNEX

Table 1 for offset
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Table 2 for offset
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Table 3 for offset
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Table 3 (continued) for offset
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Table 4 (a) for offset
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Table 4 (b) for offset
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Table 5 for offset
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Table 5 (continued) for offset
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Table 6 (a) for offset

/...



DP/1993/45
English
Page 115

Table 6 (b) for offset
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Table 7 for offset
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Table 7 (continued) for offset
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Table 8 for offset
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Table 9 for offset
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Table 9 (continued) for offset

/...



DP/1993/45
English
Page 121

Table 9 (continued) for offset
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Table 9 (continued) for offset
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Table 9 (continued) for offset
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Table 9 (continued) for offset
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Table 9 (continued) for offset

(Footnotes on following page)

060593
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(Footnotes to table 9)

__________

a/ For comparative purposes, the table is denoted in United States
dollars although government local office cost contributions are a local currency
obligation.

b/ Includes government contributions in kind.

c/ Includes government contributions in kind. For countries with
per capita gross national product (GNP) of $2,000 or more in 1989, it includes
the cost of international staff except for the cost of the Resident
Representative and Deputy Resident Representative (see Governing Council
decision 85/16).

d/ If an office serves more than one country, the local office cost is
apportioned according to the respective fifth cycle IPFs (1992-1996). However,
25 per cent of the office cost is separated as the initial obligation of the
host country before the remaining 75 per cent is apportioned between all
countries being served, including the host country.

e/ Waiver percentages are determined by comparing 1989 per capita GNP
levels with the following waiver bands: 75 per cent if per capita GNP is $750
or less; 50 per cent if per capita GNP is within the range of $751 to $1,500;
25 per cent if per capita GNP is within the range of $1,501 to $2,000;
25 per cent if per capita GNP is within the range of $2,001 to $3,000; and
0 per cent if per capita GNP is above $3,000 ($4,200 for small island developing
countries with a population of less than 2 million).

f / Since some countries do not meet the minimum target contribution while
others exceed it, the total of cash targets does not equal the Administrator’s
estimate of overall income from this source. Consequently, the net cost to UNDP
is a theoretical figure in many instances.
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Table 10 for offset
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Table 10 (continued) for offset
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Table 10 (continued) for offset

/...



DP/1993/45
English
Page 130

Table 10 (continued) for offset
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Table 10 (continued) for offset
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Table 10 (continued) for offset

-----
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