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SUMMARY

The present report updates progress made in the follow-up to the
management review exercise, as requested by the Executive Board at its third
regular session in September 1995 (E/ICEF/1995/9/Rev.l, decision 1995/25), and

taking into account comments made by delegations at the 1996 annual Board
session.

Folliowing a brief introduction, chapter I describes recent progress in
UNICEF organizational reform in the following areas: strengthening
accountability; streamlining of headquarters; strengthening operations
systems; improving human resources management; and strengthening collaboration
with United Nations agencies. Chapter II provides background information for
policy discussions on (a) the roles for country, regional and headquarters
offices, including an indicative outline of proposed changes in their roles
and responsibilities in relation to country programme preparation,
implementation and monitoring, and evaluation; and (b) managing relations with
National Committees for UNICEF. A draft recommendation for Executive Board
approval is contained in chapter III. The annex contains an updated matrix on
follow-up action taken to date in response to the BoozeAllen & Hamilton study.
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INTRODUCTICN
1. The present report describes recent progress in UNICEF organizational

reform; provides background information for Executive Board discussions on the
roles of UNICEF country, regional and headquarters offices; and proposes new
arrangements for managing relations with National Committees for UNICEF. The
report explains how proposed changes will modify current practices and uses the
example of the country programme process to illustrate how proposed changes in
the role of country, regional and headquarters locations will clarify
accountability, improve efficiency and strengthen coordination both within
UNICEF and with its external partners.

2. The Executive Board discussion and decisions on these proposals at the
present session will serve as the basis for preparing the budget proposals that
the secretariat will submit to the Executive Board, through the Advisory
Committee on Administrative and Budgetary Questions, at the first regular
gession of 1997 and, as required, at the third regular session of 1997.

3. The updated matrix on follow-up action taken to date in response to the
BoozeAllen & Hamilton (BAH) study is contained in the annex to the present
report.

I. RECENT PROGRESS IN UNICEF ORGANIZATIONAL REFORM

4. Within the framework of the organization's first Mission Statement and the
Guiding Principles for Staff Commitment and Conduct, proposals for improving the
efficiency and effectiveness of UNICEF are taking shape. Meanwhile, in several
areas, reforms are already improving accountability, cost-effectiveness,
operations systems, human resources management and collaboration with other
United Nations agencies. Some of the early results are outlined below.

A. Strengthening accountability
5. Reforms to strengthen accountability include the following:

(a) The creation of office, regional and global management teams as
mechanisms to integrate the work of various locations and functional units of
the organization and to enhance the management of country and regional
diversities based on a global framework. Management teams are to advise on
future strategies, setting of priorities, policy issues and major issues related
to human and financial resources;

(b) The identification of the Geneva office as the focal point for
managing relations with National Committees;

(c) Country representatives will report to regional directors to
increase accountability and oversight, as well as to establish a more manageable
and realistic span of supervision; and regional directors will report to the
Executive Director. Two Deputy Executive Directors will support the Executive
Director in fulfilling the functions of the Executive Office. In addition, the
Deputy Executive Directors will have oversight for division directors at
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headquarters, who will retain full accountability for their line management
functions;

(d) Responsibility for the clearance of country programme
recommendations (CPRs) for submission to the Executive Board will be transferred
from headquarters to regiona. This will shorten the country programme planning
process, unifying the responsibility, authority and accountability for the
process which is now dispersed between country offices, regional offices and
headgquarters;

{e) The creation of a quality assurance function to be mainstreamed
throughout the organization and the establishment of a team to identify
priorities for establishing standards, learn from external practices and develop
a work plan for action, including mechanisms to monitor and assess their
application.

B. $Streamlining of headquarters

6. Several headquarters units have been consolidated to provide for greater
efficiency and effectiveness. These include:

{a) consolidation of information functions such as Programme
Publications and Factg for Life within the Division of Information, now known as
the Communication Division;

{b) Consolidation of responsibility for relations with global
intergovernmental organizations within the Office of United Nations Affairs;

(c) Consolidation of functions fesponsible for global relations with
non-governmental organizations (NGOs) within the Programme Division;

{d) Consolidation of the Office of Administrative Management within the
Division of Finance and Administration;

(e) Consolidation of the Programme Statistics Office within the Division
of Finance and Administration.

7. To date, there has been a reduction of 27 poste at headquarters and a cut
of $18.9 million in headquarters and regional office budgets, which enabled the
organization to invest in developing the new Programme Manager System (PROMS),
the United Nations Integrated Management Information System (UNIMIS) human
resources module and the creation of the new office for Central and Eastern
Europe, the Commonwealth of Independent States and the Baltic States region,
including the allocation of programme resources for these countries. The
integration of the offices of Evaluation, Policy and Planning has resulted in a
savings of $800,000 for 1996/1997.

C. Strengthening operations systems

8. Follow-up actions have already been takén to implement BAH recommendations
on strengthening operations systems. For example, BAH recommended that UNICEF
eliminate the existence of double budgets (administrative and programme budgets)
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as it clouded transparency and added to costs by requiring parallel processes
and duplication of workload. The integration of global funds, programme and
administrative budgets in regional offices and headquarters was implemented
successfully in April 1996 through the submission of an integrated budget for
regional offices and headquarters (E/ICEF/1996/AB/L.5 and Corr.l) at the second
regular session of the Executive Board. The integration of administrative and
programme budgets of country offices is under way, and CPRe being submitted to
the Executive Board in 1997 will include the integrated budget for country
offices using the agreed format.

9. The BAH recommendation that programme budget management functions being
carried out by the Programme Statistics Section of the Programme Division be
transferred to the Division of Financial Management was implemented in May 1996.
Programme Statistics Section functions which have been transferred include:
responsibility for budget information in CPRs; preparation of biennium budget
documents; budget authorization; programme budget control and monitoring; and
programme budget system, procedures and training on the budget process,

10. The BAH study found that field offices relied on New York for financial
information and recommended that systems be put in place for country offices to
obtain data on budgets and expenditures locally in order to reduce processing
delays and lead to more informed decision-making. BAH recommended that this be
done in conjunction with the upgrading of management information systems both in
field offices and at headquarters. Follow-up action taken to date has focused
on the integrated development of new systems for information, finance and supply
management functions. Attention has been paid to the development of a new
integrated management information system, PROMS. PROMS will be linked to both
the new central financial system and the global supply database to provide the
basis for organizational monitoring on the use of resources and programme
implementation. PROMS will be launched in several offices by the end of 1996
and installed in a majority of UNICEF offices by the end of 1997. The new
financial system will receive financial data from field offices through PROMS.
It is being designed to improve, simplify and streamline basic business
processes; support integrated budgets and provide greater transparency in
financial reporting; identify clear accountabilities for financial management;
and provide up-to-date information for management decisions throughout UNICEF.

11. An integrated review of the results of the external consultancies on
financial management, information and supply systems will receive priority
attention at the first meeting of the Global Management Team (GMT), to be held
following the present Executive Board session. Results of this review will then
be presented to the Executive Board for consultation and guidance. 1In the
meantime, steps have been taken to make more strategic use of information as a
product of UNICEF through the introduction of information management and
information technology functions. A governance process for prioritizing
information technology projects and services has been put in place to focus
limited resources on achieving maximum gains, as recommended in the BAH study.
The Supply Division at Copenhagen is actively taking steps to strengthen its
role to provide expertise to field offices on specification development,
manufacturing, costing and standards for quality assurance. Work is also
currently being done to increase the access of field offices to information on
global purchasing options and value for money.
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12. Office improvement plans are being developed in several country offices to
enhance operations. These plans focus on the redesign of work processes to
increase cost-effectiveness and value for money in UNICEF transactions and to
improve human resources management. Results are already visible in UNICEF
offices in Brazil, Ecuador, Guinea, Indonesia, Mexico, Morocco, Tunisia, Uganda,
Viet Nam and Zaire. '

D. Improving human resources management
13. To date, work process redesign activities to improve human resources

management in UNICEF have produced the following results:

(a) Accelerated handling of entitlement, recruitment, placement and
separation processes;

{b} Experimentation with new types of appraisals such as the 360 degree
assessment, team assessment and self-assessment;

{c) The introduction of new approaches to address problems of poor
performance of some staff through more careful performance appraisal processes
and, in appropriate cases, separation schemes;

{d) The revised Personnel Administration Manual has now been completed
to ensure that field offices have access to up-to-date personnel regulations and
processes.

14. In addition, one of the benefits of the new integrated budget procedure is

that UNICEF has a mechanism for the careful review of posts during country
programme preparation and adjustments following mid-~term reviews.

E. St £] . 1lal £ ith United Nati :

15. Recent efforts to strengthen collaboration with United Nations agencies
include:

(a) Harmonization of budget methodologies and presentations to the
respective Executive Boards of the United Nations Development Programme, the

United Nations Population Fund and UNICEF, which will be implemented by January
1998; :

{b) UNICEF implementation of the UNIMIS human resources module by June
1997;

(e) UNICEF chairing the United Nations AIDS Committee of Co-sponsoring
Organizations during the first half of 1996;

{d) UNICEF assuming the chair of the Joint Consultative Group on Policy
Sub-committee on Personnel Issues;

{e) The sharing of United Nations premises by 27 UNICEF field offices;

{£) The establishment of the Office for Common Premises Management, with
the full involvement of UNICEF.
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16. In October 1995, 27 countries had harmonized programme cycles, 45 are
expected to do so by 1999, 24 more were identified as possible and 8 special
cases were identified as unlikely.

II. BACKGROUND INFORMATION FOR POLICY DISCUSSIONS
A. Roles for country, regional and headquarters offices
Background

17. As pointed out in previous progress reports, the BAH study (a) recognized
the traditional strength of UNICEF in its decentralized structure with the
country programme at its core, but pointed out that field operations are widely
perceived to lack transparency and accountability; (b) expressed concerns about
the definition of global goals at headquarters reflecting insensitivity to
country realities; (¢) indicated that headquarters and regional office support
during the country programming process have been limited and uneven, and have
often focused on the end product, i.e., the CPR; (d) noted that uncocordinated,
and sometimes contradictory, signals are given from different units of
headquarters to field offices, with little understanding of field realities;
(e) recognized that accountability of representatives is diffused, with no
singular point of accountability identified within the system; (f) observed that
evaluations of programmes are conducted by the country office teams or external
evaluators hired by them; and (g) noted that the quality of evaluations suffers
due to a lack of objectivity.

18. To strengthen the decentralization of UNICEF and to overcome the problems
of accountability and transparency, the BAH study recommended a clarification of
roles and functions of country, regional and headquarters offices and proposed a
coordinated approach to programme and management support to country offices,
with a more clearly defined role for regional offices and regional directors as
team leaders, counsellore and guality controllers in the field.

19. In response to those observations, the Phase I Project Team on the
Structure of Accountability analysed existing structures, roles and functioms,
and made recommendations to the Management Excellence Programme (MEP) Steering
Committee on a macro-structure for UNICEF. The recommendations were further
elaborated by the Transition Team, especially in terms of their potential for
improving oversight and accountability, ensuring decentralization, clarifying
the role of headquarters and regional offices, and fostering teamwork as a
strategy for greater participation and effectiveness.

Centrality of the country programme

20. As reported in the June 1996 progress report on MEP (E/ICEF/1996/AB/L.9),
the Steering Committee, at its meetings in April, reviewed the project teams’
proposals on structure, supporting the concept of the centrality of the country
programme and a decentralized structure with clearly defined roles for
headquarters and regional offices that would add value and not duplicate the
front-line work of the country office.
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Regional role

21. The Steering Committee recognized the role of regional offices and
regional management teams (RMTs) in defining regional priorities, adapting
global goals to country and regional realities, and monitoring the performance
of country offices. It also identified the role of RMTs to support the
development of country programmes and ensure the regional perspective in the
global processes of policy development and strategic planning. It clarified the
role of regional directors as leaders of RMTs, with increased responsibility for
oversight and accountability for the performance of country offices, as
supervisors of country representatives and, in collaboration with RMTs,
responsible for clearing country notes and CPRs for submission to the Board.

Headgquarters role

22. The Steering Committee clarified the role of headguarters to provide
overall guidance that reflects linkages to the United Nations system and the
policy guidance of the Executive Board, with responsibility for managing the
gtrategic planning process for the organization, including the allocation of
financial resources, human resources planning and oversight of the UNICEF system
as a whole. Headgquarters should alsoc provide leadership in developing the
global UNICEF perspective by integrating the experience and contribution of all
parts of the UNICEF system and by ensuring that the global perspective informs
planning, policy development and guidelines for management and quality
assurance. The Steering Committee alsc agreed that the programme functions
carried out in New York should focus on setting standards, providing leadership
and state-of-the-art knowledge on main areas of UNICEF work, guiding programme
policy formulation and strategies, and disseminating best practices and lessons
learned from both within UNICEF and external sources.

23, At its June meeting following the annual Executive Board session, the
Steering Committee requested a small team, including two regional directors and
senior staff from country offices and headquarters, to examine key aspects of
the country programme process, including oversight and monitoring, clearly
defining the roles and functions of country offices and the roles, functions and
value added of regions and headquarters. In that exercise, it was felt that the
country programme process would best exemplify the issues and opportunities for
redefining - and thereby strengthening - the links and interrelationships within
the system as a whole. This analysis of the country programme process forms the
basis for the proposed changes as indicated in the matrix below. The proposed
changes reinforce the centrality of the country programme and outline redefined
roles, responsibilities and accountabilities for country offices, regional
offices and headquarters, using the existing organizational structure more
effectively, rather than creating a new hierarchial structure for field
mariagement, as recommended by the BAH study.

Propoged changesg to the counkry programme procesg

24. The basic premise is that the proposed changes in the country programme
process will need to be phased over several years as capacities are strengthened
and systems improved. Regional variations will also impact on the phasing of
implementation. In addition, there are five major assumptions underlying the
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proposed changes in roles and responsibilities: (a) there will be new systems
for finance, supply functions, and improved information technology and
management of information resources; (b) the accountability levels of country
representatives will be clearer and authority levels will be commensurate;
there will be no significant overlap with the authorities of regional directors
and headquarters; (c) the establishment of office management teams at all
locations; RMTs and the GMT will mobilize new combinations of staff talent-to
support the country programme and introduce, for all parties, more
accountability for consultation; (d) the most cost-effective field support
function for country programmes will be from within each region through the
regional office and RMT; the regional director will provide closer supervision
of the representative and serve as a single source of clearance of CPRs; and
(e) headquarters will serve as a knowledge centre, providing creative leadership
on strategic programme planning and improving the quality of technical and
procedural guidelines, standards, indicators and best programme practices in
monitoring and evaluation.

25. A brief comparison of current practices and proposed changes with respect
to three programme functions - country programme preparation, country programme
management and monitoring, and programme evaluation - illustrates how the

changes in roles and responsibilities would add value. .

Country programme preparation

26. The current process for country programme preparation requires
representatives to seek numerous clearances and approvals from headquarters,
with regiocnal offices joining in various consultations, e.g. on programme
strategy formulation. With the introduction of the integrated budget and a
mandatory country programme management plan (CPMP), the country programme
preparation process now requires a more rigorous and coordinated approach to
programme planning, staffing and budgeting.

27. The proposed changes suggest that representatives should be accountable,
with commensurate authority, to work out agreements with Government on the
scope, type and cycle of the country programme; the work plan for its
preparation; the scope of involvement of other other partners, for example,
United Nations agencies, bilateral agencies and NGOs; and the preparation of the
country strategy, master plan of operations, integrated budget, CPMP and CPR.
Regional directors would monitor the programme preparation process, identify the
support requirements of country offices and lead the RMT in the activities to
support and clear country programme strategies, country notes, CPRs and CPMPs.
Headquarters would establish the general resources allocation, criteria for
supplementary funding, best practices with respect to programme strategies and
programme plans, guidelines for the preparation of strategy and technical
components of programmes, CPMPs, integrated budget and monitoring overall
performance to ensure adherence to quality standards. Issues for further study
would include’ the extent to which the authority of regional directors could
include clearance of the integrated budget.’

Jooo




E/ICEF/1996/AB/L.13
English
Page 10

Programme management and monitoring

28. In the current practices of programme management and monitoring, the
representative is also responsible for management of all types of UNICEF
assistance to the country. The representative seeks approvals or clearances
from various units at headquarters for the annual programme/project plans and
budgets, several aspects of staff deployment, most supply requisition
activities, project proposals for already approved supplementary funding,
reports to donors on supplementary-funded activities, proposals for Executive
Board approval of “stand-alone” supplementary-funding activities, and results of
the annual programme review with Government and the annual report. This process
sometimes results in conflicting instructions.

29. The proposed changes would ensure that the authority of representatives is
in line with their current responsibilities and that they would be fully
accountable for those decisions that fall within the defined scope of their
authority. 1In managing country ocffices, representatives would be required to
(a) develop open and participatory processes that engender individual staff
accountability based on the Principles for Staff Commitment and Conduct; and

(b) develop and lead country management teams (CMTs) that contribute to quality
decision-making and a shared sense of responsibility in offices for office
performance. The RMT would advise regional directors on issues related to
monitoring country programme performance in each region and to the promotion of
best practices. This change would enable headgquarters to concentrate on
improvement of global monitoring systems for country use, further development of
PROMS, management of the new central financial system, introduction of standards
and best management practices and training of staff, and global monitoring of
programme implementation and expenditure trends.

Programme evaluation

30. The current practice in programme evaluation is that the representative is
responsible for scheduling, organizing and using the results of country-~-level
evaluations to improve the country programme.

31. The proposed changes focus on improving the ability of the country office
to meet the standards of the current guidelines so that the organization can
aspire to and achieve even higher levels of competency in programme evaluation,
within the framework of the inter-agency “Guidelines for Monitoring, Review and
Evaluation of Operational Activities”. Changes will alsgo include the increased
accountability of the CMT for integrating evaluation into the country programme,
enriching knowledge on child rights issues and programme strategies, and
developing national capacities for quality assurance. The regional director
will monitor and advise the representative to assure progressive improvements,
e.g. in the quality of mid-term reviews, and the regional office and RMT will
provide technical resources. Headquarters and regions will use country
evaluations to expand the organization’'s acquisition and dissemination of
relevant knowledge on children and programmes, initiate quality assurance audits
and incorporate valid findings into strategic planning functions. Headquarters
and regions will assist field offices to refine standards, and identify best
practices and ways to upgrade the management of activities in country
programmes.
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Added value to country programmesg
32. The changes in the roles of headquarters, regional offices and country

offices in relation to the three major programme functions presented here will
strengthen the coherence of the UNICEF system by clarifying the parameters of
authority of the various parts of the UNICEF system, thereby providing effective
support to country offices. The new processes for participatory management
within and across regions will maximize heretofore largely untapped staff talent
throughout organization for country programme support. Various work processes
in country, regional and headquarters offices will be streamlined, simplified or
eliminated, thus leading to greater efficiency. Regional directors will serve
as appropriately focused sources of supervision for representatives to ensure
proper accountability. In addition, regional directors will contribute to the
deliberations of the GMT by bringing regional perspectives to policy
development. Headquarters and the GMT will focus on oversight and supervision
of the UNICEF system as a whole, and the New York Programme Group will be able
to devote the appropriate resources to supporting country offices through the
development of high guality programme guidelines, more appropriate and useful
standards based on examples of best programming practices, and more consistent
global monitoring of various aspects of quality assurance in country programmes.

33. The following matrix provides an indicative outline of the proposed
changes in the roles and responsibilities of country, regional and headquarters
offices in relation to country programme preparation, implementation and
monitoring, and evaluation.

B.WWMLMW
Background

34. In undertaking their assignment, the project team on National Committees
combined desk research with a global consultation process involving recognized
authorities on child issues to identify a number of fundamental principles for
an effective, responsive and efficient UNICEF of the twenty-first century. 1In
this process the team examined the following questions: what will the world
expect of UNICEF in the next 15-20 years?; what changes are necessary in the
relationship between National Committees and UNICEF to enable National
Committees to become optimally effective?; what is the resource mobilization
potential and how can it best be realized?; and what type of UNICEF presence is
most appropriate in any given country?.

35. Those questions and their implications for UNICEF and for National
Committees were discussed with the National Committees through a series of
consultations. The team's progress reports were shared as work progressed, and
the final recommendations were presented and discussed at the Annual Meeting of
National Committees {20-24 May 1996). The main thrust of the team's findings
were also presented at the Executive Board sessions in February and June and
discussed at inter-sessional meetings in May and September 1996.

36. The consensus emerging from the discussions referred to above forms the
basis for the proposals contained in the present document on the principles

to guide relations between UNICEF and the National Committees for UNICEF and the
structure and accountabilities to support this.
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37. The first principle relates to the relationship of National Committees to
UNICEF. The consultation process has confirmed that National Committees wish a
closer relationship with UNICEF, within the current status as independent
national NGOs formed in accordance with the laws of their countries and fully
responsible to their own Executive Boards. Their relationship vis-3-vis UNICEF
should continue to be governed by the terms and conditions outlined in the
Recognition Agreement. For the purpose of accountability, in terms of
compliance with the Recognition Agreement, UNICEF will relate tc the Executive
Boards of the Committees through their chairpersons. Thus, National Committees
will continue to represent UNICEF in their countries within the parameters of
the Recognition Agreement. A National Committee for UNICEF will not be
established in a country where there is a UNICEF office and a country programme
approved by the Executive Board.

38. When country conditions are such that operational programmes of
cooperation are deemed necessary, UNICEF will work through a UNICEF office, not
through a National Committee. In some countries where a UNICEF country
programme has been approved by the Executive Board, there may be the potential
for significant local fund-raising. Where this is the case, the UNICEF office
could raise funds to cover the cost of the approved country programme and for
all or a major part of the administrative costs for that office. Such UNICEF
offices will be referred to as UNICEF self-financed offices.

3s. The second principle relates to decentralization. There is general
agreement that services and consultation closer to National Committees is
desirable and, for this reason, there is a strong suggestion that all National
Committees should relate to the UNICEF Geneva office as the one point of
oversight and management of the relationship with National Committees. This
would not preclude that in the future some National Committees outside Europe
might wish to relate to the UNICEF regional office within their own regional
framework. For the time being, however, with 31 National Committees out of a
total of 38 in Europe, the principle of subsidiarity would appear to be best
served by placing the one point oversight in the UNICEF Geneva office. The
Committees, of course, also will continue to be in contact with other parts of
the UNICEF system, as required, to ensure high performance.

40. The third principle which was agreed upon is the importance of
accountability. Ultimately UNICEF is judged by its results for children, and in
the process of achieving those results, high standards of performance must be
visible in all actions undertaken in the name of UNICEF by UNICEF staff,
National Committee staff or volunteers.

41. To measure performance, however, key performance indicators (KPIs) must be
developed jointly by National Committees and UNICEF as an objective basis for
assessing performance. Standards and KPIs need to be seen within the context of
a strategic plan developed by the National Committee and approved by the
National Committees' own Executive Boards. National Committees will consult
with the UNICEF Geneva office in the process of developing their strategic
plans. National Committees are accountable for assessing their own performance

[en-
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against the agreed upon standards and KPIs, and for taking action whenever
performance falls below set standards.

42. The performance of National Committees will be assessed on an annual basis
by the UNICEF Geneva office in accordance with the agreed upon KPIs and
standards. The UNICEF Geneva office will be accountable for taking appropriate
action when performance of National Committees is assessed as below the agreed
standards, or when the terms and conditions of the Recognition Agreement are not
complied with.

43, It is proposed that National Committees continue to be audited by
independent auditing firms, but within a common framework that permits
comparative analysis between Committees. This framework is to be developed
jointly by UNICEF and National Committee representatives, under the leadership
of the UNICEF Geneva office.

44. A fourth principle relates to the development of a closer relationship
without prejudicing the autonomy of the National Committees. As UNICEF itself
moves towards the team-based approach as a key strategy for managing people and
accomplishing tasks in the future, it is expected that UNICEF and National
Committees will develop opportunities to engage their respective personnel in
joint efforts when issues of mutual concern are to be addressed. National
Committees will continue to maintain and develop their existing consultation
mechanisms, such as the Standing Group and the Annual Meeting, for greater
effectiveness and coordination.

45, In recommending that the continued relationship between UNICEF and
National Committees be based on the above principles, the secretariat believes
that it is possible to enhance the effectiveness of National Committees in the
cause of children and to overcome current weaknesses in the management of the
relationship. The changes proposed have very limited structural implications,
but will significantly modify the way work gets done. They suggest changes in
the behaviour and work processes of both National Committees and UNICEF, and a
strengthened joint commitment to high standards of performance for the benefit
of children.

46. The application of the principles outlined above will directly address the
following key issues raised in the BAH report:

“A more proactive means of managing National Committees would
strengthen UNICEF's control over its communication. (P.IX-21).
UNICEF needs an unbiased “External Relations” supervisory function
over National Committees: ensure adequate attention to both
information and fundraising concerns; free up time within GCO
[Greeting Card and related Operations] to focus on the core and
business. UNICEF would provide more direction to the National
Committees without undermining autonomy. (IX-24).”

47. UNICEF believes that the functions ocutlined above need to be performed
through a one point oversight as suggested, but that a less centralized approach
is more in keeping with future needs of both National Committees and UNICEF as a
whole. For this reason, the UNICEF secretariat endorses the emerging consensus
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that the accountability for oversight should be performed from the UNICEF Geneva
office.

48, The BRH report also makes extensive comments on issues relating to
fund-raising. The UNICEF external consultancy on profitability of greeting card
and product sales will develop additional recommendations that will need to be
considered at a later stage.

IXII. DRAFT RECOMMENDATION

49, The Executive Director recommends that the Executive Board adopt the
following draft recommendation:

Ihe Executive Board,

Having reviewed the “Management excellence progress report:
recommendation on the roles of country, regional and headquarters offices and
responsibility for managing relations with National Committees®
(E/ICEF/1996/AB/L.13),

Endorsges:

{a) The proposed direction of changes in the roles of country, regional
and headquarters offices as presented in the report;

{b} The future roles of National Committees for UNICEF, the UNICEF-wide
integrated strategy to manage these relations in partnership and the required
structure and accountabilities.
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