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I. INTRODUCTICN

1. The Joint Inspection Unit has prodiced several reports examining how the
United Nations gystem has contributed to the development of institutions aimed
at improving the economic and social conditions of the developing regioms of the
world. These reports have looked at United Nations and non~United Nations
intergovernmental orgenizations alike. Wailst one JIU report, produced a decade
ago, dealt in part with the sirengthening of all regional economic commissions
to perform the tasks allotted to them, the only report by the JIU on ESCAP (then
ECAFE)} itself was produced 15 years ago. DMuch has changed since then. The
Inspectors have accordingly considered it timely to examine how well ESCAP is
discharging its responsibility, both as a catalyst for economic and social
development in Asia and the Pacific, and as a stimulus te South~South linkages
in the framework of inter-dependence. The decision to take a critical look at
ESCAP's operations alsc fits conveniently into the series of studies undertaken
by the Joint Inspection Unit on what progress is being made in implementing
General Assembly resolution 32/197 on restructuring.

2. The review begins, in Chapter II, with a brief loock at ESCAP's mandate from
its promilgation in 1947 to the present, taking intc zccount the effect of the
restructuring resolution., The Inspectors see the traditional roles of ESCAP and
its currently more accented operational role as complementary.

3. Chapter III discusses ESCAP as a regional multi-disciplinary centre for
social and economic development. It describes BSCAP's structure and the func-
tional arrangements which are in place. Improvements in the setting of the
Commission's priorities, expecied to lead to an improvement in the development
of its work programme, are touched upon. The Inspectors alse gilve a broad view
of the Commission's regional, sub-regional and country aciivities. The large
number and vast range of the Commission's meetings suggest that care should be
taken to ensure that only meetings expected to produce identified benefits
should be undertaken. The commendable aim of sharpening the focus of
digcussions in the Commission and of highlighting specific issues of importance,
the Inspectors suggest, would be assisted by an improvement in the content and
presentaticn of documentation.

4, The Inspectors turmm their attention in Chapter IV to ESCAP's technical
co-operation activities. Some changes in its organization are recommended.
The Inspectors also suggest that donors should respect the criteria set by the
Commission for the execution »l its work programme.

5 That decentralization is proceeding with characteristic slowness is the
inevitable conclusion-of Chapter V, which also requests the Secretary-General to
commission a study on the structure, duties and responsibilities of staff at the
upper echelons of the regional econouic commissions, with particular reference
to the grade level of the Deputy Executive Secretaries.

6. How various actors in the ESCAP theatre of operations view the Commission
forms the subject of Chapter VI, The Inspectors examined these views and make
an agsessment of their own. The final chapter contains their recommendations.

7, The Inspectors wish o thank the Executive Secretary of ESCAP and staff of
the Cowmission for the ready assistance they gave in the preparation of this
report. Thanks are also due t0 the many delegates whe expressed their views
and to the representatives and staff of other United Nations system organiza-
tions wno helpfully responded to the Inspectors! questions.
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IT. MANDATE

8. What we know today as the Economic and Social Commission for Asia and the
Pacific {ESCAP) began life 37 years ago as the Economic Commission for Asia and
the Far Bast (ECAFE) by resolution of the Economic and Social Council adopted on
28 March 1947. Thia act tcok place less than two years after the signing of the
Charter of the United Naztions and & mere 17 months after the ending of World War
"IT in the Asian theatre of operations. At that time, Asia was still strmggling
to emerge from the colonial experience and to overcome the devastation wrought
during the Second World War. The signs peinted to the need for co-operative
effort and for this ESCAP came into being., Only four Asian nations presided at
ESCAP's inauguration in 1947; today 30 Asisn and Pacific nations are full members.
The original purpese still holds good todays:

-~ %o Initiate and participate in measures for facilitating
concerted action;

- to make or sponsor investigations and studies of economic
and technological problems and developmentis:

- to undertake or sponsor the collection, evaluaticn and
dissemination of economic, technological and statigtical
informations

- to perform such advisory services as countries of the
regicn may desire, provided that these do nct overlap
with the United Nations technical assistance programmes;

- %o assist the Economic and Social Council, at its request,
in discharging its functions within the region in
somnection with any economic problems, including problems
in the field of technical assistance.

9. This basic mandate echoes those of the other regional econcmic commissions,
all of which have been esteblished to help improve the guality and standard of life
by concerted action in economic, gsocial, scientific, technical, and technological
fields,

10. The wandate tock on a new emphasis and bresdth with the passing of resolution
32/197 some 20 years after the Commission's birth. The resolution enjoined all
regional commissions, awmong other things, to:

- wserve as the main general economic and social development
centres within the United Nations system for their respec—

tive regions;

~ essrcise team leadership and responsibility for co-ordina-
tion and co-operation at the regionsl levelj
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- rrovide inputs for the global policy-making process
of the competent United Nations organs;

- assist developing countries at the request of the
governments concerhed in identifying projects and
preparing programmes for the promotion of eo-operation
ameng those countries. :

11. On 29 January 1979, the General Assembly, recogniring the potential of the
regional commissions to execute the categories of technical co-operation projects
described in paragraph 23 of Annex IV to resolution 32/197 l/ decided, by resclu-
tion 33/202, that all regional commissions should have the status of executing
agencies in their own right. BESCAP is therefore now able to negotiate independ-
ently for the furding of technical co-operation projzcts, the ideas for many of
wnich germinate within the regional commissions.

12. The Inspectors here note that, as a rule, regicnal commissions have inter-
preted their mandates broadly and that, as s consequence, ESCAP's mandate is
today not substantially different from its original terms. ESCAP has
consistently served the traditional dual purpose for which it was established:

- firstly, tc be a focal point at which the economic and social
needs of all Asian and Pacific peoples can be articulated and
expressed; and

- gecondly, to be an arenz where zction designed to mest these
needs can be initiated.

More recently, ESCAP has sought o expand this latter role, its operstional one,
by becoming the instrument through which blueprints for action are carried cut.

13, BESCAP's mandate, in the view of the Inspectiors, is entirely consistent.
ESCAP will contime to serve as a forum for the discussion of the economic and
socizal needs of the inhabitants of the region and, to be of real use to its
constituents, it will have to assist in translating these aspirations into
programmss of action. How far it will itself be able, as a Becretariat, to
carry out these programmes will be a function of the esteem in which it is held
by the intermational community at large and by those members, in particular, wao
are in a position to support its programmes financially., Such esteem can only
be engendered and maintained by the effectiveness with which ESCAP performs its
mandate, bearing in mind the complementary roles of the specialized agencies.

l/"c....for intersectoral, sub-regional, regional and interregional projects
and, in areas which do net fall within the purview of the sectoral respongibilities
of specialized agencies and other United Nations bodies, for cther sub-regicnal,
regional and interregicrnal projects."
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ITI. ESCAP AS A REGIONAL MULTI-DISCTPLINARY CENTRE
FOR SOCIAT AND ECONCMIC DEVELCPMENT

The reginn's size and diveraity

14. In the words of a recent JIU report: "the Asia and Pacific region spreads
over & large area of 31 million sguare kilometers, extending from the western
border of Ivan to the eastern border of Cook Islands, and from the extreme
northern border of China tc areas of Antarctica under the jurisdiction of
dustralia and New Zealand in the south. The population of the region was
estimated in 1982 at about 2.5 billion, or 56 percent of the world's population.”.
The region contains land, water and human masses of monumental proportions and
its countries show considerable diversity in size and level of development.

15. Cne ohserver of the ESCAP scenc suceinetly stated the problem of diversity
in the region as follows: "We have three stages of development in the region.
There are those countries which are moving to independence and trying to get
their act together for this purpose. There are those who have not long entered
the realm of independence and are grappling with the sovcial and economic problems
this brings in its wake. Finally, there are those countries which have gona
through the independence phase and are concentrating on social and economic
growth,"  The Prime Minister of Thailand in his opening address tc ths 1983
meeting of the Commission touched on these divergencies when he spoke of the
developing countries of the region as representing a continuum of development
from the least developed economies to economies which had advanced to
sophisticated levels of technology. lie pointed to the possibilities for the
ESCAP region o develop more concrete policy measures "with grester political
Participation and commitment”. ESCAP has o adopt separate mini-strategies to
reach the different geals. Ite role as & multi-disciplinary centre for the
region is, therefore, complex.

ESCAP's structure and functional arrangements

16, Before considering ESCAP's getivities and performance as a regional multi-
disciplinary centre, one must look at the way in which it is organized to carry
out its task. What structure and functionsal arrangements does it rely on?

17. There is the Secretariat whose ten specialist Divisions are the base of the
teclmical effort in the many areas of competence such as Trade and Industry,
Transport, Natural Resources, Development Planning, Shipping. These Divisions
are supported by the work of the Joint Centre for Transnational Corporations/
ESCAP Unit and the ECDC/TCDC, Integrated Rural Development and Environmental
Co=-ordinating Units.

18. The Office of the Executive Secretary supervises variocus arrangements for
co-ordinating the work of these divisions, the principal co~ordinating

mechanisms being the Frogramms (Co-oydination a=d Monitoring Office, the Technical
Co-operation Division and the Project Review Committee. The Development Planning
Unit, through its LDC Unit, co-ordinates Sccrctariat work on LDCs. The Division
of Administration provides admiristrative support to the whole Organization.

19.  As important as strusturssare, if these structural cells are not manned by
qualified pewsonnel, the Organization labours at a disadvantage. With this in
mind, the Inspectors fook a loak at the acsdemic gualifications, and related

work experience, of ESCAP's gtaff., ESCAP Professionals have reasonably high
academic qualifications: 17 percent are Ph.Ds; 28 percent hold Master's degrees
and 34 percent Bachelor's. Twenty-one percent have no university degree. Thirty-
four percent hold degrees in economics and most of these are in senior staff posts.
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Many Professional staff members, particularly those in the senior grades, have
been with the Commission for a long time, have much experience and are
thoroughly knowledgeable about the Commission's work. Linguistic ability is
high, General Service staff are suitgbly qualified for the tasks which they
are called upon to perform, The Inspectors conclude from this that ESCAP's
human resource base, a key element in the development process, is reasonably
sound, : '

20, Using the Secretariat as well as regionsl and national facilities,
legislative committees working in the areas of competence coverad by individual
divisions aim to bring governmental interests intc close fouch with the
Secretariat. The committees take a long view of strategy and developments
necesgary in their fields, reviewing and evaluating the performance of the
divisions, seeking co-ordination with work being done in the same or similar
fields by other organizations of the TUnited Nations sysitem and liaising with
their partner commiftees to avoid conflicts.

21. The Advisory Committee of Permanent Representatives and other Bepresenta-
tives designated by Members of the Commisszion iAGPRj is an advisory body to the
Executive Secretary. It concentrates on important problems put to it by the
Exacutive Secretary or by the Commission and has given useful advice on issues
guch as the structure, frequency and duration of Commission sessions, re—assess-
ment of the Commission's priorities, the draft biemmial work programme, and
procedures for legislative committee sessions. ACPR is also expected to
"mopitor the progress of the work of the Secretariat".

22, Special regionzl projects and regional institutions form another link
between ESCAP and Mewber States. ESCAP has assisted in the formatiocn of and
given support to such committees as the Committee for Co-ordination of Joint
Prospecting for Mineral Rescurces in Asian Offshore Areas, and the Commitiee
for Co-ordination of Joint Prospecting for Mineral Resources in South Pacific
Offshore Areaz, the Typhoon Committee and the Interim Mekong Committee as well
as regional institutions such as the Regional Mineral Resocurces Development
Gentre, the Statistical Institute for Asia and the Pacific, and the Regional
Centre for Research and Development of Coarsge Grains, Pulses, Roots and Tubers
in the Humid Tropics of Asiz and the Pacific. The Asian and Pacific Develop-
ment Centre, which brought together 4 formex institutions concerned with
aspects of development, only recently moved from ESCAP supervision to contrel
by the participating governments. Network programmes guch as the Hegional
Network for Agricultural Machinery and the Regional Centre for Technology
Transfer are also creatures of ESCAP.

Programe of work and prioriiies

2%, The 1983 Commission defined more precisely than befors what the future
scope of the Secretariat's multi-disciplinary work sheuld be. The Commission
decided that activities in the work programme should:

-~ be authorized by the General Assembly or other relevant g.obal
conferences

- be appropriate to the Commission's role as the main general
economic and social development centre within the United
Wations system in the region; and

-~ not duplicate specific activities of the specislized agencies

or other United Nations organs and should co-ordinate inter-
national efforts in the field of development.
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Criteria for selecting the priority items for the programme element level in the
1984-1985 work programme were zccordingly agreed. Activities chosen had to fit
ocne of the prescribed categories:

First t Major importance to developing countries, The
activity should contribute to the implementa=—
tion of the International Development Strategy
or to North-Scuth Co-operation

Second : Promotion of economic growth and social develop-
ment leading to alleviation of poverty and +o
equitable distribution of the benefits of
econcmic growth

Third H Assistance to the LDCs, land-locked developing
countries, and developing South Pacific island
countries

Fourth : Fromotion of regicnal and sub-regional
co=operation

Fifth H Support from membzr countries at a meeting of

the Commission or at an ad hoc Minigtoxial
meeting.

24. These steps wers itaken in orxder to "sharpen the focus of ESCAP's activitieg"
and avoid resources being too thinly spread. Preference was to be given to
action-oriented, cost-effective and self-sustaining projects. This improved
process of selection of activities showld allow for a progressive weeding out of
non-priority activities whose resources might be better used in the girenginening
of the programmes. However, at the time of their veview, the Inspectors could
f£ind no evidence to sugsgest that this mechanism was being applied systematically
to achieve a shift of ressurces from lovi-priority to high-priority programmes.
This problem is widespread throughout departments in the United Nations. JIU has
written repeatedly on the need to comply with General Assembly resoclutions in
this regard, the latest commentary being embodied in Chapter IT (particulariy
paragraphs 72 to 75) of document JIU/REP/84/12 entitled "Staff costs and some
aspects of utilization of human and financial resources in the United Nations
Secretariat®, The Inspectors have since been told that, in the preparation of
ESCAP's 19856-1987 programme budget, a special attempt was made "to rationalize
the programme at the ontput level and mske the elements more specific with a view
to facilitating programme evzluation and improving future programme planning”.

In addition, the Inspectors are also told, an attempt has been made on the same
cccasion to apply programme criteria rationally, rather than mechanically, given
the wide range of develeopment needs of Member States, The Inspectors look with
expectation towards improved results both at the plannirg and execution gtages
of the programme.

Regional and sub-regional activities

25,  The range of ESCAP activity on the regicnsl scene is quite wide. A look
gt the work planned snd carried out by the Secretariat in 1982-83 and reported
on gt the 1983 Commission bears this out. Governments participating in the
project on inter~linked economeiric models for short~ and medium-term fore—
casting found the activity beneficiazl to their national development plamming
and wished the Sscretariat o continue its help to countries in developing
techniques for macro-economic projections. A study on "Fisezl Policy for
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Development in the ESCAP region" appearing in the BEconomic and Social Survey for
1982 showed interesting possibilities for collaboration. Looking beyond the -
borders of the ESCAP region, consultations have been taking place in co-operation
with UNCTAD on trade relations between the socialist countries of Hastern Europe
and developing ESCAP countries: the Commission was informed that the Council for
Mutual Economic Assistance {CMEA) supported the establishment of co-operative
arrangements between the CMEA and ESCAP secretariats. In the field of food
security, BESCAP's study on food resources had made a ugseful contribution in
promoting food security as a concrete astivity., - FAD had followed this up and
approved the setiing up of a Regional Commission on Food Security for Asia and
the Pacific. In these instances something can be seen of ESCAP's role in
promoting new alliances and opening new avenues for co-operation.

26,  The Secretariat has in other ways sought to bring countries together for
mutual benefit and collaboration. The Club for Industrial Co=operation, "an
informal gap-filling and flexible mechanism", has promoted co-operation among
the developing countries. The Secretariat had assisted in arranging solidarity
meetings in verious countries, in the last of which, at Kathmandu in 1982, 18
developing countries had participated., As a result, there were many pledges of
assistance and support to Nepal in its industrialization efforts. The UNDP-
funded Regional Energy Development Project (REDP) being implemented through
ESCAP gives the Secretariat an important role in energy resources development.
In shipping, the Secretariat had prepared guidelines for maritime legislation
aimed at developing maritime resources and the international trade of developing
countries, In the trade field, the Secretariat has sponsored a network of
information centres for the promotion of inter-regional trade. A Regional
Fopulation Data Bank has been established in the Secretariat which is the focal
point for the intermational population information network (POPIN).

27. The Secretariat is expected to provide the services of a think tank from
time to time. The reference to ESCAP's role in proposing regional fiscal
policies for development was mentioned earlier. The Commission's proposal for
the early proclamation of a transport and communications decade for Asia and
the Pacific gained approval in 1984. The planning and implementation of this
proposed programme will devolve largely on the Secretariat. The Commission
has also been asked to gtudy the implications of the Law of the Sea Convention
with special reference to the utilization of sea-bed resources, There will bz
a need to establish a data bank, disseminate information and see to the train-
ing of personnel in marine science and teechnology. This latter responsibility
has been given to the Secretariat, though it does not yet have substantive staff
in this field.

28, As regional focal point for the Nairobi programme of action in the environ-
ment field and the Vierma programme of action aimed at strengthening scientific
and technological capabilities of member countries, the Secretariat has to work
through or in tandem with many regional and national institutions or networks.
The Inspectors had the opportunity to visit some of the regional institations
functioning under the aegis of ESCAF: +these were the Regional Mineral Resources
Development Centre (RMRDC), the Regional Network for Agricultural Machinery
(RMAM), the Regional Centre for Technology Transfer (RCTT) and the Asia and
Pacific Development Centre (APDC). S3ince the Inspectors' visit, APDC has

come under the direct responsibility of the countries of the regiom. There
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ig no doubt that these institutions, being "on the ground" and in direet

contact with the countries they serve, can enhance ESCAP's encouragement of
regional co-operation. RMRDC, ENAM and RCTT all work on the basis that they
must respond tc the specific needs of countries. The network practice of
linking national capabilities and potentisl to bring about the interchange and
development of ideas, technical skills and information, seems to the Inspectors
the best way to got: with a minimum core of professionals, the aim would bhe to
stimlate inter-country effort on the basis of need. The Inspectors also agree
that countries which participate in these institutions and networks should be
prepared to take them over as soon as practicable. ESCAP should he a facilitator
rather than an ageni: witness the proposal for a sub-regional training centre in
housing and planning for the South Pacific in which ESCAP's role is to generate
support and interest among teaching institutes and governments.

Country activities

29. A smsll spectrum of country activities will show ESCAP's involvement. The
Secretariat arranged for feasibility studies and evaluations which led to the
procurement by Sri Lanka of nine container vessels, some of which are slready in
operation, The Secretariat put together z transport mission of experts in high-
ways, railways, containerization, ropeways, inland water transport, air trans-
port and facilitation te advise Nepal on approaches to an integrated transport
system. An integrated district development project in Kagslla (Sri Lamka) had
resulted in a long=-term development plan for the district. For Thailand, a
pilot study hed provided a techno-economic lock at the feasibility of the
electirification of ths Bangkok-Chang Mai main railway line. These are but a

few cxamples of useful operstions at the country level which are sometimes
conteated by sectoral organizatioms. The Inspectors believe that ESCAP's
involvement in country activities is justified where the needs for assistance
cannot be met by scotoral organizetions or when the assistance is specifically
requested by member cowntries, subject of course to the priorities set by the
Commi gsion.

The 1983-1984 schedule of meetings

30. In a year, frouw April 198% 1o March 1984, the rostar of meetings planned
covered?

& mestings of lagislative committees which would point the
Commission to action in areas of major concern;

1G ad hoc intergovernmesntal meetings which, inter slia,
would bring together Ministers for discussions on
industrial and trade topics and involve consultations on
special interest topics such as problems of land-locked
countriea and transnaticmal corporations in the Pacific
Island countries;

14 meetings comnected with major established regional
projects and institutions.

31. Apart from these, over 120 group activities were plamned to serve other
needs identified in the work programme. These activities covered training
coursges, seminars, study tours, sxpert groups and working groups and were to be
financed mainty from exirabudgeiary sources.
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32, The decision to hold as many meetings as planned is not nmade summarily.
Indeed, iniergovemmental scrutiny of the ESCAP calendar of meetings is exten-
give, embracing review at different stages by the Advisory Committee of
Permanent Representatives, by sectoral legislative committees, and by the
Commission itself. This layered review mechanism is intended to weed out
meetings of marginal utility and to leave a fquantum of meetings which would

be concordant with and facilitative of ESCAP's role as, among other things, a
forum for intergovernmental consultations and decision making, and a focal
point for research, study and the exchange of information.

33. The Inspectors are of the view, however, that even taking into account
the fact that ESCAP would share with other institutions or agencies the
planning and implementation of some of these meetings, so large a number of
meetings places a rather hesvy burden on the staff resources of the Organiza-
tion. Two-thirde of the group activities are to be the responaibility of 5
divisiong: Shipping; Internstional Trade; Transport; Indusiry; and
Naturai Resources. The Divisions of Shipping (19 percent)}, International
Trade (15 percent), Transport (13 percent§ will have more than one activity
per month on average and possibly two in a menth. Preoccupation with
meetings does tend to shift emphasis from wore concrete forms of co-operation
with govermments. Care should be taken to ensure that only meetings expected
to produce identified substantive benefits are undertaken.

%34. Viewed ac an approved programme of work to be carried out by the Secretariat
in association with Member States, the list of meetings is diversified. A random
sample of the group activities planned shows the range: workshop for instructors
in use of agro-pesticides; workshop on standardization of Jjute goods; seminar
on negotiation and execution of joint venture agreements with China; Asia-
Pacific railway co-opsration; environmenial management of mangroves, corals and
igland ececsystems in south Asia; symposium of contractors for consiruction of
0il and gss pipelines; regional seminar on an interlinked country model system
for economic forecasting; seminar on principles of flood plain management for
flood loss prevention; strategies for the advancement of women; regulating and
negotiating with TNCs in the pharmaceutical industry; container terminal
management and operations; design and construction of inland waterway craft;
remote sensing for geological applications; ‘training in energy statistics.

Some impression of ESCAP's effort to reach out into the regional community can
be gained from the range of its involvement,

35, ESCAP has made no thorough, objective analysis of its meetings, but it has,
nevertheless, carried cut some selfi~evaluation. Its findings are that meetings
have been generally succesaful in the following senses: they have exposed
participants to the "state of the art" in several fields and have added to

the fund of knowledge in some of these fieldsi they have been instrumental

in fostering collaboration among  Member States, and beiween Member States and
the ESCAP Secretariat at the teclmical, working level; they have provided the
means through which Member States articulate their views on matters of concemn
to the Commissinn and thus tend t¢ shape the Commiszsicn's ﬁolicies and programme
of work; and they have encouraged the sharing of experience at inter-agency and
at intergovemmental level.

Documentation

36. The documentation produced for the annual meeting of the Commission

renders a full account of activities and shows a patient attention to detail.
It is arguable, however, whether the same facts could not be presented with a
more critical flair. Some delegates to whom the Inspectors spoke thought the
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documentation far too much to digest and too diffuse for them to6 focus on what
was important. The use of a theme for the 1984 meeting of the Commission goes
some distance towards tightening the focus of- the documentation, but this alone
will not solve the problem.

37. A good deal of the reporting on activities could be sharper and more to the
point. There ig too much repetition of the ssme facts in different places and
there is a need to highlight the significant at the expense of the ordinary: all
advisory services need not be mentioned; =211 meetings need not be listed for
comment (an amnex could provide a complete list if this is thought useful). The
pace of the reporting is also too often retarded by the stiff repetitive opening
clauses such as "The speaker noted that....", etc. The Inspectore belisve there
ig pgood scope for a sharp editorial eye to out out the waste and give the documen-
tation more conciseness and hitting power: the title "Main Issues in the Field

of Developuent Issues and Policies™ would, for instance, never pass the acid test.

35, The Inspsctors also believe the Commission should be given a crifical rather
than a merely descripiive view of ESCAP's programme performance. There is a
pretty complete absence of graphic presentation in the ESCAP papers — an absence
which is more pointed when one reads the "Economic and Social Survey of Asia and
the Pacifics 1983" which is prepared by ESCAP and which makes full use of very
effective graphic presentation, 5S¢ also does the Secretariat document on
"Technology fTor DPevelopment”. The ESCAP zciivities proper, as reported om in
the anmual documentation, could borrow many of the presontation techniques used

- in the two documents mentioned.  For instance, from year to year it would be
interesting to compare in graphic form present programme performance with past;
or give a picture of expenditure on different sub-regions or different cate-
gories (e.go, 1D0s, middle-income countries) of membars of ESCAP; or trends in
extrabudgetary funding; or proportions of money spent on consultants, fellow-
ships, other training:; ESCAP staff advisory miseions, ete. The list is neither
exhaugtive nor categorical. The gtaff can identify ways in which = graphic
presentation could in some instances provide the Commission with a bhetter
opportunity to judge the effectiveness of ESCAP's performance. A similar
approach should inform the Armual Report of the Commission to ECOSOC.

39. The Ingpectors are happy o note that the possibilities of improving the
reporting to the Commission have been addressed by the Secretariet in one of

its papers (E/ESCAP/345) submitted o the April 1984 Meeting of the Commission.
The nsed ‘o sharpen the focus of discussions and to highlight specific issues of
importance has been recognized. Recommendations put to the Commission sheuld
also be more conerete in terms of the wished-for result. Improvements in
presentation will help to serve these ends.

United Nations system and other co-oparation

4C. The exampies of ESCAP's =fforts in the previous varagraphs were made possible
in good meagure through collaboration with United Wations organizations and the
specizlized sgencies. Joint Units have been established in ESCAP with the

Jentre for Iransnational Corporations {CTC) and with the International Telecommuni-
cation Union (IiW).  The ESCAP/PAO/UNIDG Fertilizer Network (PADINAP) is another
key linkage, Cloge collaboration has taken place with UNEP and with other United
Hations system organimations such as FAD, ILO, UNESCO, UNIDO, WHO and WMO in
various matters of environmentsl concern. UNCTAD and ITC have provided valuable
help on trade malters. UNDP has made a great deal of this co-operation possible
by enirusting z large proportion of the regicnal IPF to sxecution by ESCAP, )
UNICEF a=d WHO Lave contributed 4o trainimg in bocic sommmity cervices. ESCAP
has aleo ccllaborates with a wide grectrum of regioral, sub-regional and national
institutions, the latter buth within and owtside the Asia anc Pacific region.

Seun



Financial resources

41. The foregoing presentation provides a hroad sweep of ESCAP's work at cowntry,
sub-regional and regional level which has been substantial, both as regards its
traditional role as well ag ite more recently accented operational role. Whilst

it is quite clear that the resources put at the disposal of ESCAP are in no way
commensurate with the challenges the region faces, there has been, nevertheless, a
subatantial increase in rescurces made available to the Commission during the
courgse of the past decade. The bulk of this increase has come through extra-
budgetary comtributions which have grown from US$3 willion in the 1976-1977
biemmium to US$38.2 million in the 1984-1985 biennium, Regular budget appropria-
tions have increased from US$15.2 million to US$3£.0 million over the same period,
so that today biemmial resources available to ESCAP stand at US$#74.2 million. These
amounts are expressed in gross terms, no adjustment having been made to offset
inflationary trends, Professional staff resources, affected negatively by the
impact of inflation, have grown modestly over the pest decade: Professional staff
financed by the regular budget moving from 168 to 197, and those financed by extra-
budgetary resources moving from 12 to 37, . in total, an increase from 180 to 234,
that is 30 percent or 3 percent psr annum uncompounded,

42, The impressive growth of extrabudgetary resources, which now stend at a level
slightly higher than regular budget funds, suggests to the Inspectors that it
woulé be useful to review and comment upon how effectively ESCAP has menaged to
make uge of these resources.
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1V. TECHEICAL CO-CPERATICH ACTIVITLIES

Donor influence

43. Before moving into the substance of ESCAP's work, the Inspectors wish to
make a point about donor influence on technical co-operation activities, a matter
addressed by The Secretary-General in document 4/%38/258 entitled "Operaticnal
Act%vities for Development of the United Nations system" (see paragraphs 100 to
104).

A4 . Table I provides information on the scurces of ESCAP's extrabudgetary
funding. Tt shows that the relative share of contribudions by donor governments
and organizations to ESCAP is substantial. ESCAP has rightly welcomed these
contributions as a sign of recognition of the usefulness of its programming
efforts. The Inspectors would not wish to see either a reduction in or a limi-
tation placed on the flow of these resources. They do see a danger, however,
vwhere doncr govermments place restrictions on he freedom of action of a United
Nations organization. During their visit to BESCAP, the Inspectors were struck
by the degree of influence of a donor country in one of ESCAP's regional institu-
tions. The case in point goes beyond the familiar tying of contributions to the
procurement of goods {including equipment) and serviees in the donor country and
concerns the direet involvement of a donor country in prograuming decisions, in
the selection of candidates, and in the award of certificates at the end of
training courses. BSuch deep invelvement in the policy and opsrations of a
United Nations-sponsored inetitution seems to go beyond what can be considexred a
normal and acceptable associastion.

45. There is always a genuine concern about eroding the goodwill of donors and
losing mech sought after and needed contributions, since such losses could hinder
ox call a halt te individusl projects. Such considerations must, however, take
into account the role of the United Nations system as a mulitilateral institution
for development: it is a neutral role, that of a disinterested participant.
Donors should respect and suppori this impartiality. By the same token, donors
should see to it that their contributions support the criteria set by the
Commission for the execution of its work programme.

Organization

A6.  As described earlier, ESCAP from itz early days undertook, in accordance
with ite mandate, investigations and studies; collected, evaluated and dissemin-
ated information on economic and social problems; and performed advisory services,
all in support of the econcmic and social development of the region. Substantial
involvement in technical co-opsration activities began only in the 1970s: as we
have seen, as late as 1976-1977 extrabudgetary resources available for technical
co—-operation were only US$E3 million. Until then, technical co~opsration
activities were functionally and operationally merged with the substantive
divisions wnich were responsible for the full cycle of project identification,
formulation and implementation, including, in most cases, responsibility for
soliciting financial resources. It was only in 1978 that a separate organiza-
tional wnit for technical co-operstion activities was created.

A7 . The Technical Co—operation Divigion, waich is the focal point for all
technical co-operation activity, is responsible for:

(a) assisting and advising the Executive Secretary on policy
formulation, negotiation, co-ordination and management of
a1l technical co~operation activitices and programmes;
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(b) programing, co-ordinating and management of all regional
projects including regional advisory services;

(¢) the mobilization of extrabudgetary resources;

(d) providing substantive gupport for regional training and
research institutions;

(e) maintaining liaison with United Nations bodies and
bilateral funding socurces;

(f) co-ordinating ECDC/TCDC activities;

(g) the administrative and financial aspects of extra-
budgetary-funded projects and activitiesj

(h) representing the Commission in UNDP/ESCAP programming
mizgions, tripartite review missions on UNDP-funded
projecte and other meetings relating to technicel
ceo-operation and operational activities,

48,  Within the Technical Co-operation Division there is an ECDC/TCDC Unit and

& Technical Opesrations Bveluation Unit. This latter Unit is intended to function
as an independent management tool for the Executive Secretary in improving the
efficiency of ESCAP's technical co-opsration programmes.

49, The ECDC/TCDC Unit .as established after the Bueros Alres Conference for
the collection and dissemination of information as well as for the development
of a regional informztiocn system to promote economic and technical co=-operation
among developing countries. It is responsible for the identification and
formulation of inter-country co-operative projects, monitoring and evaluation of
project implementation, lizison with other United Nations amd otler intergovern-
mental and non-governmental organizations.

50. The Inspectors welcome ESCAP's involvement in ECDC/TCDC and have noted
good progress in the collection and dissemination of information as well as in
developing concrete forms of co-opzration among developing countries in the
region. The most recent example of this is the TCDC seminar organized together
with the UNDP office in Beijing, wherc the TCDC project was conciadod.
However, it is evident that the full impsct of this dimension of ESCAP activity
has not yet been felt. Onz reason is lack of adegquate resources; more
important is an insufficiently strong emphzsis given to TCDC by the United
Nations. So, much remains to be done; and E3CAP can do more. Regional
centres for the transfer of technology, agricultural wmachinery and AFDC, may
usefully serve as appropriate instruments for this purpose, particularly if
properly linked in a neitwork with national centres of excellence.

foen
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1. Some cobservations are, however, pertinent concerning the assignation of
extensive responsibility to TCD for the mobilization of extrabudgetary resources.
This function wes for a long time placed with the heads of the sectoral divisions,
When the Inspectors visited Bangkok this was still the case. The experience of
the divisions is mixed. OSome divisions had good, even excellent, results while
those of other divisions were poor. Success or failure is not necessarily a
reflection of the persuasive skills of division managers in fund-raising, but is
governed partly by the sectoral interests and priorities of donors, which some=-
times conflict with the priorities of Membar States of the Commission. In any
event, division managers do come into contact more freguently with potential
donors than the Head of TCD, are mors knowledgeable about pmospective contacts,
and have a more direct interest in fund-raising for their particular sector. For
these reasons, and to permit a broader and more diversified attack on resource
mobilization, the Inspectors concider that division chiefs should also be
permitted to use their familiasrity with funding sources and act as agents of TCD
in informal contacts and discussions with Tikely donors, subjeui ¥~ MD's
ragnosibility for co~oxdinating and sanctioning fund-raising, umder the policy
established by the Exeocutive Secretary.

52. The Tecimical QOperations Evaluation Unit was established as an independent
wit in 1980 with financial support from the Federal Republic of Germany on the
initiative of the Executive Becretary. The Unit, which is s$ill in the process
of esptablishing itself, ig hampered by a lack of rescurces, In these circum-
stances, the Chief of TCD has been given the task of supervising the work of

the Unit. The Inspectors hope that circumstances will improve in the near
future to allow the Evaluation Unit to be placed on a sound footing. They feel
that better use of these limited resources wowld result if they were placed
within the Programme Co-ordinaticn and Monitoring Office and if ite responsi-
bilities were extended to irzlude regular budget programmes. Concentration of
the monitoring function in one office within the Office of the Executive
Secretary should leave it in a better position to exercise its role and functiong.
Such an arrangement would be in line with previous recommendations of the JIU on
the organization and location of evaluation units.

53%. The Inspaciors feel obliged t0 note and give their support to the initiative
of ESCAP in establishing this TUnit. They mgt, however, express their disa~
ppointment at the prolonged delay on the part of DIESA in providing adequate
guidance to the regional commissions and other organizations in setting up
evaluation units. The Secretary-General has more recently indicated that he
proposes "permanent solutions for the strengthaning of the functions in DIESA,
ESCAP, ECLA, ECA, UNCTAD - and UNHCS in hie programme budget for the biennium
1986-1987" (see 4/C.5/39/45 of 19 November 1984.) The Inspectors welcome this
proposal.,

54. The Progrsmme Co-ordination and Monitoring Cffice {PCMO). The functions
of this Cffice within the framework of the programme activities of BSCAP centre
around developing policy guidelines, participating in the preparation of the
medivum-term plan and co-ordinating the work programme. The Inspectors have been
struck by what appears to them to be a somcwhat restricted role and authority
given to PCMO in the present distribution of functicns in the technical co-opera-
tion area. PCMO, as its title sugpests, should have a co-ordinating and a
monitoring functicn for ESCAF's total programme, both regular budget and extra-
budgetary. Ag noted above, ECDC/TCDC projects are monitored by that service
and evaluation is now being supervised by TCD. These important elements of
co=ordination should be relocated in PCMO. The Inspectors would go even further.
Maay of the functions concerning regular budget and technical co-operation
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respectively have been assigned separately to PCMO and TCD. This separation,
which is not peculiar to BSCAP but is practised by other regicnal ccmmissions and
central organizations, is artificial and shouwld give way to a single service,
headed at an appropriate level and combining responsibilities for regular budget
and extrabudgetary operations,

55, A Project Review Committee has been established in order to help the
Executive Secretary to determine which projects conform to ESCAP priorities and
which are to be submitted to funding agencies and donor govermments, The
Committee also seeks to ensure that projects are properly designed. The PRC is
chaired by the Deputy Executive Secretary and comprises, in addition, the Chiefas
of PCMC and TCD, and two chiefs of substantive divisions. The substantive
divisions represented on the Committee change each year. This is a welcome
innovation in ESCAP as it brings a communal approach tc the designing of projects
and the raising of funds.

56. The Inspesctors found that the PRC is a good mechanism for the review and
approval of projects. Remarks were, however, made by scme division chiefs to
the effect that projects submitted are on occasion rejected without consulting
the chief of the relevant division. It was also claimed by some that decisions,
on the basis of which only meagre support costs were provided for some projects,
appeared arbitrary. Those views may be a natural reaction to the tighter
pricrity-setting policy of the Executive Secretary, but they may also reflect
conflict between sectoral and sdministrative respconsibilities. The Inspectors
consider the PRC should ensure that it consults with the division chiefs
responsible for project submissions in order to stimulate them to see the
responsibility for implementing technical co-operstion programmes as one which
they share with the PRC.

LY The above organizational arrangements are under-pimmed by the administra-
tive and sectoral divisions and guided by the Deputy Executive Secretary.

Progremne performanceg/

58. The steep growth of extrabudgetary resources put at the disposal of ESCAP
has represented a new challenge to its staff. They have been called upon, in a
relatively short period of time {6 years), to engage themselves in operational
activities at a much livelier tempo than that to which they had been accustomed,
a change of pace which requires a change in mental attitude. From all accounts,
they have done reasonably well. As regards inputs, the rate of spending has been
maintained at :around 70 parcent of available resources over the three biennia.

As for outputs, in the biemnium 1982-1983, the first biemnium in which technical
¢o-operation performance has been measured separately by the United Nations, the
Commigsion has recorded an average of B in 10 programmes of activity, A in one
programme and € in 2, for an overall rating in the upper reaches of the B range,
the span of which extends from 50 to 74 percent in conformity with the rating
structure estsblished by the United Natioms.3/ The main report (4/39/173) has
this to say about ESCAP's overall rating: "In the cage of ESCAP, the rating is

g/Based on the delivery of outputs, no distinetion being made as to the
difference in quality, importance or impact of these outputs.

j/Programme performance of the United Nations for the bienniuwm 1982-1983,
Report of the Secretary-General (4/39/173/add.1, page 19).
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largely an artifact of the ranges being used since the actual percentage was T35,
only two points below the 'A' range. Given the many methodological shortcomings
of the system, there is no significant difference in implementation rates between
ESCAF and a unit which has, for example, a 76 percent rate and so is in the TA?
category" {paragraph 15).

59. A few observations need, however, to be made. There have been several
departures from the planned programme. Most departures (postponed or terminated
activities) were caused by lack of extrabudgetary resources or delays in their
appropriations. A contribuiing factor was lack of government support and parti-
cipation in programmed activities. Only a small propertion of ocutputs was
postponed or terminated due to insufficient support staff. These reasons
suggest that progremming may have been over-ambitious and that ingufficient
consultations may have taken place with beneficiary governments, The JIU has
alluded to the latter deficiency on the part of the United Nations system in
several of 1ts reports. It ie a matter which ESCGAP needs to address seriously
and urgently.
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V. TWO ISSUES COMMON TO ALL REGIONAL ECONOMIC COMMISSIGNS

The two issues

&0, This study is part of a series on the implementation of the restructuring
resolution. It is the second dealing with a regional economic commission; the
first having reviewed the operations of the Economic Commission for Africa
(JIU/REP/BE/l). In that report, the Inspectors touched on two issues which are
pertinent to ESCAP and, indeed, to all other commissions in differing degrees and
which are worth spotlighting once more. These issues, which are dealt with below,
concern: the process of decentralization to the regional commissions; and the
duties and responsibilifies in the areas of programming and management at
executive level.

The procesg of decentralization to the regional commissions

61. The Joint Inspection Unit has addressed the subject of decentralization in
several of its reports, calliig attention to the fact that decentralization has
made s1ow progress following the adoption of resolution 32/197. 1In the report on
ECA cited above, the Inspectors expressed their views as follows:

"The present 'piecemeal' approach towards decentralization should
not continue in the future, because it creates considerable stress
and strain where authority and resources are no longer commensurate
with responsibilities, and considerable uncertainty among all
concerned United Nations staff who wonder when - or how - decen-
tralization will ever be carried out. If the many decentraliza-
tion and restructuring resolutions are to be given concrete
meaning and enactment for the regiomal commissions, the Inspectors
believe the time has come clearly, comprehensively and specifically
to determine what 'restructuring' and 'decentralization' mean for
the regional commissions, and to take action." (paragraph 139)

62. At ite thirty-seventh session, the General Assembly, after considering the
report JIU/REP/82/1 adopted resolution 37/214 which called upon the Secretary-
General to implement several recommendations made by the JIU and invited him to
report to the thirty-eighth General Assembly on the progress made in implementing
that resolution. The Secretary-General presented a first progress report
through document A/38/505 dated 26 October 1983, Corr. 1 and Add. 1.

63. With specific reference to the issue of decentralization, resclution
37/214, through operative paragraph 3(b), had called upon the Secretary-General
"to initiate immediately, in consultation with all concerned United Nations
organizations, an examination of the progress made thus far in the decentraliza-
tion of United Nations activities and to report therean to the Committee for
Programme and Co-ordination and the Economic and Social Council,with a view to
determining the specific authorities, responsibilities and resources that should
be decentralized and the timing of such decentralization.

64. Document A/38/505 referred to in paragraph 62 gave an account of what had
been done till then both as regards certain progremme areas ag well as in
administrative matters. Concerning developments in the administrative field,

the Secretary-General concluded his review of persomnel ma%ters, an area o
particular importance to the regional commissions, by stating: "While recognizing
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that progress in delegation of authority has been achieved during the past few
years, a further review to determine the scope for additional delegation of
authority may be desirable". (pavagraph 34) Any possible solution of this issue
was, therefors, postponed again. A similar statement promising 5o immediate
action was made on progress achieved in regard to programme issues:

"The sbove-mentioned review should be seen as part of a process
" of re-examination of the distribution of tasks and regpongi-

bilities within the Organization, pursuant to paragraph 3(v)

of General Assembly resolution 5?/214. "The manner in which the
exercise will be pursued in other areas,’ including further ad

hoe reviews will be determined ir the light of developments in

the work programmes of the entities concerned, the requirements

of the programme planning and budgeting process and plans for
cross-sectoral analysis and similar programme reviews." (paragraph 55)

€5. Wiilst solié achievements continue to be slow in coming, the Inspectors note
that pursuit of the issues has not come to an absolute halt. In his follow-up
report, document A/39/97, the Secretary-General has reported on progress made on .
prograume and administrative issues. Dezling with administrative matters in the®
field of personnel, the Secretary-General assures that, consistent with certain
principles, "a review is now being initiated to detemmine, in the light of
experience, the extent to which a further delegation of zuthority .... is in
.order"., (paragraph 19) Whilst mention has not been made, in the Secretary-
General's latest report, of further progress, if any, in financial areas, it is
known that the Secretary-{eneral has established an Advisory Group on Administra-*
tive Reform, the aim of which is to render the administration of the Secretariat
more efficient and effective, and where financial considerations are expected to *
weigh heavily in decision-making.

66. It is to be observed that the Advisory Group is composed solely of Head-
guarters officials; there should be some representaticn on the commiitee for the
regional organizations on issues in which they have a stake. %
€7 The Inspectors recognize that some caution is required in tackling the
problems of an organization as diffuse geographically as the United Nations. The
disparity in the size of organizational entities, coupled with the difficulty of
enforeing sanctions when such action is justified contributes to the creation at
the centre of a climate unfavourable to the granting of too widespread s delega-
tion of authority. Nonetheless, the Inspectors who have geen at first hand in
the field some of the enoxmous delays occasioned by having to await decisicns

from the centre in matters which should be settled at regional headquarters,
believe there iz scund management sense in strengthening the decision-making

pawer of thne regional organirzation. The delays in the implementation of opera-
tional activities are indeed both expensive in the loss of valuable time and in
administrative paper cost; and where these delays may be attributable to an
insufficient delegation of authority,they work to ESCAP's disadvantage, since
ESCAP will be judged by no lesser standard than other executing agencies, One

of the results of not coming gpeedily to grips with the protlem has been that the
process of adjustment or change has vecome something of a ritwal, not too
obviously concerned with the realities on the zround.
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Duties and regponsibilities in the areas of programming and
administration and in management at executive level

68, A1l the regional economic commiszions are served by an Executive Secretary
holding the rank of Under-Secretary-General of the United Nations, by a Deputy
Executive Secretary at the D-2 level, and by division chiefs mainly at the D-1
level. In JIU/REP/82/1, the Inspectors recommended, inter alia, thatt

"ECA should divide the duties and responsibilities at the level
immediately below the Executive Secretary so that the two areas
of 'programming' and 'administration and management' would each
be supervised by a D-2 with the necessary experience and capa=-
bility in that field." (parsgraph 142(§§)

69,  This recommendation was shaped after a careful review of the development

of ECA's internsl programming processes over recent biennia in the light of the
significance of the Lagos Plan of Action and the Final Act, and in recognition

of ECA's attempt to integrate these features and the tenets of the International
Development Stratogy into an orderly planning framework., These conclusions were
also buttressed by an analysis of the policy and operational structures {including
monitoring and evaluation of which there was an absence) designed by ECA to
breathe life into these plans.

70, In his comments on the recommendation in paragraph l42(a) cited above, the
Secretary-General, in paragraph 27 of document A/37/119/4dd.1, stated "with
regard to the proposal to establish a second D-2 post in ECA, the Secretary-
General rec:lls that, in 1980, the Administrative Management Service (AMS) had
recommended that the functions delegated to the Deputy Executive Secretary be
inereased. Against this background, consideration will be given to the JIU
proposal during the preparation of the 1984-1985 programme budget",

7l.  The "second D-2 post" was not included in the Secretary-General's budget
for the 1984-1985 biermium, the Secretary-General having concluded that the
establishment of such a post waz not then required (A/38/505, paragraph 57(0)).
The Inspectors find themselves impelled to make a broadly similar recommendation
in the case of ESCAP, particularly in the light of their eariier observations

and having taken into account the similarity of the aims, purposes and objectives
of ECA and ESCAP (as well as other regional commissions), the broad similarity of
their problems, and the similarity of the operational structures, staffing and
budgets at their disposal.

The Deputy Executive Secretary

72.  The Secretary-General recently appointed the Deputy Executive Secretary of
ECLAC as Executive Secretary of that Commission at the level of Under-Secretary-
General. The Deputy Executive Secretary, like his countervarts generslly in
other regional economic commissions, held the grade of "Director" at the D-2
level, This act of the Secretary-General is encouraging to the Inspectors for
it appears to confirm our view that the position of Deputy Executive Secretary
needs to be recognized at its true worth. It must, in all respects, be seen
and appreciated as being but one stey removed from that of the Executive
Secretary. In the view of the Inspeciors, the position of Deputy Bxecutive
Secretary demands a person of high intellectual capacity, political sensitivity
and-drive. Like most deputies in other crganizational settings, the incumbent
is called upon from time to time to act on behalf of the Head of the Organiza-
tion. He or she must, therefore, be able to carry out this responsibility at
any time, at short notice. The post should carry a rank commensurate with its
yegponsibilities.,

- E;ECLAC has twe Deputies,
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T3. The Inspectors have expressed this view before. However, they are given
to understand that there iz a reluctance to come to grips with the issues for
one or other of the following reasons:

(1) it is felt that the present financial climate is such
that Member States would not be receptive to the idea
ot dealing with the matter at this time:

(ii) +the view is held that not all deputy executive secretaries
shoulder the same degree of responsibility and should a
review prove this true it would be politically unacceptable
to upgrade some deputies and not others;

(iii) it is thought that any upgrading of the deputy posts would
auntomatically trigger requests for reclassifications down
the line,

The Inspectors believe that any such reasons for inaction should give way to a

more positive approach to the issue and that a review of the level of the post

in each commission should be undertaken. It geems to the Inspectors that this
ought to be done if only on grounds of equity.

T4. The Inspeciors accordingly suggest to the Secretary-General .that the level
of the post of Deputy Executive Secretary of ESCAP and the other regional
comnisgions be reviewed. In undertaking this review it would of course be
necessary to look at the full range of responsibilities and authority of staff
at the upper echelons of the commissions.
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VI, ESCAP'S MULTI-DISCIFLINARY WORK : AN ASSESSMENT

How effective is ESCAP?

Emphasis on operations

75.. Where ESCAP formerly put stress on its role as a producer of ideas for
regional progress, its emphasis has in recent years steadily become more
operational. It is responsible for executing about 20 percent of UNDP's
regional programme. Ii has extrabudgetary funds in the 1984-1985 biennium
of . US§38.2 million, with regular budget resources of USE36 miilion, and
its constituents have been demanding more action-oriented work.

The Divisions

76. The divisions are the core around which the activities take rlace. Not
unexpectedly, performance varies among the divisions: some have had a higher
ratio of weill-qualified staff in posts than cthers; gome have had to depend
on extrabudgetary staff where they have only few regular budget posts. Some
division chiefs have been urhappy at the quality of some of tha professionals
under their supervision: the demands of geographical representation sometimes,
they say, run counter to the need to have the best individuals in the posts,
Occasionally there had been long periods in which a division had no chief
appointed.

T7. While any division may from time to time have temporary personnal
difficulties, the Inspectors considered that there were somewhat too many
instances of the problems mentionad above. It was clear that the implementa-
tion of the work programie was, to some degree, being adversely affected by
them. The Social Development Division, without a chief for some time, seemed
to be short of the staff necessary to implement effectively the social side of
the Commission's mandate. The Mineral Resources Section of the Natural
Resources Division wag only at half strength over a period of years; this,
despite the importance of the portfolio. The post of Chief of the Divigion had
long been vacant and there had been no Chief of the Energy Section for a long
while. The Population Division, with a small number of regular budget staff
and a much larger number of extrabudgetary ones, seemed uncertain of its
future at a time when the extrabudgetary resourses were diminishing. Thege
difficulties obviously had some effect on performance.

78. Two matters touching on the work of divisions struck the Inspectors as
worthy of comment:

The incidence of inter-digciplinary work

From time to ftime, divisions worked together on a project,
contributing the benefits of their individual experience
to a common integrated purpose. There was, however, not
a great deal of this inter-disciplinary work in progress.
The Inspectors believe that the Secretariat cowld improve
the team work between and among divisions. - This leads
to- the second matter.
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Co~ordination inside the Secretarizt

The Inspectors detected a tendency, not uncommon in the United
Nations, to treat co-ordination zs a separate activity distinet
from subkstantive operations. Whilst the Inspectors appreciate
the importance of this =ztaff (as opposed to line) function,
they nevertheless believe that to be meaningful, co-ordination
mist spring from the substantive activity. It must be
instinctual. Substantive precccupations must, therefore, plug
directly into whatever co-crdination is taking place, otherwise
co-ordination becomes a sterile exercisge.

79. The Inspectors put much emphasis on strengthening the substantive and pro-
fesslonal capability of the divieions. Obviously all specialisms canmot, nor
need not, be coversd. But there wust be a solid core of expertise and
experience which can properly respond to the needs ard expectations of partici-
rating countrie=. Divisions have t0 be motivsted to pursue their tasks
energetically. They take pride in their ability to persuade donors to contribute
to arsas where help is needed. The Inspectors bkelieve this pride in their
abilities should not be discounted: their invelvement should be fully exercised
in the search for funds and, concomitant with this, divisions should be credited
& reasonable shars of support funds to follow up on the activities for which they
are responsible. This is an incentive which ghould not be thrown away,
particularly in a system which lacks scope for cther incentives.

Meetings and group activities

(a) The sessions of the Commission and of legislative committees

80. The 1983 Commission meeting considered, among other things, ways of improving
the conduct of the Commission and of legislative committee sessions. It recommen-
ded, inter alia, that:

- discussions should be more sharply focused and be
criented to issues which cannct be adequately dealt
with by the legislative committees;

- legislative committees with more than one programme
should report on each pregramme every two years;

— uinisterial and other intergovemmmental meetings
should be held only in response to special needs.

These are steps which would tighten the work of the Commission and its subsidiary
bedies and improve the rationale for the holding of other intergovernmental
rmestings.

8l1. The Commission alsc considered the guestion whether sessions should be
annual or biennial and was of the view that the Commission should continue to
meet annually, especially as HESCAP was the sole ministerial-level forum in the
regicn. The Inspectors take this point. They would, however, like to draw
attention to the need for better preparation of ammual sessions, As noted
earlier in paragraph 21, some useful preparatory work is done through ACPR on
an informal basis, arnd it should comntinue. Nevertheless, the Inspectors
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suggest that consideration be given to the creation of a Programme Preparation
end Review Committee which would, in essence, formalize some of the functions

of ACPR and prepare decimions for the comsideration of ministers. For a speedier
and amoother conduct of the session, it might be advisable to organize the
meeting of the Committee one week ahead of the annual session.

(b) Other meetings and group activities

82, Some delegates tc the 1983% meeting of the Commission thought there were too
many meetings organized by ESCAP, One delegation was of the view that the
meetings did not cater enough to "meaningful developmant": their effect wes

not reaching down to those who were really deptived and in need.

Views of government representatives

83. In commsnting on the multi-disciplinary work of the ESCAP Secretariat,
representatives of some of the participating countries mentioned what they
thought to be some shortcomings:

Lack of top professionals

4 portion of ESCAP's work suffered from the deficiency which
has been touched on in the comments on "Divisions™ above.
Government representatives, however, in general spoke highly
of many experts recruited by the Secretariat, as well as
those provided by BMRDC, RNAM, RCPT and SIAP. This
favourable attitude to the latter stems from the practical
ways in which the experts of the regional programmes/
institutions have been able to help governments at their
request, although all the help requested could not be given
because of limited resources.

Official missiens

From time to time, officials sent by ESCAP to meet with and
give counsel to senior personnel and Ministers of government
were not of the calibre or status to make their missions
successful. The Inspectors recognize that staffing problems
in the Secretariat sometimes place it in this unhappy situa-—
tion, but it is better to cancel a mission, in those circum-
stances, than to give an inferior service.

Location of projects

Toc many projects took place in the capital cities and
comparatively few in places where help was most needed,
ESCAP's work ought to show up more often in the depressed
and under-developed areas. The Inspectors have noted the
1983 Commission's expression of priority interest in these
areas and would expect future programmes and rrojects to
reflect thig concern.
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Projects spread too thinly

ESCAP has been accused of attempting too many activities and
spreading itself too thinly as a result. The Inspectors
cangider there is merit in this eriticism. The new criteria
established for the priority selection of projects should go
some way towards eliminating marginal activities so that
efforts could be concentrated on a smaller number of more
meaningful projects.

Follow—up deficient

This varies from division to division within the Secretarist.
The Inspectors found they could not be categorical but that
perscormel inadequacies in some divisions as well as the lack
of support funds sometimes affected follow-ug,

Frequent use of consultants

A number of representatives complained to the Inspectors that
outside experts and consultants are engaged for jobs which
should normally be performed by ESCAT prcfessionals. After
examining this subject, the Inspectors are inclined to
believe that altiough some cases may invite such eriticism,
in general ESCAP's recoxrd is good: increasing use is now
being made, as it should, of regular staff with technical
ability rather than consultants; and a quarterly vetting of
the use of consultants has recently been introduced.

Success rate

The Inspectors encountered many examples of good work done
by the Secretariat, and in the course of the Commission's
1983 meeting heard favourable comment on many of these.
However, many of ESCAP's activities are seminal in nature:
they are meant to encourage others to move into new areas
of endeavour. It is not always easy to measure success
in such activitics which tske place through meetings,
seminars and training sessions., Since there is no tested
evaluation system within the Secretariat, activities tend
tc be judged subjectively. To counter this, the Inspectors
believe the Secretariat should be given an esvaluation capa-
bility which it can use in order the better to design and
monitor its projects.

Agency viewpoints

84, The specialized agencies view ESCAP's activities in differing ways. Some
feel that ESCAP is treading on their turf and entering into areas in which they
have the expertise. One agency representative put it pithily: "if BESCAP with-
drew from this shared project, its absence would not be missed", Other agencies
see in ESCAP, with its more intimate knowledge of the socic-economic problems of
the area, a2 possible ally, even an advocate, for some of the refomms they would
like to see take place in member countries, The differences vary with the
degree of centralization in, as well as with the philosophy and size of, the
particular agency, The smaller agencies find collaboration easier,.
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JIU views

85. It is clear to the Inspectors that the ESCAP Secretariat is involved in
many areas of work which mean a great deal to the development of countries of
the region. A good proportion of this work has been successful 48 represen-
tatives at the 1983 Commission's meeting attested. There have, however, not
unnaturally, been some shortcomings in planning (e.g., too many activities
without the professional back-up) and in implementation. But improvements
can be made if:

~- countries keep a strict eye on the priorities they them-
selves establish and see to it that the Secretariat
delivers on these;

- the Secretariat avoids duplicating the expertise of
specialized agencies, but continues to seek the links
where intersectoral action is necessary (more inter-
disciplinary thinking and practice among the divisions
in ESCAP will help them);

- special efforts on an increased scale are directed to
the most needy countries and particularly to the Pacific
sub-region,

B6. These aims are not all easy of attainment. A closer community of under-
standing between the ESCAP Secretariat and the headquarters of the spscialized
agencies has to be developed, It would, for instance, be very helpful if the
regional commission could be brought into the early programming activities of
specialized agencies at their headquarters in such a way as to benefit both
parties at least through the timely exchange of substantive information between
professionals and before the programmes are solidified, ESCAP programming
should similarly be exposed to the agencies. ‘

87. A word on the Pacific sub-region. The Inspectors believe the work of
ESCAP in this area should be increased. They consider that a stronger physical
presence 1is necessary in the sub-region if the many demands are to be more
realistically faced and therefore welcome the initiative of the Executive
Secretary of ESCAP in merging the offices of the ESCAP Pacific Liaison Office
and the United Nations Development Advisory Team for the Pacific into the ESCAP
Pacific Operations Centre, based in Vanuatu,

88. Other measures (some mentioned earlier) which should be taken into aceount
for the improvement of performance are as follows:

(a) Considering ESCAP's aim of fostering integrated development, there
does not appear to be enough intexdisciplinary work among the divisions, The
Inspectors noted some useful eollaboration between sgriculture and envirorment
and between transport and communication. An improved capability in statistics
could, for instanse, result from better collsboration among the separate divi~
sions gathering and processing statistiocs.
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{b) The two facets of ESCAP's responsibility for (i) "analysis end forward
planning" and (ii) "the execution of projects” require different personnel capa-
cities. Some divisions seem short on one gr other of these types. Recruitment
needs to be geared to overcome the deficiercy where it exists. The divisions
must have suiteble "in-house" technical capability for the main services they
offer. .

(c) If operational activities are to be successful, the Administration and
divisions must be oriented %o action: procedures must aid not impede action.
Many divisions complained of procedures which took some of the momentum out of
their endeavour. In particular, TCD and the Project Review Committee (PRC) wexe
seen by some divisions as diluting their enthusiasm for winning projects to
ESCAF and as putting administrative obstacles in their way. If the work of TCD
and PRC is to succeed, the heads of divisions must contribute positively to it.
There needs to be more sensitivity to their involvement in the decisions that
impinge on their work,

(a) The current pattern of distribution of overhead resources provides the
lion's share to the administrative side of the Secretariat. The Inspectors
consider that the distribution of overhead resources among the administrative,
executive and sectoral branches should be rational with a greater share of
resgurces being channelled toward project support rather than to the expansion
of administration., Division chiefs should advise on priorities for the use of
project support funds and should be held accountable for funds allocated for
these purposes.

(e) An orzanization which is operstional must also develop a rapport with
the prese so as to build up, in the various countries, some conssiousness of the
positive role of the Commission in helping them to solve their problems. Thia
task is partly eduwcative, but will also elicit responses which the Commission
can assimilate into its experience,

(£f) As previously described, there are many functional arrangements for
comordination within the Secretariat. The Programme Co-ordination and Monitoring
Office seeks to bring ccherence to the diversity of the separate divisions,though
one or two divisions thought its role was more obstructive than helpful. The
TCD has yet to find its feet: there were many complaints concerning the length
of time it took to carxyy out simple functions and the procedural/administrative
delays encountered. These views, taken together with the remarks of some
division chiefs about the functioning of the Project Review Committee, suggest
the need for closer consultation among all parties concerned.

{g) The other co-ordinating mechanisms (the ECU, the Joint CTC/ESCAP Unit
on TNC, the ECDC/TCDC, IRD and LDC units) try with mixed success to bring
separate disciplines together. The Inspectors do not believe that these small
units for co-ordination at one remove from the heads of division and reporting
to the Executive Secretary, meet the need for an organie co-crdination between
and among the divisions themselves. Where the co-ordination unit is paxt of a
division (e.g., Development Planning, Trade) or of a serviece whose job is to
bring a total view to the work of the Commission (e.g., PCMO or TCD), the co-
ordination unit has soil in which to find roots. When it is hived off from
" divisional or "common" services, its capacity to promote meaningful co-cperative
action is reduced. The ball should be placed in the divisional courts: couwld
not small task forces/working groups made up of members of different divisions
explore concrete opportunities for co-ordination between them? Co-oxdination -
arrived at by increased inter-disciplinary contact on an ongoing basis is likely
to be more positive,
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What of the future?

89. The ESCAP Commission operstes in a dynamic environment, and as it continues
to help its Member States to improve their condition, economically and socially,
ard to bacome influential partnérs in internationsl economic relations, it expects
concrete benefits from its partnership with other members of the United Nations
sysaten,

90. The Secretariat is meanwhile conscious of ways in which it can improve its
own performance. Some of these ways have been proposed in this report. In a
deteriorating economic ¢limate in which resources are increasingly hard to come
by, it will have to do even better with less.

91. In the past, ESCAP took initiatives in the fostering of such important
schemes as the Asian Highway, the Asian Telecommmication Network and the Asian
Population Programme., It gave impetus to such valued institutions as the Asian
Development Bank, the Asian Statistical Institute and the Asian Institute for
Economic Development and Plarming. There ia, therefore, no doubt that it has

the mental and intellectual resources to contirue this support service to the
developing countries of Asia and the Pacific. Its thoughtful studies and misaions
on technology for development, its identification of the preasing need for system-
atic long-term regional planning in Transport and Communications show ESCAP's
readiness to stay in the vanguard. The requisites for it to stay there are only
too well kmown:

= & gensitivity to the problems of the peoples of the region;
~ a staff motivated to share in the common effort; and

- sound management of the human and financial resources
available.

The Inspectors believe that with the necessary will ESCAP can meet these tests
and continue to make a valuable contribution to regional efforts.
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VEH. RECOMMENDATLONS

92, The Inspectors have, throughout the report, suggested a number of ways in
which ESCAP should do things differently to improve its performance, both as a
commmnity of Mamber States which frame policy and as the Secretariat which puts
this policy into cperation. Some of these suggestions come together in Chapters V
and VI, The main recommendations fall under three main headings: programme;
organization; and rescurces.

Pxro mne

93. The Commission has developed a set of criteria which are to appiy in the
preparation of its work programme. The rational use of these criteria should
help to develop a programme of work which responds best to the diversity of the
region's needs. This implies that activities, previously approved, which have
slipped in relative importance must make room for new activities considered by
Member States to address their problems better. Substantive managers, for one
reason or another, seem on occasion to cling to familiar territory and show
reluctance to break new and unfamiliar ground. Whenever a new dimension is
called for, it must be seized upon in the interest of the region.

94. The programme developed mist be of manageable size reflecting the resources
realistically expected to be received: programmes prepared with too optimistic
an eye on resources lead to an inflated programme of work in which priorities are
not accurately observed in the programme's implementation.

95. Whilst the preparation of the meetings' schedule is done with care, it
geems to the Inspectors that the schedule is too heavy. Documents for these
meetings should be concise and should provide for better comparison of programme
efforts from one period to another.

96, In view of the above, the Inspectors make the following recommendations:

Recommendation 1
Member States of the Commission should ensure that:

(a) the programmes presented to them for approval conform, at
the programme element level, to the criteria established
by the Commission;

{b) the programme of work is of a size commensurate with the
resources reasonably expected in the ensuing biermiuvm and
that undue over-programming is discouraged; and

(¢) meetings are reduced to a manageable number whose antici-
pated resulis are realistically assessed and from which
jdentified benefits will accrue, There should be an
annual evaluation of the benefits derived from meetings
held.

Recommendation 2

The Becretariat should:

{a) each year undertake an objective analysis of the impact
of meetings held; and

(b) take steps to improve the quality of documents in terms
of content, style and presentation including the wider
use of graphic material.



Organization

97. The Inspectors consider that the recormendation addressed above to Member
States of ths Commission call for some adjustmenits to the structure of the
Commrission: the point has been made in paragraeph 8l. Member States should also
see to it that the network of regional institutions which they have created either
in partnership or on the initiative of individual Member States are used to the
region's best advantage (see parsgraph 28), Accordingly, the Inspectors conclude
and recommend that:

Recommendation 3

Member Statez of the Commission should:

(a) consider establishing a Programme Preparation and Review
Committee which would formalize some of the functions noy
prerformed by ACPR and prepare programme decisions for the
study of the Commission; and

(b) continue to make viability a decisive criterion for the
existence of regional institutions. These institutions
ghould receive the regquired finaneial support from the
countries they serve,

98. With respect to the Secretariat, in line with the views expressed in para-
graphs 52 and 54 of this report, the Inspectors recommend that:

Recommendation 4

The Executive Secretary of ESCAP should examine the feasibility
of combining the Programme Co-ordination and Monitoring Office
and the Technical Co-cperstion Division ints a singie office,
The functions of evaluation should fall within this office,
which should be headed at 2 level commensurate with its merged
responsibilities.

99. The Inspectors suggest in paragraphs 72 to 74 a review of the grade level
of the Deputy Executive Secretary of ESCAP and the other regional economic
commissions, looking at the same time at the full range of responsibilities and
authority vested in staff at the upper echelons of the commissions. Accordingly,
the Inspectors recommend that:

Recommendation 5

The Secretary-General should review the grade level of the .
Deputy Executive Secretzries of the regional economic commissions.

Resources

100, Finally, the Inspectors wish to address tvo recommendations to the SBecretariat
bagsed on observations made in paragraphs 43 to 45 and 88(d) of the report:

Recommenidation &
The EBxecutive Secretary of BSCAP should ensure that:

(2a) the contributions of donor governments are in keeping with
and promote the criteria set by the Commission for the
execution of its work prograume; and

(b) +the distribution of support services between administrative
and subsiantive activities takes into acocount the seminal
role played by the substantive divisions in project activities,
The distribution should give more emphasis to substantive
activities than it does at present.
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PROGRAMME PERPORMANCE AT THE OUTPUT LEVEL IN 1918/197%, 1980/1981 AND 1982/1983

TABLE II

ECONOMIC AND SOCIAL COMMISSION FOR ASIA AND THE PACIFIC
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