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3. vfuile the Advisory Committee appreciates the difficulties which prompted ACC 
to take the decision referred to in the preceding paragraph, it urges the executive 
heads concerned to expedite the submission of their comments on the report. 

4. In the meantime, bearing in mind the provisions of General Assembly resolution 
3199 (XL.'VIII), the Advisory Committee transmits the report on medium-term planning 
in the United Nations system to the General Assembly. The comments of the executive 
heads and of the Advisory Committee thereon will be issued as addenda to the present 
document. 
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Note: This title has been adopted for the sake of brevity; the report directly 
concerns onJy five organizations (united Nations, the 110, UNESCO, FAO and 
WHO) and UN1lP. The other organizations might possibly be affected by the 
descriptions or suggestions tho report contains, but the recommendations 
are not addressed to them directly. On the other hand, the report also 
deals with the problems created by the country programming of operational 
activities in u1IDP in relation to medium-term programming. 

Observations on a number of expressions used in this report 

(l) For the expression "intergovernmental machinery", see the footnote at the 

beginning of chapter IX, page 131. 

(2) rrhe expression "policy-making comrni tteeslt denotes all the intergovernmental 

expert or tripartite bodies which are called upon to take decisions on the 

programmes and budgets of the organizations or on the programmes financed 

from extra-budgetary funds, such as UN1lP; it includes the Economic and 

Social Council and the General Assembly of the United Nations. 

The expression "intergovernmental commi tteesH is more common, but it is not 

appropriate for the Governing Body and Committees of the ILO; generally 

speaking, therefore, we have avoided using it. 

(3) The expression "governing bodies of the organizations" denotes those 

committees and boards which are called upon to take decisions concerning the 

programmes and budget of each organization. In the case of the United Nations, 

this expression generally includes ACABQ and CPC. 

(4) In this report, the expression "the five organizations". denotes the 

United Nations, the 110, UNESCO, FAO and WHO. 



Chapter I 

Chapter II 

Chapter III 

Chapter IV 

Chapter V 

Chapter VI 

Chapter VII 

Chapter VIII 

Chapter IX 

Chapter X 

Annexes 

CONTENTS 

The problem ........................... . 

Programme budgets •...............••• 

Medium-term plan documents ........•• 

The reactions of the governing bodies 

Country programming ••...........•••• 

What the international organizations 
are doing: existing priorities and 
present objectives ••••••••••••••.••• 

The definition of problems, priorities 
and objectives, and the necessary 

Paragraphs 

l -11 

12 - 34 

35 - 56 

57 - 68 

69 - 80 

81 - 104 

review of decision-making procedures 105 - 140 

I. The identification of problems, 
priorities and objectives, and 
the need for establishing 
udescriptive estimatestt (devis 
prealables) •.•.•.......• ~ ••• 

II. ·The pattern of relations between 
secretariats and policy-making 
corruni ttees ....................•. 

Reorientation of technical 
co-operation activities and of study 
and research activities •...........• 

I. Reorientation of technical 
co-operation activities •......•• 

II. Reorientation of study and 
research activities •.........••• 

Problem of the "intergovernmental 
machinery'~ and arrangements for a 
second stage in the construction of 
a programming system .•.•...•.••••••• 

Summary and list of recommendations 

I. Summary 

II. List of recommendations •......•• 

108 - 118 

119 - 140 

141 - 162 

146 - 157 

158 - 161 

163 - 170 

171 - 196 

171 - 188 

189 - 196 

Pages 

l - 9 

11 - 26 

28 - 40 

41 - 52 

53 - 61 

62 - 80 

81 - 107 

84 - 90 

92 - 107 

108 - 130 

113 - 124 

126 - 128 

131 138 

139 - 152 

139 - 148 

149 - 152 



CHAPTER I 

I THE PROBLEM I 
l. Background and development of the problem 

The need to introduce a certain amount of order and clarity into the 

extraordinary divc:rsity of the activities too often marginal - of the international 

organizations, and the desire to condense th<:-:;se activities, through a concentration of 

effort, into a number of progra~mes whose effectiveness is beyond question are as old 

as the United Nations system itself. As the n·c1mber of economic and social sectors in 

which member States have called on them for action has grown, the inteinational 

organizations have become increasingly concerned wi-Lh overcomine; the fillldamental 

contradiction between their lilliversal vocation and the -paucity of their financial 

resources. Thus, concern ove::- programming, planning, the clear definition of 

objectives, a better selection of priorities and evaluation of the results achieved 

made its appearance as soon as the organizations in the United Nations system began 

to function. But programmes of activities [',ave increased, multiplied and diversified 

faster than solutions have been devised to meet these needs for order and effectiveness • . 
It is not surprising, therefore, that for some years now, in view of the increased 

financial austerity, a start has been made with putting more coherent measures into 

effect. 
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2. Stages on the wayl/ 

The first programme budgets - the first attempts at the joint presentation of 

the programme and the budget - date from the early 1950s in the case of UNESCO (1951) 

and FAO ( 19 52), whereas WJIO opted for this method of pres entation as far back as 1948. 

In 1951 also, .UNESCO was the first organization to present a biennial budget (1953-

1954); it was followed by FAO in 1957 (for the financial period 1958-1959). The ILO 

and United Nations did not adopt programme budgets and the biennial cycle until later: 

in the laLe 1960s in the case of the ILO, in two successive stages (financial year 

1957 and financial period 1970-1971); and not until 1972 in the case of the United 

United Nations, which made the two changes simultaneously for the financial period 

1974-1975- At about the same time, new and more modern programme-budgeting 

techniques were being adopted by FAD for the financial period 1972-1973 and by WHO 

for the financial year 1975. 

biennial programme budgets. 

As from 1976, all five organizations will have 

The adoption oi' medium-term planning is much more recent and, in the case of four 

organizations, dates only from the early 1970s (WHO began to present "programmes of 

work for a specific period" - actually five years - as early as 1952). In the most 

varied forms, outlines of medium-term plans already exist at the present time in the 

five organizations. Lastly, the "country programming" system was adopted by UNDP in 

1970 (adoption of the "Consensus for the period 1972-1976"). Some organizations are 

beginning to consider the possibility of moving towards a formula of this type: WHO 

refers to "country programmes" in its 1975 budget; FAD and UNESCO, for their part, 

have undertaken a number of country studies which may also serve as the basis for a 

pro grarnrning sys tern. 

3. End of a first stage 

The examination of the programming and planning documents to be undertaken in the 

following chapter will show that this enumeration of dates has, in itself, only a 

limited significance, inasmuch as the terms "programme budget" and 11 medium-term plan" 

Cf. tabl o I attached. More precise details are given in annex I. 
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Table I 

Main dates of the adoption and execution of various measures 
leading to a programming system 

Adoption of a progranune budget 

WHO 
1972 modification for the financial year 

UNESCO 1951 for the financial period 

FAO 1952 for the financial year 
1969 modification for the financial period 

ILO 1966 for the financial year 

United Nations 1972 for the financial period 

Adoption of a biennial budget 

UNESCO 1951 for the financial period 

FAO 19]7 for the financial period 

ILO 1968 for the financial period 

United Nations 1972 for the financial period 

wrro 1973 for the financial period 

Adoption of a medium-term plan 

WHO 1952 programme of work for a specific period 

UNESCO 1968 far the period 
1970 second plan, for the period 

FAD 1969 for the period 

ILO 1970 for the period 
second plan, for the period 

United Nations 1972 for the period 

WHO 1972 new formula to begin in 

Adoption of country progranuning 

UNDP 

WHO 

FAD/UNESCO 

1970 adoption of the "Consensus", 
application to 82 colli~tries in 1972 
and 1973, in general for a period 
of 5 years 

1973 first country progranunes in the 
programme budget for 1975 

.1971-1973 first country studies 

from the outset 
1975 

1953-1954 

1953 
1972-1973 

1967 

1974-1975 

1953-1954 

1958-1959 

1970-19'71 

1974-1975 

1976-1977 

(5 years) 

1971-1976 (6 years) 
1973-1978 (6 years) 

1972-1977 (6 years) 

1972-1977 (6
6 

years) 
1974-1979 ( years) 

1974-1977 (4 years) 

1976 

1972-1976 

1975 

1971-1973 
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embrace reali tics which vary appreciably according to the organization concerned. 

The acceleration of this trend since 1966 is nevertheless worthy of note.)/ With 

the adoption of cocmtr"J programming by UNJ)P (19'10), the beginning of its systematic 

implementation, the adoption by the Worlci Health Assel'lbly of resolutions WHA 25.23 

and WHA 25.24 of 23 May 19'12 ,Y and the adoption by the United Nations General Assembly 

of resolution 3043 (XXVII) on 19 December 1972,.2/ the three-year period 1970-1972 

marks the end of the first stage on a path which woold seem to be leading to a 

renovation of the working methods of all the organizations in the United Nations 

system. 

4. Need for a comparative study 

The vario-~13 competent intergovernmental committees of the above-mentioned 

organizations have had an opportu.ni-Ly, paYticular1y in recent y-ear.s, of seriously 

examining o:r re-examining the problems created by the application of these methods, 

and some of them have s:_lcceeded in acquiring real experience of the budgct-progra,11rr.ing 

system, or more recently of the system of medium- term plaf1 ___ ,._1ing and country programming. 

But these various committees, councils or conferences have, in general and 

understandably, been able to concem themselves only with the experience acquired 

within the organization for which they were responsible: they have not been given an 

opportillli ty of making very precise comparisons between the various cxpc:riements now 

being undertaken. The general adoption of programming can make sense, however, only 

if it promotes the harmonization of methods and paves the way for the integration of 

programmes. The time bas come, therefore, to propose a comparative study, and this is 

one of the objectives of the present report. 

!/ This trend has been considerably encouraged by the recommendations of the 
Ad Hoc Committee of Experts to Examine the Finances of the United Nations and the 
Specialized Agencies (document A/6343), and the publication in 1969 of the Study of 
the Capacity of the United Nations Development System (Geneva 1969, DP/5) and of the 
report of the Joint Inspection Unit on "Programming and budgets in the United Nations 
family of organizations" (A/7822, 3 December 1969). 

1/ Supplemented in 1973 by resolutions WHA 26.37 and 26.38 . 

.2/ Resolution 3043 was confirmed and developed by resolution 3199 (XXVIII) 
of 18 December 1973. 



5. Need for an agreement on Lhe course to be followed in the future 

Consideration of all the data relating to chi.s problem throughout the 

United Nations sytJtem would seem to be especially necessary since there it-> a dange:-::­

that the difficulties encountered- may givG rise to diffcr.cnces of opinion among the 

various organizations concerning the course to be followed in the future. In 

general, Lhere is undoabtcdly a very great simi~arity in the observaLions and 

requirements of the varioas committees regarQing better presentation of documents, 

greater precision in the definition of objccti.ves, and thr:~ improvemeent of metho(ls. 

A confrontation of views on fu Lure working methods is nevertheless essential if there 

is to be any hope of adopting a common methodology. 

6. Place of methodological research in the context of more gene-ral questions 

The relatively general agreement that 1..roulG. Geem to have been reached on the need 

to programme and plan -Lhe ac-t..:. vi ties of t~'le main org&"'1izati_ons in -Lhe lnited Nations 

system, with a view to reaching common objecLivet>, c2Jlllot, however, be said Lo 

reflect any profound agreement as to what part tnese organizati.ons !tave to play in 

economic and social matters. Moreover, Lhis generalized aUoption of prog:rarmning 

methods coincides with a calling in question again of the very nature: or -:;he economic 

and social activities of the United N<:.tions syste:n. T.h.ro'.J.gh exercises in the 

"rmified approach" to development, 11 collective econo;nic security 11
, the 11 cconomic 

rights and duties of States 11 , the problems caused by foreigD private investment in 

the developing countries, the sovereignty of thet->e co1J.11tries over their natural 

reso·-1rces, the role of multinational companies, the measures t-:1 be taken in order to 

assist the least-developed countries, envi.ronmental. problems and so on, we are in fact 

witnessing a virtually complete renewal of the data of tbe problem of the type of 

relations which s~'lould exist between the rich countries and the various categories of 

less-rich or really poor countries, and of the role devolving in this respect on the 

in terna -::ional organ..i za tions. These preoccupations and questionings fall in turn 

within an even more general context: that of the. calling in question again of the 

structures of the economic, monetary and trade relations, not only between rich 

countries and poor corm tries, but between the rich countries themselves. :B~or 

i.nstance, the trade negotiations between the Uni tc:d States and Europe are being 

extended even now not only to monetary problems, but also to co:r.siderations concerning 

the economic and political structures themselves. At the same time, all over the 
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world, processes of economic integration among neighbouring countries in the same 

continent are being initiated by different methods and with varying degrees of 

success. Lastly, recent events in connexion with the change in the price of 

petroleum and the 11 energy crisis 11 only confirm this challenging of over-all structures 

more sharply. 

7. General nature of long-term forecasting needs 

AlJ these problems require difficult diplomatic negctiations to define common 

perspectives in these economic and sociaJ. sectors. Only throug..h long-term 

forecasting teclmiquc:s, however, can the esaential working hypothese!::-J be elaborated. 

National prograrmning and planning policies, which are increasingly conditioned by the 

data of the international situation, require for their formulation, not only more 

precise and more comprehensive information on that situation, buL a common frame of 

reference at the world and regional levels. 'rhe United Nations had admittedly 

offered the beginning of an answer in the form of the International Strategy for the 

Second Development Decade. But what many countries are asking for, at least 

implicitly, are perhaps far more detailed answers, provid.ing an intellectual system 

of analysis, and methods and approaches much closer to the types of problem which 

every Government has to solve at the national level. In these circumstances, the 

need felt by member States to develop the medium- and long-term forecasting and 

programming systems of the international organizations themselves unquestionably 

reflects a search for clarification the significance of which, in this context, is 

obvious. And if the international organizations were able to make a positive 

response to this need by providing the commonwealth of States with an operational 

instrument of recognized quality for long-term global forecasting and the detailed 

analysis of major world problems, their ability to do so would in itself be a new 

and important political fact. 

8. The main questions 

The definition of a new step in this direction therefo~e needs more than a mere 

comparison between what has already been done in the main organizations. It requires 

that precise teclmical answers should be given to a number of questions which are in 

everJbody's mind, and among which we may mention the following: 
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What definition can be given to the word "objective" in an international 

organization, and how can this definition be reflected in programming and, 

in particular, in the formulation of programme documents? 

To what extent, in what sectors and by what methods is it really possible 

to make reliable forecasts of activit~es four, five or six years in advance, 

and what degree of flexibility should planning allow for? 

- What kind of relations can exist between "com1try programming", on the one 

hand, and medium-term planning in the agencies, on the other? 

How can programming function within previously-defined appropriation 

limits (enveloppes financieres), and, more generally, what machinery 

can member States use for defining priorities? 

At what moment and in what form can the adoption of a programming system 

be considered which makes it possible to effect choices from among 

alternative solutions for various objectives (in the manner aimed at by 

the most elaborate systems of the PPBS type)? 

-What role and what degree of initiative must and will the adoption of a 

system of this type leave the secretariats of the various organizations, 

insofar as the definition of precise objectives and. the establishment of 

time-limits will entail more rigorous control and increased possibilities 

of appraisal by the intergovernmental committees? In addition, what 

should be the functions and size of the various "programming departments"? 

-What role should be entrusted to the regional committees in the programming 

procedures? 

- What are the possible patterns for the re-organization of intergovenmental 

procedures which would enable member States to take simultaneous decisions 

on the programmes as a who~e and on financial resources? 
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How can planning and programming methods help to improve the quality 

of management in the organizations and facilitate evaluation of the 

results obtained?l/ 

- In view of the marginal nature of United Nations activities, and of those 

of the United Nations system in general, in relation to the totality of 

international co-operation programmes, and a fortiori in relation to all 

the ~conomic and social activities of member States, what type of 

relations can be established between the programming exercises of the 

international organizations and national planning activities? In 

other words, is there a place for medium-.term planning of -Lhe activities 

of the international organizations within the framewoTk of the 

Inteinational Strategy for the Second Development Decade? 

9. Preli:ninary examination of fundamental problems regarding the role 
of the international organizations 

The nmnber and importance of these qCJ.estions show that, in following this course, 

the international organizations have begun to cons:i.dei" fundamental problems, and that 

thelr exercises in progrcunming and planning may be included among the means by which 

]} Some spocialists on pi"ograrrunint; problems in t.hc United Nations system 
seem to regard the imprOvement of the quality of management, programme implementation 
control anC, lastly, evaluation of the results obtained as the final aim of the whole 
programming en terpi"ise. 

I myself believe that chis aspect of the problem really is very important a..nd 
eVeYl crucial, for it is useless to define objectives if there is no g-1arantee that 
they can be attained. 

I believe, however, that the problems of the f::nnmlation of objectives should be 
studied and I'Gsol ved befoi"e those of programme implementation and evaluation. As the 
present report tries to show, these pi"obloms of formulation are in themselves very 
difficul L to reso~ve. ·vmen they have been solved, however, even part1y, the pr::::.blems 
of execution and evaluation can be stJdied to some purpose. The reason why the 
efforts already made in the matter of evaluation have so far failed to produce any 
valid reFml t is, I think, that the problems have not been raised in the right order. 
This report, which is devoted to the formulation of objectives, is therefore aimed 
directly at the improvement of management and evaluation methods. 
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these organizations are in the process of challenging the very conception of their 

activities in the ecortomic ana social sectors. The main question in this respect is 

perhaps that of the distance separating the function of stimulating a series of 

relatively marginal operational activities from the function of endeavouring to 

define a global policy of economic and social co-operation, not only between 

developed countries and developing countries, but between all countries of the world. 

10. The two aspects of the P"'oblem 

In these circumstances, the problem which is posed in this chapter may be 

summarized in the following manner: generally speaking, it would seem essential to 

define the next stage in progress towards a more efficient system for the programming 

and planning of economic and social activities. This definition should not, 

however, be confined to an examination of the possible types of improvement in the 

presentation of a few documents. It requires methodological research in depth to 

identify problems which the international organizations must try to solve, and to 

define the objectives they must set themselves. What must be' done therefore is: 

not only to indicate clearly how better programming and planning methods 

would be conducive to better-chosen priorities and to objectives more 

precise and easier to evaluate: 

but also to say how, on the occasion of this appraisal, the purpose and 

gene-ral conception of the ac ti vi ty of the international organizations in 

the economic and social sphere can be defined more clearly. 

11. Plan of the report 

The rest of this report will show that the first exercise cannot be undertaken 

without dealing with the second, and that in fact the desire of member States that 

the long-term objectives should be clearly defined implies a desire for the 

"reorientation" of United Nations economic and social activitities in a very new 

direction. In these circumstances, it would appear to be necessary- in order to 

provide material within the secretariats and delegations for the collective research 

which alone offers any hope of solving this problem - to try to consider 

successively: 
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l. The present situation: programme budgets (chapter II), medium-term plan 

documents (chapter III), reactions of the governing bodies of the various 

organizations (chapter IV), and country programming (chapter V). 

2. Existing priorities and present objectives: what the international 

organizations are doing (chapter VI). 

3· The necessary review of the decision-making procedures as regards the 

identification of problems, prioritites and objectives (chapter VII); 

4. The reorientation of technical co-operation activities and of study and· 

research activitities (chapter VIII)~ 

5· The problem of the "intergovernmental machinery" and the establishment of the 

second stage in the construction of a programming system (chapters IX and X). 
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CHAP'rER II 

I PROGRAMME BUDGETS I 
12. Specificity of programme budgets 

Among the three categories of programming documents in the organizations 

(programme budgets, medium-term plans, miscellaneous programme documents) which each 

answer to specific needs, only those which include the word "budget" in the title 

have so far given rise to juridical decisions involving financial approval 

(authorizations of income and expenditure). That situation may have to be changed 

once the exact role of "medium-term plans" has been defined. As things are now, 

however, "programme budgets", despite any innovations they may contain, present the 

most traditional features, are of the most immediate practical use and are the 

easiest to understand. It is not surprising, therefore, that these documents, in 

spite of the differing stages of development they exhibit, display no basic 

differences and seem to be moving gradually towards a format which it should be 

possible to harmonize fairly quickly without any great difficulty. 

13. Similarities between the programme budgets of the five organizations 

These programme budgets are all lengthy- 400 pages on the average, varying 

between 210 pages in the case of the ILO and 712 pages in the case of WHO. 

- They involve (with the exception of WHO, which approves the budget simply 

by resolution) two successive publications: the budget proposals and then 

the approved budget. 

They all (at least so far as the budget proposals are concerned) include an 

"Introduction" by the Director-General or Secretary-General, with comments 

on new programme directions or new programming features. 
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- The general framework is usually of the same type: it is made up 

fundamentally of "major progranrrnes", subdivided into "programmes" and 

"sub-prograrrunes 11 (terminology varies in this regard). These "major 

programmes" correspond in general to the organizations' principal sectors 

of activity. The part dealing with the substantive departments and 

divisions is supplemented by conventional-type sections which include: 

General policy and management - General adrn1nistration and programme 

support - and Miscellaneous. 

- Generally speaking, at the "sub-programme 11 or "programme component'' 

level, there are descriptions or enumerations of the main objectives, 

indicating with varying degrees of clarity and detail the work plan on 

which requests for the relevant appropriations are based. Various tables -

staff, budgetary and extra-budgetary appropriations, breakdown of 

appropriations by type of expenditure - usually round out such descriptions. 

Lastly, in every case there are voluminous annexes giving additional 

summaries or breakdowns for staff and appropriations, tables indicating 

differences as compared with previous years and sometimes a calendar of 

conferences and a list of intended publicationso 

14. Differences 

The greatest differences lie in the degree of detail with which the objectives 

are defined, or, more generally, in the methods of describing programmes. 

The following distinctions can here be made between: 

- D!ffiSCO, FAO and the ILO, which have found, each in its own way, a fairly 

precise method of description which, although it could certainly be 

improved, gives quite a clear idea of the work undertaken; the 

- Dni ted Nations, which is submitting its first 11 programme budget 11
, and which 

is far from having reached a comparable degree of precision and clarity; 

and lastly, 

-WHO, <Those programme budgets, up to and including that for 1974, varied 

considerably in the degree of detail according to the type of activities 

described, but which has just adopted a new presentation for its 1975 budget. 
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J UNESCO, FAO, 110 I 
15. Type of presentation 

The differences in the descriptive methods used by these three organizatiJns 

are not very great, but the following may be noted: 

- Type of presentation: Presentation by major programmes of activity of the 

substantive departments is in line v.ri th the organization 1 s administrative 

structure in the case of UNESCO (l. Education; 2. Natural Sciences; 

3. 
5. 

Social Sciences, Humanities and Culture; 4. Communication; 

International Standards) and the 110 (Industrial Activities ;1/ Central 

Research and Planning; Conditions of Work and Life; Employwent Planning and 

Promotion; Human Resources Development; Social Institutions Development; 

International Labour Standards). FAO, on the other hand, chooses six 

"areas of concentra tion11Y in its programme (1. Nobilization of Human 

Resources; 2. Production and Productivity; 3. Nutrition and Protein; 

4. Conservation of Resources and ControJ. of Diseases and Pests; 

5. Agricultural P9licy and Planning; 6. Basic Economic and Statistical 

Services), and the administra-tive structure has not been reorganized in 

terms of tha" pattern. The st-ructure of FAO' s substantive departments 

(Economic and Social Policy, Agriculture, Fisheries, Forestry, :Development, 

plus the Regional Offices) covers only part of the programme structure.}/ 

]} 
11 Industrial activities'' do not correspond to an administrative unit. 

g) Referred to as "areas of. emphasis" in the prograw.me budget for 1974-1975· 

2/ This distinction raises a problem which is still open for discussion. 
UNESCO, for example, has been faced with a similar question: whether or not the 
emergence of "intersectoral 11 programmes (drug abuse, human rights, youth, population, 
man and the environment, etc.) should be accompanied by the establishment of new 
11horizontal 11 administrative structures. A report by the Joint Inspection Unit 
(JIU/REP/72/6), on "intersectoral prograno.mes" at UNESCO, was prepared in August 1972 
at the request of the Director-General. It concluded categorically that it was 
"pointless to contemplate the establishment of new horizontal co-ordinating structures 
proper to the inter sectoral programmes." But the Executive Board of the organization 
has not yet come to a final decision on this point. 
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16. Composition of "ma.jor progrrumnes 11 

The terminology varies according to the organization (its harmonization should 

be no problem), but it is easy to see that the "chapters" in the UNESCO budget 

(corresponding to 11 sectors 11 in the organization) are closely akin to the FAO major 

"programme obj.ectives 11 and the ILO "major programmes''. These major programmes are 

divided: 

in FAO, into "programmes'', broken down in turn into 11 sub-programmes 11
: :i.n the 

1974-1975 budget, chapter 2, concerning "Technical and Economic Programmes", 

consists of six major "programme objectives" (the "areas of concentration"), 

17 ''programmes" and 74 "sub-programmes"; 

- in the ILO, into 11 prograJI1nles'', also broken down into ''sub-programrnes 11
: in the 

197 4-1975 budget, there are 16 "major programmes of activity" divided into 

100 11 progranunes'' and 440 "sub-programmes 11
; 

- in UNESCO, into "sub-chapters" and "sections": in the 1973-197 4 budget there 

are five chapters in part II, concerning "Programme Operations and Services", 

20 11 sub-chaptersu and 49 11 sections 11 ; each 11 sectionn is also divided into 

projects which in turn are in numbered paragraphs, the corresponding 

appropriations being generally indicated. There are 8,020 paragraphs of this 

type in the whole of the Draft Programme and Budget for 1973-1974. This 

number is reduced to 1,581 in the Approved Programme and Budget, whose 

presentation is slightly different from that of the Draft. 
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The size of each of these subdivisions varies greatly, as can be seen, in each 

organization, and the 

precise idea of their 

17. Tiescriptions 

amount of the appropriations 

relative importance.l/ 

for each does not give a very 

The descriptions which accompany the requested appropriation lines corresponding 

to each programme, sub-programme or section seem to be drawn up in the three 

organizations according to a relatively stabilized pattern. It is, of course, on 

the quality of these descriptions that the degree of sharpness with which the 

objectives are defined depends. In FAO, such descriptions exist only at the 

"sub-programme" level; they are supplied in the ILO at the "major programme" and 
11programme 11 levels; UNESCO provides an introduction for each ''chapter 11

, a rather 

short explanatory text for each 11 sub-chapter'' and a detailed ''work plan'' for each 

section. The most significant texts are therefore at the "sub-programme" (FAO), 

"programme" (ILO) and "section" (UNESCO) levels. 

1/ For example, for roughly equivalent amounts (the budget proposals for the 
above two-year periods are $112 million for UNESCO, $83 million for the ILO and 
$102 million for FAO) and substantive programmes that are also of a similar order of 
magnitude ($68 million for part II in UNESCO, $50 million for the ILO's programmes of 
activity, $57-5 million for FA0 1 s technical and economic programmes), the approximate 
amount of the appropriations for each division is as follows: 

Organization Average amount 
($ million) 

Ranging between 
( $ million) 

Chapter, major programme 
or programme objective 

UNESCO 13.5 1.2 and 25.5 
ILO 3.1 0.6 and 10.7 
FAO 12.7 5.2 and 15 

Sub-chapter or prograrrune 

UNESCO 3-4 0.8 and 9-5 
ILO 0.5 O.l and 4.7 
FAD 2.5 0.16 and 9.8 

Sub-progranune or section 

UNESCO 1.4 O.l and 2.5 
110 o.n 0.003 and 2.1 
FAO 0.78 0.03 and 3-3 
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18. Standard layouts of descriptions in FAO 

The standard layouts for the descriptions at this level are as follows: 

- In FAO, each ''sub-programme 11 description consists of the following sections: 

l. Medium-term objectives and objectives for the biennium 

2. Relationship to the "sub-programme" for the previous financial period 

3. Medium-term outlook 

4. Progress in the previous financial period 

5. Priorities for the current financial period 

6. Field programme (where appropriate) 

7. Summary of the work plan for the current financial period. 

There are tables showing the distribution of the "sub-programme" appropriations 

by regions of the world and by type of expenditure. 

19. Composition of descriptions in the ILO 

- In the ILO, each 11 programme 11 description, depending on the type, incorporate 

some of the following sections: 

Departmental management (l) 

Programme development and control (2) 

Staff training (3) 

Research, technical reports and special studies (4) 

Collection and dissemination of information (5) 

Meetings (six types) (6) 

Standard-setting activities (7) 

Miscellaneous support and administrative activities (8) 

Regular budget field projects (9). 

For ths 11:prograrrunes 11 under the 11major progrannnes of activity'' (programmes of the 

substantive departments), the headings most often used are those relating to researc' 

and studies (4 above), information (5), meetings (6) and standard-setting 

activities (7); the descriptions also use other headings, however, corresponding to 
11 SUb-programmes'' whose nature it is desired to explain. A standardized method is 

used, but each description has its own features and follows a pattern of its own. 
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20. Composition of descriptions in urffiSCO 

- In UNESCO, the descriptions accompanying each section consist of a "Proposed 

resolution 11 (the Tiirector-General is authorized to co-ordinate ••• , promote ••• 

contribute ••• etc.) and a "work plan 11
• The composition of the UNESCO 11 work plans" 

is more or less comparable to that of the descriptions attached to the ILO 

"programmes", and they contain headings which are repeated regularly, e.g. 

Training activities 

Research activities 

Dissemination of information 

Advice or assistance to Member States 

Promotion of 

Each "work pla.n11 , however, has its mm image, according to the nature of the 

activities it includes. A manning table is provided for each section, and for most 

of the paragraphs in each "work plan 1
' the corresponding appropriations are indicated. 

21. Nature of the particulars given in the descriptions 

In the three organizations, the descriptions usually: 

(a) define general objectives; 

(b) give an outline of the "work plans"; 

(c) relate general objectives and 11work :plans 11
• 

The formulation of general objectives 

in nature; but these distant prospects are 

at the world level is inevitably imprecise 

generally indicated, however briefly.!/ 

!/ Rx:amples: 

UNESCO - "to improve the training of instructors and teachers for rural 
areas by continuing to organize international in-service training 
courses, seminars and colloquia11 (section 1.26, para. (c), of the 
11proposed resolu tion 11 ) .. 

ILO - "improvement of the knowledge base concerning rural employment 
problems in different countries as a prerequisite for sound 
policy formulation, operational :programme plarming and evaluation 11 

(major programme 70, paragraph 319 (b)). 

FAO - "to reduce the losses to stored crop products caused by 
micro-organisms and pests ••• " (sub-programme 2.4.2.5, para. l (a)). 
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The amount of space devoted to the description of ~rwork plans 11 varies according 

to the amount devoted to the description of the links between general objectives and 

nwork plans11
• This aspect of the problem is extremely important and its consequences 

should be carefully noted: 

- FAO gives most space to these justifications (cf. para. 18 above): the first 

five parts of the descriptions (medium-term objectives, relationship to the 
11 SUb-programme" for the previous financial period, mediwn-term outlook, etc.) 

are devoted thereto. This represents approximately 90 per cent of the number 

of lines allowed for the description: there are only a few lines left for the 
11 Work plan". rrhe II.Jo, on the other hand, and, in particular, UNESCO tend to 

describe the operations which are to be carried out with the appropriations 

requested and devote only a little space to these general considerations 

concerning the links between general objectives and 11work plans 11 ~ 

- A very large number of the explanations supplied by FAO in this respect relate 

to the medium-term objectives; such a tendency leads to confusion between the 

medium-term plan and the budget. In the last analysis - and this is in fact 

what is happening in FAO - such a practice amounts to regarding the 

medium-term plans as unnecessary~ 

On the whole, these justifications would gain by being much more concise; this 

type of development does not yield any precise information and does not even 

provide a basis for the choices made as regards the activities in the work 

plan. The raison d'&trc of a programme budget, however, is to explain to 

member States what will be done with the appropriations they are called upon 

to approve and to define for the benefit of the secretariats what they will 

have to do when these appropriations have been approved; only precise work 

plans can satisfy these two requirements. 

22. Differences in the degree of precision of work plans 

In annex II, the 11work plans 11 are closely compared as regards their degree of 

precision. lde shall sum..rnarizc here the results of this comparisqn.. There are two 

kinds of difference: 

-between types of activity (for all three organizations): study and research 

activities - which are by far the most numerous - are usually better described 

than other types (training, information and promotion of ideas); 
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- between the three organizations: the objectives of the FAO work plans are 

described, or rather, listed, in a usually fa:r- more cursory way than in the 

case of the other two organizations because of the brevity of the paragraphs 

devoted to them; the greatest degree of precision in describing the various 

categories of act~vities, including field activities, seems to be achieved by 

UNESCO; the ILO describes research and study activities and activities in 

connexion with information and the promotion of ideas in almost as much detail 

as UNESCO, but gives no account of field activities and only a sketchy account 

of training activities.!/ 

On the whole, there is no technical reason why the secretariats should be unable 

to supply detailed and quantified information according to the criteria suggested in 

annex II. I believe that if they wanted to, the governing bodies could obtain a 

considerable improvement in the descriptions as regards degree of detail. 

I THE UNITED NATIONS I 
23. The first United Nations programme budget 

The first United Nations "programme budget" (which is the first biennial budget) 

had, for calendar reasons, to be prepared in a very short time - four months in fact -

concurrently with the first medium-term plan. This undoubtedly explains why the 

document has not been prepared with the same degree of mature consideration and 

attention to detail as the budgets of the three big organizations we have just been 

considering. The descriptions are so worded that in most cases it is extremely 

!/ We have dealt here only with the definition of the objectives, an essential 
problem in the-context of the medium-term programming which is the subject of this 
report. A special study should evidently be made of the best possible ways of 
presenting the means of action (staff, appropriations) requested to achieve this 
objective. This amounts to looking for the best possible method of presenting 
appropriation lines (budgetary and extra-budgetary), the various systems of breaking 
down these appropriations, manning tables, various synoptic tables, desirable general 
annexes, etc. In the three organizations, there are some excellent ideas that should 
be taken up in this respect and which could be applied generally (for instance, the 
tables accompanying the FAO sub-programmes, the tables listing the "sub-programmes" 
making up an 110 "programme" and so forth). The clarity of the typographic 
presentation should also be studied by specialists (in this respect, the FAO 
programme budget seems to me to be presented in the clearest way and to be the 
easiest to consult). 
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difficult to form a clear idea of what the activities of the sectors under 

consideration actually consist of. These descriptions are usually drawn up 

according to the following plan: an account of the general objectives, indication 

of the legislative basis (General Assembly resolutions) and a reference to recent 

accomplishments. This last paragraph, on recent accomplishments, is sometimes quite 

specific, but this can hardly ever be said of the paragraph concerning objectives. 

The result is that this programme budget is, on the whole, far more specific about 

what has been done in previ0us years than about the activities to be undertaken with 

the appropriations requested for the current financial period. 

24. Absence of genuine ''work plans 11 

Apart from a few rare exceptions, where some attempt at preclslon has been made 

(the Statistical Office, for instance), the information given about actual work plans 

does not include partlculars of study and research, training activities or activities 

connected with the promotion of ideas or standards. As for operational activities, 

some tables on the sources of funds indicate their order of magnitude in dollars, but, 

with the exception of a few figures on the number of projects (UNIDO, for example), 

no real description of them is given. Lastly, the typographic presentation helps to 

make things even less clear (tables mixed up with the text, titled of tables more 

conspicuous than those of the descriptions, numbering of tables quite W1Connected with 

that of the paragraphs, ~to.). Substantial progress is obviously needed, therefore, 

to make the United Nations budget comparable, as regards quality of information, with 

that of any of the three organizations considered above. 

25. New presentation of the WHO budget for 1975 

The proposed programme and budget estimates for 1975 have just been published 

(early December 1973) in a new presentation. A distinction must be made, therefore, 

between the current presentation (1974 budget) and the future presentation 

(1975 budget). 
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26, The proposed programme and budget estimates for 1974 

What is particularly noteworthy in the presentation of the proposed programme 

and budget estimates for 1974 and of those for previous years is the difference 

between, on the one hand, the degree of detail with which operational activities 

are described country by country (annex 3, regional and interregional activities; 

460 pages), an itemized account being given of objectives, staff and appropriations 

for each project, and, on the other hand, the cursory and stereotyped description of 

Headquarters activities (annex 2, 50 pages; annex 4, 18 pages), a mere listing of 

posts regarded as permanent - and that practically unvarying from year to year -

being given, instead of a description, for each service. Certainly, WHO activities 

are directed mainly towards the field, but the relationship between action programmes 

(which, as we shall see, are very well described in some WHO docwnents), Headquarters 

activities and the various operational projects is simply not apparent in this 

presentation. 

27, The new presentation of the proposed programme and budget estimates for 1975 

The presentation of the proposed programme and budget estimates for 1975 

endeavours to correct this defect: it includes both programme descriptions and 

''conntry statements'' - a very interesting innovation for an agency - describing 

operational projects in a policy context. It should be stressed that WHO has made 

a considerable preparatory effort before putting a new programming system into effect. 

Internal working parties developed new formulas,~ reports by the Director-General 

kept the Executive Board informed of the efforts being made,Y and the opinion of the 

Board itself was requested on several occasions. The structure of the new budget 

(which includes ll sections) is built around substantive programme sections, 

including: 

strengthening of health services (2 programmes, 8 sub-programmes) 

-health manpower development (1 programme); 

-disease prevention and control (3 programmes, 23 sub-programmes); 

- environmental health promotion (1 programme, 8 sub-programmes); 

-health information and literature (4 programmes and 5 sub-programmes). 

~ 
country; 

EB/477{5 

For instance, document ISTI/73/2 of July 1973 on health programming by 
and ISTI/73/1 on the development of an information system. 

Report EB/43/36 of 6 Februar7 1969; EB/45/40 of 19 January 1970; 
of 28 November 1970 and A/25/24 of 13 April 1972. 
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Particular care has been given to the drafting of the "programme descriptions", 

which include (integrating regular-budget activities with those financed from 

extra-budgetary funds, and Headquarters activities with field activitieS'): 

-a statement of the objectives; 

-review of activities; 

- a description of the anticipated results of the actions undertaken under the 

budget, followed by tables giving a breakdown of appropriations by type of 

activity (regular programme and other funds). 

The degree of precision in the descriptions would appear to be roughtly comparable 

with that of the ILO budget, but the indication of activities fin~nced from 

extra-budgetary funds, and of the relationship between headquarters and field 

activities, is unquestionably clearer. Lastly, the very large annex on regional 

activities (378 pages), which includes the country descriptions and the list of all 

the projects, gives a very complete picture of the organization's activities. 

28. Attitude of the governing bodies of the various organizations concerning the 
programme budgets. 

It may be inferred from the foregoing rapid description of the budgets of the 

five organizations that it would be fairly easy to make immediate appreciable 

improvements in each of these documents by incorporating the best features of every 

existing type of presentation. Before saying what features may be regarded as best, 

however, one should be certain that there is a broad degree of agreement onthe ideal 

conception of the programme budget of an international organization. Doctrine on this 

point is in the process of being established, but it has not yet acquired a very great 

degree of precision. The situation in this respect may be described as follows: 

- In the case of two organizations, the ILO and UNESCO, it would seem that the 

current presentations of the programme budgets may be regarded as satisfying 

the organizations' governing bodies4 No big changes seem to have been 

requested for several years. The difficulties encountered as regards the 

conception of medium-term plans are not reflected in the conception of the 

programme budgets.~ 

~ U1IESCO has considered a possible amalgamation of medium-term plans and 
budgets, but for the time being its reflections have had no practical consequences 
and the two exercises have remained separate. 
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- In WHO the new presentation of the 1975 budget has not yet been submitted for 

discussion to the policy-making bodies. It is, as we have soon, clearly 

oriented towards precise description of work plans, including all field 

projects (regardless of their sources of financing). 

- In FAD, on the other hand, anxieties concerning medium-term planning have 

unquestionably had repercussions on the conception of the programme budget. 

The organization adopted for the financial period 1974-1975 a relatively new 

formula in relation to tn~t for the period 1972-1973; it consists of including 

"in the Programme of vlork and Budget an. indication of how the sub-programmes 

had been rearranged, the effect of economies etc. on performance in 1972-1973, 

a medium-term objective and perspective as well as for the coming biennium, 

and. a summary of the worl<: plan with JEan-month as well as dollar estimates" 

(document CL 59/22, para. 41; October 19"12). 1'his new formula therefore 

entaiJ.s the insertion of medium-term perspectives into the programme budget. 

Taken to the extreme, this approach could lead to the amalgamation of the 

medium-term plan document with the biennial budget. There is a danger that 

such a conception may impede all progress in programme budgets for several 

years, since the problem of their definition would thus be affected by all the 

misgivings and anxieties existing at the present time concerning the 

medium-term plans themselves. 

29. Reactions to the United Nations programme budget: observations by CPC 

The new presentation of the United Nations programme budget for the biennium 

1974-1975 has, at the time of writing, been submitted for consideration to the 

Committee for Programme and Co-ordination (CPC),!/ the Economic and Social Council~ 
and ACABQ.2/ As regards CPC, its comments on the format, presentation and conception 

of the budget document form the subject of the recowmendations contained in 

paragraph 96 (A). They relate in particular to: 

the need to state objectives clearly, concretely and in QUantifiable terms 

wherever possible; 

- the presentation of alternative means of action; 

!/ Committee for Programme and Co-ordination: report on the 
session, ll-15 June 1973. Official Records, fifty-fifth session of 
and Social Council, Supplement No. 12 (E/5364-E/AC.5l/72). 

~ EjRES/1801 (LV) of 7 August 1973. 

fourteenth 
the Economic 

21 First report on the proposed programme budget 
Reocrds, twenty-eighth session, Supplement No. 

for the biennium 1974-1975; 
Official 8 (A/9008). 
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- the statement of priorities; 

- clear indication of the relationships between objectives and means of action; 

- indication of time-limits; 

- improvement of the programme structure and terminology; 

- the introduction of a management information system and the adoption of 

systematic evaluation techniques; 

various improvements of detail in presentation; 

- information on extra-budgetary resources by source of funds and on the 

allocation of indirect costs; 

- lastly, the need to consider the programme budget as the first instalment of 

the plan. 

30. United Nations programme budget: observations by ACABQ 

The observations of ACABQ on the introduction of programme budgeting constitute 

paragraphs 9 to 22 of its first report on the proposed programme budget for the 

biennium 1974-1975. ACABQ, after paying a tribute to the work of the Director of the 

Budget Division and his colleagues, recognizes that the ne\i system, although still 

falling far short of budgeting by progranlllle, has provid.ed a better insight into the 

substantive work of the departments. But it makes a number of suggestions and 

criticisms. It urges, in particular, that efforts to make further improvements should 

be regarded as essential, that competent officials should be recruited for this 

purpose, that there should be recognized centralization of responsibility, and that 

programme managers, most of whom 11 did not accord the necessary :prioTi ty to direct 

participation in the programme budget process", should accord such priority in the 

future. It makes a number of practical suggestions concerning preparations for 

programme budgeting (para. 18 (c)). It notes that "the concept of a modern resource 

management system has not been fully appreciated within the Secretariat" and that such 

recognition is essential 

end result of the change 

in order to avert the danger that "form will become the main 

to programme budgeting" .Y It also concludes thaf programme 

budgeting should provide a means of monitoring programme implementation and evaluating 

the use of resources. Lastly, ACABQ supports the view expressed by CPC, and in 

particular stresses the need to apportion certain indirect costs among the substantive 

organizational units, to quantify the workload for existing projects, to present more 

information about the source and use of extra-budgetary resources, to give better 

ij The Committee does not, however, indicate what measures the Secretariat 
should have taken to give reality to this concept of a modern management system. 
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justification of incremental requests, to replace excessively "lengthy historical 

material" by more precise data while ensuring that the document is kept to a 

manageable size, and lastly to continue efforts concerning electronic data processing 

and the cost accounting system. 

31. State of opinion on the subject of programme budgeting 

The present position as regards the theory of prograwme budgeting worked out by 

the governing bodies of the five organizations may be summarized as follows: 

- Three organizations seem to be of the opinion, with some differences of detail 

in conception, that the essential function of programme budgets is to describe 

the 11 work plans", in other words to explain clearly the activities to be 

undertaken with the appropriations approved, and the anticipated results. 

These organizations are UNESCO, the ILO and WHO. 

- Cne organization - FAO - has not clearly dissociated the programme budget 

exercise from the medium-term plan exercise; consequently, the space devoted to 

"work plans" in the current programme budget is extremely limited. 

- In the United Nations, the responsible committees have not yet clearly 

distinguished in their observations between the two types of document, but the 

strongest trend appears to be towards the provision of precise information on 

work plans in the progrsmme budgets to the exclusion of any unnecessary 

elaborations. 

32. Conditions for decisive progress 

We shall see in the following chapters what difficulties are encountered in 

connexion with medium-term programming, the misgivings which this problem has caused 

will be described and an attempt.will be made to define the process whereby these 

difficulties and misgivings could be overcome. But we shall not try to hide the fact 

that this process will entail substantial efforts extending over several years. In 

these circumstances, it seems essential not to miss what may be an opportunity to 

take a decisive step forward in programme budgeting without further delay. To succeed 

in this, it would appear to be sufficient to adopt a possibly provisional, but simple 

and easily understandable, conception which may be summarized as follows: a programme 

budget is a plan of work for two years. This means that the medium-term programme 

would be based on the medium-term plan documents, and that plans and budgets would 

not be mixed. When t:1e medium-term plans have matured, the programme budgets can 



- 26 -

and must, of course, look like "slices of plan", but pending a real definition of 

medium--terJl plans, programme budgets which merely described what the secretariats 

intended to do during the next two years, but which used very precise, very clear and 

if possible quantified terms and a standardized form for the five organizations,~ 
would constitute an extremely valuable step towards the development of a genuine 

programme system, 

33. Presentation of a joint report by the five organizations (~1d UNDP) on programme 
budgets 

It seems to be of fundamental importance that the governing bodies of the 

organizations should adopt a position on this aspect of the problem: there should be 

no difficulty in bringing their collective views on the subject into line, on the 

whole, with the conception of the UNESCO, ILO and WHO type of programme budget, in 

which most space is given to the work plans. This orientation could be supplemented 

by requirements concerning the quantification of immediate objectives,~ the 

presentation of expenditure from extra-budgetary funds so as to show its relationship 

with the programme financed from the regular budget, and the standardization of 

terminology and layout. 

34, Possible layout of the report 

This report, which should be submitted to the executive board of each 

organization, ACABQ and the Governing Council of UNDP, on the one hand, and to CPC 

and the Economic and Social Council with the comments of the aforesaid committees 

and boards, on the other, should cover: 

(l) Harmonization of the presentation of the programme budgets of the five 

organizations and of the UNDP administrative budget, with a view to a 

general and rapidly attainable improvement in the following respects: 

(a) Terminology, adoption of identical terms to designate the various 

parts of programmes (sections, chapters, major programmes, 

sub-programmes, programme components, etc.) having the same financial 

order of magnitude and corresponding to objectives at the same level, 

~ Cf, in particular resolution 2748 (XXV) of 17 December 1970 on 
harmonization and growth of programmes and budgets in the United Nations system. 

~ Cf. the criteria adopted in annex II. 
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(b) Presentation of tables - manning tables, tables giving the breakdown of 

programme components by type of expenditure, etc.; selection of the 

clearest types of tables, and of the levels (chapters or major 

programmes, programmes, sub-programmes, etc.) at which particular 

types of table should be presented. 

(c) Presentation of expenditure from extra-budgetary funds: Expenditure 

from extra-budgetary funds should be exactly described in connexion 

with the programme components to which it is linked. Each project 

should be identified by indicating its purpose, the amount in dollars 

required, the staff needed and its duration. A method should be 

devised for avoiding repetition of the country-programming information 

supplied in the annex proposed in (e) below. The use of overhead 

funds should, moreover, be identified in each programme component. 

(d) Descriptions of programme components: The relative importance to be 

attached to descriptions of general objectives and medium-term 

prospects on the one hand and to descriptions of the "work programme 11 

for the current financial period on the other should be clearly 

defined so as to give more weight to the latter. In these 

work-programme descriptions, identical criteria should be selected 

for defining- as far as possible in quantified form- the results 

aimed at as regards research, training, promotion of ideas and 

standards, technical co-operation, etc. 

(e) Country programming: A substantial annex should recapitulate 

expenditure by country from budgetary and extra-budgetary funds and 

provide evidential support, at least in summary form, for the country 

policy of the organization. 

(f) Various annexes: A list of annexes the models for which ought to be 

harmonized, should be drawr, up and should include, inter alia, the 

list of publications (giving the size of the impression), the list of 

overhead funds, a synoptic table of all the sources of funds 

administered by the organization and a budget summary by nature of 

expenditure. 

(2) Harmonization of the periods corresponding to the biennial cycles, 

particularly as regards UNESCO (one year out of step with the present 

cycle) and the UNDP administrative budget (transition from an annual 

budget to a two-year programme budget). 
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CHAPTER III 

I MEDIUM-TERM PLAN DOCUMENTS I 
35. The existing documents 

The "mediwn-term plans" made their appearance much more recently than the 

programme budgets. Those already published at the time of writing we~e as follows: 

UNESCO 

16 C/4 31 August 1970 Long-term outline plan 85 p. 1971/76 

17 C/4 April 1972 Draft Medium-term Outline 276 p. 1973/78 
Plan 

noV 
GB/180/FA/6/4 May-June 1970 Draft long-term plan 64 p. 1972/77 

GB/185/FA/13/16 March 1972 Draft long-term plan 120 p. 1974/79 

FAO 

CL 55/9 July 1970 Pr8posals concerning 32 p. 1972/77 
medium-term activities 
and prograrmnes 

CL 71/75 July 1971 Medium-term Plan 101 p. 1972/77 

(No number) June 1973 Medium-term Objectives 25 p. (Not 
determined, 
starting in 
1974) 

United Nations 

A/9006/Add.l 
1974/77 and Add.2 May 1973 Draft Medium-term Plan 193 p. 

1/ At the time when work on the drafting of the present report had just been 
completed, the ILO was publishing its third long-term p1rul document (GE/192/FA/10/l, 
February-March 1974. Draft long-term plan. 100 p. 1976/81). That document has not 
been taken into account in this report, but reference may be made to the fact that it 
tries to present an estimate of means of financing. 
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In WHO, a document published every five years since 1952 can be mentioned in 

conjunction with the preceding documents, although it is not formally entitled a 

medium-term plan; it is the 11General P:cogramme of Work for a Specific Period". The 

latest document in this series is A24/A/l, March 1971, for the period 1973/77 (five 

years). Despite the fact that WHO is engaged in studying a new medium-term-plan 

format, the aforesaid dc)cument will be included in the general survey of the 

documents carried out in this chapter. 

36. Diversity of these documents 

In general, therefore (WHO being the exception), this is a recent experiment 

which began no earlier than 1970. Moreover, it is a new type of doc.cument, for which -

despite the previous existence of the most varied 11programme documents" - there was no 

pre-established model. Some appreciably different ideas have thus been adopted by the 

secretariats and by the intergovernmental committees responsible for considering these 

documents. This has resulted in substru1tial differences between the various. agencies 

(for example, in the size of the documents, which vary between 25 and 276 pages) and 

some appreciable fluctuations within one and the same agency in the conception of the 

document. The chief resemblance is that the structures of these plans are for the 

most part almost the same as those of the corresponding programme budgets: the order 

of the parts is that of the "major programmes" or chief 11areas of action". 

37. The fundamental difficulty 

In other respects, the conception of these documents varies greatly, but the 

impression is gained from reading them that the difficulties encountered have always 

been very considerable, perhaps even in most cases almost insuperable. The crux of 

the problem seems to be how to link the general objectives enunciated at the world 

level with a number of studies, publications, symposia or operational projects whose 

impact on the solution of the problems faced cannot but be regarded as marginal. 

Efforts have been made to surmount this obstacle, but it can hardly be said that any 

one of the agencies considered has been successful in doing so. 

38. Approaches adopted in the documents 

The description of all these documents, each of which represents a fresh attempt, 

would be a very useful, though tedious, exercise. It therefore seems better to study 

the approaches adopted by their writers. Four main approaches are distinguishable: 
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choice of the method of presenting the major programmes; 

definition of the problem; 

formulation of objectives; and, lastly 

calculation of financial requirements and choice of priorities. 

39. Choice of the method of presenting the ma,jor programmes 

The choice of a method of presentation (and, as we have seen, the arrangement 

followed in the programme-budget descriptions) gives an initial indication of the way 

in which the organizations have endeavoured to conceive the plarming exercise. 

Generally speaking, the "habits of mind" which show through in the texts of the 

budgets are also discernible in the texts of the plans. The ILO and the United Nations, 

for example, have adopted a standard arrangement for describing the contents of 

programmes or major programmes. The United Nations, for instance, systematically sets 

out the following: (a) general objectives, (b) recent accomplishments, and (~) a list 

of measures to be taken during the lift of the plan. The ILO, in its second plan, 

describes the eight "f·ields of action" of the Organizationl/ and adopts the following 

pattern for each: 

the basis (statistical or legal) of ILO action; 

main achievements; 

main problems; 

the major objective or objectives; 

pre gramme emphasis. 

The remaining organizations, on the other hand, do not employ such a systematic 

pattern. UNESCO, in its two plans (despite their ·difference of conception and scope), 

tries to bring out the most characteristic aspects of this or that field of activity, 

rather than follow a standard form of presentation. This is also the case with FAO, 

which sets out to describe its main lines of activity for each programme, after giving 

a fairly brief survey of the situation calling for action. 

l/ These are 7irtually the same as those in the programme budget, there being 
slight differences in formulation (see para. 15 above): human rights,the World 
Employment Programme, human resources development, social security, conditions of 
work, occupational safety and health, industrial relations and participation, and 
industrial activities. 
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40. The example of the WHO programme documents 

The WHO document entitled "General Programme of Work for a Specific Period" is 

very detailed in its arrangement, but too short (25 pages in all and one or two pages 

for each major programme) for any conclusions to be drawn from it as an attempt to 

rationalize presentation. I feel, however, that mention should be made at this point 

of the "programme documents" in which the Executive Board of WHO is presented with a 

fairly detailed medium-term survey of one or two substantive divisions each year.l/ 

These are not plans showing the financial resources to be utilized in the future, but 

simply programme descriptions; the quality of the presentation is perhaps unequal, 

but as a whole the documents are both clear and precise, and some of them (those on 

smallpox eradication, for example) conform more or less to the following standard 

layout: 

the problem; a description of the situation (in the major regions of the 

world- an illustrative map is sometimes included); 

action taken so far to solve the problem (past and present activities); 

the programme still to be carried out and proposed action in the medium-term 

period under consideration. 

A layout of this kind, and in particular the section devoted to a concrete 

description of the situation that requires action, has the advantage of making the 

problems, as well as the objectives, far more specific and far clearer (in terms of 

localization, quantification, etc.), The fact that each document runs to between 

40 and 50 pages would not seem to be an obstacle to the use of such a layout for 

setting forth a global medium-term plan for the organization, since precise data can 

easily be summarized. The problems to be dealt with must of course be fully defined, 

l/ The following documents have been examined: EB 39/12 of 6 December 1966 
on smallpox eradication; EB 41/12 of ll December 1967 on the same subject; EB 43/31 
of 27 January 1969 on cardiovascular diseases; EB/43/23 Corr.l of 6 February 1969 
on malaria eradication; EB 45/26 of 10 December 1969 on immunology; EB 47/30 of 
22 December 1970 on health legislation; A/24 A/3 of 2 April 1971 on the human 
environment; EB 49/30 of 13 December 1971 on nutrition; A 25/ll of 20 April 1972 on 
industrial medicine; EB 51/9 of 29 November 1972 on veterinary medicine. 
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and the necessary data must already have been 

the case with every programme in every one of 

41. Definition of the problems 

collected; obviously 

the organizations.l/ 

this is not always 

The difficulty of defining clearly the problems which have to be faced when 

selecting objectives is clearly apparent from the texts of the different plans. The 

degree of precision achieved never seems very high, whether a special paragraph is 

devoted to the problems as such or whether the definition of the objectives makes it 

possible for the problems to be defined implicitly or explicitly. In the absence of 

an accepted doctrine on the subject, any measurement of the degree of precision 

attained in this field must obviously be arbitrary. I nevertheless propose to comment 

in the following paragraphs on certain criteria, concerning localization, typology, 

quantification and stage of development. 

42. Localization 

Most of the organizations, when mentioning or describing problems, refrain from 

specifying the geographical area involved. Depending on the circumstances, the method 

of presenting the problem, whether in FAO, the United Nations, UNESCO or the ILO, 

consists either in: 

not mentioning its localization, which implies that the problem is dealt with 

on a world scale or, more often, at the level of all developing countries -

for example: "The protein problem is both large and complex" (FAO); "The 

problems arise at the stage of execution, and the first to be faced is that of 

structures • , , " (UNESCO); "The main problems in human settlements are the 

result of complex cause-effect relationships" (United Nations); or in 

using expressions ~uch as "in many countries", "many member States .•• " (ILO). 

It is conceivable that in certain special cases (human rights or land reform), 

politicalf'actore~prevent situations and problems from being described on a 

geographical basis, but this is not the case with most other subjects; the obstacles 

l/ It seems necessary to mention that the ILO has also for some years been 
undertaking "in-depth" studies of particular substantive divisions. Thus, the 
Governing Body has made a thorough examination of five technical programmes: 
Occupational Safety and Health (between May 1970 and November 1972); Social Security 
(Febr~ary-June 1972); General Conditions of Work (November 1972 and November 1973); 
Workers' Education (November 1972 and February 1973); Management Development 
(November 1973). The document of February-March 1972 on Social Security 
(GB/184/FA/12/9), for example, includes a historical survey of the problem and of the 
role of the ILO before giving an account of prospects, trends and programme conception 
and priori ties. 
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to this kind of precision' seem to lie more in the absence of preci-se information or in 

the view that such information cannot be surr~arized briefly enough. In fact, the 

"world dimension" of the problems which the organizations have to face definitely 

seems a fundamental difficulty which can never be easily overcome. Yet descriptions 

of problems at the regional level (in the case of the United Nations regional 

economic commissions, for example) do not achieve any greater degree of precision~ 

43. Non-existence of typologies 

Typologies are scarc8ly every employed in the plans, either, despite the obvious 

fact that most problems do not look alike, and indeed possess entirely different 

characteristics, depending on the characteristics of the various countries concerned 

and, for example, on their level of development. It might therefore seem logical to 

distinguish between kinds of countries, or at least between kinds of problems, which 

may differ from one class of country to another; the typologies adopted will of 

course vary according to the field under consideration. An examination of the UNDP 

country programmes, for example, reveals QUite clearly that the kinds of projects 

reQuested by the technically most advanced countries (e.g. Brazil, Argentina and the 

eastern European countries) generally have nothing in common with what is requested 

by less-developed countries, and that the degree of development existing in this or 

that sector entails a substantial variation in the kinds of reQuirements. Apart from 

the now classic distinction between the 11 25 least developed countries 11 and the others 

a distinction which in fact is rarely employed in problem description - I have found no 

examples of typological analysis in the various documents examined. 

44. Quantification 

The use of numerical data is again Quite exceptional. The 

and percentages in connexion with the problems of illiteracy in 

provlSlon of figures 

the second UNEscolf 
plan can be regarded as a rare example. For problems of equal magnitude, for example 

1/ "The major objective proposed to Member States for the 1973-1978 period is 
that of reducing the world illiteracy rate, which was 34.2 per cent of the adult 
population (15 years of age and over) in 1970, and ensuring that the absolute number 
of illiterates is not appreciably higher in 1980 than it was in 1970, thus reversing 
the constant trend towards a marked numerical increase in illiteracy. If the 1970 
figure of 783,000,000 illiterates is not exceeded in 1980, it ~<ill mean - if 
population forecasts are correct- that the illiteracy rate has fallen to 
27.7 per cent." (Document 17 C/4, section 1.25, Literacy, para. 1256). 
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those posed by the World Employment Programme, the ILO gives no figures;l/ 

admittedly, in a field of that kind, the collection of numerical data forms an 

integral part of the objectives of the programme itself .Y Yet the authors of the 

plan did not see fit to mention the known data, even in the form of orders of 

magnitude, which would at least have served to highlight the problemo 

true as regards most major problems in the other organizationso 

45. The stage of development of problems 

The same is 

Conversely, the stage of development of problems is described fairly frequently, 

but more often than not in somewhat vague terms, without any dates or precise 

historical information being given. What we find is "growing concern 11
, the effects 

of new phenomena and restatements of problems given as justification for changes in 

the direction of programmes. In this connexion, the unavoidable restrictions on the 

size of documents is doubtless the main reason for the lack of precision. 

46. Formulation of long-term general objectives 

The clear formulation of objectives, on the other hand, has been regarded by 

all the organizations as the obvious goal of the programming exercise. Most of the 

documents examined draw a fairly clear distinction between general objectives and the 

specific objectives for the period under consideration; the latter are usually 

indications as to means of action. Only a selection of examples could give any idea 

of what the authors of the plans regard as "general objectives 11 or 11 objectives for 

the period 1.lllder consideration". As a whole, general objectives are formulated so 

imprecisely that in certain cases it may be asked whether so much space really needs 

to be devoted to them. Clarity 'rould certainly be gained and more pages would be 

available for providing information on work plans or on numerical data if whole 

paragraphs were replaced by simple two- or three-word titles. The difficulty of 

describing objectives on the world scale and the novelty of the exercise can be the 

only explanation for the length of certain passages which tell the reader absolutely 

1/ Long-term Plan for the Period 1974-1979 (GB.l85/FA/l3/l6), chapter II, 
paras. 31-)3. 

y Ibid., parao 39: 
statistics in order to be 
employment. 11 

"vigorous efforts should be made to improve labour force 
able to formulate realistic quantitative targets for 
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nothing. The examples quoted in the footnotes below are in fact representative of a 

fairly large number of pages, especially in United Nations and FAO documents, which 

could well have been deleted.1/ The ILO and ffiiESCO have avoided the snare of 

over-generalized descriptions more successfully. 

47. The formulation of 
United Nations FAO 

the duration of the lan 

There is a considerable disparity, not only bet,;een the plans of the different 

organizations, but also between the descriptions of the various programmes of a given 

organization, as regards the degree of precision achieved in the formulation of 

programme objectives for the duration of the plan. One finds both simple 

enumerations of spheres of action and definitions of fairly concrete and precise aims. 

In some passages there seems to be a tendency to describe permanent functions ,.Jithout 

proper regard for the fact that the plan is of limited duration. Statements such as 

"Assistance will be given to Governments in enhancing the participation of youth in 

development 11
, "Teclmiq_ues of training in and promotion of popular participation, 

including the training of experts in their "pplication, will be tested and disseminated'', 

"Assistance will be given to Governments in the identification of appropriate social 

welfare policies and plans", and so on, do not provide a very clear idea of 

1./ "Action is required at the national, regional and international levels to 
achieve more rapid progress toward eliminating poverty, accelerating development, 
establishing equality of men and women both in law and in practice, and in 
integrating women fully in the total development effort. The pace of social change 
and development remains slow in many countries and points to the acute need for the 
formulation and wide application of effective strategies for social as well as 
economic development." (United Nations, Medium-Term Plan for the Period 1974-1977, 
Social development and humanitarian affairs). 

11Water Conservation 

100. Water is a key element in man's environment, linking climate, the land surface 
and the biosphere, and required by man for domestic supplies, industry ar.d recreation. 
This resource is limited, and only by viewing the hydrological cycle as a single 
system can it both be developed and conserved. Agriculture, as the main user of 
water, has a vital interest and FAO is playing a key role in the planning and 
management of water development " (FAO, Medium-Term Plan, 1972-1977, chapter VI, 
para. 100). 
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United Nations activities or working methods in the field of social development and 

humanitarian affairs during the life of the medium-term plan. To say that "a sharply 

increased emphasis" is called for "in FAO's activities in the field of soil 

conservation both with regard to action programmes and to development of appropriate 

techniques" tells us little, either. Although in a number of fields these 

organizations sometimes give information which is rather more specific, particularly 

about the nature of studies to be undertaken or completed, a few isolated remarks in 

what is in any case an over-generalized text can in no way constitute a plan. 

48· for the duration of the lan 

The objectives to be followed for the duration of the plan are undoubtedly spelt 

out most clearly by the ILO, even if its programme descriptions are still too 

generalized and badly related to its problem descriptions, and by UNESCO, although the 

latter organization is also niggardly when it comes to giving quantitative data. 

Generally speaking, however, the plans do not really indicate any "intermediate 

objectives" which, expressed in terms of a specific date and, wherever feasible, 

numerical data, would mark a step forward in the eventual solution of a particular 

problem. Here again some progress would seem essential, both as regards the 

elaboration of a doctrine on the notion of an objective and in respect of data 

collection and processing and the choice of a clear method of presentation, UNESCO 

document 17 C/4 (the second plan) unquestionably offers the highest degree of precision 

which has been achieved in this field, but, as we shall see later, its resemblance to 

a "six-year budget'' seems to ·have posed a serious problem at the General Conference of 

the Organization; this shows that the whole concept of medium-term plans in the 

international organizations still remains to be defined. 

49. Calculation of the financial requirements and choice of priorities 

It is in fact the problem of the kind of decisions which may result from the 

consideration of a medium-term plan by the intergovernmental committees responsible 

for defining an organization's policy that governs one of the fundamental aspects of 

such a plan: that of the financial assessment of the resources to be employed in order 

to attain the objectives, Marked differences in methods appear in this respect. 

The ILO, for example, refrains from attempting any quantitative assessment of 

financial requirements. In the introduction to the second plan, the Director-General 

said that no indications could be given of the resources needed to carry out the 

programmes until the views of the Financial and Administrative Committee and the 
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Governing Body as to the proposed activities had been ascertained; but no attempt 

to calculate those resources seems to have been made once the views in question were 

known.l/ On the other hand, the United Nations and UNESCO (in the second plan) chose 

to give exact figures. It should be noted, however, that not the slightest 

explanation is given of the relationship which, in the United Nations, the descriptions 

of objectives may have with the very detailed staff and appropriation tables by which 

they are accompanied! and this considerably limits the scope of the exercise. In 

UNESCO, however, document 17 C/4 gives very detailed figures in support of the 

proposed percentage increases, which reflect proposals concerning the order of priority 

of the corresponding programmes. The dollar figures in turn reflect the percentage 

increases. 

indicated. 

In the FAD plan, increasing, stable or decreasing appropriation trends are 

The following alphabetical key 

A increasing more rapidly 

B increasing steadily 

C remaining stable 

D decreasing 

lS used to denote the trends proposed for each sub-programme as regards budgetary and 

extra-budgetary funds. These trends are translated into dollars at the programme but 

n~ sub-programme level. Another method, which is simpler because it entails no 

conversion of increas~s into dollars or staff requirements, is the one adopted in the 

first Uh~CO plan; it was to indicate nothing more than the percentage increases 

proposed for each programme during the period of the plan. The final choice between 

the various possible formulas naturally depends on the role which the governing bodies 

of the organizations decide to assign to medium-teim ~lans. 

agreement on this point appears somewhat remote. 

50. Other programme documents 

We shall see later that 

A few other "programme documents" remain to be considered very briefly if we are 

to have a complete picture of the programming activities of the various organizations. 

The different "programme committees" of the United Nations and the agencies have 

obviously not waited for programme budgeting or medium-term planning methods to be 

adopted before examining, in their various ways, the programmes of the organizations. 

The secretariats, for their part, have always had to plan the activities of their 

divisions, and in particular those of their. substantive divisions, somewhat in advance. 

l/ See para. 58 below. 
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In other words, a considerable number of "programme documents" have existed in the 

past, and still exist, either for internal use, in connexion with the organization of 

the work of the secretariats, or for external use, i.e. to enable the 11 prograrnme 

committee" to define the approaches which they hope to see adopted. The problem of 

the retention or elimination of these docwrJents, or of their possible harmonization, 

is just another part of the whole question of programming, and some attention should 

therefore be devoted to them. It would in fact seem possible, without having to 

examine all these documents, since they are very nwnerous, to suggest a rough 

classification. At least three categories must be distinguished: 

general surveys; 

detailed studies; 

internal working documents. 

51. General surveys 

The documents presenting the governing bodies with a general programme survey, 

such as the document which the United Nations Department of Economic and Social Affairs 

was in the habit of submitting to the Committee for Programme and Co-ordination and the 

Economic and Social Council,l/ and the documents which UNIDO used to submit to the 

Industrial Development Board (documents ID/B/80 of 2 March 1971 and ID/B/97 of 

27 }~rch 1972), should in principle be discontinued after the introduction of 

programme budgeting, •Such documents do not seem to exist in FAO, the ILO or UNESCO. 

The United Nations will doubtless have to follm; the example of those organizations, 

although this year the Department of Economic and Social Affairs has seen fit to 

produce a special document which gives more details than the budget itself and is 

undoubtedly clearer without being much bulkier (document E/5329 of 10 }~y l973),Y 

while UNCTAD has submHted documents to the Trade and Development Board (document 

TD/B/434 of 16 April 1973) explaining the UNCTAD programme. 

1/ The last of these, which appeared in 1972 in respect of 1973, is document 
E/AC.5l/60 of 23 May 1972. 

Y This 63-page document is undoubtedly far more specific than the text of 
chapter VII of the 1974-1975 programme budget, wcich runs to some 40 pages of much 
smaller type. A better conception of the presentation of "work plans" in the budget 
will obviously r~move the need for such a document in the future. 
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52. Detailed studies relating to certain parts of the programme 

In more general terrns, the existence of ''progrannne documents'' which are actually 

more detailed than the budgets themselves does not seem justifiable unless they are 

special documents relating to a given programme or g-_coup of programmes and not 

documents which survey the entire ~>TOrk of an organization. Indeed, it is perfectly 

reasonable that, in the United Nations, the functional commissions of ECOSOC for 

example, the specialized committees, the 'rrade and Development Board and the Industrial 

Development Board, and, in the various agencies, the executive boards or programme 

committees, should have the requisite special documents for considering either the 

programme relating to their specialized field or whichever part of the programme they 

feel deserves special attention. I have, already (of. para. 40) quoted the example 

of the WHO and ILO programme documents dealing with certain substantive activities; 

the principle of this kind. of review seems to me an admirable one. It remains for a 

doctrine to be developed on this subject in order to make possible the adoption of a 

model formula which is not only the most suitable for the particular requirements of 

the various programmes but also the one best geared to the medium-term planning 

exercises. A complete inventory requires to be drawn up of what exists (or would be 

desirable) in this connexion. What a programme document actually consists of is also 

something that has to be defined, for very many study documents relating to a particular 

part of a programme come ~uite close to being programme documents. 

53. Documents capable of providing a conceptual basis 

In addition, careful consideration should perhaps be given to the kinds of 

documents that are capable of providing a conceptual basis for medium-term planning, 

such as FAO document C 69/4 of August 1969 on the "Indicative World Plan for 

Agricultural Development '1 • Documents of this kind no doubt aim at serving a very 

different purpose and are not written solely with the agencies' programme planning in 

mind (e.g. the ILO documents on employment policy, and even the forward-looking parts 

of the United Nations World Economic Surveys), yet they cannot fail to affect the ;rays 

in which the organizations' activities are planned, and it would be useful to consider 

what regular contribution they might make. At all events, so far as a large number 

of documents are concerned, a harmonization-of-methods study seems to be called for. 

54. Detailed internal work plans 

Another kind of document whose generalized use would be very helpful - and one in 

respect of which studies could begin immediately with a view to co-ordinating the 

methods of the different agencies - is the internal ;rork plan, which gives an extremely 
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detailed description of the activities which are to be undertaken. The documents in 

question are called 11 Prograrmne Activity Details'1 in UNESCO, ''Programme Decision 

Minutes" in the ILO and "Programme Elements Proposals" in FAO. These d.etailed work 

plans are drawn up for all headquarters activities and for the duration of the 

budgetary period. In UNESCO, they even give the names of each professional staff 

member involved; in the ILO, the 11 decisions'' allocate the necessary appropriations 

to section chiefs and at the same time describe the related work. Sye:tems exist for 

making adjustments during a given year. My personal view is that such a method, 

which is roughly the equivalent for headquarters activities of what "plans of 

operation 11 are for field projects, is standard practice in good administration, but 

it is not followed by the United Nations, WHO or U}ffiP, 

55. Remarks on these documents and on the possible consequences of medium term plans 
as regards administration and management 

I feel that a number of remarks are called for on this subject: 

What is involved is a necessary corollary to the establishment of cost accounting, 

which is being introduced in most of the big organizations. 

A broadening of the approach to this exercise should be contemplated, even by 

comparison with the practice at present followed by UNESCO, FAO and the 110, for 

with the adoption of medium-term plans, it should be feasible, not indeed to draw 

up a "detailed work plan" for four to six years, which is manifestly impossible, 

but to derive from the programming of substantive activities the advantage of 

being able to programme a number of administrative or related activities, such as 

the recruitment of professional staff (a long-term recruitment plan has already 

been adopted. in the United Nations), the field recruitment of experts, publications 

production, equipment purchases, computer use, and so on. In other words, I 

think that all the organizations concerned should decide as quickly as possible 

to adopt a "detailed work plan" for the periods covered by their budgets and to 

introduce a number of forecasting methods, particularly in respect of staff 

recruitement, for the period covered by the plan. 

56. Initial conclusions to be drawn from the above comparisons 

As regards medium-term plans, therefore, it seems clear that there are extreme 

differences of conception; but this is no mere question of form. These differences 

clearly reflect uncertainty as to the real nature of the planning exercise: the 

formal defects are therefore actually symptomatic of problems of substance. An 

analysis of the reactions of the governing bodies to this question clearly shows that 

these problems of substance are in fact the ones that must be solved. 
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c:HPTF:l IV 

j 
L 

r.rHE 3RLlCTJ0~1TS 03 11 ~.::£: GOVERNIN:=;- -,-,OD---ES: 7 _____ "_~ '> _j 

The o~1ly cxc"J_Ge whict -cte author of c~ :report can hd'H: for usinc; 8.. -:::e1il p.sges. tc 

re:!Il.~.nd t~'1C delec;ationo of member Stat2·2 Qj_~ Lhcir ovrr: Gel-..berationt-: ~t-; ~!1:-c .::wc:d -~c 

:recapitulcd;e a -p:coccs:-> :-:;preading over a nc.illbcr o/ years or t~1e need fo::' conrpar2.-L~v:::· 

iiJ.-Lcr-orga~1izat..Lone.=:_ study. 

a comparison u!lquc:E-;":;ionably has to be made to bring out the co:c1ve:::ogences af3 -.,,::=-=- aa 

the divergences. Nediun:;.-term plans give rise ~o L1uch misgiving, a~.d in rer:e::_"lt years 

there have been many changes of at"cit11.dc: i~ tte o:rgs.r:izat).)nf,, 

more divergence than convergence, a circ1..L'l1S~ance whj_cf~ c:.early 

state of "c;teory on this 3u'oject. ~Po obtain a clea:J.." view of -'::he .:ii_tuation; it is 

esse:n-::;ial to examine -::he reactions of the o::-rgani:::::atioLs 1 goverLing bodi2s. 

58. Reac"cion~: "co the ;nedium-te:rm plans: G,Jverni.:n.-g BoCLy of -.:;t_e ~LC 

In the ILO, the -9rocess has taker, the following form. 

rlhe Ili:rector-Get1era:::_ submitted the first medim1-te-:.::-w ~oJ.aE to ~he Gover::;_-:__:18' 3ody 
' ' c..t its one hunG.~·~sd c,~1Q '~it;~~tieth sesr;.-:._on \I>ia~I'-Jc.nF:O ~9'(C•). 

~-:;ubstar:tivc pro-o:i_em.s. 

seneral character:. t:ne 1acK oi' ir:dic:at_ion of financia:L :-'esoL.:..:::·ce::o s.:J:.1 ti:H':' .!.'lec':'d for 

co:r:s::.dera-ble im}Jrovements on the occa;d_on of the submissic.r~ of :,::~,___; :o::__=-_u-... Ti_n.g IJl3.L. 

':Phe consideration of the second plan 'VTaS -Degur.:. at tLe oLe h11ndred and (-:ighty-sixth 
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ses~ion of the Governing 3ody (June 1972). r.l1he decision to establish a working 

p2rty of 14 memb~rs was takc"1 at the following ses,ion, and the report of that 

working party was 

(november 1972). 

considered at the one hundred and eighty-eighth session 
1/ 

This report.=; deab with th0 principles and methods of medium-

terrr, plancing in the 110 and the substar:.tive proposals contained in the plan 

cor:cerning the various fields of action. These substantive observations are 

important: ~hey relate to the main direction~ of ILO activity (relationships 

betv.•een programJ!:les, priori ties and new proposals) and show that the exercise has 

arou~1ed obvious interest. The observations on form relate, in particular,to: 

- the method of pref3cntation of objectives, which do not provide sufficiently 

precise criteria for the formulation of the programmP and for subseqc.cnt 

t:valuation; 

Lhe strur:ture of t~1.c plan, wtich does r::.ot facilitate analysis of the various 

methods or "means 

acceptance of the 

biF.'r:.nium; 

of action11 used to achieve the objectives; 

procedure of 11 in-depth studies 11.£/ at the rate of six per 

the inadequacy of the information provided on possible means of establishing 

priorities and on programme costs; 

the recommer~dation to follow more closely ir. fubJre the recommendations on 

plaEr:ing made by the Ad Hoc Committee of Experts to Examine the Finances of 

the United NatioEs and the Spcciali?;ed Agencies; 

the excessively vague and philosophical nature of the proposed plan; 

- the r:.eed for closer links between the priorities of the plan and the 

objE:·ctives of the Strcltegy for the Second Development Decade. 

It should be notr:cl that this discussion was preceded by written consultation 

with mt;mber 0ta.tes (and the members of the Governing Body individually) and that 

mar:y precise and c!etailed replies were submitted (GB.l88.LTP.3, included in the 

appendix to the working party 1 s report) .J/ 'l'he ILO is in the process of preparing 

a third plan (1976-1981) in which it will endeavour to follow the above 

recommendations. 

1/ CB.lSS/ll/24, accompanied by appendices in document GB/188/11/25. 

~ Cf. footnote to paragraph 40 above. 

J/ It is linpossible to summarize them here, but they, too, demonstrate the 
interest aroused by the planning exeTcise amo11€ member States. 
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')9. The FAD medium-term plan: preliminary observations by the Council 

Ire FAD, the first preparatory document (CL 55/9) - the first outline prepared 

pursuant to resolution 9/69 adopted by the Conference at its fifteenth session - was 

considered by the Council at its fifty-fifth session (November 1970). This 

document was well receiv~q and the Council endorsed the method based on the 

selection of a number of 11 areas of concentration''. It nevertheless observed that 

the document was too general in nature, did not adequately define priorities and 

failed to give quantitative indications of cost. The need was stressed to 

consider the FAO programme in a more general context (world agricultural situation, 

Second Decade and country programming). As regards priorities, emphasis was placed, 

in the discussion of the substance, on the priority to be given to training and 

further training for specialized personnel in member countries abroad, but the Council 

recognized that it ncould not adequately consider nor reach agreement on priorities 

in such a debate, particularly as priorities were bound to differ from region to 

region and country to country 11
• Thi8 same concern about the selection of priorities 

as a very important matter is to be found in the recommendations of the various FAO 

regional conferences (CL 55/15). 

(c 71/15) began in September 1971 

The consideration of the medium-term plan 

in the Programme Committee (CL57/5) and was 

continued in the same Year in the Council (November 1971, fifty-seventh session; 

CL 57/REP). These first examinations concluded 1(Vith a favourable assessment of 

the document, whid1 was considered to be clear, even though a further effort seemed 

necessary to define strategies and objectives, to determine priorities, and so on. 

In the same month, at its sixteenth seRsion, the Conference of FAO in turn conducted 

a detailed examination of the plan, and after its deliberations adopted 

resolution 6/71, which approved 11 the medium-term plan as a general framework for 

the plaP.ning and programming of the activities of the Organization11 and in 

particular reques.ted the subm-ission in future of preliminary sub-programme proposals 

to the specialized committees, a better presentation of priorities, and the 

presentation of a revised plan for the period 1974-1979 to the seventeenth session 

of the Conference. 

60. "~0 medium-term plan: change in the attitude of the Programme Committee in 
May 1972 

The attitude of the Programme Committee changed considerably at its twenty­

first session, in May 1972 (document CL 59/7). Several factors are mentioned as 

accotL~ting for this radical change. They include: 
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the deterioration in FA0 1 s financial situation; 

- the adoption of the above-uentioned resolution 6/71, which requested the 

committees of the Council and the regional conferences to reviev..1 sub-prograrmJ.e 

priorities; 

the difficulties experienced by the Committees on Fisheries, Agricu1ture 

and Forestry in carrying ou-t this task; 

- the warning given by the Director--General of the threat of further financial 

problems affecting both the Regular and Extra-Budgetary Programmes. 

The Programme Committee also seems to have been impressed by the difficulty of 

integrating the national priorities defined within the context of country 

programming and the possible role of FAO in defining priorities at the '"orld Jev2l. 

'Che Committee pointed out that country programming 11placed_ the decision on sectoral 

8,llocations of UlillP resources on the countries themselves 11
• On tha-t bn.r;is, nthe 

':ommi ttee considered that the term 1Hedhun-Term Plan 1 -was a misnomer. It shoulc. 

·tot be regarded as or called a 1Plan 1 • It should be a statement of 'medium-term 

''bjectives 111
• The Conuni tt(-;e also noted that it was necessa:ry :I to avoid repeatir.g 

.-_letailed information at the sub-programr::te level in a ~:;eparatc r;tatoment on I'-1cdium-

The Committee gave the following definition of the future 

document: 11 This [statement] could ... deal concisely with the [following] issues 

the general d_evelopment situation and future trends, the appropriate strategies 

and policy options, the prospects for resources from all sources, the broad 

programme implications for F.AO, incll:dine; the integrated and multidisciplinary 

approach, with emphasis on effectiveness, integration, balance and flexibility in the 

use of financial and manpower resource::-~. ThiE> kind of statement, coupled with the 

hard detail of the Programme .of Work and Budget, would be more a realistic and 

illillllinating statement on the Medium Term than brief sub-prograrnme description and 

tables of projections and gradings for the extra-budgetary as well as the Regular 

l':rogramme". The Committee considered that for the immediate future it would be 

·.;1·eferable to keep a general statement on those lines separate from the Programme 

vf \lo:rlc and Budget. It also discussed the problem of priori ties. It is mentioned 

that there had been a tendency to place a high priority on two areas of 

c:oncentration, namely the mobilization of human re~>ources and agricultural development 

")lanning. r.Phe Committee stressed, however, the importance of the p:roblems of 

education and training. It 11 agrced that the elimination of low priorities was not 

r_ec(c;ssarily a matter of eliminating sub-programmes 5 but a rigorous examination and 

elmination of low-prioo:ity activities within sub-programmes ... the Committee felt 

doubtful about the vaJ.ue of the so-called Areas of Concentration." It supported the 

·.J;;c c~l' thc:n1, however, but suggested that they should be renamed nA1'eas of Empnasis 11 ,. 
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Ic-c its fifty-ninth session, in November 1972, the Council (paras. 40-49 of .itc; 

oce?OO"t, CL 59/llEP) supported and reiterated the observations of the Programme 

CormLttee. It stressed the impossibility of participating in the definition of 

nr:_o~ities for the allocation of extra-budgetary resources because of country 

It expressed concern about the determination of prioTities: 11 The 

Co:;_ncil considered whether in its approach a distinction should be made bet'i:.rer:n -LiE 

corsultative, advisory and operational roles of the Organization and, in particular; 

vhether the main emphasis should be laid on the global aspects of the programme 

in determining priorities, but it was felt that no clear conclusions could be reache'i 

on this. 11 The Council recognized that priorities varied from region to region and 

from country to country. In fact, the document entitled ''Medium-term objectives" 

( C 73/10), of August 1973, submitted for the seventeenth session of the Conference, 

to be held in November 1973, no longer has the character of a medium-term plan. 

62. First UNESCO medium-term plan 

In UN~SCO, consideration of the first medium-term planning documenc (16 C/tl), 

which had been called for by the General Conference at its fifteenth session, in 

"'esolution 33.1, 1.ras begun at the eighty-fifth session of the Executive Board 

(September-November 1970). In its resolution 5.2 (document 85 EX/Decisions);. ':.;:rl·Ji.c~l 

i"ollm.red a very thorough examination (eight working meetings; document 8 5 EX/SR.l. 20), 

the Board emphasized that that document represented an important step forward in the 

evolution of the Organization's methods of work and expressed the view that it raised 

fundamental questions on which the General Conference should formulate directives. 

To that end, it recommended the method which the General Conference should adopt 

in examining the document and itself gave an outline of discussions on aims (peace, 

development, human rights and priorities), the means (the budget and the SecretariaL), 

and the methods (the regional centres~ intergovernmental conferences and the 

participation of National Commissions). With regard to future C/4 documents, the 

Board requested that planning (C/4) and programme-budget (C/5) documents should be 

prepared simultaneously by the Secretariat, and it even wondere,d whether they should 

not be amalgamated. Resolutions 7.1 and 42 of the sixteenth General Conference 

(November 1970) recommend in general terms the continuation of the planning effort, 

endorse the growth rate (7 per cent) proposed by the Director-General for the 

following two biennia, confirm the wishes of the Executive Board concerning the 
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simultaneous preparation of C/4 and C/5 documents, and invite the Director-General to 

consider, in consultation with the Executive Board, the possibility of amalgamating 

the two documents. 

63. UNESCO: preparation of the second plan 

In October-November 1971, the Director-General submitted to the Board, at its 

eighty-eighth session document 88 EX/27, relating to "issues which affect short-term 

and medium-term programming 11
• That document, prepared after written consultation 

with member States, asked the Board eight questions concerning methods of defining 

the programme, growth rates and the structure of the Secretariat. During thco 

discussion, two infoiwation papers (88 EX/INF/3 and 4) on the presentation and 

contents of documents 17 C/ L1 and 17 C/5 were also submitted to the Board. In 

connexion with document 88 EX/27, the Special Committee on the methods of work of the 

Organization prepared a Teport, the discussion of which by the Board resulted in the 

adoption of a very detailed resolution (3.1, para. VII of document 88 EX/Decisions), 

which gives 11guidelines concerning the form a..nd content of document C/ 4 and its 

relation with document C/5.1./ 11 Resolution 3.1.VII outlines the purpose and functions 

of C/4 and C/5 documents, and lays down guidelines for thei:r contents and presentation. 

The main point is the clear distinction between the two documents. 

outline plan should describe "the main lines of action to be followed by the 

Organization and the concrete rcf:mlts that should be sought 11
, and 11 the conceptual 

basis and practical implications of these proposals and the choices they entail 11
• 

It should at the same time establisL a re:lationship with 11 the priority needs of 

member States, especially wherE- exprerosed ir:: Country programmes 11
, and ''should take 

account of the need to co-oTdinate the outline -plan with the medium-term progrrurrmes 

of other organizations of the United Nations system, and particularly with the 

resolutions ... relating to the Second DevcC!lopment 1Jecade 11 • It should in particular: 

-
11 indicate ..• the objectives and problems on which the efforts of the 

Organization should be concentrated ••• ; 

l/ Another resolution, 5.3, conccrnjng issues which affect short-term and 
medilUTI-term programming, invited the Director-General to take into account the 
obst;rvations and suggestions made by members of the Executive Board in the course 
of the discussion (document 88 EX/Ilecislon~>, p.?7). 
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- show the stages by which it is proposed that these objectives could be achieved 

and these problems dealt with ••• ; " 

- propose alternative courses of action; 

- indicate the criteria to be used for evaluation puTposes. 

The programme budget must, for its part, "comprise the programme for the 

following biennium and should be regarded as the budget and management document of 

UNESCO for this programme". It should be sufficiently detailed and present clear and 

concise work plans. It is the only document to have binding financial effects. 

64. UNESCO: the reactions caused by the second plan 

Documents 17 C/4 and 17 C/5 were presented by the Director-General to the 

Executive Board at the eighty-fifth session (Nay-July 1972). Prolonged deliberation 

(89 EX/SR 1.27) concerning the conception and format of these documents resulted in 

the adoption of a resolution (item 5 of document 89 EX/Decisions of 2 August 1972) 

containing recommendations which marked a distinct change of approach. While 

recognizing that its directives and those of the General Conference had been observed, 

and that the availability of those h10 documents could help the Conference to 

determine the general policy of the Organization and to take decisions on the two-year 

programme budget, it noted that the manner of preparation of documents 17 C/4 and 

17 C/5 had resulted in repetitions and excessive volume of documentation which might 

complicate the task of the General Conference and should therefore be avoi(1ed in the 

future. It expressed the view that the value of the medium-term plan would be further 

enhanced if the objectives proposed for the Organization, both generally and within 

each area of activity, were presented more clearly and included an indication of their 

relative degree of importance. In addition, it should be noted that in paragraph ll 

of this resolution, the Board approves the growth rates proposed for future budgets 

within the period of the plan, namely 8 per cent for the period 1975-1976 and 

7. 5 per cent for the period 1977-1978. 

6 5. UNESCO: towards a third plan 

The deliberations of the General ConferencE: at its seventeenth session, in turn, 

resulted in the adoption of resolutions 34 (l, 2 and 3) and 35.1. The most 

important is resolution 34.1, whose main provision is to invite the Dircctor-Gencx·al 
11 to prepare, taking into account the suggestions of Member States and in 

consultation with the Executive Board, and to submit to the General Conference, at 

its eighteenth session, a document comprising an analysis of the major world problems 

in the fields of the Organization!s competence as well as a table of objectives, 
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s::!'l;Cb:~cs anC ar:ranged in order of priorit;;r, indicating the contribution U:f\J"'ESCO 

:_n-:;ends to _:raXe to the solution of these problems in the course of th2 following six 

yc:e.:'::"s, togeLhc:::'"' wi:~h the appropyiate i_nformation concerning timing and, by way of 

This document 

cr:cc c.do:)tec'. 3hcn!ld serve as a basis for the presentation to the General Conference 

e. 5.::s n~:_nctcc~th session of a Draft Six-Year Outline Plan11 )J 

':!:·,.w 78-:::JI ~-_mpm:·tant new elements t~hus err,erge in this text~ 

-l:::he no-~:~0n o:f the prior definition of a polic;y in the form of a list of -\1-mrld 

prrJ:0}_9F:s on which UNESCO can take action; 

-'~h'? ~scisior;. t.o spread the preparatio.::l of the fo} Jow.ing plan over four yea:rs 

(5_'l ~:>m stagct-:; of two years). 

'I~"-E' "f.'re;:Jc.!'g,-~i.o:-1 of' docwne:nt 18 C/4 was undertaken on -the basi~-, of these 

.In pa:rticular, afte:r ·w:ri-tt.cn consul tat ion "'ith member States, 

~-r- e.ccrJ::':'da~'ce w:Lth UNJ.:;sco pra::-:tice, the Ilirc~ctor--{}eneral submitted to ~he Executive 

roc.rC :1ocwn9:Tt 93 ?0fL- of 31 July 1973 conta.:i_ning 11 issues relatj_ng to the preparation 

rrhe S"•Jmmarized observations Of member 

s-·:;r:.tes (_eric:-nstrate th8 interc:st d"i.splayed by delegations in the continuation of that 

0Ec important point to be noted is that, ir. viei<J of the 

r~:i.VeTs:_-~y o£' -~he l.ists o.±' nm2jor world problems 11 pro-posed b;.:r member Statc;.s, the 

:'JiT"c:··~or-Ge:~2:"'c.l v.·as vrompted to ask the Boa:cG (question 2) whether it was 11wi lling 

~~o ~~·ecOII'.I'l'."~~ld -;~'1at -::he attempt ~:;ys:;ematically to define a sc-:L of major problems 

rrhe docUJ.11c:nt also offers, .i.n particulaT, a choice between 

V2,r~·_ous rJ.e-':;_jods of -presentine; .iLdic;.ations on resources and growth ra-Les. It a} GO 

~cr~o1..:.s~-Y calls ir. questioL the very po~Jsibility of prefwnting alternatives 

( t . 0~ \ •. 2J r_l~es ,]_on "---) 

;/ ~he o~her parts of resolution 34 invite the Executiv~ Board to make proposals 
t0 thE-; C-e-:-:tera"l Conference concerning the method of using documc~nt 18 C/ 4 and on the 
rel.e"tior~t-3h~-~s to be:: ct-,tabl ished bet'ft..Teen doc--wnents 18 C/ 4 a:cd 18 C/5~ and documents 
Cjl' c.nc~ C/_S -~:_n ~~he future; and approve the rates of growth suggested by the 
::Jirector-G-e~cra~ for the biennia 1975-1976 and_ 1977~-1 978. R.esolution 35 contains 
-t~'le cale':!.d.ar :Po:>:> the preparation of the -prograiTime ar..d biennial budget and of the 
C.ocu.::'.en-:: 0::1 -_,~'le draft medium-term ob,jectivcs. 

Y Decision 93 EX/Dec. 5.2 concluded the Board's discussion of this document. 
:?:"~ ai'.~~-:-ms 2.:'1 p::trti.cular that 11 the Organization's future objectives must be defined 
or. the bas::_s 'Jf a formulation of the major world problems \Vhich are of concern to 
UJ\ESCO." 
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66. Reactions caused by the first United Nations plan 

Lastly, in the United Nations, reactions to medium-term plans have been 

partly confused with reactions to programme budgets. The observations 

concerning the detailed expression of objectives, quantification, alternative 

so1utions, etc., seem to have been addressed to both types of documents. The 

only observations concerning the distinction between the plan and the budget are 

the following: CPC stated in paragraph 25 of its report that "the relationship 

between the medium-term plan and the biennial work programme and budget should 

not be one in which the plan is merely a projection of the programme budget, as 

seems to be the case. Rather, the relationship should be one whereby the 

programme budget was conceived as an instalment of the plah, with precise 

identification of resources 11
• ACAllQ, for its part, considered that medium-term 

plans leave much to be desired and that "it would indeed appear that the 

underlying concept is not always fully appreciated")/ It went on to say 

(para.JB(f) of its report): 

"The construction of the plan certainly does not suggest that a thorough 

review has been undertaken of the means oy which the Organization's goals 

are achieved. In the .Advisory Conuni ttee 1 s opinion, such a review, based 

on a critical appraisal of the continuing programmes and programme performance, 

is a prere~uisite of effective planning of future activities and the optimum 

l/ ACABQ did not, however, specify how this underlying concept should be 
appreciated. 
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use of available resources. The Committee trusts that it will be possible 

to devote more time and attention to these matters before the next medium­

term plan i. s proposed11 
):/ 

Whether the reasons for this situation lie in the inadequacy of the analyses undertaken 

by the secretariats, in the misgivings of the intergovernmental bodies, or in the 

fundamental difficulties of the enterprise, this review of reactions in the various 

organizations would seem to call seriously into question the possibility of defining 

rapidly a precise doctrine of planning. 

1/ Just after work on the drafting of the present report had been completed, 
(December 1973) the General Assembly adopted an important resolution on the 
formulation, review and approval of programmes and budgets (resolution 3199 (XXVIII) 
of 18 December 1973). This very important resolution, which cannot be quoted here 
in full, requests the Secretary-General, in paragraphs 5, 6 and 7: 

- "to put special emphasis in the future on the preparation of the medium-term 
plan, which should provide the framework for the biennial programme budget," 

- Hin consultation with the various organizations of the United Nations system, 
within their fields of competence, to intensify and further harmonize 
United Nations activities in all areas, including the implementation of the 
International Development Strategy for the Second United Nations Development 
Decade, so as to ensure that the efforts of the system will produce maximum 
results; 1

' 

"in preparing the programme budget for 1976-1977, to take into account the views 
of the Fifth Committee and other competent organs on ways and means to improve 
the form, content and structure of the programme budget and, in particular: 

(a) To ensure programme co-ordination among major organizational units; 

(b) To provide information on the allocation of indirect costs of programmes 
to which they relate; 

(c) To provide information on extra-budgetary resources by source of funds; 

(d) To give relative weight in terms of percentages of each programme and 
progTamme component in relation to the other; 0 
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67. The problem of "intergovernmental machinery".!/ 

Concern with the need to contemplate the reorganization of the "intergovernmental 

machinery 11 has manifested itself only in the United Nations; the problem has 

apparently not yet given rise to any particular difficulties in the other 

organizations. ACABQ has stressed the importance of the problem for the 

United Nations by making its solution the first condition for the improvement of the 

programming system. And here I think that paragraph 16 of the Committee's first 

report on the proposed programme budgeting system should be quoted in full: 

"First, the Committee still believes that 'a fresh look at the existing 

machinery of intergovernmental and expert organs concerned with formulating 

reviewing and approving programm'es and budgets' must take place (A/8739, 

para.s). However, the Committee remains convinced that 1practical experience 

may prove a better guide than theoretical disquisition' (A/8739, para. 67), and 

such a reassessment should be made only after experience has been gained from 

the initial programme budget". 

The problem is therefore posed: it is in fact that of the respective spheres of 

competence of ACABQ itself and of CPC, the Fifth Committee of the General Assembly 

and the specialized programme review 

of the Assembly and the Economic and 

committees, particularly 

Social Council itself.l/ 

the Second Committee 

No indication of a 

solution has so far been given, with the possible exception of the reference made 

by the Secretary-General as early as 19 November 1970 in document A/C.S/1335 (para.l6) 

concerning the need for 11Member States to take concrete action which would concentrate 

the authority to approve the projects and to determine the organizational programme 

and budgetary policy in as few intergovernmental bodies as possible, ideally in a 

single body. n This problem is perhaps not yet extremely urgent, but evading it will 

obviously become increasingly difficult as progress is made in the programming 

experiment. 

1/ See footnote at the beginning of chapter IX. 

?:) The above-quoted resolution 3199 (XXVIII) has even (paragraph B) given 
official recognition to its existence by entering this topic on the agenda of the 
twenty-ninth session of the General Assembly. 
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68. General observations 

The reactions of the various organizations to the problems posed by the 

programming experiments now being undertaken concurrently within each organization 

do not provide the basis for a definitive conclusion. The only observations which 

I think should be made for the moment are the following: 

(1) A large number of questions, some of vrhich aJ.:'e very p1·ecise and others 

very vague, have been posed: they must be ans;,.Jered. 

(2) Any further' accentuation of the divergencies which seem to be appearing 

in the directions takei1 by the medium-term planning experiment would 

jeopardize normal co-operation among the organizations in the 

United Nations system. It would therefore seem desirable to work out 

a formula which would permit meetings, not only between progranuning 

specialists within the secretariats, which are already t~~ing place, 

but also between members of the various intergovernmental committees. 

(3) As several governing bodies have emphasized, country programming problems 

must be considered within the context of their relationships with medium-

term programming. 

question. 

We shall now try to begin the examination of this 
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CRAFTER V 

I COUNTRY PROGRAMMING I 
5), Overlapping of the problems caused by country programming and medium-term 

programming 

C·Junt:cy program.ing, as practised by UNTIP for nearly three years now, involves 

of course only the use of the voluntary funds administered by UNTIP. Obviously, 

towever, this programmir~ exercise, covering several years (five years), cannot be 

se:JaTated from the medium-term prograrruning practised in the agencies, for reasons 

which are well known but which I think should be mentioned: 

- a very substantial part of the extra-budgetary funds used by the agencies 

and the United Nations comes from UN])p and, so far as most of these big 

organizations are concerned, constitutes the basis of their operational 

activities; 

- a substantial part of the research, studies, training, information work 

and promotion of ideas or standards carried out at the headquarters of the 

agencies with their regular programme funds (not counting technical 

assistance support activities) is directly related to those operational 

activities or represents their indirect continuation, accompaniment or 

support, and there is thus very close overlapping between operational 

activities programmed by the country programmi.ng method and regular­

programme a~tivities of the agencies or the United Nations programmed by 

the 11medium-term plan 11 method. 

However, it cannot be said that in the present state of affairs there is even 

a tenuous liPJ( between the two progrrumming systems" Everything seems to go on as 
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if the problems tackled .were independent. We have seen that operational activities 

financed with extra-budgetary funds occupy a very modest place in tht: planning 

documents of the ag12ncies and the United Nations. \llhile the WllO budget gives very 

detailed information, it does so on a projc:ct-by-project -basis, without cxpJaining 

the methods of project selection; UN~SCO, on the other hand, tries to present an 

11 integrated budget 11 with brief descriptions of the most important projects; FAO 

confines itself to statistical information at the 11 sub-programme 11 level, w-hile the 

ILO and the United Nations mention only the total of probable extra-budgetary 

resources. Moreover, the preparation of country programming documents appears to 

be based on a genera] approach, which does not facilitate the ef3tablishment of 

logical relationships between the major problems of world-wide significance with 

which the agencies are concerned and the particular problems singled out in each 

country as being suitable for operational projects. r~Phe situation will no doubt 

change, but th~ present state of affairs seems to be as follows: 

71. Theoretical foundation of the present country programmir~ system 

The theoretical model· of country program;ning, as defined in the Gapaci ty Study 

and endorsed in paragraphs 2-12 of the Consensus approved by the 1JN1JP Govc'rning 

Council at its tenth session, seems to be designed to ensure consistenc~~· between 

the diagnostic analysis of the situation in a particular country anJ the list of 

projects approved for that colliltry. In any case thiF; is stated in the 11Guidelines 

and Instructions for the Formulation and Annual Review of the LTNilP Country 

Programmes 11
, which broadly restate what is said in the Consensus: ''The programming 

of UNDP assistance at the country level involves the identification in advance, 

for a period of three to five years, of the use of UNDP inputs in relation to the 

country 1 s development objectives 11
; the prograrru:nc shmJld "be formulated by the 

Government in co-operation, at an appropriate stage, with representatives of 

the United Nations system, the latter under the leadership of the Resident 

Representative of UNlJP". It is expressly stated that the Government "has the 

ultimate responsibility for deciding which of those (national development plan) 

objectives should be the subject of its programme of UNJJP assistance". 

72. Impossibility of obtaining a general view 

The choice has indeed, therefore, to be made on a country-by-country basis in 

the light of considerations which are valid for the individual countries and which 

may lead those countries to regard UNTIP assistance as complementing, sometimes 
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marginally, other assistance or other means of external financing. There is 

consequently no reference to major problems such as employment, literacy, 

industrialization, public health or agricultural development considered at the world 

level, i.e. to the general and even practical approach to them adopted by the big 

organizations. There are, of course, allusions to the role of the 11 consu1tation 

and advice" which the agenCies should furnish on a sectoral basis for the 

preparation of those country programmes, and to the planning assistance which the 

United Nations system should be able to provide for that purpose. In the present 

situation, however, the contribution made by the organizations of the 

United Nations system to programming in the sectors in which they specialize does 

not seem to have been conducive to the establishment of any kind of link between an 

over-all regional or world approach to a given problem and what might or should be a 

systematic compilation of country diagnoses. The cant ent s of most of the 11 Posi t ion 

Papers" furnished by the agencies for that purpose and of the "Background Papers" 

(prepared by Governments with the assistance of the Ub~P Resident Representative, 

and sometimes one of the regional economic commissions of the United Nations) do not 

appear to contradict that view in any way. 

73. Country programming doc'.lll!ents 

I have examined a considerable number of country programming docUJILents (and 

the relevant background papers). At the time of writing, 82 had been published; 

19 had been adopted at the Governing Council's thirteenth session (February 1972), 

16 at its fourteenth session (June 1972), 23 at its fifteenth session (February 1973) 

and 24 at its sixteenth session (June 1973). Nearly all of these country 

programming documents are drafted in the following form (in accordance with the 
11Guidelines and Instructions 11 mentioned above). They comprise: 

(a) An introduction, in which the Government explains its conception and 

interpretation of the country programming experiment. 

(b) A statement of the country's principal development objectives and 

priorities; this important section is usually divided into several 

paragraphs and tables describing: 

the main features of the country's economic and social situation, 

- the principal development objectives, 

- the development strategy, 

- the prospects and requirements as regards resources (especially 

external), with indication of shortages. 
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A tabJe of technir;a.l assistance resources available for the programme 

period, showing the relative role of UNDP and the United Nations system, 

is generally provided. 

(c) A sector-by-sector description of tho needs to be met by UNilP resources. 

This description ends with a list of projects (in most cases the most 

voluminous part of the document) which are either assembled separately 

in an annex or attached to the description of each sector 1 s needs. 

Various tables (projects listed according to different criteria: executiP~ 

agencies, year-by-year 

sectoral totals, etc.) 

apportionment of costs, execution time-table, 

are added to the document. This broadly-followed 

pattern accords well with the intentions of the reform's initiators. 

A study of these various exercises does not, however, give the impression 

that the reform has produced entirely satisfactory results. 

comments are called for. 

74. Lack of internal coherence in every exercise 

The following 

The coherence of each exercise has clearly been sought along the following line 

of reasoning: economic and social situation ------~ development objectives 

available resources --------~contribution of the external-financing needs _______ _,. 

United Nations system and UNilP to those resources. In other words, the 

United Nations contribution, even if expressed sectorally in the context of existing 

needs, is in any case regarded as residual and, in view of its relatively marginal 

importance, the opinion of the countries themselves on that point is very definite 

A great many countries have observed that the internal coherence of UNilP 

programmes is secondary to the coherence of a country's own development plan. Thus, 

the Government of Cuba states that "the programme submitted by Cuba for the next 

period ... is not in itself a coherent programme; as was emphasized in the 

discussions on the capacity of the United Nations system, its coherence lies in its 

relationship with the national development programme and the fact that it is part 

of that programme 11 • The criterion of selection advanced by Cuba is that the 

activities concerned should be of a kind 11which for a nu.mber of reasons cannot 

be carried out through bilateral economic and financial co-operation". Venezuela 

views the UNDP programme as part of the "Inventory of requests for international 

technical co-operation" submitted by the Government in July 1971 to the 

representatives of 23 countries providing technical co-operation and to the 

representatives of DfffiP, OAS, IBRD and ITIB. Peru remarks that it is difficult 
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in a brief description to establish clear connexions between UNDP projects and 

the objectives of the plan, and that "the question of priority for one project 

over another means little since it is obvious that only a small fraction of the 

country's needs is included in the indicative planning figure". A couptry like 

Colombia, which sees great value in the new country programming approach, says that 

the criterion used in the choice of UNDP projects is the result of"a set of 

considerations, such as the continuance of projects representing a commitment already 

assumed ... , the priority assigned by the Government to strengthening its machinery 

for institutional planning ••. , the execution of projects of special importance to 

the country's growth potential ... and the priority accorded by the Government to 

the strengthening of its public administration". In its general criteria for 

selection, Colombia has also taken into consideration ''the United Nations system 1 s 

experience in certain areasn, but it did not specify the nature of that experience. 

75. Lack of a common methodology for defining types of projects 

Furthermore, no common methodology is applied or apparently applicable for 

determining the types of projects which should be requested from the United Nations. 

Generally speaking, the indicative planning figure - albeit critized by all 

Governments as inadequate - is divided among almost all economic sectors and a large 

number of small projects. Thus, among the 14 Latin-American countries which have 

submitted programmes, the proportion of the indicative planning figure concentrated 

on projects costing more than $500,000 exceeds 80 per cent in only three countries 

(Cuba, Ecuador and Chile) and 50 per cent in only three others (Peru, Brazil and 

Colombia); and in the remaining countries it ranges from 13 per cent (Costa Rica) 

to 47 per cent. The existence of a guiding principle for the identification of 

particularly urgent priority problems which can be solved by external technical 

assistance is evident only in a few countries and for only part of the programmes. 

Brazil has decided to "concentrate UNDP co-operation in the area of scientific 

and technological development 11
, since it considers UNDP 1 s multinational character 

better suited to effective action in that area. Argentina, for its part, explains 

that the new system of pluri-annual programming has made it possible to correct 

existing distortions in the distribution of efforts among the various sectors of 

the economy and to institute a new distribution more consistent with the objectives 

of the plan and with the relative contribution of each sector to the generation of 

gross domestic product,; among the crit~ri~ applied in selecting technical 

assistance projects, it mentions that the co-operation received 11must be directed, 
,,,. 
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as a matter of priority, towards applied science and technology", and that "the 

knowledge and technology contributed must be of a kind which is not available in 

Argentina''. In other cases, a problem peculiar to certain countries or at any 

rate identified by them as such prompts them to concentrate on certain major 

projects (sugar-cane bagasse in Cuba, land reform in Chile and Peru, petroleum in 

Ecuador, the civil service in Venezuela, etc.). On the whole, however, these 

countries consider it essential to distribute the allocations as fairly as possible 

among the various sectors. 

76. Lack of originality in the United Nations technical co-operation system 

In other words, the role assigned to the United Nations system through UNDP 

in the geneTal scheme of external technical assistance possibilities is neither 

individualized nor specialized, because of the lack of real originality in the kind 

of solution proposed. The often-emphasized advantages of political neutrality, 

independence and internationalism offered by international technical co--operation 

arranged through the United Nations system do not in practice lead to original 

formulae. The country programme for Thailand seems to be particularly revealing 

in this respect.l/ The contribution of LlfDP to external assistance received by 

Thailand averages $4 million a year out of a total of about $42 million (i.e. a little 

under 10 per cent). The regular programmes of the agencies and various funds 

(including the Fund for Drug Abuse Control) account for $3.9 million. Before the 

introduction of country programming, the UNDP projects were divided among all the 

economic sectors and the number of on-going projects at the 

of the programme was considerable (99 compared with only 25 

time of the establishment 

new projects). The 

main policy in chasing new projects has been to concentrate on the Northern region. 

Faced with the problems of determining the best way to use external assistance, 

the Government of Thailand, considering that three of the country's four natural 

regions were underdeveloped (the Northern, North-eastern and Southern), divi.ded 

the responsibilit~ for technical assistance geographically, ae would seem logical. 

It reserved the Southern region for bilateral assistance from the United Kingdom, 

the North-eastern region for United States assistance and the Northern region for 

UNIP and United Nations assistance. The following projects were thus grouped 

l} (DPjGCjTHAjR.l and DPjGCjTiffijR.ljRECOMMENDATION of ll December 1972, 
122 pages in all). 
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together under the UNDP Programme:l/ the Northern Region planning project 

($658,500), the establishment of an agricultural centre ($1 million), a 

horticultural project ($65,900), the Mae Sa watershed management project ($647,000), 

assistance to Chiang Mai University ($54,700) and the industrial services institute 

project ($1,311,100); the contribution from the rest of the United Nations system 

comprises UNICEF assistance to a training centre for the Hill Tribes, WHO activities 

(Regular Programme support for the anti-malaria campaign), and the United Nations 

Fund for Drug Abuse Control project to encourage the replacement of opium poppy 

cultivation by other crops. For the UNDP projects alone, the group mentioned above 

represents only a quarter of the indicative planning figur~ ($3.7 million out of 

$15 million), but if the other activities of the United Nations system that have been 

mentioned are taken into account, it can be seen that this really is the central idea 

which has guided the Government in its use of the technical co-operation obtained 

from international organizations. This alignment of ~p and the United Nations 

system with bilateral assistance seems to be a logical consequence of a rather 

unsatisfactory situation. 

77. Lack of definition of the role of the agencies 

Generally, the diagnoses made in the individual country programmes are solely 

the responsibility of the Government of the country concerned. This principle is 

recognized in the Consensus, but does not preclude the possibility of the Government 

considering (if only to discuss or contradict) any advice which the specialized 

agencies might be able to offer on the nature of the problems in sectors within their 

competence; to my knowledge, however, no reference is made to the contents of such 

ntechnical diagnoses by sector" furnished by organizations of the United Nations 

system.2/ In other words, as in the case of agency programme documents, only very 

brief information is given about operational activities, and country-programming 

documents at most only hint at the assistance which the agencies might give 

1/ The figures in brackets are the value in dollars of the UNDP component 
of the project. 

1/ The remainder of the indicative planning figure is divided among quite a 
substantial number of projects (124 in all), of which 11 cost over $500,000; only 
four of these large projects are new. 

2/ Although there are, of course, references to projects involving such studies 
(planning assistance, human resources surveys, etc.). 



- 60 -

occasionally with planning in specific sectors, or at the pTovision of a technical 

basis for a general diagnosis r:£ the economic situation. This may not be merely 

an oversight in presentation. There is probably also no clear general understanding 

of the role which the international organizations should or could play in that field. 

78. Lack of consolidation and of any possibility of specialization 

In such circumstances it is not surprising that no consolidation of country 

programmes has so far seemed feasible. No serious move in that direction could 

usefully be attempted on the basis of the existing documents. The possibility of 

consolidating the diagnostic country studies which each of these programmes should 

include seems ultimately, however, to be the main justification for this entire 

programming exercise. The important thing is not merely to attach brief economic 

and social analyses to project lists of the conventional type, but to be able to 

work out from an inventory of needs by country the most effective kind of action 

which the United Nations system, because of its special character, would be able to 

take to meet certain categories of needs. Only a method which included thorough 

analyses in sufficient detail to make that kind of research possible could provide 

the international organizations with the means of specializing in certain types 

of technical co-operation activities. In such a field, specialization indeed seems 

to be the only way of achieving some measure of effectiveness, or of increasing the 

effectiveness already achieved. 

79. Possible avenues of research 

;In the case of country programming, as in that of medium-term planning, one is 

therefore led to the conclusion that profound changes in the very conception of 

these exercises would be needed before they could realize their full potential. 

The foregoing survey has already indicated some possible and desirable avenues of 

research, in particular: 

- possibility of the adoption by all organizations with technical co-operation 

responsibilities of real country programming for their activities (whether 

financed under their regular programme or by extra-budgetary funds): 

- the establishment in that context of technical diagnoses by country of the 

economic and social sector for which they are responsible; 

- methods of consolidating these economic sectoral studies in each country at 

the national level (all sectors combined) and at the international level; and 
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- lastly, exploration of the possibilities of specialization by the 

international organizations in specific areas of technical co-operation. 

80. Results of this general survey 

Thus, as a result of the examination of the existing documents - programme 

budgets, medium-term plans and country programmes - and of the reactions of the 

governing bodies to these first attempts at programming and planning, an initial 

evaluation can be made Of the experiment now in progress. 

- It would seem that formal improvements could be made without great difficulty 

to some of the existing procedures: that is particularly the case with 
11 program.me budget 11 presentation, where the main need is to describe work 

plans clearly, quantify 11 interrnediate 11 objectives better, standardize 

terminology and harmonize the form of a few tables. This would probably 

also apply to the general adoption of "detailed work plans" in all the 

organizations. 

In medium-term planning and country programming exercises, on the other hand, 

the search for formal improvements might in present circumstances divert 

attention needlessly from important and difficult substantive problems which 

must be solved. These problems, which concern in particular 

the relationships to be established between international programming 

and national planning, 

- the marginality of operational activities, and investigation of the 

possibilities of specialization, 

the links which may exist between country programming and medium-term 

programming, 

- the possibilities and methods of determing priorities at the world­

problem level, and the possibility of finding alternative solutions, and 

- the conception and the actual purpose of the medium-term planning 

exercise in the international organizations, 

are indeed those already listed in the introduction to this report (chapter I, 

para.S), but they assume a particularly gloomy aspect after this review of the 

present situation. The progressive improvement of existing institutions and 

procedures will not provide a solution. What seems to be needed is an 

effort to recast the very conception of the entire exercise. 
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CHAPTER VI 

WHAT THE INTERNATIONAL ORGANIZATIONS ARE DOING: 
EXISTING PRIORITIES AND PRESENT OBJECTIVES 

81. An essential preliminary description 
of what the international organizations 
are d2i!:!g 

In discussing ways of defining the main problems, selecting priorities and 

establishing objectives, it should not be forgotten that problems have already been 

posed, priorities have already been really accepted and objectives are actually being 

pursued in each organ!zation. Any consideration of method-improvement should 

therefore be preceded, it would seem, by a description of these problems, priorities 

and objectives and by an indication of the procedures leading to their definition. 

This means giving an acconnt of what the international organizations are doing in the 

economic and social field and then assessing the degree of concordance already 

achieved between activities in their various fields of competence for the purpose of 

convergent action by the international community. To be valid, such a description, 

even if limited to the five organizations covered by this report, would require a 

special, lengthy and difficult 'study based on a number of criteria the acceptance of 

which would have to be secured in advance~ In the absence of such a detailed study, 

however, an outline may be sketched so as to define at least approximately some of the 

elements of the problem that has to be resolved here. 

82. Relative ease of defining problems 
in the case. of WHO 

The main problems to be faced are defined quite broadly, for instance, in WHO. 

The field of public health is one of those in which Governments can most easily find a 

basis of agreement. Over and above all political, social or cultural differences, 
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the campaign against disease and the protection of human life correspond on the world 

level to generally recognized and respected values. It is a sociological constant 

that relief can more easily be mobilized for the diseased than for the victims of 

poverty, illiteracy or even famine. This community of approach at the level of 

feeling and philosophical outlook is complemented by a very largely identical 

scientific and technical approach. Physicians speak a common language. For all 

these reasons, WHO seems to have discovered the bearing of its programme at a very 

early stage and without great difficulty. On a number of levels (epidemic control, 

etc.), it plays the part of an agency providing regulation and co-ordination services 

internationally in the same way as do WMO, ITU or UPU in other fields. Its very 

strong regional structure has given it a geographical framework which has made easier 

the task of putting the needs of member States together, and hence of formulating ite3 

programme. It is still essentially, however, an agency for technical co-operation 

with the developing countries, and it is the only one of the big agencies which is in 

a position to finance a very large proportion of field projects of this kind from its 

regular budget. 

83. Basic orientations of WHO: 
Recent changes in its priorities 

WHO has a regular budget of $100 millionlf and receives every year about 

$93.5 million from extra-budgetary sources (of which only $21.7 million are from 

UNDP). Of this total, about $157 million can be taken to represent funds available 

for programmes, excluding administrative and general policy expenditurc.Y The 

relative importance attached to the organization's major programmes brings out the 

fact that the first priority is given to "Strengthening of Health Services", which 

receives 40 per cent of all the available funds indicated above, i. c. an annual amount 

l/ All the budget figures given in this chapter are annual. In most cases, 
except as otherwise indicated, we have taken the figures from the budgets for 1974. 
Changes made to the budget estimates after publication have not been taken into 
account. For WHO, for example, the final figure for the 1974 regular budget as given 
in the budget for 1975 would be $104.3 million. Cilanges like this, however, do not 
affect the orders of magnitude. 

Y Cf. Budget est~mates for 1974: operating programmes, functional 
presentation by main progranrrne activity. 
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in 1974 of $62.5 million, of which $25.8 million comes from the regular budget. For 

its part, ''health manpower development", which represents a set of activities very 

close to the first, receives in all about 12.5 per cent of the total programme funds 

(some $20 million, $11 million of which are in respect of the regular programme). 

These two main programmes account, therefore, for a little more than half of the 

organization's activities. The funds devoted to disease control amount to 

23 per cent of the total programme funds, 19 per cent being allocated to communicable 

diseases and 4 per cent to noncommunicable diseases, i.e. about $36 million in all. 

The environmental health programme receives 13.5 per cent of the total funds, or 

$10 million, of which $9 million come from the regular budget. Lastly, "other 

activities" (statistics, miscellaneou• work and prophylactic and therapeutic 

substances) receive 11.5 per cent of the total. These figu_~s call for two comments: 

(a) In 1968, activities connected with communicable diseases represented alone 

28 per cent or the total programme funds, as against only 19 per cent today, 

and programmes for strengthening health services only 17 per cent as 

against 40 per cent in 1974. This comparison reveals that, over the last 

six years, an important change has occurred in the organization1 s 

priori ties, the campaign against communicable diseases, the spearhead of 

the organization since its inception, having given place to activities 

designed to strengthen national infrastructures. 

(b) The indications supplied in the budget on the geographical distribution of 

the use of these funds among the 

essentially oriented towards the 

regions show that the organization is still 

developing countries.l/ 

84. The greater difficulty of the problems facing the other three big agencies 

It is clearly not so easy for the other three big agencies - UNESCO, FAO and the 

ILO - to define the kind of problems they should be attacking. Agreement on the 

social, cultural and political levels is much more difficult to achieve in their 

fields - whether they be education, science, labour, industry or agriculture - than in 

the sphere of health. For all three of these organizations, the technical 

co-operation area which has developed since the 1960s to the point of completely 

l/ The inclusion in the extra-budgetary funds of the budget of the Pan American 
Health Organization no doubt explains t<hy cxpendi ture on behalf of countries in the 
American Continent still represents (despite the equalizations made possible by the 
distribution of funds from other sources) a greater proportion of the total amount 
than expenditure for countries in other continents. 



- 65 -

upsetting the balance of their programmes is rather superimposed upon than integrated 

within the body of their previously existing activities. 

difficult for them to avoid dissipation of effort. 

85. UNESCO priorities 

It is therefore much more 

The UNESCO budget reveals that this organi"ation is relatively poor as compared 

with ~IO. Its regular budget comes to some $56.2 million, and the total amount of 

the available extra-budgetary funds is about $50 million. In the de facto 

priorities of the United Nationo system, educatiorml problems are thus classified as 

being of an importance well below that of health problems. This is, no doubt, a 

direct reflection of the sociological data '"hich were mentioned in paragraph 82 above. 

In annual figures, programme funds (i.e. excluding general policy and administrative 

expcndi ture) come to about $36 million from the regular budget and $50 million of 

UNilP funds. Of this total of $86 million, priority is unquestionably given to the 

education sector, which receives about 47 per cent of the total ($40 million, of which 

$14 million is from the regular programme and $26 million from the extra-budgetary 

funds). The exact and natural sciences sector comes second with about 30 per cent of 

the total ($25 million; $7.5 million from the regular budget and $17.5 from UNDP 

funds). Since, however, these figures include an amount of about $13 ~illion per 

annum for higher scientific and technological education, educational activities may be 

said to represent half the work in this sector (if this method of calculation is 

adopted, the proportion of UNESCO programme funds absorbed by education may be put at 

60 per cent, or about $53 million). The organization's other two sectors divide 

between them one fifth of the amount of the programme funds: the social sciences and 

cultural sector has 9 per cent of the total, or $8 million, including $6.7 million 

from the regular budget; and the information sector has ll per cent, or $9.7 million, 

$7.5 million of which comes from the regular budget. 

86. Diversity of the programmes 

Although the technical co-operation programmes financed from extra-budgetary 

funds represent a larger amount of the total available programme funds than do the 

regular programme fundJ/, and although most of the activities financed in this way 

1/ To the extent that administrative costs are excluded. 
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relate to the creation or development of educational establishments, technical 

co-operation in education is just one important objective for UNESCO among ma:ny 

others. Perusal of tho plans and programmes, and of the Executive Board summary 

records, reveals that the organization's interests are divided among a very large 

number of extremely varied topics. Research and studies have a dominant place in 

this work, and this orientation is reflected, too, in the existence of a very large 

number of publications. UNESCO is a big publishing house as well. 

87. Educational methods and development 

Even in the education sector, 'Nhich deals essentially with the development of 

education, it is clearly the tendency of the organization to consider problems at 

the level of all countries, including the developed countries. The very general 

formulation of the programme (educational policy and planning, equality of access to 

education, educational programmes, structures and methods, etc~) is in full 

accordance with this tendency. The fact, emphasized by the Director-General of the 

Organization in his introduction to the draft programme and budget for 1973-1974, 

that 11 a far-reaching reform of the system and procedures of education is essential 

as the only practical means of ensuring its quantitative expansion- or, in other 

words, its democratization - and its qualitative improvement, and hence an increase 

in its internal and external efficiency" clearly shows that UNESCO regards itself 

primarily as a research institute, and that it considers defining a new methodology 

just as important as applying well-tried methods to the development of education. 

This indicates the difficulties that educational specialists may have in reaching 

agreement on the formulation of the problems to be resolved and the priorities to be 

established. 

88. Exact and natural sciences and ''Intergovernmental progTammes 11 

The exact and natural sciences sector- over and above its studies and research 

and its technical co-operation activities concerning the development of higher 

education - applies the 11 intergoverrunental progra.rnrnes 11 method very systematically. 

In this respect, UNESCO acts as a driving force in co-ordinatiP~ the member States' 

efforts on a number of topics of common interest: the Intergovernmental Programme on 

Man and the Biosphere, the International Geological Correlation Programme, the 

International Hydrological Decade and the Intergovernmental Oceanographic Commission 

all exemplify the same method, which consists of organizing the sharing of tasks among 

Governments with a view to attaining a common goal. There can be no doubt that such 
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a method (which, incidentally, is applied by other agencies in a number of fields) 

could be generalized and systematized. All the main final objectives of the 

international institutions are, in fact, common to the organizations and to their 

member States, and a clear division of responsibilities in the pursuit of an 

objective is a vital prerequisite for the definition of an effective strategy. 

89. Social sciences, information and inter-sectoral problems 

The two sectors, social sciences and information, have undeniably many more 

difficulties in defining their orientations and priorities. The work of the social 

sciences sector consists mainly of research, studies and publications, together, of 

course, with a large number of meetings and a few training activities. The 

protection and restoration of the cultural heritage (in pursuit of which aim UNESCO 

has, as everyone knows, mobilized large investment funds for the purpose of saving 

famous monuments) have a special place in the programme of this sector. The 

information sector, owing no doubt to the great political sensitivity of the problems 

for which it is responsible (freedom of information and development of communications, 

action to promote international understanding), has even more difficulty in defining 

its objectives. Lastly, the Executive Board and the Director-General started 

discussions some years ago on the advisability of developing 11 inter-sectoral 11 

programmes. The list .of these programmes, which form· chapter 0 of the Medium-Term 

Outline Plan for 1973/78 - human rights and peace, youth, man and the environment, 

population, drug abuse - clearly reveals the importance attached by the organization 

to its universal vocation. It will be realized that, in a situation of this kind, 

the choice of priorities by UNESCO is a complex and difficult problem, certain 

aspects of which are even virtually impossible to solve. 

90. The ILO priorities 

The efforts 'made by the ILO to distinguish the main lines of its programme on 

the occasion of the drafting of medium-term plans also bring out the seriousness of 

the difficulties encountered by that organization in reconciling different types of 

approach as regards the right to work, the defence of workers' conditions, vocational 

training and general considerations concerning economic and social development. The 

ILO regular programme represents an annual expenditure of $41.9 million (according to 

the 1974/75 programme and budget). Of this total, the funds available for 

programmes amount to some $)0 million. The form of presentation adopted, however, 
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separates out from among these programne costs the management of field programmes 

(about $7.7 million) and conference services ~~d publications ($7.3 million). 

expenditure on the major programmes in the regular budget thus amounts to only 

Direct 

$14. 3 million. To this must be added the extra-budgetary funds, which, according 

to the same document, probably amount to about $44.5 million per year. From this we 

shall calculate the percentage of the funds directly allocated to each of the major 

programmes out of a total of $58.6 million, with the proviso that this basis of 

calculation is sli@htly different from those adopted for WHO or for UNESCO. This 

global smn i,:c, divided arno11...g seven major prograrn..,-·rtes, which, in order of iiDJ)ortance of 

the volume of their activities, reveal the following percentages: 

(in millions of $) 
Proportion 

Regular Extra- of total 
budgetary Total funds 

programme funds % 

:L Hwnan resources dcyclopmcnt 2.2 31.8 34 58 

2. Social institutions 
development 2.6 5.0 7.6 12.9 

3· Employment planning and 
promotion 1.3 5 ·4 6.7 11.4 

4. Conditions of ,;ark and life 2.7 1.7 4.4 7.5 

5. Central research and planning 2.7 0.4 3.1 5.2 

6. Industrial activities 1.3 0.25 1.55 2.6 

7. International labour standards 1.5 0 1.5 2.5 

TOTALS 14.3 44·3 58.6 100.1 

91. Preferential orientation towards economic problems 

This joint presentation of direct programne funds and extra-budgetary resources 

(which does not appear in this form in any of the ILO documents) shows clearly the 

imbalance created by the growth of operational activities financed from outside the 

budget. While the regular programnc seeks to maintain a d.egree of equality between, 

on the one hand, activities oriented towards economic development (human resources 

and employment) and, on the other, legal, institutional, regulatory and social 

activities (conditions of work and life, international labour standards and social 

institutions, tho latter three major programnes representing 47 per cent of the 

programme funds included in the regular budget estimates), technical co-operation 
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activities ruce almost exclusively in the former category; the World Employment 

Programme and vocational training absorb 69.4 per cent of the total funds. The 

imbalance would s.eern evf'n greater if we added to these figures the support costs of 

the field programme mentioned above, the majority of which concern the same 

activities. The ''central research and planning" programme, which consists 

essentially of information-gathering activities and studies (on the consequences of 

technological developments for the relationship between trade and employment, on 

social indicators, on the employment of migrant workers, on labour t>tatistics, etc.), 

also falls within the same field of interest. Thus, nearly 80 per cent of 

progTamme fnnds are concentrated on essentially economic problems. This 

orientation makes the 110 a research institute concerned_ with economic development 

problems and technical co-operation in the employment field much more than with legal 

or institutional problems or with setting standards. This trend is becoming more and 

more pronounced but does not appear to have found its final form. However, this 

observation can be made only if account is taken of activities financed from 

extra-budgetary funds. This demonstrates the fallacy of a budgetrucy presentation 

which fails to give a proper description of operational activities financed from 

outside the budget. 

92. The priorities of FAO as a technical co-operation agency 

In the case of FAO the volume of activities financed from extra-budgetary fundg1/ 

far exceeds twice the amount of the regular budget and indeed reaches three times that 

amount for the period 1972/1973. In these circumstances it is easy to see in what a 

false light problems may be put to the FAO organs called upon to take decisions on the 

regular budget, the amount of which represents scarcely more than one-quarter of the 

entire programme of the Organization's activities, whereas there is no real means of 

taking account of the activities financed from outside this budget.g/ The over-all 

annual figures are the following: 

l/ FAO receives about one-third (between 31 and 32.8 per cent) of UNDP funds. 

g/ A separate document entitled Review of FAO Field Programmes has been 
submitted on this subject for the years 1972/1973 (c 73/4 of August 1973). It thus 
deals only with current or completed programmes, and does not cover programmes which 
ought to be co-ordinated with the next regular budget. 
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For 1972/1973: $41.2 million for the regular budget and $115 million for 

extra-budgetary funds; 

For 1974/1975: $50.5 million for the regular programme and $112 million for 

extra-budgetary funds. 

IIowcvcr, administrative, political and miscellaneous expenses should be deducted 

from these figures. The 1972/1973 budget1/ presents the distribution of budgetary 

and extra-budgetary funds between the five 11 areas of concentration11 i-n the follm.;ing 

manner (the annual figures are given here): 

Programme 

Mobilization of human resources 

Increasing yields 

The proteiil problcom 

War on waste 

Saving of foreign exchange 

Agricultural development 
planning 

Total 

Regular 
programme 

3.8 

3.1 

2.0 

1.9 

3.2 

18.8 

Extra-budgetary 
funds 

(million dollars) 

)6.5 

34·5 

13.1 

8.8 

10.5 

5·5 

108.9 

Total 

40.3 

)7.6 

15.1 

10.7 

13.7 

10.3 

127.7 

Percentage 
of total 

31.6 % 
29.1 % 
11.9 % 
8.5 % 

10.8 % 

8.0 % 

99·9 % 

The real size of the extra-budgetary funds is brought out still more clearly in 

this presentation, since thcJr represent about five times (and for the first two major 

programmes more than ten times) the amour:tt of the regular programme funds. The 

percentage breakdown by value of the various major programmes docs not provide any 

very precise picture of the main lines of activity of FAO, since the breakdown of 

expenditure between the 11 areas of concentration" shows only the primary importance 

attached to hwnan resources on the one hand and to increasing yields on the other 

(these two programmes account for more than 60 per cent). However, the formulation 

of these areas of concentration does not make it c:asy to see 1tlhether they differ in 

their final objectives (war on waste and increasing yields both seek the same 

objective) or in the means employed. This method of grouping together the most 

1/ We have had to choose this period because the information supplied by the 
various documents, and in particular by the programme budget for 1974/1975, is quite 
inadequate with respect to extra-budgetary funds. 
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diverse progranunes vmuld certainly be worth improving in order to make it easier to 

understand exactly what are the activities and objectives of FAO. At all events, the 

above figures show qui tc: clearly that it is overwhelmingly oriented towards technical 

co-operation Hith developing countries. The annexes to the 1972/1973 programme 

budget shoH that for l97ohf five major divisions each administered 12 to 16 per cent 

of th" budgetary funds: Fisheries 14.3 per cent, Forestry 16 per cent, Agricultural 

Services 13 per cent, Animal Production and Health 13 per cent, Land and 'vlater 

Development 16 per cent. These last three divisions come under the Agriculture 

Department and, together 

(9 per cent), collected 

vri th the Plant Production and Protection :Division 

a total of about 51 per 

The only other division receiving a large share 

cent of the extra-budgetary funds. 

of these funds (10 per cent) was the 

Hural Institutions Ih vision~ The operational activities of technical co-operation 

thus seem to be very evenly distributed betHeen the main substantive divisions of FAO. 

93. Complexity of the economic and social activities of the United Nations 

The economic and social activities of the United. Nations itself arc, beyond 

question, ~ighly complex in composition. These activities are entrusted to various 

units: the Department of Economic and Social Affairs, the four regional economic 

commissions, and the secretariats of UNCTAD and UNIDO. Such matters are also dealt 

with by a large number of relatively independent programmes, the most important of 

which are UNDP, U1~P, UNICEF, the United Nations Fund for Population Activities and 

the Unibed Nations Fund for Drug Abuse Control. It is no secret that the problem of 

co-operation among these units has not been completely solved, although co-ordination 

of all the economic and .social activities of all the organizations in the 

Unibed Nations system should be one of the basic tasks of the United Nations. It 

cannot be said that this task is fully performed. 

94. The role and place of the Department of Economic and Social Affairs 

(a) r.rechnical co-op(-;:ration activities 

The Department of Economic and Social Affairs, which serves as secretariat to 

the Economic and Social Council, has made great efforts in this direction but they 

have been only partly successful. The annual vol~e of this Department 1 s 

1./ I have found no documc:nt providing a similar breakdm..;n for subsequent years. 
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activities under the regular programme represents $16 million; it also administers 

the greater part of the $8.7 million under section 19, "Regular Programme of 

Technical .Assistance 11
; and it receives about $70 million in extra-budgetary resources. 

It carried out several different categories of tasks. 

Some of these tasks, such as the collection and dissemination of statistical 

information at the world level, represent international "public service 1
' functions 

and are of clear and recognized value. 

The tasks of technical co-operation are performed on a large scale, as is clear 

from the figures already quoted. Some ·~e directly related to the Department 1 s 

fundamental task of economic and social thinking at the world level; this applies to 

co-operation in statistical matters ($4.9 million), public administration 

($7.3 million), social development ($6.3 million), population ($5.3 million), public 

finance and financial institutions ($1.9 million) and, above all, planning 

($9.4 million), which together account for half the extra-budgetary resources 

($35 million). Other technical co-operation activities, costing roughly the same 

amount, are entrusted to the Department although their connexion with its central 

concerns is not very evident: transport and tourism $6 million), natural resources 

($18.2 million) and human settlement ($7.7 million). It should perhaps be noted here 

that the volume of funds now administered by this Department, totalling about 

$95 million, is greater than that administered by the ILO ($68 million) and slightly 

less than that administered by UNESCO ($106 million). The proportion of 

extra-budgetary funds to regular programme funds is particularly high; as at FAO, it 

amounts to about three times the total of the regular budget. 

95. Department of Economic and Social Affairs 

(b) Establishment of a world framework for economic and social development 

The main line of this Department's activities is undoubtedly that of general 

thinking about economic and social problems at the world level, which is carried on 

through a great many studies and research projects. The main item in this exercise 

has been the preparation of the International Development Strategy for the Second 

United Nations Development Decade, which efforts are nmv being made to bring under 

systematic and periodic review and appraisal. In addition, however, the Department 

has undoubtedly been responsible for launching a series of operations concerning the 

great contemporary problems: a few years ago, international trade until UNCTAll was 

established, and industrial development until UNIDO was established; in 1972 the 

environment; today, population and multinational corporations, for example. It 

should nevertheless be noted that most of the Department's activities in these fields 
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1l1h<..:: study of new problems has often gi vcn 

ri~;;_; Lo n(;W ·i.nsti tutionc, but tLen.' has bc,·:=:n no cont;inuouc consolidation of current 

activit i") ~; ac a v..rholc;. C~:-;nsc'quontly the: big agcncic·f> rccpont>iblc for the sector~> of 

i"':ducat:i.un, ag:ric1;.l 't.; ur<:, c:oploymc:aL, inciu:-3 tr:y, traC.::e, health and so on do not find in 

thL-J lk·par-hncnt th'-:: intc:::~loc-:.J.t02:' :;y;r:clc:C. ~ n order to gi vc them the: global approach 

which, a~-; v.,r;:--.- hav..-; ju~-;t scc-~n, they arc scckinc; to an ever-increasing extent. Dialogue 

b"t\<Ji:' n the; c;conomi::-;.t~> (oi the C·:::.·ntrr; fe-r DcV('l0J2mc:nt PlamLi.ng, Projections and 

PolicicG in partic-u.lar) on thr; on1; (uJ..nd and Uu:: educator;_:;, agritul tural engineers, 

trac.!.c and c:mplcymcLL :-_~y_icci_ali~_;t~-~, Jlhycirian~'>, trade unionicts, etc., on the other 

It t'3cr~m~-; c~;:.:>c:ntial that, in the future, this 

(;ffort at comJoii(lab on and dialo5.1:.; shoul:l be' given an ·orgairi7,ati,onal framev.rork which 

It may 

p":·rLaps bi? thought l;":1a-:: thr' ::olLJ..ti::J::J to tllir; problem lTlight lie in broadening the 

96. rrhc• t>OCrctari.ats (Ji' tlF! rc-:l!'ional economic commissions 

1:hc m:crcta:rL ___ "'ot, ~> c l' the rq;_ional econouic commissions share a little over 

$20 million u:r;.der th2 Uni tr:d J'Jatior_~:; regular budget (Europe $5.1 million, Asia 

$5.3 million, Lati.n Amei·ica ~f;6.3 million, Africa $6.6 mill~on, Beirut $700,000) and 

aC_._rrL1.:rister ~JOme $15 million of technical co-operation flilld.s (Asia $5.2 million, 

Latin A."Tl·'Jrica $6 million and Africa ;~4. 7 million; the remainder is negligible). The 

areas of' technical co-opsration for th(:; thr(;e commissions which have a budget of this 

ki.nd. are concentrated essentially on planning ($6*6 million in all), natural resources 

ar1d social dcve.lopmer~t. These organs arc ln essence research dep82'tments whose 

efforts 8xtcnd ov8r a great many areas - all these within the competence of the 

Department of Ec:onomic and Social A.Cf2.irs, plus_ a fed others such as agriculture, trade 

and .irlllustry- and -Lhcir SE:Crf'GariaL;:, ar,:: :3l)lit up into as ma..ny d.ivis:~or_:'J as there are 

IL mo~;t ca~-;(;~-,, tl::_r:;j_:-c studies aYe intencied for th~~ C-overn.-rnentB 

or ccn;11tri0s in tho region cone:nrrH;d, but it is e-xtremely difficult to evaluate the 

usc: actually made; of them. One of the major probl0.:ns that seem to face t~"lese 

cormnissions is t;heir rclat_ionship -h,ith the: substantive divisions of the DGpartment of 

Economic and Social Affaii·~-, or with the big agencies: the? degree: of liaison 

maintained, where there is an;y liaison at all, is very ~-;light. 
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97. UNCTAIJ 

rl1hc secretariat of the United Nations Conference on Trade and DevclorJment has so 

far servi~ed three quadrennial sessions of the Conference. Its css(:ntial function 

is to carry out studies in preparation for negotiations. The annual volume of funds 

available to it totals $13 million under the regular budget aml ;no.? million from 

extra-budgetary sources. Its technical co-operation activities arc dc:voted 

essentially to "trade promotion" projects. It is difficult to c1otr:rminc: from the: 

UNCTAD plan for the period 1974/19'1# ''hether the studies distributed be?tween the 

various divisions conform to a gem:ral design. Activities relating to international 

trade research, trade expansion and c:conomic intc:~gration, commodities, manufacture: a, 

shippin~, trade with socialist ~ountries, financing related· to trade, transfer of 

technology and insuxance do not seem d.irectly related. to the organization of the 
11processes of negotiation 11 1·rhich arc in principle the secretariat's essential function. 

Only some of this work corresponds to objectives such as the organization of a system 

of generalized preferences, the institution of codes of conduct, "intensive 

consuJ.tationsn on commoditic:s and bilateral negotiations bcb..rt:::en developing and 

socialist countries4 What is apparent is that, although UNCTAD cannot hope to 

obtain spectacular or even significant rRsults, it performs the useful task of 

compiling and disseminating information on international trade statistics, in . 
particular, and maintains a certain level of expert knm·lledge of current problems. 

But it would seem beyond question that this very large research organization needs 

new ideas offering more tangible hopes of practical results. It seems open to 

question, in particular, whether the development of ''better analytical typologies of 

differencGs among developing countries, according to their economic st~~ctures and the 

policies being pursued, particularly with regard to their external sectors 11
, or 

research on economic integration would not be worth considering as research topics 

capablco of yielding more e3pecific solutions than those being obtained at present. 

On the oth0r hand, the UNCTAD secretariat must unquestionably be given credit for a 

substantial contribution to the drafting of part of the Development Strategy. 

98. UNIDO 

In UNIDO the 11 tcchnical co-opcration11 aspect again comes to the fore. The funds 

available to th·is autonomous unit within the United Nations amount to $15 million 

l/ Part of the United Nations medium-term plan. 
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under the regular programme and $39.2 million from extra-budeetary sources.1/ In the 

case of UNIDO, therefore, technical co-operation activities account for 2.6 times the 

regular budget figure .Y In these circumstances it is not suLprising that UNIDO 

should consider its essential task to be 11 to provide direct assistance in 

industrialization to developing cmmtries~ at their request, through operational 

progranunt:s" .3/ Hence all the activi tics of the three main programmes of UNIDO -

industrial technology, industrial policie::::; and progra.rrun..ing, and imlustrial se-rvices 

and institutions - are essentially orient{;d towards technical co-operation. 

Admittedly UNIDO carries on a fairly larg0 number of studies and research projects, in 

addition to compiling and disseminating information, but the bulk of its work is 

action-oriented. 

99. Analysis of the five organizations 1 economic and social activities 
by total appropriations 

This quick survey of the programmes of the five largest organizations in the 

United Nations system has been needed in order to determine the nature of the 

activities to which programming methods should be applied. Studies and research, on 

the one hand, and operational projects, on the other, are not programmed in the same 

way. It is clear, however, that the essc-'ntial activities of these organizations fall 

into one or othPr of these two categories. 

foregoing summary analysis, shows that: 

A general review, on the basis of the 

The total annual funds available to the five organizations, irrespective of 

the kind of cxpendit!Ol'e concerned, are as follows (in millions of dollars, 

reference year 1974): 

1/ 1974 figures; these amounts are expected to increase to $16.5 million 
under the regular programme and $45.6 million from extra-budgetary sources in 1975. 

~ It is worth notiDg in this context that technical co-operation funds for 
industry represent only about 35 per cent of the funds provided for agriculture. 

2/ Medium-term plan for the period 1974-1977, Official Records of the General 
Assembly, Twenty-eighth Session, Supplement No. 6A, page 146. 
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Organization 
Reg'~l= Extra-budgetary 1'ota1 

programme funds 

(in millions of dollars) 

WHO 100 93·5 193·5 

ILO 41.9 44.5 86.4 

UNESCO 56.2 50.0 106.2 

FAO 50.5 112.0 162.5 

United Nations 213.8 170.4 384.2 

Total 462.4 470.4 932.8 

Out of thi" total of ,just over $930 million, the amount corresponding to the 

progra..rolllable economic and social activitic:o referred to in this report cones 

(after deducting the amounts corresponding to political, logal, adrrLinistrative 

and conference-; activities) to approximately $650 million a...""ld - rnaki::1g due 

allowa:tcc for any errors, of the order of 10 per cent, that may re~3ult from 

diffc:rcnccs bc:twc::cn one budget and another in the presr:;nLation of this 

expenditure - may be ~1alyscd as follows: 

Organization Regular Extra-budgetary 'Total 
programme funds 

WHO 83.1 73.9 157.0 

ILO 30.0 44·3 74.3 

UNESCO 36.0 50.0 86.0 

FAO 18.8 108.9 127.7 

United Nations (economic 
and social affairs) 24.7 70.0 94-7 

United Nations (regional 
economic commissions) 20.0 18.0 38.0 

Ul!CTAD lj .o 10.2 23.2 

U11IDO 15.0 39.2 54.2 

TCYI''AL 240.6 414.5 655.1 

100. Relative scale of the various types of activities 

Technical co-operation activities, which absorb 100 per ce~t of extra-budgetary 

funds, also occupy·, as we have seen, a very iwportant place among the activities 

financed out of the regular prograrr~~es. This applies both to field projects, 
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largely comparable with those of UNDP (as is the case with a very large part of the 

regular programme of WHO, with the United Nations regular programme of technical 

assistance, and in isolated instances with the other organizations), and to 

activities comprising assistance to member States, which are in some cases extrem~ly 

difficult to separate from more general research activities. By means of cost 

accounting and a stricter and more precise presentation of programme budgets, it will 

doubtless be possible eventually to dc·terminc~ the exact composition of regular 

programme activities - something that cannot be done accurately at the present time. 

However, in view of the preferential orientation towards technical co-operation 1vhich 

is evident in VJHO, FAO and U1ITDO, and the activities comprising various forms of 

assistance to member States which are carr::..ed on in the other organizations, it seems 

possible to assume that approximately $500 Dillion - in other words, about three 

quarters of progrrunme activities- roprcsen-~ operational activities of technical 

co-operation and that the remaining quarter is more or less evenly divided between 

general studies and research on economic and social principles and methods relating 

to all the countries of the world, on the one hand, and specific studies or 

activities oriented towards techrical co-operation problems in the broad sense, on 

the other. 

101. Characteristics of the main organizations or autonomous units 

Once these orders of magnitude are kno...,.m, it becomes easier to grasp the 

relative roles of the various organizations we: have just been considering. Very 

briefly, the following classification may be established on the basis of the quick 

review we have just made of the various organizations' activities: 

two organizations ancl one autonomous unit - 1dHO, FAO and UNITIO - are oriented 

mainly towards technical co-operation; 

two organizations - the ILO and UNESCO - which carry on substantial activities 

of technical co-operation strive to maintain a balance between,these operational 

activitieS and their traditional activities in the sphere of research, studies, 

promotion of ideas or standards, and assembly of a general framework; 

the relatively autonomous units- TJ"NCTAD and the regional economic commissions -

carry on some technical co-operation activities but are essentially large study 

and research organizations; 
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lastly, the Unitc::d Nations Departme-nt of Economic and Social Affairs carries on­

and maintains a fairly clear distinction be; tween - large-scale acti vitic;s of 

technical co-operation in relatively varied :;cctors, on the one hand, and ret'Jcarch 

activi tics aimE:~cl chiefly at assc:-mbling a general framework of principles and 

methods (Development Strategy) and launching new activities, on tho othcor .. 

111his classification demonstrates some variety in the characteristics of the 

dif.fc.'rent o:ceanizations. It docs not show any sign of complementarity in the 

organization of thc:ir vwrk or cvon what knits them together. 

102. Exi~;ti.ng pri.oriLic;s 

With regard to the technical co-operation activities and "other ac-ti vi tics 11 

between which the funds available for programmes are unevenly Ghared, it may 

nevertheless be noted that there is a high degree of stabili.ty in the distributi:m of 

funds bc;twcr.n the various technical co-operation activities. If the analysis made in 

this chapter on the basis of the budgetary figures for 1974 is compared with that made 

in our ~C'Jort 11 Progrannning and budgets in the United Nations family of organizations" 

in 196# on the basis of the figures for 1968, it will be seen that over a period of 

six years only very minor changes have occurred in the distribution of the total 

appropriation~' be ~vrec:n the various economic and social sectors. Health still holds 

first place with approximately :?5 per cent of the available funds, follovred by ~he 

ag-ricultur·al sector (agriculture, forestry and fi.sheric~s) vrith 20 per cent and, very 

much further back, by education (general and scientific) and .industry, which acc01..mt 

for approxima~c·ly 10 per cent ~~ach. Only a few slight changes may b-e noted: 

UNIDO' s share has iEcrcased slightly and overtaken that allocated to natu:ral 

resources (Which ncvcrthcJ.ess remains very .::mbstantial). We have already noted the 

change which has taken place in the w}[O programme for the II strengthening of health 

services 11 , and threo regional economic cor.unissionD have started ~:;orne technical 

co-operation acti vi ti.o?.s. On the Twholc:, however, t!lG~>c are minor developments. The 

introduction of country programmj_ng has brought no fundamcnLal change in Lhe structl..U'e 

of the existj_ng syste1rL for fixiYJ.f_i" _priori ~ics. It is, of course, fair to say that the 

nwnber of millions cl dollars allocated to a particular sec-Lor if3 not a vc;ry precise 

measure of t~'1c,; importance attached to a particular activity; that in any case the 

]} A/7822 of 3 December l969, paras. 2.13 and 2.14. 
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amounts involved form a very modest part of the total flow of technical co-operation; 

and lastly that, at the world level, this type of finding is of only limited 

significance in so far as the characteristic requirements of palpably different 

countries are merged· in a single whole. However, since the technical co-operation 

procedures followed by the international organizations are in the final ar~lysis 

highly compaJ:•able, the orders of magnitude indicated above are not entirely 

meaningless. 

103. General character of the "other activities" 

Although it is difficult, for lack of numerical data, to give percentages, it is 

quite clear that '1studies and research" hold an absolute predominance among the 

headqua:r-ters activities of the organizations. To 

calculation which Yre made on the basis of document 

give one example, a statistical 

E/5329 concerning the programmme of 

the United Nations Department of Economic and Social Affairs for the biennium 

1974-1975 - a document which has the merit of presenting separately each basic unit 

of each component of the progranunes of activities - gives the following result: of a 

total of 250 basic units, 113 represent studies and research and 10 publications 

(results of studies), as compared with 47 units representing technical co-operation 

activities and cl the preparation of manuals, while the other 73 represent work done in 

administering or preparing programmes for various activities. Thus, practically half 

of all these activities take the form of studies and research. This proportion is 

undoubtedly either higher or similar in the case of UNCTAD, the regional economic 

commissions, TIN~SCO and the ILO. These predominant study and research activities 

have some other characteristics vmrthy of note: 

The end use of these activities (and the same applies to the quantitative 

indicators which should express it in precise terms) is never very clearly 

stated; the impression gained on reading throu&~ the programmes is that too much 

of this work is kept for· internal use and hence is 

either by the public or by the various conferences 

not subject to sanction 

or commi ttees.Y 

.1/ In very many cases, too, vrork requested by resolutions of intergovernmental 
bodies docs not give rise to any real dis~ussion. It is merely ''noted''. 1l'his 
situation accentuates thG need. for a review of the relations between secretariats 
and policy-making committees. 
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These studiPs seem to be conducted in isolation, without an;y very c1car gBneraJ 

plan for the United Nations system as a vrhole. 11hey ,_:an r3carcely be said to 

complement one another, and seem to be in sorl":; need. cf a com..'llon fraTllcwork. 

The ·ef-forts of all the organizatio"ns in the dirPction of a thorough and 

comprehensive exa.ht:Lnation of the problems of each sector (IndicaLive World Plan 

for' Ag:ricul tural Development, World Employment ProgranKle, Educational Planning, 

EduCati~n and Emplo;v:nent, etc .. ) providt~ an additional reason 1-rhy a gc:neral plan 

and a conunon ·;11~-thodological approach should be devisc;d as rapidly as poDnj_ble .. 

All these eff{:.~ets should perhaps alt1o be l.irik:ed more fl ... ir-?ctly with those made 

under·the he~ling of operational activitieso 

104. ,Nec-essa-ry .reaction against the tendenCy of prov:·anunes to expand 
i 

'· 

11here is one last remark which, in my opinion, must be made: the concern and 

scepticism which have always b!C:'0n ·arous2d by the scop(_: and., in :particular, the' 

multiplicity of the tasks li;;ted in the 11lans and pro,:sranunes of the intc·rnational 

organizations are, probably largely _ju.stified~ That these organizations should 

illcorporate in their prograiT)ITles practically every conceivable subjeGt - vrhcthcr it be 

peace, hwnan rights, population, environment, youth, dcvc~lopment strategy, narcoti:~ 

drugs, technical assistance, technology, . soiGnee, social problems and so on - tl'mt 

they should find it feasible to do so, and that they should at the same timr: succeed 

in proposing solutions and even in obtaining :::orne resultG j_n ·2ach of these sectors, 

would appear to be very much against the odds. The de groG of uYL"L vcrsali ty 

considered to be essential, and hence the multiplicity of activities, is cico;cidE:dly 

greater in the United Nations, UNESCO and the ILO than in FAO, Hhich is more 

specialized," or in \ffiO, l:>lhich operates in an even more cle-arly Uclimited ~-;ector. 

The tendency for :programmes _to e:x:pand their spher<~s of ac Lion i~~ neverthel8sG ver~l/ 

widespread. Whether the reasons are to be sought in the universal and ambitious 

scope of the various charters and constitutions, in the large nl)ffiber of centres of 

interest for member States and of activi-ties initiated by their delegations, or ir.. 

ri valr~es among the S.ecreta"t"iats, th~ phenomenon is so gen-_~ral, DO constant, and so 

obviQusly incompatible i'lith the paucity of these organ:i..zatior-{:, 1 rc~>~.~'u.rces thai; it 

could not fail to cause ·a reaction. This reaction finds expression in the dt'm.3.nd for 

Progra.mmilig, in the desir8 that priori ties should be set or major prob1cm:o d.c.:':'ined; 

it remains for us to consider how far this process of rationalization in the quest 

for greater efficiency is likely to succeed~ 
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CIIAP'~'ER VII 

THE DEFINITION OF PROBLEMS, PRIORITIES AND OBJECTIVES, AND 
TilE NECESSARY REVIEW OF DECISION-MAKING PROCEDcRES 

105. Complexity of the problem 

Brief though it may be, the above description of the economic and social 

aotivi ties of the five OI'ganizations at least explains why the problem of 

streamlining such a conglomeTation is not a simple one. It is not merely a 

question of adopting modern programming methods or applying ready-made prescriptions 

or established processes such as PPBS, integrated management systems or linear 

progrrunming techniques. ·The confrontation of ideals, interests, methods, political 

philosophies and cultures v1hich occurs continuously through the economic and social 

activities of the international organizations cannot be facilitated or clarified 

by the mere application of modern ma:.r1agement techniques, which v..rere devised primarily 

for industrial and commercial enter~rises, and accessorily for certain administrative 

activities at the nation~l level. On the other hand, there is undoubtedly a very 

widefelt !l.eed to devise simpler and clea:cer programmes and to cut out unnecessary 

or' palpably ineffective activities in order to concentrate on essentials, and some 

vray must be found of meeting that need. 

106. Contradictory requirements 

EVen though the first attempts to apply programming have yielded a few not 

altogether insignific~t results, they have undoubtedly failed to solve the 

essential problems in this respect, and the makers of these attempts are themselves 

fully mcare of the fact. There is still a very widespread feeling, which is 

finding even increasingly urgent expression, that much remains to be done in 

order to "define priori ties 11
, ''identify the major problEms", cut out mmecessary 
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or less necessary activities and react against the unrestricted expansion and 

attenuation of programmes. But it is conrrnon knowledge that once an i tern has been 

included in a programme, removing it is extremely difficult, even though the study 

it required has been completed or it lS no lor~er of any obvious interest. The 

routine of the international organizations is very naturally conservative, because 

of the extreme difficulty and frequent impossibility of reaching agreement on 

selection criteria. It is even perfectly consistent with the logic of the existing 

system that, at the same time as an effort - albeit unsuccessful - is being made to 

rationalize and curtail programmes, many new items arc being placed on the agenda, 

with the effect of making the programming problem even more difficult to solve. 

107. Grouping or curtailment 

In these circumstances, as the outline plans so far presented clearly show, 

a far greater effort is being made to group all existing activities under titles 

or labels intended to give an impression of unity or comprehensiveness than 

actually to eliminate programmes or sub-programmes regarded as less important 

or incapable of reaching their effectiveness threshold. In the light of the 

contradictory pattern of existing policy constraints, there is no vJOnder that to 

take this course was the first reaction of those responsible for the programming 

exercises. It has now become necessary, however, to go further. 

108. Trends in research 

Everything that has been said so far, however, clearly shmm that, in order 

to go further, it is essential to avoid both the purely theoretical and the 

excessively pragmatic approaches, neither of which is capable of grasping the 

moving and living reality of the international organizations. 'rll8 work to be 

done is more difficult and more complex: an attempt must be made to understand 

why the play of the existing procedures impedes or prevents the matching of 

policy requirements and efficiency techniques, to ascertain whether the kind of 

relationship existing between secretariats and policy-making committees could 

not usefully be modified, and to identify the kinds of modern techniques which could 

be adopted according to type of problem, 1.rhile distinguishing in particular 

between technical co-operation activities and other activities. Lastly, it is 
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necessary to think of procedures v!horeby a process of progrcssi vr:. change could 

really be started. Such ·efforts can only be collective: in this study we shall 

merely try to indicate along what lines they might be made. In that sririt, the 

present chapter will try to demonstrate the need: 

- for having "descriptive estimates" (d.evis prE!alables) made by the secretariats, 

so that priorities and objectives can be identified by the policy-making 

committees; 

- for reviewing the pattern of relationships between secretariats and 

policy-making commi ttces as regards the establishment of appropriation 

limits and the formulation of programmes. 
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I. THE IDENTIFICATION OE' PROBIE!-13, PRIORITIES Al-ill OBCE CTIVES Atill 
THE NEED FOR ESTABLISIIING "DESCRIPTIVE ESTIMATES" (DEVIS PREAIABIES) 

109. Uncertainty of terminology 

The expression "Qefini tion, or selection, of prioritins11
, v.rhich is very 

widely used in the United Nations and FAO for example, is not al''ays differentiated, 

as in llffiSCO, from the 2xpression ''definition of major -problcms11 . Proble-ms, 

priorities and objectives are terms which ul).questionably denote a very gl.'ncral 

desi:::"e to obtain a better programming system, but which do not have any very p.recise 

meaning and, in particular, do not convey the same meaning to all. In this chapter, 

therefore, we shall propose a number of brief definitions in ord.er to clarify at 

least the meaning attributed to each of these notions in the ?resent reporto 

110. Tentative definitions: problems 

The word 11 problem11 will denote a sphere of action recognized by the great 

majority of member States and, more precisely, a series of difficulties and 

shortcomings in the economic and social system ~~·hicf1 it has been decided sooner 

or later to eliminate. The fundamental fact here is the identification - the 

recognition of the existence- of these difficulties or shortcomings as such, 

which presupposes a minimum common philosophy. It is, of col.J.I"se, also necessa2"y 

that these difficulties should be identified or recognized by the great majority 

of member States and that this majority should express a minimum conunon desire to 

adopt measures or a series of measures rt:::garding them. We have seen above in this 

connexion that health problems in .nro seem much easier to identify than problems 

relating to education and agricultural development. 

lll. Priorities 

The word 11:priori ties'' vrill denote the spheres of action - the problems already 

identified and recognized - which are considered to be the most important or, the 

most urgent, and which must be pla~ed in the foreground and mobilize the maximum 

effort. The adoption of a single order of priorities in the classification of a 

series of problems presupposes ~~even greater community of philosophical approach 

and desire for action than the mere identification and recognition of a problem's 

existence. Within the boilllds of inc vi tably lillli ted appropriations, a classification 

presupposes choices ""rhich can, not to say must, lead to: 
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the elimination of problems regarded as insufficiently important or 

incapable of yielding sufficiently precise results; 

- the preferential distribution of available funds for dealing with certain 

problems at the expense of others; the percentage distribution of the i"unds 

of a particular budget 31TIOng various t;y})es of activity is the clearest 

reflection of a certain order of priori tics; in other words, once the~ 

problems have been identified, it is a matter of selecting those which 

are considered to be dcserving of action and to say how the available or 

mobilizablc resources will be distributed among them .. 

112. The notion of an ob.jective 

The word 11 objectivc 11 - 11 dcsired rcsul t 11 or 11 aim pursued'1 according to the 

dictionary definitions- obviously represents the precise a...nd positive ex~pression 

of the activity undcrtaJ;:en in a specific arr:a, the state 1vhich ~>.rill be achieved 

when some of the difficuJ.ties or shortcomings under attack have~ been finally 

eliminated with the solution of the problem or of part of it (cf. para. 110 above). 

In other words, what is lacking here is not so much a definition, 1vhich in any case 

will always be too general to be precise, as a classification of the main types of 

possible objectivc,~i.e. a ty1)ology. A certain number of standard classifications 

are, of course, already in existence. Since the usc of the 1rurd is of military 

origin, the method co be adopted in order to attain an objective is also very often 

designated by terms of military origin, such as 11 strategy11 or "tactics11
• 

Consequently, through the usc of the notions of 11 strategic objectives 11 or 11 tactical 

objectives", it may be possible to establish a relatively clear distinction between 

results of different types which, to use another terminology, are also sometimes 

called "general or final long-term objectives'' and "immediate or intermediate 

objectives11
• But such distin<;tions are, after all, somewhat superficial, and, in 

order to establish a more precise typology, it would seem that at least the 

following three characteristics must be taken into account: 

the degree of attainability; 

the degree of abstractness; 

the degree of responsibility in pursuit of the objective. 
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113. The notion of an intermediate-stage ob.jective 

The degree of attainability in a way defines the length of the path to be 

followed and has a bearing on the types of methods, strategies, tactics or 

programmes to be applied. It is therefore an essential criterion" There are 

some objectives which are known to be unattainable with existing resources but 

which are nevertheless considered, at least theoretically; in the case of some 

other objectives, it is not known if or when they can be attained, but they are 

stubbornly pursued all the same (medical research activities, for example). There 

are remote objectives, 1,vhose time-horizons arc uncertain but which will probably 

be attainable after a few decades of collective effort, and other objectiv§s 

which, on the contrary, can certainly be attained within a given period, which may 

be a few years (medium-term objectives) or a few months (immediate objectives). It 

can clearly be seen how the various objectives can be classified within this scale 

of attainability: normative objectives (peace, human rights, etc.), development 

objectives at the world level (eradication of illiteracy, full schooling, 

eradication of contagious diseases, full employment, security of food supply, etc.), 

the objectives of a national development plan (construction of a certain number 

of dams, roads, schools, hospitals or d;rellings), and objectives relating to the 

everyday activity of a particular cnt0rprise or administrative department 
• 

(manufacture or sale of a certain ~uantity of a particular product, publication of 

a document or book, training of a certain number of students in a particular 

discipline, etc.)l/. At this point, therefore, it would appear necessary to 

distinguish at least four categories of final objective: objectives of doubtful 

attainability, very-long-term objectives, medium-term objectives and short-term 

objectives. In addition, and perhaps above all, in the case of the objectives 

which are attainable only in the distaDt future (long-term final objectives), 

intermediate stages on the path leading to the final result must be considered 

essential~ The notion of an intermediate-stage objective, therefore, is in this 

context ind.ispensable. 

l/ These examples show that the degree of attainability itself comprises 
two relatively distinct notions: the degree of certainty concerning the 
possibility of attaining the objective, and the length of time needed for 
attainment when the uncertainty is removed. 
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114. The nature of the objectives 

The degree of abstractness also conditions the types of methods to be used: 

a concrete objective (construction of a building) entails the use of generally 

well-known methods of financing or of mobilizing technical resources. The less 

concrete the objective (whether it concerns intellectual training, economic 

development expressed as a percentage of GNP, or respect for human rights), the 

further removed from known and accepted methods becomes the implementation of a 

plan of operation to attain it; in most cases, therefore, it is necessary first 

to conduct methodological research and negotiate its acceptance even before any 

action can be taken. The purpose 0f the research and methods in q_uestion is, in 

fact, to transform and, as it were, translate this pursuit of an excessively abstract 

notion into concrete action a:.r1d ' 1means-of-action objectives11
• In addition, there is 

very often a parallel between the degree of abstractness and the degree of 

attainability. It hardly seems possible, however, to establish here a scale of 

abstractness: it is rather by nature of the objective that a classification seems 

needed, for objectives can be distinguished from each other according to what they 

relate to: investment, training, promotion of ideas or standards, research, 

definition of bases of agreement or negotiation, technical co-operation, and so on. 

115. The apuortionment of responsibilities 

Lastly,, it is extremely important to d,ctcrmine degrees of responsibility in the 

pursuit of an objective: a clearly defined apportionment of responsibilities and 

the allocation of a precise task to each participant - in short the efficient 

organization of work - are the ackno1·lledged conditions of success. In this respect, 

however, a distinction must 'be dravm betvreen objectives v.rhich are pursued by a 

single organized group (e. g. an army, administrative authority, enterprise or 

Government) and those 1vhich are pursued by a nrunber of such groups (a nwnber of 

Governments, several agencies, c:·tc.).. In the first case, only organization and 

possibly discipline axe nec:;ded; in the second, m..ring to the distribution of 

responsibilities, negotiations prior to action have to be arranged. The terminology· 

to be used is not always very easy to settle. In any event, among the collective 

objectives, it is necessary to distinguish those for whi.ch the apportionment of 

responsibilities is clearly defined and those for which this appoTtionment of 

responsibilities is yet to be donee The sharing out of tasks (establishment of 

an 11 intcrgovernmental programme 11
, for example) can, in fact, itself be: an objective. 
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Consequently, when programmes ar0. being established - or resolutions formulated -

for the international organizations, the following should be clearly di.stinguiE>hed: 

national objectives for individual governments (national development plans); 

intergovernmental o'bjectives, accepted by a numbE)r of Governments or by the 

membership of an international oyganization (these objectives involve on the 

part of each Governnent subscribing to them a particular easj.ly identifiable 

effort, either in the form of a contribution of money or pcrso~Tilcl or in the 

form of the acceptance of pri~ciples or methods, etc.); 

- the objectivc~s assigned to the international organizations by those f:>rune 

Governments (various kinds of assit-_rtance to membc:r countries, met~'1od.ological 

research, definition of common principles or condi tior2_~:> of labour, :9ro:notion 

of ideas and standards, etc.) .l/ 

..l/ The action of the interr..atio:ral organi?:ations is compa.-rablc in a vlay to 
that of a catalyst~ Regular-programme funds, extra-budgetary filllds and counterpart 
contributions from the Governments of the countrie8 in ·vthich the projc:cts are 
carried out flovr together for the purpose of attaining a particula;. objective. The 
determination of the Governments concerEed by these projects is obviously absolutely 
fundamental in this combined effort. The amount of the counterpart fund.s is a-11 
indication of the extent of this d.eterrnination, but what is even more important is 
that the projects in quG,:::;tion should be: intc;grated at the COl..L"ltry level. It may 
therefore be i_n order to a,:::;k whether the country progrrunmes v.rhich it is proposed 
should be shown in the budget of each o:cgani~ation should not only, on the one hand, 
give particulars of the countei1_)art contributions as •.veJ.l as of the regular-programme 
and extra-budgetary funds but also, on the other hand, establish a qualitative and 
quantitative relationship bFbvecn the tot~ity of the action l)rov.ided for by thesG 
programmes and the country' s plan. 11orc generally still, the role of the 
international organizations should conceivably extend to the determination of 
sufficiently precise conceptual frame'i.·ro:rkto to make it possible fo=c m2.jor common 
objectives to be pursued simultaneously- and v..rith an apportionment or tc:wks- by 
the Governments of the countries concerned, the ore;anizations j_n_ ti:H:· fni ted Hations 
system and the international organizations outside that system, and (_;vc:n b,y.' the 
partners to bilateral assistance. That, howE:vc-r, vmuld. involve the usc of s'Lr..i.cter 
methods than those employed at present. 
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the problem ··...ri th f:>')Tll:; dc:gree of cL.u·i ty. It dces not fo~J.ow~ r.O''i\'CVt:r, th;;;..t the; 

r.ecet--:;.::;ary dictinc.-Lion b{-;twcc:n ·t'n.Ese thrf.::O:' C.~_fft.rFnt asper-ts of a ~ingle procedure 

.means that they mu.st b<?. cnnsJ.de:t.. .... ect in ar; immu.table oi·dr:,_,r, .icc .. f.:..rct identify the 

pToblern3, next define the prio:-:-i ties w:d, only lastl:/, specify tLc o"bject~1.Ves .. 

Such 8.. t'bf~oreti cal BJ.l1Jroach ·;NOUlli be dangerou.r_o a.nl1_ m.ight incYeas0. the confusion. 

In fact, the rr~ctho(l tc h; follo1·1ed in such a E:phere must vary according to the 

degre-e of agreement existi.ng ac the time ;rl,en "'~'" "ee>earch '_s CL"lJe:rtakcn. In 

ce:t:'tain areas, as "'re have. seen, the i.nte::::·national c.oiT:Juni.ty haz alrr:ady r2cogniLJed 

the exif:'.tcnce of certa.ir1 problems all.ci even of ccrtc..in priorit.i.t::s. ~n others, on 

the other hand, the volurae of ·~.ro:I'k outstc:tnd.i~JC 8B Tegarrl~ definition a..,.'1d 

nsgo tia t.ion is considerable .. 

117 .. Experience of Ll--:ESCO in definir.p; 11 ma,jor j).J'Oblems 1
' 

The example of the r~xpe:riment 'Nhich 1~.Hlli:SCO .i.s I:.O'tl conductint; in the selection 

and defin.i tion of majol~ p::·o'blems, as Ue~:;c:r:'.~Ced j_n the c.:.Do~le-~~isnt:Low-od document 

93/'J:.Xj 4 ( cf. pa:ra. 65 a."oove) , cleax·J.y shm·J~-1 the dj .f.fir.m1 "Li<.;s irir--,eren·~ in such an 

exercise within this orgar.ci·,:;ation 1 s areas of compctell:::.·.:,:, ~.'he .replies received to 

a question 1vhi.ch had been ask.ed in ·:-;xtr~mcJ.y gen"Tal. terms have not so far given 

ar1y inC.ication of a rr·ogrrunrne concc:ntratio:.'l techniCJ.UP.. In this connexion, it would 

appear csstm.t:i.al to quote a number o£' extractr; fr:"om docwnf·nt 93/E~V4: 

11 16.. Pro&,"Tarnme con.csntration caJ.ls i'oT a :I'igorous choice of the major 
probl(::;ms to 1w dealt with hy UNESCO and for rJ. set. of cr::i_-'cr::ria which can 
be used in the selection o..f objec""'civcc~ 

17. The selection of 1 major problems 1 is probatly thP most d.ifficult task. 
This point is fully reCOf31lized in mos·t-; of tllc cc:JP .. rnunicat.ions from Nembsr 
States. .Belgirun cmd Canada have CX?:!'ess:-::d some rssE::rvations about the 
desirallility of even attempting to single .out given problems. The fanner 
is of the opinion that insL:ead of whe,t it considers as a ~egative approach, 
the objectives of lTNESCO ought to r0:flect _in a positive fonn its mandate as 
set OlJ.t by the Constitution and resolutions of the General Confe::cance, and the 
lR.,tter point.:-> out that any atterr.}t to define vmrld problE.ms is bound to be 
linked to the pa.r.tiGuJ.a:r socio-cultural values wili.ch condition the perception 
of these problems. 
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19. As for the United Kingdom, 1 to attampt an analysis of major world 
problems is no light undertaking, but it will be necessary to seek a degree 
of consensus on the subject among Member States.' 

20. Switzerland observes that 1 choices can o~~y be made at the 
level of objectives.' 

21. France •.•• QUestions the value of a 'global re-examination', and instead 
opts for a selection of objectives. 

22. The inventory of problems which emerges on the suggestions of Member 
States is quite broad and varied and does not facilitate an effort of 
concentration. While recognizing that it would be most heboful if the 
General Conference, with the assistance of the Executive Board, could reach 
an agreement on a list of 1 major problems', the Director-General believes 
that such a task is a most arduous and hazardous one and shares the: view 
that it is at the level of the objectives that one can apply valid selection 
criteria. 11 

This conclusion by the Director-General of UNESCO on the application of selection 

criteria at the level of objectives seems to me to provide an essential clue to 

the solution of the problem. The types of objective involved must, however, be 

clearly specified, and care must be taken to measure the consequences that may be 

entailed by the organization of a 11 choice at the level of objectives 11 • 

118. The need to establish descriptive "estimates" (devis prealables) to 
facilitate choices 

The definitions given above of the notions entertained regarding problems, 

priorities and objectives clearly show the close connexion between the three 

notions, which are, in fact, only different aspects of a single complex intellectual 

approach towards clarification of an often very obscure set of data. In fact, the 

choices of the organizations' governing bodies must be as clear-cut and enlightened 

as possible. In the areas of competence of the international organizations, as in 

those of Governments, enterprises and individuals,. decisions are not taken in the 

abstract; they reQuire a precise description of all their possible consequences, 

including the financial consequences. In other wo.rds, choices can have true 

significance and practical consequences only if they are based on precise "estimates". 

This means that, before the policy-making committees are asked to make choices or 
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judgments, every substantive division of the secretariats should be called upon to 

carry out substantial preliminary work to elucidate the problems which may arise 

within its areas of competence. This work of elucidation should comprise as exact 

a description as possible of the existing situation and its development prospects, 

and it should bear upon the various methods of considering the problems, the real 

chances of effective action to solve them, and estimation of the costs of the 

various measures which may be considered. The adoption of such a rigorous method, 

however, would involve reconsideration not only of the present working methods of 

the secretariats, but also of the types of relationship existing between them and 

the policy-making committees. 
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119. Fin§l~_o1J...~~'ectives -~:g_d ir.runecliate ob.iectives in the iEte:rnational organ.izatioP:.~: 
fro-rr~!he adcptlo11. of r_eo~~~tj_ons to· t!.1e formulation of work progr8.J!Unes 

From the examples discussed above, it can be seen straight aw?l,y that the i'in.3..l 

objectives of the inte:rnationaJ_ organizations in the econonti.c and social field are for 

the most part highly abstract. They are not easily attainable, and the sharing out 

of tasks calls for a considerable effort of negotiation .. The definition of these 

final, long·-tm.::n objcct.i. Jos, ·hm.vever, is esf',entially a fwJction of the adoption of 

resolutions b;y· the de~egations of the meniber States in the various govo::::·ning bodies by 

which t!le p..cti.vi.ties of the organizations are directed or guided .. On the othc:;r hand, 

the daily activities of these se..me organizations include the much mor2 immediate 

objec~;ives (publiaations, i.lleeti:1g·s, studies, projects) uhich TI1Etke up the ~..rork 

progrwrJnes of the secretanats or the plaDs of operation for field activities. 

120. Relations bet~dee~olic;y:=::n.s.king committees_ and secretariats 

To attempt t·) britlge the ga·p which in the great majority o: cases separates these 

two categories o::'.' ,Jbjec tlves - in other words, to reduce the marginality of the 

econ~Jmic a.11d socioJ. ac.t.Lvi tie~_, of tho interna"liorla.: orgo.nizations - is therefore a 

matter cf J.'""C)Considering ·Gh·:: procedures for es·Gabliehi:::1g the two t;;rpes, 
. ~ 
l. e. o~ 

developing effcc: ·G:i.v;_~ tecl:miq_ues of problem i•1entifica tion, selection of priori ties 

aYJ.d d.ef:Lni tion cf ob.j 0c t1. vos, ll~'his :c.';;.ises the q_uestion of the respective pm,.,ers and 

:I'-1c·:rG0V8r, -~Lcrt:? ~-'; r:o T<:-ason wha:k::;o8V0r to try to -:::oncea.1 or to -p2.ss over tho 

as bet11ce:::~ the ;'&xec.L/;:i.~~-t:·" ar,:~ ~he '1lc·gislative 11 arn~s of the international 

organizations, of ·sr_8 -po1vor to initiah:: pro-posals 2.n,i the d.ecisJ.on-·ma£.ing power .. 

But this entails a risk ·- which_ should. be r?J_imina.ted - of serious misundersta.."'ldings. 

The "executiveH (:Ln this inst2.J."'l.ce, t!w secretariats and their heads) may fea:r that a 

particular conc<:,ptiun of progrctmmi:ng ·vr!_ll mean. tra11sfer to the poj.icy-·making 

corr.mi ttees of a decis:i.on-:oaking rcspcnsibili ty vrhich in its view it shou~Jl retain .. 

The~ 1eci timate des.iT~ o:f member States to exercise effective control over the 

secrr:-Lariats and to have a proper assessment of the results achieved must not indeed 
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~-::)ad_ to a f3JTf:>tcm rNhich vJould allow -~he various program:mo committees themselves to 

(lee ide on the detailed· arrang~ments for action to be w1dertaken .. Such a conception 

·woul(l p~cod1_::u~c additiona1 canfusion, and a definition of tht-.:: lc;-vels of responsibility 

is therefore absolllte1y osf;ential. 

122, rJ:he Three-step pattern of -Lhe present clivisiOE of responsitili ties 

~-1~le present sys-Lom (in the aOsence of real pr~)gJ.~alllilLi.ng·) copes vciy badly, in fact, 

•-~Ti th the probl(:;m of tl·1_c; d_ivision of ::::-espo:r1sibili tics bc-:d~\..reen the p:Jlicy-n1aking 

commi ttccc and the sec~retariats .. The d.ivision is ae;sording to a three-ster pa-ttern, 

v..rh.ich 1-mrks r;1ore or less as follcn·.rs: 

(a) At the .:'irst step, the member Sta.tes, through. the govbrEinc boclies, lay 

d_o, ... •.r\ the long-term general orientations, instructJ.ng the cli_-:::.·t::::ctor-{;eneral 

or the secretary-general o!..' the org·anizat.Lan to pursue those distant~ 

Mtb:t tious and ill-define(l ob J <"':!C ti 1.re3, i tJillJnera.b J E; exa1ll.p1cs of 1:rhicD. are 

·3o be found in the prograiTL"ll.C bil.d.gets or nH-:;Ctium-te::::'lll p1a.J1S (some of -them 

ila'Je been q_·:1oted ir· -pn.ragra-ph 2l a·ocvo) ... 

(b) At the second sGep, staTting from those genera:~ co:-tsir.lerations and. vii thin 

app:,.~opriation limi-ts vhich thc;y f·28l ca~1 ··Jc accepte-:.1 by the policy-making 

co:rrm.i t-tees ~ t.he sc:C'rotaric.ts draw u_p 'Work prograrmnec (',rhi.oh are not all 

desoribeCt in the sc:unc-0! degree of detail L1 thS> ·budgets) on sight of -~~~~hich 

the correspond.iEg corrlt--ni -Ltees are a2;ked to mak:e the necessar,:,.- appropri.a tions, 

i.e. to approve the budget. 

(c) Lastly, at the third step (at whtch prograrnme bud_g:::;ts 3-re arlQpted) 5 the 

progra.'llliling and financial committees diseuse. ar_cd comment on the p:coposed 

work p rog:rammo • Generally speaking, ho-~tlever ~ they ma_l:a only very minor 

changes, mostly in oonnexion 1...ri th the a...rnour:.t of the appropriations 

req_uested, bnt rare::.y do they seek to make far-roaching changes in the 

stru.cture of the progranrrne .. 

It should be added that '..Jork on Gvaluating the results achieved after budget 

imple:m.en ta tion still lies v.,ri thin the realm of theory, a..'Yld that, despi -~e the reports 

on implementa1cion and. calls by the governing bodies for imp:roved methods of appraisal, 

no real check. is kept on the sacretari!its. In addition, the general guidelines for 

progra.II1"TT8 content that might enable the policy-:rLak.:Lng C<Jmmi ttces really to lay clovm 

the main lines of action a:ro still very- va.gue and J.mprecise, and the true initig.tive 

is to all iiJ.tents and purposes left in the hands of the secreta:riats. The 

difi'ic"J.l ties encoun-~cred ·by the organizations in identifying priori ties o:r major 
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problems in advance have been overcome, as we have seen, only in very few instances. 

This assertion should doubtless be qnalified by the fact that there is a continuing 

dialogue between the policy-making committees, the directors-general of th8 

organizations and the heads of the principal substantive departments or divisions: 

obviously, the prograrmnes dravm up by the secretariats do reflect the general trends 

and the orientations desired by the vast majority of member States. It is 

nonetheless trtle that there is a definite need for the establishment of procedures 

wher·.::by choices can be made more systematically and with greater clarity .. 

123. Rcguiromonts to be considered. in establishing a new pattern of relations 

In fact, if a new pattern is to be drawn for possible relations bet;reen the 

policy-making committees and the secretariats within the context of a programming 

system, the following considerations have to be borne in mind: 

the important vrork of preliminary elucidation, which is essential to enable the 

policy-making committees to identify problems, priorities and objectives more 

easily, can be done only by the secretariats; 

it has to be fully realized that the introduction of long-term programming 

necessitates consideration of a new dimension- the actual duration of the 

planning period - in t}le decision-making process; 

if medium-term plans are to act as instruments that can really help to define 

a policy, they must, together with the progranune budgets, entail financial 

decisions; 

lastly, it is necessary to keep decisions on appropriation limits apart .from 

the progra%~e definition processes. 

124. Nat·o.re of financial decisions relating to medium-term pla_ns 

Clearly, there will be t::::1H:' medi·:un- term programJfling only when the plans, as is 

now the caso T~ri th budge Ls ~ entail finc.ncial dec..:isions - nntil that time, planning 

efforts will be coEfins-(l to vagus t:ruiclelines containing no element of compulsion and, 

in the end, havi{lij' no :real irr,pact on the organizations 1 activities. If the situation 

is to be otberv1ise, the nature of the financial decisions 1..rhich may be tak.12n in 

connexion 1;.1ith a plan must be definede Naturally, this does not me8Jl that a plan 

has to be a six-year bwlgc t or that biennial programme budgets must e;.i ve way to the 

plans as clocwnents 1·ri th a f'ina.c'"1cial sanction. What has to be done is to devise a 

suitable link between the two decision-making processes. Medium-terw_ plans canna+, 
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be budgets, because the details of activities necessary in pursuit of a specific 

objective C~Qnot be forecast more than two years in advance. Orders of magnitude 

in the form of approximate appropriations for the medium-term period can, however, 

be determined, Though Governments may well be reluctant to enter in advance into 

financial corruni tments over such a Jong period, they might not havo much difficulty in 

agreeing that the expenditures of the international organizations should continue over 

a six-year period at the existing budgetary level, increased by a certain percentage 

every year or two years. It is just that percentage which could be negotiated. 

other words, to determine the appropriation limits for the plans it v10Uld be enough 

to reach agreement on a percentage incr~asc, oven as a rough figure (e.g. between 

In 

5 and 7 per cent, or between 8 and 10 per cent, etc,)Y. An indication of that kind 

would be enough for an attempt to classify priori ties within the approximate 

appropriation limits thus established. Moreover, there if3 no reason why the 

policy-making cornmi ttees should not, thanks to that system of determining percentage 

increases, give a first indication of the very broad priori ties they wish to see 

attached to a particular sec tor. The General Conference of UNESCO has already 

experimented with such a method, and the percentage increases it approves for 

education, science, other areas and administrative costs vary considerably. 

Nevertheless,. such a method can apply only to broad sectors and not to more specific 

objectives or problems. It could not therefore be a substitute for the "descriptive 

estimate 11 method of decision-making here advocated. At all events, this way of 

fixing orders of magnitude would be perfectly compatible with the type of decisions 

taken when biennial programme budgets are submitted for approval - an entirely 

different exercise which consists in making appropriations of precise dollar amounts 

for particular programmes of worko 

125. The necessary separation of the task of determining the appropriation 
limits from that of drawing up the programmes 

Moreover, it seems to me essential that the determination of the appropriation 

limits for the pl~D should be independent of the process of elaborating prograro~e 

proposals.., No person, enterprise or Government he..s ever been able to establish its 

prograrnrf1~e of activities and hence of expenditure simply in terms of its mm wishes, 

since a budget must be drawn up in relation to income. Though there is often no 

]} The percentage could, of course, be set at zero v1hen circumstancGs required 
financial austerity.. In the long run, however, such a decision \WUld mean the 
slo...,.ring dor,.m or even the stoppage of the international organizations 1 activities. 
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doubt some :i.nte:r'aGtion between -:;;_,_e. C'JC ts t() be coveT·3d and the income to be~ collected, 

no one <~an sy.;;terna.U.c:aLly t:os.=-- Ull' Batima.tt2!s of ld s income to his plans fur 

expcnditvrc,. To s.Lr..~;~L~-~f e.nl elari . .fy nr~15otiations OP -thj_e ~_ueotion in tlw 

intcrr1ationa·i_ org,:-.;,ni~·.a.,tion~;, it vml.Jd l<cem particularly deeirable that a cle:::..r 

distinction r.,L_nu.:::_:-1 tc nuJ .. -lr:' b8hH~en tlie t\m exercises or~ clete:nninin.g tl::c possible 

amount of cxpcndi ture an:1 1ayir%' 1lown )J~~ogr:umnes. It -,rould even seem to be highly 

desira-ble that dec:i.siuns .JE tl1e at)PY'Opl."ia ti.on limits fo.r Tegular In";:\~·ru.nuncs should be 

taken by thu organizations: Aosaablies ur Gener:3..J. Confe=r'l?.nc>r:'s befc::t~~ wvrk i~:S :::tarted 

on pl'ep&ring tJ~.e pL:~"'1s, and that, as r.egardD extra.-budgcta.:ry fiElds, c:::::·otributi~lg 

States should indicatP 

the entire duration of 

sev era.l 'tPa:!::'s 

the Jllan~.lf 
in ad. •ranee how znuch thc:;v o.Tc' ·f'reJlareC.. to pay for 

~~his would ru..::..e out a:ny rr,i;~t,nder:::;tar:_O.ing 

regarding the pcssible finaneial implications of the pJ.ar.ning :1.nd p:cog~·aTIL1l..i.r~c 

method.Y 

available at ~aot fo.'.:' tlJ.c dol'iJ.l.:i Liou cl r,ri.:..:Li ties. We sh,s_ll reviev; in rleta.il below 

the opera:'::ion <..rhich the su-~Jst.::mti.ve. di':L:;io:ns shoulcl L~a~v.ry· out. in establishing thei.r 

proposcO. mcCiium-t2TJD. i:-J.t';)TITlediate-stcr.gs objecti-ves (sco I)ara.graph 118 above). It 

must 1Je mo..cle cloar no~~-, hnv-iPV8l', that i..n e:::d.-ahlj_shing these l)O:::·.>sible objectives 

variOlw possible ~i!"l·:tnc_i.r~g ]_l)Vcl G Ghould -bE.~ taken into accotmt. In other vmrds, the 

authors of tho propor:;als ~>fL)"iJld ·be· ;'5Uidccl essentj_ally -by considerationG relc1ting to 

the mea~-1HrabJ.e th-:!:'eshoL1_ of 2ti'ectiveness, and confJid.e~·-· progT.a..mJLes of var;;r2.ng scope 

corresponding -to diffe:~orl"l. ~tcV:31s of Cl.i.Til>ition as to the possible achieverrwnts, and 

hence to c·Jsts whl::::i-;_ are a:1 :30 .:1J.fferent .. Ii..' thi;:: were done, Glw to tal of the f i..gu.res 

accompanying the pl""'Oposed ·poosi ble ohj cc ti ves of an c:.cga.nization \ .3 var.ious progran1ues 

would all-Jays iDe vi +:ably excaer._ f:.hr .. t of t-he ap prupria.tion l.i.r.J.i ts approved fo:::.· them .. 

Thus, wf1en applierl to a ;e;~::-t of p~Jp(;Gals accor:rpa.....'1.icd. -by fig.J.rss addir...g up to f.c.1:-:- ;-r._ore 

than its total D.Jilo·,m t, an 3.-;)llTO"[~:::-.ia tion lirfli t determined. by c ri te:!:'ia that have nothing 

to do with the nJ..tun~ of the prog·::;::'.?.Jnin8s would p!'oVi(l() a q_uasi-auto;natic rJrocedure for 

defining priorities. It vwuld furnish the policy--:nak.ing bodies with oxa.ct estimates 

for selecting the p::.,og.ram..ses they 1mul.d be pTepared to Dupport, those they ·Hould like 

]} A system of this kind has been introcl_uced in UND?, and has made possible the 
establishment of 11 indicative pl.anning figu.rr~B 11 • 

Y cf. footnote to paragr<llJh 128. 
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to see cut back and, lastly, those they would phase out. Moreover, the competition 

it 'tlOuld arouse among the substantive divisions would induce them to vie with one 

another in presenting the bost medium-term intermediate-stage programme, and this 

would. no doubt be all to the good. 

127. Obbinin.,g a conspectus 

1Tiis does not meru"l that the heajs ,'Jf the secretariats should not express any 

V"iev:s to guide ·Ghe governinc bodies in their choice. On the contrary, their 

opinions, accompanied by general reflections on the adumbration of a comprehensive 

progra.Tiline, are :i_ndispe...nsab le ~ It .is ::::lear that the "sectoral country studies" 

decided U9on ancl prepared iJy the substmtive divisions should also be used for the 

preparation of conso1idated reports,l/ first for each country, then by region and 

eventually ~ t the ';;orld level, and that these consolidated re·ports should help the 

Dirr:-ctors-GE:.neral of the organizat:.ions to obtain a conspectus of the progranmws 

propossd .. Th8 mEthod of submitting to the goven1ing bodies both detailed proposals 

from w}"Iich oh:Jices have to be made and general connents to facilitate these cfwices 

would of' Doursc be more heedful of their prerogatives than that of submitting a 

comp1ete1y worked-ou·t p::rograTILlte to which only minor changes could be made .. 

128. A possible new five-step oattern of relationships between the 
policy-making committees .md the secretariats 

The pattern of relationships between t':to policy-making committees a.'ld 

secretariats that '"ould be created by the adoption of the body of measures considered 

abov~ would be as follows: 

]} See chapter VIII, paragraph 153. 
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Fou:rth step: 

Fifth step: 
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the governing bodies of the organizations and of UNTIP 1\rould 

determine (by ti1e adoption of a percentage) the order of 

magnitude of the financial appropriation::' acceptable i'or thc:-

next six years; 1/ 

the secre tc::.:::·ia ts ·wo·u.ld mal-:::c? specific proposals for medium-term 

intoTinediate-stage aDjectives for the ·whole body of problems 

i'a lling within the province of each organization, 1.-.ri th 

different levels of execution, and the corresponding co~>t 

levels, being ind.icated for each 1n·oposal; 

the governing bodies would make their choice from among these 

proposals acconling to the total amount of the appropriations 

available to thum; problemo, pri:Jrities and objectives wo·,J.ld 

thus be defined and the organizationsr plans for the next six 

years established; 

the biennial prograrmne budgets would then B"ive details, ln 

two-year instalments, for carrying out the plans thus 

established; the adoption of the budget \iOUld determine 

precisely, as at present, the organization's available 

resources and work plan, but it would do so within the con text 

of a comprehensive policy laid down beforehand in the plan; 

towards the end of the period for carrying out the plan, the 

policy-making co~mittees would appraise the results obtained 

and at the same time oogin to think about the follo\iing 

stage, i.e. the next plan. 

1/ Attention should no doubt be drawn to the evaluative nature of the operation 
of defining the orders of magnitude of tho financial appropriations. There is 
always bound to be some interaction between the order of magnitude for the financing 
of a particular programme and the general view of that programme \ihich may be 
entertained. The aim here, therefore, is rather to facilitate discussion than to 
set strict limits which in any case, if set before the programmes were even 
considered, might seem arbitrary. Moreover, such a procedure can appropriately be 
applied only to normal ac ti vi ties belonging to the organizations' traditional tasks 
in the economic and social sphere. It should not be applied to an undertaking \ihich 
by its nature or scale is exceptional. The obviously somewhat unorthodox nature of 
such a method sh9uld not, however, militate against its usc, in view of the special 
situatton created in the international organizations, first, by the procedure for 
calculating the member Statos' compulsory contributions and, second, by the difficulty 
of reaching a policy agreement between rich and poor countries on the nature and scale 
of economic and social activities~ 
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This outlin0 of tho principles underlying the procedurns to be applied must now be 

considered in greater detail, taking the complexity of the existing Ifl..achinery 

into account. 

129. ]ifficul ties created by the existence of diffe-,.ent 
d.ccision-making processes 

'lYLe pattern just proposed may give the impression that the governing bodies can 

determine all the work programmes of their organizatio:r_s, and this is not true. The 

budgets they have to adopt concern only the regular progra..,"1U1les .. It 1lOUld therefore 

be unrealistic to suppose that the adoption of medium-term planning C8uld invest the 

governing bodies 1.;i th powers they do not now possess as regards policy in the matter 

of the use of extra-budgetary funds, which are well k.'10WTI in ·rnost cases to be very 

substantial in relation to the regu.lar-progrrumne resources. The FAO 

Programme Commit teo showed that it waf:> aYrare of this "!)robler:J. when it expressed, as 

was mentioned in paragraph 61 above, its deep concern about the impossibility of 

incorporating national priorities .in the definition of :regionaJ. and, even more, of 

world priorities. As cmmtry prog:rarmnes are d.rawn up one by one, in p:rinciple by 

the Government of the ::ountr-J concerned but in actual fact in the course of 

negotiations i.n which the secretariats of the agencies and. UNDP play a leading role, 

it is clear that the policy-making bodies of the organizations a:re excluded from 

this process and are thus unable to provide gcr1eral directives. Unders tan dab ly 

enolJ.f{h, they find this situation anomalous. Efforts to establish a reasonable 

methodolo~j' of planning thus immediately come up against the fundamental difficulty 

createD. by the existence of Gcparato deci~:;ion-making proce-sses for the regular 

programmes and for the programmes financed from extra-budgetary funds. 

difficulty has now assumed a new form, nanely the existence of.' two different systems 

of programming with no point of contact between them: medium-term programming for 

the regular programmes, and country programming for programmes based on extra-budgetruy 

fundso 

130. Medimn-term program:rning and. country p:rogc·arnming 

The existence of these two entirely independent systems of ·program..'Tl.i.ng, which 

differ in both methods and results, is ac twJ..lly a reflection, apparently on a minor 

scale, of a well-known situation .. Although, however, the system of differentiating 

between the management of voluntary funds and of compulsory contributions to the 

agencies 1 regular programmes has survived 'tLYltil no~>r, dospi te the difficuJ.ties caused 

by disputes between the agencies and ONDP over questions of competence or 
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l<'ol' rea~,o1::.:= t.oth of policy c_w_d 

of L1st:_ t·:.1tioral efficic:n·:.:;;~r) I do no-~ -Ch.i_i_~k tlEtt. the~ ~Jol·J_t_i .. x:. ··.-J"CJUld. be; :,:::> ~-,11-D~J.nlir:rrto 

<:.d t}lCr the ''oxecuting a.ec~n.cic:s 11 (ir,c~~~_;_Qir~.g t.'H:- u~'!.i ted KatiDtts) to U::.{f)P (-vr}Li.C~'l "1:/(lS 

the t0r..Uene:y und.erly.i.nc Lhc Capa;;i ty Stud.y) u.::-- L21IJ}l to the agonci0s.,. K Ol' rlo I th.ink 

that th8 reoJ an.S1·1er to t~1e prz.Jjle::, is --p::::·ovided 1)y the so~_ntJ.cn ~'10\-J fomal.T;y ad.opteo:i 

by nrDP' "\Vhj_c:"n is tf>2 t i.n thco.ry ~~·ach Co·~;~cT::"llTIG:ll; slwul ;::!_ define j __ t;:; own te2 hnir;t:il 

.:;cnccrn.cd. 

and r:tcL.::·ginal. Oile.t(~ral ai~l. 

shou·l cl be given. 

diffic.J_lt to ]::.'ef!FJ...I'2 aG the present count:r:r proe;r.arnmcsu Logic a] \:r, a ~:ow;c:;::-tioYl of 

that ki:r;d Tdould :ce~-:mJ t much meTe na. VJ:ral:::_y in the prepar.a tion of a J iu t c)f 'fl:;"Cj ec ts 

"'i.\rith no supporting statement a.t al1. T.he S1.1..'ll.S i.:nvol'red arc Go ·sma::_l that any 

req_·llrc:ncnt to prociuce a supporting statement can even Oe rega.:>.-:'d.ed as an ~,;rm~>~C'ssary 

annnyanc~eo lt\.t.:rthc:more, t~>Le work of pre'?a:-ing ::-:ov.nt::c:·:y progra:mner:. is ::;c lo,bori.ous 

that Go1Ter.mnen":.s have t::1 call upon th;:;: Gc·cr.c:ta:::oia~rJ cf T.TiillP c1ncl t.be ag2nc.ies for 

assi~:; tcmce, an.d tLiB tcnis to destl'OJ' the~ lcgic of the s;ystem~ 

132 o Scope o:" tl:e ~eavor9:tca: ~l}ta:lleci .t:Y tn_:?_.s;_hort,co_!['d-.!}f"S s:Lihe .. :"Eis t~C!,S: 
pro c c d·J.re s 

S:he efi'o:;:-ts to prog::camm.c~ i~e. to reduce to Ol"der, c.~arii:'y anoi sys~.::s·mat:Lze, the 

activi tico of the United nations system throv.- fresh l.3..g}~.t 0:'1 the defc>::ts o:f -she 

existing procedures and make it extremely diffi,~·:ll t to a80ept t~'l2!m a...YlJ' lo.n3·er ... 1;/.h.at 

such e.ff'orts llr:Lng out is that these two separr:: ... ~e Clecision--::nal<.ing syster1s cannot be 

allo1..red to c;cntinue unchanged, and also that a parti~:::-J.lar co:c1'.-::ept:ion of techni.cal 

co-operation in the United Nations system r.mst be a·oandonet1 or ciras-:;ic.s..lly revj_sed. 
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In viev..r of these consid9rations, a c:om:plex cmd difficult I'eappi'a:i.sal is rcq_nired 

and must be embarked upon without delay. 

133. Str-Icture o!: -~q,<_; inte;£~~2~~~-1'}-_j.;_~~-· :n~chin~::y_-~jL_met}~_Lg.f D:rC2_:-::icling 
~inf'Jrntation on prograntmes 

'if.r1cn the dec :is ion-·maki.ng procedures yield pool' !'es-,11 tn, a::1d pa;: ... :-ticularly ~when 

the;y L!!."~_;·olve t,.~~~-o series of steps leaCting to contradictory or m1related decisions, 

there is n. terr..yJta·Cion to criticize the structure of l~he procedm·es themselves. 

problem <Jf the intergovernmental :nachineiy, which ACABQ, hac; alread.y stated very 

cloarJ.y, ca..'1not be evaded for long~ W:.<1ile it is generally recognized that the advent 

of p:eog-..c'am.t1D ng !las been responsible for brir~giLg it to tho fore, there is also a 

llni·-rersal a•rra1·eness of its extreme difficul-ty ani c:Jmplexity. Because of this, 

it ,,rill never be tackled properly until all the other aspects of the problems invoJ.ved 

have been ::onsidered. \Ve shalJ therefore say n'J I!lore at -present than that one of the 

most obvious reasons for the divergence between the t~<ro sy-stems of decision-making is 

that it is f·J.rtho:.."ed by the doc-L111!cnta tion 'Ni th vrhi.ch thE; hro sys tc-mn are provided .. 

The ~~·a.y in ;;.rhich info:rmation is ,supplied to them iJ ;;.'/; ~'.l3."2.:":.y tantarnoU.'c""l~~ to presenting 

to th:;m artificial:ly as two distinc·t; se ~s of compcne:Tk- .,,T}~.i.:~h in fac~ e.xis t in close 

s;ymbios:i.s ·vd.thin the .same orga.,.'1iza tio::~., o:c evc~1 to separati.r.g the head and. the limbs 

of a single living organism., Tho documentation distributed ~o the policy-making 

conmti tt:?es, al tho-J.gh 1Jndu.ly voluminous i:-1 most cases, i.s nevertheless very often 

inadequate ~)ecc.use it is too selective. For example, as has been seen, the 

policy-making conu:ni.ttees of the organizations axe, save in excGptional cases, informed. 

solely al)out their organizatior~s' reguL::>_.r prograTJJ1oG and. are given only the vaguest 

globa2. info:rmat.ion and figures on extra-budget2.ry programrnes .• TLc ul-IJJP Governing 

Co11.11ciJ., or.. the othe:-c hand, has to deal exclusively with the use of cx~ra-bud.getary 

resources, but is eiven no information about the possib1e interaction bctv.reen the 

prog.Yar~.mes t.hJ~s pTopo.sod and the "executing agencies 11 ov,rn prog::::-arnmes. It is obvious 

that if -the CODl11l.ittees responsible for discussing different po:·tions of a singl8 set 

of activit.iss are expected to take co-ordir..ated decisions, they mnst first be supplied 

1...ri tl). documc:-n -ta tioP that is sufficiETttly con.GD lida teet s.nd j_nte lligi ble for them to 

obtain the. same genera] vimi of that set of ac:tivities .. This do<:?s not of course 

mean thai the infoi.-mation given to the UNLP Governing CuuJJ.cil and to the governing 

bodi.133 of ~he different e>rga.nizab.ons shoulcl be identical: but it does imply: 
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system should be used for all the governing bodies through 

take economic and social policy decisions; 

that the system should enable each governing body to familiarize itself with and 

take into consideration the views of the other governing bodies, so that 

complementarity of decisions can be achieved through complementarity of information. 

134. The true significance of an information system 

If, as recommended in the Capacity Study (chapter VI), and as already requested 

by the Economic and Social Council in its re,oolution 1643 (LI) on the study which 

the Inter-organization Boards/ haf> been askc:(l to nndertake, attention is being given 

to devising a modern and unific"d information system for the United Nations family, 

attention must also be given, not only to data collection and processing methods, but 

also to the way in which the end product ,;ill be made available to the policy-making 

Committees as material for their decision-making. We shall see below that, as far 

as technical co-operation is concerned, an information system can only be. based on 

country studies. These studies should not be pu:rely theoretical, hovrever; 1 .. rhat is 

important is that all the policy-makirtg committees that have to take decisions should 

receive exactly the kind of information they require. 

135. Relationshius between the information system and the decision-making 
system of the policy-making committees 

The relevant requirements seem to be, in parti~~lar, as follows: 

The governing bodies of the organizations, responsible for approving the budgets 

and medium-term plans, should have at their disposal all the necessary elements 

for defining the teclmical co-operation policy they would like to see applied in 

their particular fields of competence (education, employment, health, the 

sciences, agriculture, etc.). At the lime of preparation of the medium-tenn 

plans, the governing bodies should, Vlhen making Lheir choicefJ 11i t~ regard to 

_y' And, in the 110, the representatives of workors """ld employers. 

Y The Inter-organization lloard for Information Systems and R8lated Activities 
has in fact been given this task by virtue of the CouXlcil 1 s approval of the proposal 
for studies made by ACC in its report of 25 ApdJ 1973 (E/5289, par'; I). Report of 
the Co-ordination Committee (document E/5389 of 2 August 1973). 
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their 11 other activities 11 gene:r:ally financed Wlder the regular progrrumne, 

formulate their recommendations on the subject of technical co-operation 

policy • .JJ The recommendations should relate to methods, the types of projects 

and forms of aid regarded as most suitable and the geographical areas where 

certain kinds of action should be concentrated during the planning period 

according to the objectives pursued, etc. This presupposes that the information 

papers circulated to the governing bodies for the purposes of the preparation 

of tho medium-term plans wi1l contain the proposals of the various substantive 

divisions based on th-f', 'consolidated country studies. The programme budgets in 

turn should refer in precise tems to those operational activities vrhich are 

financed from extra-budgetary funds. 

The mmP Governing Council,Y which is responsible for approving the application 

of a technical co-operation policy in each count~, should, before approving 

the country programmes, have before it, first, a paper from each regional office 

indicating the priorities proposed for the region on the basis of consolidated 

country-studies and consultations with Governments and, second, the 

recommendations of the governing bodies of tho various organizations for each 

principal economic and social sector. 

The Economic and Social Council should be required to review the whole of the 

policy proposed for a planning period and to give special attention, with 

a view to making a general report, to the relation9 existing between the 

organizations' regular programmes and technical co-operation policy as a whole. 

The Council could then ma}:e general recommendations regarding the different 

plans and technical co-operation programmes for transmission in their turn to 

the organizations. 

136. The need for a time-table for the preparatory work 

The kind of information which the secretariats should make available to the 

policy-making committees thus seems to require the establishment of a fairly precise 

time-table for the preparatory work, since much of the information would consist of 

recommendations transmitted from one committee to another. In other words, the 

system of programming and planning entails not only a great deal of preparatory work 

1/ Financed both under the regular programme and from extra-budgetary fundso 

~ Together with the other committees responsible for managing voluntary funds. 
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a"d above all precise estimates for the establishment of the mediwn-ter!'l 

intermediate-stage objectives, but also the institution of a dialogue bcb.-;e.e:;n the 

competent policy·-me.k:ing committees on the basis of a time-table v.:"hich wnuJd 

necessari1y have to extend over many mont he. 

137. The importance of the regional level 

The regional level seems to have an importa.r1t part to play in -the time-table 

for the preparatory 1-.'ork. For this,. there are several reasons, which should now 

be consiG.ered. The first is that, as has already been poj.nted 01.1t more tl'..an once, 

the definition of prioritj_es at the world level is of very limited significance in 

a g~eat many cases. At the regional level, on the other hand, the IJroblems of the 

various countries have many similar or corrnnon features owing to geographical proximJty,. 

cultural interpenetration, and, very often, corninon language and a COITl}.-:Jarable level of 

economic development~ The conditions are thus fulfj_lled for making i·~ much easier to 

reach an agreement on :priorities. It may of course be objected: 

that the geographical boundaries of the regions are not the same for all the 

organizations, and that very many difficulties will have to be overcome before 

generally acceptable regional frameworks can ·be determinod; 

that furthermore, within the pi·esent continental frameworks (which c.re those of 

the main regional economic commissions, for instance), there are considerable 
- t. y differences in economic and social si-tuation between the varJ.ous coun rles; 

that it might be more reasonable to ask the countries to state their priorities, 

taking their level of development, for example, intok account. 

If country typologies were established, taking a cmfficiently large nwnber of 

indicators into a,ccormt, there is no reason to suppose it would not be possible even 

to define relatively homogeneous categories within which priorities would be easier 

to establish. These remarks do not, however, constitute fundamental objectiont:;, for 

there is no incompatabili ty betv1een using the existing regional. frameworks for the 

purposes of a better d.efini tion of priorities and pursuing study and research on the 

kinds of pr-oblems which may assume similar forms in different countries, whether in 

the same region or not. On the contrary, the two lj_nes of approach 'rould complement 

J.} In some cases, howevei', it would be possible to use the sub-regional 
frameworks that have already been defined. 
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each other and make for a better knowledge of the problems involved, As to the 

definition of the ideal geographical framework for the region, this is a matter of 

prolonged empirical research which the use, even on a provisional basis, of the 

existing regional frameworks should facilitate rather than obstruct. 

138. The regional level and country programming 

The second reason why the regional level should be of real importance for 

defining the priorities and objectives of international technical co-operation is 

that it provides the context in which a dialogue can most easily be arranged between 

the persons responsible for planning in the international organizations and the 

national planning authorities. In other words, it provides the ideal framework 

within which the Governments of the countries concerned should be asked to provide 

information as to the technical co-operation policy they would like to see applied, 

and as to the problems for which they would look to the international organizations 

for well-thought-out sophisticated and effective types of solutions. It is 

therefore at the regional level that the inherent originality of the United Nations 

system of technical co-operation might come to take shape, and it is at this level, 

too, that the point of contact might most easily be found between country programming 

and medium-term programming. In matters of technical co-operation, the country 

is both the starting point and the end of the road for every system of programming. 

It is not until the next chapter that we shall consider exactly what kind of 

consolidated studies the secretariats should prepare on the basis of the country 

studies. For the time being, therefore, we shall merely refer to the obvious 

importance of the regional framework in providing the Governments of the countries 

concerned with all the necessary means of information and contacts for drawing up 

their programmes without difficulty. 

If these arguments are found convincing, therefore, regional consultations 

should be included in the time-table for the preparation of plans. The modalities 

of consultation would still have to be defined, but the present framework of the 

regional economic commissions and the regional organs of the various agencies could 

quite well be used for this purpose, even if, in some cases, more active and direct 

participation by Government representatives (and, in the case of the ILO, by 

employers' and workers' representatives) in working out the basic philosophy might 

have to be provided for. 
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139. Towards a system of decision-making based on complementarity and the 
establishment of a precise time-table 

The remarks that have just been made on the improvements required both in the 

preparation of information papers and in the co-ordination of recommendations and 

decisions may somewhat complicate the pattern described in paragraph 128 above, 

The sequence of phases (prior definition of the appropriation limits; preparation 

of a set of proposals for medium-term intermediate-stage objectives by the 

secretariats; selection of proposals from these, culminating in the preparation 

of the medium-term plans; approval of the programme budgets in the context of the 

plans; and the final appraisal before moving on to the next stages) can be 

maintained, but the following details should be added' 

It should be possible to arrive at some figure, even if it indicates only 

an order of magnitude, for the estimated total appropriation limits, 

including both budgetary and extra-budgetary funds, by ec,nomic and social 

sector, and to commnnicate this figure to the governing bodies which have to 

decide on their recommendations, particularly as regards technical co-operation 

policy, before they start discussing the content of the programmes they would 

like to see adopted, In the case of UNDP in particular, the Governing Council 

should therefore be required to give its views in advance on the indicative 

financial limits per sector for the duration of the plans. Such communication 

is not incornpati~e with the allocation of indicative planning figures by 

country, for by consulting the Governments of the countries concerned it may 

well be possible to discover in advance the way in which they would like to 

see the amount of their indicative planning figures distributed among the 

different economic and social sectors. MOreover, the stability, mentioned in 

chapter VI above, of the apportionment of extra-budgetary funds among the 

various sectors clearly shows that ways have already been found in practice 

of reconciling the free choice of projects by Governments in drawing up their 

country programmes with a stable proportionate allocation of funds by agency 

and even by substantive divisiono That being so, the phase of determining 

the order of magnitude of the appropriation limits, whatever the origin of the 

funds, could really be distinguished from the programme definition phase. 

The documents prepared by the substantive divisions for proposing their 

medium-term intermediate-stage objectives should very clearly indicate, in the 

description of resources available, first, the sources of financing (budgetary 

or extra-budgetary) which it is proposed to use, and, second, the distribution 
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by region and country of the technical co-operation activities included in the 

work programme., This would make it easier for the programming services to 

prepare the consolidated documents to be used as a basis for decision-making 

by the competent regional or central committees of the organizations and UNDP; 

A joint time-table for the preparation of medium-term plans and country 

programmes should be drawn up in precise terms. It should indicate in detail 

the linkage between the work of the secretariats (country studies, proposed 

medium-term intermediate-stage objectives, various consolidated documents), 

the successive phases of consideration by the policy-making committees at the 

different levels and the transmission of recommendations from one committee 

to another, 

140. Effects of the scale and duration of the preparatory work on the conception 
of the medium-term plans 

It should perhaps be pointed out now that the system of complementarity here 

proposed between the work of the secretariats and the sessions of the different 

policy-making committees would inevitably have the effect of extending over several 

years (probably two) the preparation period for the medium-term plans and technical 

co-operation programmes, It seems important to emphasize, therefore, that such 

an effort can only be contemplated if the aim is the 

plan, like all national plans, and not of a "rolling 

preparation of a 11fixed-horizon'1 

plan" .1/ MoreoveF, it is only 

with fixed-horizon plans that a check can be kept on whether the objectives set 

for the plan's date of expiry have really been attained. In other words, it is 

the only techni~ue compatible with an effective evaluation system. 

1/ Under this system, when a two-year budget is approved, forecasts are 
immediately made for the subse~uent four-year period, and the work of forecasting 
is recommenced when the next budget is approved. This is the system now being 
used in the various organizations. 
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CHAPTER VIII 

REORIENTATION OF TECHNICAL CO-OPERATION AC'l'IVITIES 
ANil OF S'rUDY A~ID RESF~RCH ACTIVITIES 

141. Need to review the content of the progrruRmes: 
conception..s of technical co-operation activities and If other activities 11 

The changes in procedures that have just been proposed would thus make it possible 

to introduce some measure of complementarity into the decisiorlli of the various 

committees entrusted with the fOI'mulation of technical co-operation policy, and would 

undoubtedly be conducive to progress. It is not by any means certain, however, that 

it will be possible thereby to eliminate easily all the drawbacks of the existing dual 

system of decision-making and, in particular, to solve in this way the problem of the 

marginality of operational activities; an improvement in review procedures is in fact 

likely to make the strictly localized character of field operations and the paucity of 

means available to the international organizations even more apparent.. A mere 

adjustment of procedures would not by itself provide a solution to this problem: it is 

the actual content of the programmes that must be reviewad. The time has therefore 

come to enquire whcther the very conception of technical co-operation in the 

United Nations system ought not to be re-examined. The conception of the 

international organizations 1 11 other acti vi ties'1 must not, howeveT, be excluded from 

this critical analysis: t{le fact that they are financed from the agencies' regular 

budgets (and that they are therefore not subjact to the dual system of decision-making) 

has not prevented them, as has already been noted, from undergoing significant change 

to increase their impact. Indeed, all the efforts that are being made to introduce a 

programming system are meaningful only in so far as they help to improve the total 

efficiency of the United Nations system as a whole. 
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142. Prospects of increased efficiency 

It was in fact the present level of efficiency of the organizations 1 programmes of 

activities as a whole which was called into question by the first programming 

experiments (both medium-term and country programming). The fact that program~ing 

documents make such disappointing reading·, and that they establish no more than a very 

tenuous or purely verbal lin.<: between the great objectives declared and the programmes 

of work proposed, is not attributable to any lack of talent on the part of their 

authors or even perhaps to the deficiency of available moans. It is also becausE!, 

since they bring out the absence of any relationship between final objectives and plans 

of work, they make it imperative to ask whether the actual conception of tho proposed 

activities is the one best suited to the international organi-zations. The mere 

raising of such a fundamental issue cannot of course lead to the immediate discovery of 

what different kinds of solutions, or of what entirely new conception, would make 

greater efficiency possible. It can, ho•Never, open the door to useful re.:-:;earch. The 

direction in which such research might be pursued should therefore be indicated. In 

that respect, I feel that trJee features of the existing programmes of activities 

should receive attention: 

(a) the absence of complementarity between technical co-operation activities 

and "other activities 11
; 

(b) the rather elementary methods used for formulating and implementing 

technical co-operation projects; 

(c) the dispersal o.f the research activities of which "other activities" mainly 

consist. 

143. Absence of complementarity 

There are of course some very widely accepted explanations of why the international 

agencies are relatively ineffective: a number of well-known political factors are thus 

put forward to explain why the bulk of the resolutions adopted on economic and social 

matters either unanimously or by a very large maj6rity of member States are not 

tr~lated into action as satisfactorily as might be hoped, and why, for example, the 

first review and appraisal of the International Development Strategy does not reveal 

any very strict implementation of the recommendations the Strategy embodies. 

Similarly, the extremely modest amount of the resources applied, compared to the 

magnitude of the problems to be dealt with, is often given as the reason why the 

international organizations 1 technical co-operation projects, even when they are 
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considered excellent, only very rarely have perceptible effects on the level of 

development of the colUltrios concerned. Accordingly, in the two fields - which are 

kept clearly distinct in most cases - of the formulation of the (;Bneral framework of 

principles and methodtJ on the one hand and of operational activities on the other, 

ready-made and specific explanations are at hand to serve as a justification for 

accepting in ad. vance a very modest level of effectiveness. So far, ho~>Tever, no effort 

appears to have been made to try to bridee the gap between those two fields or to 

enquire at all closely into the q_uestion whether the ineffectiveness observed is not 

partly due precisely to the maintenance of that strict separation. Whilo a few 

scattered examples could doubtless be given of experimental projects aimed at checking 

the value of certain now ideas, I do not believe that any example can be cited of a 

systematic and co-ordinated execution of projects designed to facilitate the adoption 

of principles or the application of methods recommended in important resolutions of the 

various governi.ng bodies. Nevertheless, the introduction o:f a struc tu:ral 

complementarity between these two fields would open up certain interesting 

possibilities: thus, fo:r example, operational projects designed to favour 

systematically the complementarity of industrial development in the various countries 

of one region could bG of positive help in promoting integration policie~:; which in many 

cases are proving somewhat difficult to carry out. Some efl'orts have no doubt been 

made in this direction, but so far no serious consideration appea:rs to have been given 

to makine them systemat.lc and thereby endowine them with a considcerablc multiplier 

effect. The results obtained from the review and appraisal of the International 

Development Strategy for the Second United Nations Development Decade shoulcl make it 

possible to indicate lines of research in that connexion, but a more rational 

organization of the international or·ganizations 1 technical co-o:pe:ration policy could be 

even more directly helpi'ul: that is tho subject which will now bo eonsid.orod. 

144. 'rhe rathe~ dementa;ry nature of the technical co-operation methods tmed 

Orrr consideration of -the principles on which com1try programming has been 

organized has al:ready led us to question whether, in the last :r·esort, the -technical 

co-operation of the international agencies is not really bilateral assistance w:ei t 

small. Raising the question in these terms makes it necessary to consider the method;:J 

applied. The one most generally used is that of sending experts (supplemented by the 

distribution of a few fellowships and the supply of some eguipment). This system 

appears to be based on the idea that the ti·ansfor of technology is a comparatively 

simple operation, and on the belief that the problems of the developing countries, 

P.:gardless o.f the socio-cultUTal differences between them and the developed countries 



- lll -

of the northern hemisphere, can all be solved by using the kinds of techniques employed 

in the latter. ]espite the research carried out and the sporadic adaptations made, 

everything is still being done as if the international organizations, when presented 

with a demand from developing countries relating to all sectors and to all kinds of 

techniques, could adequately meet that demand, whatever the subject, through the type 

of project which consists of sending experts, granting fellowships and providing 

equipment. It is true that, in some sectors, this formula, despite many failures and 

inadeQuacies, has resulted in a few successes. The agencies have tried, on the whole, 

to "sell" their projects, i.e. to ensure the purchase, as it were, of what they 

produced more easily than others, and this has resulted in some cases in their 

proposing a number of original ideas; but on the whole, these isolated efforts have 

not led to a specialization that would have made it possible to draw a clear 

distinction between the action of the international organizations and projects in the 

same sectors 11 sold 11 tlrrough bilateral assistance with much more financial support. 

Attention can no doubt be drawn to a few technological or methodological research 

projects oriented towards innovation, and to a few original solutions adapted to the 

specific problems of certain developing countries. It is also true that special 

attention has been given to planning problems in relati"on to the various economic 

sectors in eacl1 country (planning problems in education, health, agriculture, etc.). 

A fair number of projects have thus been undertaken by all the large organizations to 

promote the training of planners at the regional level, to assist in the implementation 

of national plans, etc., in line with a certain idea of planning which the resolutions 

of the policy-making bodies had helped to shape and which reflected a deep and 

legitimate desire to endow all countries, even the least favoured ones, with the 

necessary technical means to enable them to identify their problems themselves and to 

devise and apply solutions for them. Efforts in this direction, however, have been 

neither great enough nor systematic enough to impart a genuinely original character to 

the international organizations' operational activities in the sphere of technical 

co-operation. Above all, no attempt appears to have been made to work out scientific 

methods of determining.with some measure of accuracy the degree of urgency of the 

needs, or the analogies which may exist between problems arising in the different 

countries, or the types of specialized responses which the international organizations 

might be better able to make to those problems than other bodies by reason of their 

specific characteristics. 
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145. The dispersal of research and study activities 

In the studies and research sector too- the importance of which in the agencies' 

regular programmes has been stressed above - programmes do not appear to have been 

formulated in accordance with any very strict methods or with any comprehensive view. 

The centres which formulate study programmes are still too numerous and poorly 

co-ordinated. No effort ever appears to have been made to establish a common 

methodology. The Development Strategy itself, which might have provided a general 

framework, or a guiding pattern, has hardly been used at all for that purpose. Lastly, 

the desire- in itself legitimate - to keep abreast of the most topical preoccupations 

has apparently eclipsed the effort to ensure some measure of continuity. Failure in 

some cases to indicate clearly, at the ,time when research was undertaken, for whom the 

studies were intended, and the classification of the results as working papers, 

conference room documents or publications without reference to any recognized 

principles, have undoubtedly deprived of some of its effect the enormous research 

effort made by the substantive divisions as a whole. The search for ways of meeting 

these needs for order and organization should therefore continue as part of the 

planning and programming effort. It now remains to be seen how, in the matter of 

technical co-operation, it may be possible to advance from the elementary stage to a 

methodology of the industrial and modern type i.e. to devise a guiding pattern 

capable of making the whole body of studies and research more coherent - so as to give 

complementarity to the two branches of activity. 



- 113 -

I. REORIENTATION OF TECHNICAL CO-OPERATION AC1'IVITIES 

146. Methods to achieve such reorientation 

The quest for a specific conception of technical co-operation by the international 

organizations which is both consistent with their mission and capable of producing a 

much greater yield will obviou...sly require, should tho decision be taken to embark upon 

it, large-scale theoretical and practical research. Moreover, the various oporations -

redeployment of a large proportion of the substantive divisions 1 activities, testing of 

new formulas for technical co-operation, a better definition of priorities, 

ascertairunent of what specific activities arc best suited to the international 

organizations, evaluation of the possible efficiency of new methods -will moreover 

require many years. As has been explained, however, the efforts involved in reaching 

the present stage of programming have already extended over a number of years, and 

what is at stake is so important that they must be pursued, even if what remains to be 

done is more difficult. For testing the various possibilities of reorienting this body 

of activities, the organizations and UNDP could certainly use empirical methods, at 

least to begin with. The possible lines of approach no doubt include, among others, 

the following: the systematic testing of new or still-little-used formulas; the 

granting of priority to research projects aimed at innovation; the wider use of 

direct training of personnel or the giving of fellowships to developing countries 

(instead of sending experts); the systematic search for operational formulas capable 

of strengthening, in the case of the least-favoured countries, the economy's capacity 

for receiving information or for management; and the encouragement of the promotion 

of planning institutions in all sectors of the economy. Nevertheless, elementary 

methods based on individual intuitions which are always open to question cannot by 

themselves reveal what specific types of operational activities are best suited to the 

international organizations' vocation. In order to avoid, in particular, the dangers 

of an involuntarily colonialist approach which are always present when the problems oi 

under-developed countries are described or dealt with by nationals of developed 

countries, a somewhat stringent method will obviously have to be applied. The only one 

which to me personally seems usable is that of looking for any analogies which may 

exist between the problems confronting the Gqvernments of the various countries in 

each economic and social sector, with a view to establishing the types of response 

which specialization of the international organizations would help to make most 

effective. Thus, if the necessary corrections and adjustments were made, the 
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transition could be made from the elementary, step-by-step approach to industrial 

series-production methods, For that purpose, tY}lologies of problems by sector will be 

needed, so that formulas can be worked out for meeting the most widespread and urgent 

needs. This means that the only method available for working out a system of 

technical co-operation specific to the international organizations, as well as for 

laying the foundations of a rational programming and plarJling system, is that of making 

systematic analyses, stating alternatives if possible, of the economic and social 

situation in each country, i.e. to introduce a generalized system of C01L~try studies. 

147. Country studies and formulation of medium term intermediate-stage ob.jectives 

To define the tY}les of specialization suitable for the international agencies in 

the matter of technical co-operation and to define the priorities and objectives which 

the United Nations system should set itself in this field are in fact two different 

formulations of an identical problem: the problem of concentrating all efforts in the 

places where the needs are most urgent and greatest and of using the most effective 

methods to meet those needs, It is therefore necessary to consider now: 

how the country studies which constitute the basis of any serious 

construction should be carried out; 

how the proposed medium-term intermediate-stage objectives should be 

established by the substantive divisions of the secretariats; 

what precise part could be played in these two exercises by consideration at 

the regional level. 

148. Requirements of a complete "country studylf system 

"Country studies" have of course already been undertaken in the organizations and 

in UNDP, Country programming in UNDP is based on background papers which constitute 

comprehensive consolidated country studies dealing with each of the economic and social 

sectors separately. The organizations have made some contribution to the formulation 

of these documents by preparing descriptive statements· for the various economic and 

social sectors within their respective fields of comp~tence ("position papers"). In 

addition, more detailed and thorough sectoral country studies have recently been 

prepared by FAoli for the agricultural sector; a genuine programme of perspective 

1/ "Country Perspective Studies"; the country papers on the strategy of forest 
development, prepared by the Forestry Division of FAO, may also be noted. 



- 115 -

countr-y studi0s has recently been framed in that organization. In TJHESCO, country 

~;tudies have been prepared for a nurnber of yeaxs in connexion with joint operations 

wHh the World Bank.l/ As its most recent budget sho<rs, WHO has definitely adopted 

country programming for its own activities, an approach which re~uires background 

studies. The 11 cormtry st11.dies" referred to in the present report would thus not 

represent an entirely new rmdertaking: such an undertaking would, however, have to be 

made systematic, it would have to be trea'te'l as something that was always of immediate 

importance, and it would have to be carried out 1..ri th a degree of precision that would 

permit the preparation of useful consolidated documents; above all, the whole'body of 

programming procedures would have to be based on it. 

It seems essential to say here that such studies should not be confined to the 

developing countries; they shOlJ_ld also be made for the developed conn tries, for world 

problems car~ot be properly defined urless the whole body of data is taken into 

account. The methods to be adopted for these studies - and particularly the kind of 

collaboration to be organized with the Governments of member States (or with regional 

international orga~izations not belonging to the United Nations system) -will no 

doubt vary according to the quality and volume of the data available in each country. 

In particular, special efforts will have to be made to help countries whose data 

collection system requires improvement. But however the methods applied may vary 

according to the degree of development of the countries concerned, the aim should be 

as homogeneous as possible a presentation of the country sectoral analyses, so as to 

facilitate the study of inte=elationships and consolidation of the results. 

149. Needs that .justify the undertaking of country studies 

If these requirements are recognized. as necessary, the preparation of conntry 

studies will entail a vast amount of work. The undertaking will therefore have to be 

useful if the considerable efforts involved and the financing of those efforts are to 

be justified. This means that both the content and, the form of the studies must be 

1/ For example, the studies on education and development in Dahomey, education 
in Nigeria, etc. (confidential report), June and September 1971. 
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perfectly adapted to requirements.]} In view of the whole libraries of extremely 

varied documents, studies and publications that exist on the economic and social 

problems of the various countries, serious reasons must obviously be advanced for any 

work that would add to the existing documAntation. Actually, it is not a matter of 

adding to the documentation, but of rendering it accessible and usable. When U~llP 

introduced the system of country programming, it soon became apparent that the 

preparation of backg:_'ound papers was a large and necessary task, for documents that 

were sufficiently comprehensive, precise, recent and informative to be used for that 

purpose were far from being available in every country. The organizations which at 

present prepare sectoral country studies have also become aware of the lacunae existing 

despite the abundance of documents. The very precise and important requirements not at 

present satisfied are as follows: 

(a) possession of a full and detailed kno;rledge of the existing documentation; 

(b) availability of consolidated documents 

supplying homogeneously for all countries consolidated and complete 

information on all economic and social sectors in every country, 

kept up to date with absolute regularity.; 

(c) availability of documents which are similarly homogeneous and kept regularly 

up to date but which supply for each economic and social sector of every 

country information sufficiently detailed for the establishment of medium­

and long-term forecasts and diagnoses. 

Information of this kind, which is at present not to be had, is indispensable to the 

organizations themselves for defining problems, detecting analogies and seeking the 

most effective. and appropriate solutions. It would also, however, meet needs at least 

as important in the countries themselves. There is a very large potential market for 

publications giving information of this kind that is comprehensive, homogeneous and 

kept regularly up to date in the universities, the business world, the public 

1/ It seems important to emphasize that in some cases the country studies 
should take the country's internal regional structure into account. Countries 
covering millions of square ·miles or with a population of several hundred million, or 
whose internal regional structure is stabilized and associated with some degree of 
autonomy, cannot be studied along the same lines as much smaller or less densely 
populated countries. This question should be given special consideration before 
standard models are set for the studies to be carried out. 
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administrations, etc.Y By producing such publications, the United Nations system 

would be rendering an international public information service which would fall well 

within the bounds of its mission and which would very usefully supplement the service 

already being provided by the Statistical Offices. Moreover, the United Nations system 

is the one best equipped for this kind of function that there is in the world. Lastly, 

receipts from the sale of these publications would certainly be far from negligible, 

and would considerably reduce their net cost. 

150. Methods and techniques of preparing country studies 

For studies of this kind, it would be necessary to establish a strict method of 

preparation and an apportionment of work among the various organizations and levels of 

the United Nations system. To arrive at such a method, consideration wou~d certainly 

have to be given to the establishment of an inter-agency country study committee or 

council, for which a group of economists specializing in development programmes would 

act as secretariat. Provided, however, that the responsibilities of all involved were 

clearly defined, the help of the Committee for Development Planning might conceivably 

be enlisted for the definition of methods, and that of the Inter-organization Board 

(IOB) for the information system. The co-operation of the Statistical Office of the 

United Nations would in any case be essential to provide technical support for the 

operation. As regards the apportionment of the work of preparing the studies, the 

following must be distinguished: the gathering of information; the preparation of 

in-depth studies on each economic or social sector; the preparation of consolidated 

country studies (for all sectors together); the work of keeping the documents 

permanently up to date; and, lastly, publication. It will also no doubt be 

necessary to carry out a special study on the apportionment of tasks among the various 

parts of the United Nations system. Suffice it to say here that the sharing out of the 

work is essential and that the following considerations should be taken into account: 

1/ I am convinced that there exist a great many institutions, orgaDizations, 
ind1mtrial and commercial firms, Ministries, foreign relations services, etc., which 
prepare country papers, often under difficult conditions, and with mediocre results in 
most cases. No doubt these documents are slanted towards problems peculiar to the 
body concerned which are sometimes very specific, but all these 11 country documents 11 

have a large area of common ground, and for this reason official United Nations 
publications of this kind would have a very wide market. 
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As regards the gathering of information, all the central and regional organs of 

the organizations and of U1TIIP, and particularly the resident representatives, 

should of course take part in this work. This presupposes the setting up, on a 

scientific basis, of a central system of data collection and distribution (data 

banks) and the organization of documentation centres for rapid and easy 

consultation of all ini'ormation wherever it may be needed. The Inter-organization 

Board should here be able to suggest the necessary solutions. Special 

responsibilities in this connexion should, however, devolve upon the sub~:;tanti vc 

divisions, for example, as regards all information relating to the economic and 

social sectors for which they are responsible, and upon the resident 

representatives and the secretariats of the regional economic conunissions a~:; 

regards general information or inl'ormation which does not come within the purview 

of a particular substantive division at the central level and in particular as 

regards bibliographical surveys. 

As to the preparation of the studies, it is undoubtedly the substantive divisions 

which, in each oTganization, should bo responsible for the vmrk of preparation in 

theiT own fields of competence (country tJtudies on fisheries by the Fisheries 

Division of FAO, country studies on educati.on by the Education Sector of UNESCO, 

etc.). For the consolidated country studies (all sectors combined), however, the 

work of consolid~tion could be entrusted, under the supervision of one or more 

inter-agency cornmi ttees, either to the secretai·iats of tho United Nations regional 

economic commissions and the UNDP resident reprP-sDnta tives or to a central body 

under conditions to be discussed and determined. It is very important to note, 

however, that there are two t>pecific functions which must be pe:.rformed by bodies 

having full and undivided responsibility for them: the permanent work of bringing 

the material up to date, and the work of publication and sale. 

151. Possible technical ndiagnosis'1 services by secto-r 

The preparation of country studies should provide an opportunit;:r for the 

substantive divisions, starting from technical bases and using the comparisons which 

their knowledge of other countries would facilitate, to establish their diagnoses on 

problems within their competence in a particular country. These diagnoses should not 

of course be published, except in a form accepted by the country concerned. At the 

same time, the possibility should certainly be left open of preparing more advanced 

technical diagnoses at the request of Governments. Services of this kind are already 

frequently performed by tho international organi~atioP~s for many Governments at their 
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request; consideration might be given to the idea of making this a general practice. 

This task would often involve, as has already been the case in the past, the sending 

of technical missions to carry out studies in greater depth, but this type of service 

is one which normally falls within the competence of the United Nations, and its 

effectiveness is certainly very great. It would also in many cases provide 

Governments with an independent outside diagnosis that would facilitate comparison with 

other diagnoses which are sometimes put forward less disinterestedly. As thus 

conceived, such a service ought therefore to make for the increased economic 

independence of developing countries, particularly the less developed ones. 

152. Methods and techniques for using sectoral country studies in planning procedures 

Publication of the descriptive studies referred to in paragraph 149, or the 

provision of additional aids for the preparation of "technical diagnoses by sector" in 

each country, however, would simply be important by-products of the introduction of a 

generalized system of country studies. The main purpose of such studies is obviously 

to permit rational planning of the organizations' activities, particularly those 

connected with technical co-operation. The methods and techniques for using the 

studies for this purpose must now therefore be carefully considered. The idea that it 

is possible to move straight ·on from a country study to a technical co-operation 

programme in the country in question has served as the basis for country programming 

in UNDP. The almost insurmountable difficulties created by such a system can now be 

appreciated. In describing these difficulties in paragraphs 73 to 78, it was pointed 

out that most of the countries concerned had themselves emphasized the theoretical and 

superficial nature of the exercise. The main defect of the system lies not in any 

inadequacies in the background papers, which are merely draft country studies prepared 

in the first instance rather hurriedly by the resident representatives and by the 

secr~tariats of the United Nations regional economic commissions, but essentially in 

the principle of proceeding direct from the study to the list of projects.l/ In other 

words, it seems essential to replace this "short cut" by a "long way round". ~rhe point 

of departure would be not a specific study but a whole series of studies, leading to a 

1/ It could even be said that UNDP country programmes confuse three distinct 
operations: the descriptive study, the diagnosis of the situation in the various 
sectors, and the programme itself (i.e. the list of projects). These tb~ee operations 
should, on the contrary, be kept apart: they pose different technical and policy­
making problems and should be given separate treatment. 
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General Programme of Technical Co-operation for the United Nations system that would 

offer a breakdown either by country programme or by medium-term plan for each 

organization (so far as concerns the technical co-operation component of the plan). I 

even feel that it is necessary, for practical reasons and reasons of policy, to make a 

distinction between two sequences: one aimed at the identification of problems, 

priorities and objectives through the regional committees, the governing bodies of 

the organizations and the Governing Council of UNDP, and the other at the development 

of techniques and methods proper to United Nations technic& co-operation, and requiring 

more detailed studies and more advanced research. 

153. First sequence 

The first se~uence (described in paragraphs 135 and 139) consists essentially in 

the preparation by the secretariats of the organizations and UNDP of the consolidated 

documents indispensable to the intergovernmental (or tripartite) committees concerned. 

In this regard, a distinction should be drawn between: 

documents intended for the regional committees, namely: 

(a) (as preliminary information) a descriptive list of the technical 

co-operation activities of all kinds being undertaken in the region 

(differentiating between those of tho United Nations system and any 

others); 

(b) consolidated reports by economic and social sector,l/ at the regional 

level; 

(c) a global consolidated report (all sectors combined, by region); 

documents intended for the governing body of each organization:zl 

(d) a summary of the descriptive progress reports on technical co-operation 

activites in all the regions; 

1/ A list of economic and social sectors, corresponding to the principal fields 
of competence of the fivo organizations, should be prepared for approval (Health, 
Agriculture, Education, Science, Industry, Employment, etc.), together with a list 
subdividing the major categories according to the field of competence of the substantive 
divisions, specifying precisely the responsibilities of each division. 

z/ In the case of the United Nations, these documents should be supplied to 
ACABQ. and CPC. 
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(e) the recommendations from the regional committees concerning problems, 

priorities and objectives; 

(f) a summary of the prior decisions taken by all the organizations and by 

the Governing Council of UNDP on the appropriation limits for the 

planning period; 

(g) the substantive divisions' proposals regarding medium-term intermediate­

stage objectives; and 

documents intended for the Governing Council of UNDP:l/ 

(h) the documents referred to in (d), (e) and (f) above, and, 

(i) reports from the UNDP regional offices on the technical co-operation 

policy they recommend for each region, after consulting the governments 

concerned. 

Lastly, a global consolidated paper - the General Programme of Technical 

Co-operation of the United Nations System proposed as the final objective for this 

series of documents - could be prepared and submitted for comments by the governing 

bodies of the organizations, the UNDP Governing Council and the Economic and Social 

Council. These, then, are the documents that might usefully serve the system of 

complementary decisions described in paragraphs 135 to 139. 

154. Second seguence 

Experimental in-depth studies and diagnoses dealing with a certain number of 
volunteering countries 

The second sequence should correspond to a different kind of work and contribute 

to continuous enhancement of the United Nations system of technical co-operation. The 

point here is to determine as scientifically as possible those methods which can 

produce maximum results and to define the specialities of each organization. In the 

first place, therefore, more knowledge should be acquired, so that the methodology of 

the studies themselves can be improved. The most useful step in this direction would 

be to organize experimental in-depth studies and diagnoses dealing with a certain 

number of volunteering countries, for essentially methodological purposes. These 

11 Also intended for the administrations of other sources of extra-budgetary 
funds. 
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studies should relate to the same countries for the five organizations. Only a small 

number of countries, four or five at most, should be studied. They should be selected 

bearing in mind the willingness to co-operate of the Governments concerned, the extent 

of the studies already available on those countries, and the need for a reasonable 

diversity of types of countries. There should be close collaboration with the 

Governments,.so that the countries in question can derive maximum benefit from the 

in-depth studies. The possibility should be explored of securing the co-operation of 

the other organizations of the United Nations system, particularly the World Bank and 

the International Monetary Fund, and perhaps other international organizations as well. 

Lastly, subject to the consent of the countries concerned, the widest possible 

publicity should be given to the results, in the form of descriptive studies that can 

serve as a model for later series of publications, and of studies on the methodology of 

diagnosis. 

155. Second seguence (continued) 

Studies on analogies and typologies 

In the second place, teams of specialists (acting in close liaison with the 

programming services) should endeavour, on the basis of the data supplied by the 

country studies, to identify as rapidly as possible problem typologies, i.e. analogies 

whereby such and suc~a type of problem could be characterized as affecting several 

countries in roughly the same way.l/ Such studies should lead on to reports, for 

submission to the organizations' governing bodies, that would try to suggest the type 

of response for the type of problem identified. If carried out on carefully pre­

selected sectors, these studies would make it possible to define little by little the 

fields in which the organizations could specialize and so achieve maximum 

effectiveness. From these joint efforts (in-depth country studies, research into 

analogies and typologies), a body of theory could gradually be built up regarding the 

technical co-operation methods best suited to the international organizations. 

1/ Such research should of course provide the occasion for a dialogue between 
the organizations of the United Nations system and universities where research of the 
same kind is conducted for very similar purposes. A dialogue like that should pave the 
way to established procedures for collaboration. Speaking more generally, I would say 
that the possibi~ities of such collaboration do not yet seem to have been sufficiently 
explored. 
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156. Establishment of medium-term intermediate-stage ob.jectives 

A description of all the methods and techniques for using country studies was 

essential to a better understanding of the importance to be attached to the work of the 

substantive division in establishing the.medium-term intermediate-stage objectives 

whose essential role in plan preparation has already been mentioned on numerous 

occasions (paragraphs 118, 126, 128 and l53(g)). Further details now seem necessary 

regarding the possible content of such documents, which it seems might be outlined as 

follows: 

(a) General situation report on the sector considered~ An exact description of 

the situation in each economic and social sector for the countries of the 

world as a whole (using regional descriptions as half-way points wherever 

possible)Y should lead to identification of the problem or problems to be 

solved, and of the geographical areas affected (with maps if necessary), as 

well as to detection of similar situations in the various countries. A 

qualitative and quantitative appraisal of the data on each problem should be 

submitted. 

(b) Historical background, existing methodology and effectiveness thresholds. 

No programme' could be drawn up without takirOg stock of the progress already 

made with each problem identified. Preparation of a succeeding stage 

therefore requires a historical account of previous efforts (the efforts of 

all those attempting to solve the problem), an assessment of their results 

and the speed with which they have been achieved, a recapitulation of the 

existing methodology, a critical examination of its effectiveness and, more 

especially, through a survey of successes and failures, a study of the 

effectiveness thresholds of the action to be undertaken. If research on a 

new methodology seems necessary, the types of research to be done and their 

chances of success should be stated. 

(c) Consideration of long-term strategy. An appraisal should be made of what 

still has to be done to attain the final objective. In some cases, the road 

remaining to be travelled is relatively short, but in others the goal is 

11 
documents 

The material for these would be provided by the consolidated regional 
(paragraph 153, (a), (c) and, especially, (b)). 
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still a long way off. According to the natu_Te and attainability of the 

objective, a long-term strategy (or alternative E.>trategy (or alternative 

strategies) should none the less be sketchod out to provide a frame of 

reference in choosing the features of the succeeding stage. 

157. The different types of possible objectives and the division of responsibilities 

It should be possible to determine the next medium-term intermediate-stage from 

the preparatory work that has just been described.. rr.his v.rould entail precL:;e 

identification of the objeetivo for that stage and an exact division of responsibilities 

in the pursuit of it. The intermediate-stage objective in question could be, as 

appropriate: 

a preparatory-phase ob,jcctive: a study in great depth of the data of a problem, 

the comparative testing of different methods of finding a solution and the 

elaboration of alternative solutions, the preparation of action plans for the 

following stages, the preparation of negotiations on the division of 

responsibilities~ and the preparation of methodological material (a manual) or the 

training of specialists; 

a "begirming-of-actual-attainment 11 objective: for example, the reduction by 

x per cent of the rate of smallpox, illiteracy or underemployment in 

countries A, B, C, etc.; or 

an ob.jecti Ve combining elements of the two preceding types. 

Except where it corresponds to a very early preliminary phase, it is essential 

that the intermediate-stage objective should include the clearest possible definition 

of the apportionment of respomibilities between: 

on the one hand, the Governments of the member States themselves, the 

bilateral or multilateral systems of technical co-operation, and the other 

international organizations that may be involved (particularly the World Bank); 

and, 

on the other, the international organization most concerned, whose role and type 

of intervention could. thus be more clearly defined; only too often, programmes 

are drawn up without any knowledge of what the other participants may be doing 
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in the field in ~uestion; the preliminary work provided for in point (b) of the 

preceding paragraph,l/. that is to say, a full account of what exists or has already 

been done in a particular field, is thus essential. 

We shall merely recall here that, in accordance with the suggestion made in 

paragraph 126 above, a distinotion should be made, in the definition of medium-term 

intermediate-stage objectives, between the different kinds of results that may 

reasonably be expected, depending on the magnitude of the financial resources available. 

The substantive divisions should no longer base their estimates of the appropriation 

limits for the different types of action they contemplate in their plan of work on the 

figures for the previous years, increased by a percentage varying according to how 

optimistic they are. The information they have to supply to the organizations' 

governing bodies shm1ld be mainly concerned with the nature of the results to be 

expected at the various possible financial levels from the types of action that come 

into consideration, or in other words according to the cost-benefit ratios. This 

would be the same thing as defining effectiveness thresholds. Only thus could the 

governing bodies' decisions on the mass of proposals single out the most effective 

forms of action while discarding others, and thus in the end make rational policy 

formulation possible. 

l/ And in paragraph 153 (a), documents for the regional level, and (d),documents 
for the central level. 
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II. REORIENTATION OF STUDY AND RESEARCH ACTIVITIES 

158. A pattern for the definition of problems priorities and objectives for "other 
activities 11 

Could the decision-making pattern just proposed for technical co-operation 

activities financed from extra-budgetary f1U1ds be used, mutatis mutandis, for the 

other activities of the international organizations financed under their regular 

programmes? There is no doubt that it could, so far as concerns regular-programme 

activities akin to technical co-operation in the broad sense, whether they consist of 

publications, the preparation of handbooks, training activities, seminars, diagnostic 

missions, project support in the field or even direct intervention in the form of 

projects comparable to those of UNDP (these last, it is true, are rather uncommon 

except in WHO). The only difference is that such activities are within the· 

organization's exclusive competence. It would, however, be desirable that the UNDP 

Governing Council should be informed about them (for the same reason as the 

organizations' governing bodies are informed of problems relating to activities 

financed from extra-budgetary funds), so that the proposed exchange of recommendations 

on the general programme of technical co-operation would really have a bearing on 

the whole PI'oblem~ 11he "country study" and "proposed medium-term intermediate-stage 

objective" methods could also with advantage be applied to other activities (relating 

only acccssorily to technical co-operation), for to my mind these methods seem very 

general, and they could be extended to a very large number of problems, particularly 

those which affect all countries, whatever their degree of development. Even when a 

problen: is undeniably world-wide ( e .. g., drug control, the cnvirorunent, human rights, 

etc.), it ver:y rarely affects all countries in the same way, to the same extent or 

from the same angle. A geographical description implying country studies is therefore 

very often possible. Even activities connected with the promotion of ideas or 

standards could benefit from less elementary methods·. '£he "market study" type of 

document would give them a more scientific basis, bu.t in thi.::-; case, too, a 

geographical context would bo reguired. Studies and research directed towards the 

establisl~ent of a general framework of principles and methods in the economic and 

social spheres must, howevGr, be given separate treatment~ 
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159. Need for a general guiding structure for studies and research relating to a 
framework of principles and methods 

For this type of study and research, whose importance had been made clear in 

chapter VI (paras. 100 and 103), the following factors must be taken into account: 

-Although this type of study and research could benefit considerably from 

country studies (where they exist), it is a question here not only of 

consolidating previous work (as in the case of the preparatory documents 

referred to in paragraph 153 above), but of defining desirable orientations, 

and that is a task requiring future-oriented research and imagination. 

- A common approach by the five organizations (and, subsequently, if possible, 

by all the organizations of the United Nations system, including the financing 

institutions) might be particularly fruitful. The division into e~onomic and 

social sectors, which is indispensible for analysis and research~ becomes 

arbitrary and dangerous when principles and methods for the future have to be 

defined. When that is the aim, it is scarcely possible, for instance, to deal 

with education without reference to employment, with employment without 

reference to industrial policy or with industrial policy without considering 

its relation to other sectors, etc. 

- The framework for research and collaboration which could be provided by the 

preparation of the next Development Strategy, for the 1980s, seems well-suited 

to a collective effort of this kind. The trend of development which has led 

from resolution 1710 (XVI) on the first International Development Strategy, 

for the 1960s, to resolution 2626 (XXV) on the International Strategy for the 

Second Development Decade, could thus, supported by the whole body of 

programming efforts, be continued towards the elaboration of a fUller and more 

precise document for the 1980s. 

The rapidly changing pattern of contemporary economic and social relations 

between countries has created, not only in the developing countries but all over the 

world, the need for a set of principles and methods which could serve as a frame of 

reference and offer guarantees for the definition of their national economic and 

social policies. 

The development of the conception of the Strategy towards greater precision 

could be pursued in two areas: that of the main economic and social sectors and 

that of the regions. 
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160. Indicative World Plans by Sector 

In describing the present trends of their programmes, we have seen that the 

organizations are finding it increasingly necessary to adopt a global approach to 

problems. The studies and research on the World Employment Programme, the Indicative 

World Plan for Agriculture, modern trends in education, the conception of health 

services, and the World Plan of Action for the Application of Science and Technology 

to Development are clear proof of this. Consequently, in order to establish closer 

links between the organi·~a:tions 1 programmes, to fit them more easily into the general 

context of world economic and social problems and to give the Economic and Social 

Council an opportunity of determining whether these various global approaches by 

sector are concordant, it now seems necessary to include "Indicative World Plans by 

Sectorn in the International Strategy, so as to associate the big organizations 

directly with the preparation of the Strategy. Taking as their example the indicative 

world planning exercise performed by FAO, the organizations might try to establish 

Indicative.World Plans for Education, for Science and Technology, for Employment, for 

International Trade, for Industrial Development and for Health, etc., attempting to 

follow a common method, and then to see how the problems in different sectors are 

related to each other. When these plans have been included in an abridged form in 

the Strategy itself, they should as far as possible conclude with a body of clear-cut 

and specific principles and directives capable of providing useful guidance to 

Governments in the forrrplation of national economic and social policy. 

161. The Ten-year Regional Indicative Plans 

For the same reasons as those given in paragraph 137 above concerning the role 

to be given to the regional level in defining priorities, it should undoubtedly be 

possible to achieve a much greater degree of precision in the definition of principles 

and methods at the regional than at the world level. The inclusion of "Ten-year 

Regional Indicative Plans" in the International Strategy might well, therefore, 

provide a useful framework for: making the research undertaken more coherent. The 

essential aims of such an approach to the problems of the Strategy should be to 

achieve, not only more precisely-defined objectives, but also a better identification 

of regional problems, a differentiation of priorities as between the regions in a 

manner more in accordance with real needs, improved co-ordination of national 

development plans and of development policies in general, and a clearer idea of the 

opportunities for co-operation, and, possibly, for integration, at the national 

level. 
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It seems necessary to bear in mind that the problems involved are not short-term 

ones, such as those described in the annual regional surveys of the United Nat ions 

regional economic commisSions, but problems of economic and social structures and 

of policies for modifying those structures. The objectives to be contemplated in the 

regional indicative plans should not only relate, therefore, to the recommended 

growth rates for the gross national product, but should also have to do, for example, 

with the rate of school attendance, industrial and agricultural investment policies 

and their co-ordination, possible common-infrastructure_ projects, methods of cultural 

co-operation, monetary and trade policies and the financial resources for carrying 

the plans out, etc. The proposed documents, whose preparation should be greatly 

facilitated by the establishment, as recommended, of country studies and diagnoses 

by the international organizations, should contain, for example: 

- a description of the current situation and the prospects for the region under 

consideration, with particular reference to the economic and social policies 

of the different countries of the region as reflected in the national 

development plans; the complementarity of those policies, particularly as 

regards industrial, agricultural and infrastructure investment, etc.; common 

or similar problems in different countries of the region; and the region's 

external trade; 

an identification of the region's principal economic and social problems, in 

other words, a diagnostic study of long-term regional priorities; 

- a list of the measures which the member countries in the region concerned might 

be prepared to take in concert, particularly as regards investment policy and 

the establishment of institutional machinery for co-operation; and a definition 

of the lines along which the region should pursue its policy of co-operation 

with the rest of the world; 

the part which the international organizations should play in the region during 

the period under consideration. 
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162. Harmonization of the proposed reorientations 

The reorientations thus proposed for technical co-operation and for studies and 

research would lead to a better convergence of these two branches of activity thanks 

to a number of factors which may be briefly recapitulated below: 

- the common basis they would be given by making the production of country 

studies a general practice; 

the complementarity which will have to be established between the secretariats 

of different organizations or main departments in the work of preparing the 

country studies and various consolidated documents, and in work on the 

indicative plans by sector and by region; 

- the information system proposed for the various governing bodies, which would 

make for a fuller and more comprehensive view of problems, and complementarity 

of decisions, thus facilitating the exchange of the governing bodies' 

recommendations on questions that are common, or akin to those falling 

strictly within their fields of competence; 

- lastly, the special function of the regional level as regards the collection of 

basic data, the definition of priorities and the choice of long-term 

orientations through the ten-year indicative plans. 

There is no doubt that. this complementarity could be established more systematically, 

and that it will not be satisfactory until technical co-operation projects provide 

an effective means of promoting implementation of the basic recommendations on the 

framework of principles and methods. Complementarity of this kind cannot be 

organized in advance, however; it depends first and foremost on the decisions of the 

member States, but there is every likelihood that it will begin to operate as soon as 

the necessary conditions have been met. I believe that this would be the case if 

the recommendations made here were approved, and if a start was made with putting 

them into effect. 
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CHAPTER IX 

PROBLEM OF THE ":rnTERGOVERNMEN'l'AL MACHJNERY"l 
ANil ARRANGEMENTS FOR A SECOND STAGE ill THE 

CONSTRUCTION OF A PROGRAMMING SYSTEM 

163. Outstanding questions 

The purpose of the present report was only to sum up the results so far obtained 

in the matter of programming and planning and to suggest orientations for overcoming 

in a succeeding stage the serious difficulties brought to light by appraisal of the 

existing situation. It was out of the question to consider here every aspect of a 

problem which will require numerous studies or to make detailed proposals for a very 

complex body of implementation measures that can only be worked out gradually. Our 

sole aim was to ascertain whether a start could be made with a second stage in the 

construction of a programming system. The present report gives an affirmative reply 

to this question, and proposes: 

a method which, starting from the 11 country studiesu, and passing through various 

stages of consolidation and the presentation in particular of a selection of 

"medium-term intermediate-stage objectives", would yield a number of proposals; 

a system whereby, through a series of recommendations and complementary decisions, 

problems, priorities, and objectives would be selected by the competent governing 

bodies as a whole; 

lastly, a possible reorientation of technical co-operation activities and research 

on the fi~ework of principles and methods, to increase the efficiency of the 

system as a whole and ensure greater complementarity. 

---i/,_1...,--=The expression If intergovernmental machinery11 , although convenient, is too 
elliptical. For it to include the ILO, as implied in the present report, the words 
"and tripartite" should be added. The complete formula should in fact be: "Machinery 
of intergovernmental, tripartite and independent-expert bodies which deal with the 
formulation, consideration and approval of medium-tenn plans and programme budgets." 
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There are two series of questions still to be considered: 

those concerning the desirability of modifying the "intergovernmental machine:ry"; 

those relating to the type of measures to be considered for starting the second 

stage in the construction of a programming system, should the orientations 

recommended in the present report meet with a basically favourable reception. 

l64o Manner in which the problem of the "intergovernmental machine:ry" arises 

Reference has already been made in paragraph 67 above (chapter IV) to the manner 

in which this problem was raised by the Sccreta:ry-General of the United Nations as 

early as 1970, and later by ACABQ in 1973· The position on this question can now be 

summed up as follows: 

(a) The problem of the "intergovernmental rnachine:ry" has two quite distinct 

aspects: 

One concerns almost exclusively the United Nations itself: unlike the other 

organizations, the United Nations does not possess an executive council 

competent to deal with both programmes and budgets. Until now, ACABQ has 

been primarily concerned with financial questions; and, moreover, ACABQ is 

a committee of experts. Its reports are studied by the Fifth Committee of 

the General Assembly, which is also concerned with administrative and 

financial matters. As for programmes, they are examined by numerous 

committees - including the Industrial Development Board (of UNIDO) and the 

Trade and Development Board (of UNCTAD), which specialize in the programmes 

of these two autonomous units - and subsequently, in a comprehensive manner, 

by the Committee for Programme and Co-ordination, whose reports are 

addressed to the Economic and Social Council, which in turn refers matters 

of this kind to the Second Committee of the General Assembly. It would 

certainly be an advantage if the process of considering the programme 

budgets and medium-term plans of the United Nations itself could be further 

centralized (taking at the same time into account the distinction, which 

this report recommends, between the determination of appropriation limits 

and the consideration of programmes). 

The other aspect of the problem concerns all the· organizations of the 

United Nations system. The first question which arises in this connexion 

(and which has been considered above in chapter VII, paragraphs 129 et seq.) 

is the duality of the system whereby decisions are taken in matters of 
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technical co-operation (the regular programmes are considered by the 

agencies 1 governing bodies, whereas extra-budgetary funds are within the 

competence of the UNDP GovciTiing Council), Then there is of course the 

problem, as old as the Charter itself, of the relations between the Economic 

and Social Cormcil and the governing bodies of the agencies, or, more 

precisely, of obtaining a general view and carrying out a comprehensive 

survey of the economic and social programmes of the United Nations system. 

(b) It is not essential, I feel, to solve this extremely· complex problem 

immediately; in the first place, I do not believe that the necessary 

conditions for its solution exist at present and, moreover, it would be 

very useful, before any decision is taken on this point, to try out the 

various correctives which have so far been proposed to the existing system: 

an improved information system in the form of the series of consolidated 

documents described in paragraph 153, and a complementarity of decisions 

through the exchange of recommendations by the various governing bodies. 

This experiment could, in addition, suggest possible simplifications 

difficult to visualize at present, or bring to light new and unforeseeable 

difficulties. In other 1-rords, it would help the problem to mature. 

165. Possibility of an exchange of vie'o'S on the rcadaptation of the "intergovernmental 
machincry11

• 

To facilitate dialogue and at the same time accelerate this maturing process, it 

may, however, be worth-while considcrir~ the possibility of holding informal meetings 

in the form, for example, of working parties of members of the various 

intergovernmental or tripartite governing bodies - an interesting possibility to which 

we have already drawn attention in paragraph 68 above (chapter IV). In a matter which 

is so recent and so difficult to translate into practice, and which brings into play 

entirely new concepts, it is extremely important that all the members of the many 

governing bodies \ihich are called upon to take decisions should be able to consider 

questions from the same angle, use the same vocabulary and give words the same meaning. 

The efforts to promote haimonization at present- being made by the secretariats are 

likely to suffer from the existing divergencies of interpretation. The only practical 

and effective method of solving these difficulties is to discuss them directly, No 

doubt the proposed meetings of programme planning officers from the secretariats of 

the organizations of the United Nations system, meetings \ihich have been recommended 

by ACC in its report of 25 April 1973 (document E/5289 (part I), paragraph 44), and 

the next of which is due to take place in March 1974, ought to facilitate the 
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harmonization of methods and help to bring the views of the various organizations 

closer together. For the reasons just stated, however, only fragmentary results are 

likely to be obtained in this way. Moreover, there are two specific problems which 

direct meetings between members of the governing bodies would help to solve. The first 

is that of harmonizing the presentation of programme budgets among tho organizations 

as a whole, and the second is that of harmonizing the procedures for the definition 

of problems, priorities and objectives in the United Nations itself: 

As regards the first problem, the report suggested in paragraph 30 above rr~ght 

much more easily result in decisions if its consideration by the governing bodies 

of the various organizations was preceded by the meeting of a working party of a 

few representatives from the governing bodies of the organizations and, for the 

United Nations, from CPC and ACABQ. It might be an informal meeting of the 

Chairmen of these various bodies, but other formulae could of course be 

considered, such as the designation by each governing body of three representrtive~ 

including its chairman, or any other form of representation. 

The second problem, that of procedures for the definition of problems, priorities 

and objectives, could be quite easily dealt with in those organizations that have 

an Executive Board or Council, since the bodies in question have full competence 

to consider all aspects of such procedures. In this respect, however, the 

United Nations is an exception. In the interests of a rational preparation of 

the work of the Economic and Social Council and of the Second and Fifth 

Committees of the General Assembly on these matters, I therefore feel that the 

possibility of arranging a joint meeting of CPC and ACABQ for the purpose might 

well be considered. 

As regards these two types of working parties, there do not appear to be any 

insurmountable legal obstacles in the way of holding a joint meeting of representatives 

of delegations (members of CPC or of the governing bodies of the various agencies), 

representatives of employers 1 and workers 1 organizations (in the case of the ILO) and 

of experts acting in an individual capacity (members of ACABQ), since the meetings 

would be held for the purpose, not of taking decisions, but of shedding light on 

problems which the governing bodies of the organizations, the Economic and Social 

Council and the General Assembly would then be able to pronounce on -with a better 

knowledge of the, facts. Lastly, it is important to make it clear that such 

occasional and informal meetings would in no way prejudice any solutions that might 

be considered for the problem of the "intergovernmental machine:ry". There can be no 
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doubt, on the other hand, that they would provide an opportunity for interesting 

exchanges of views on this subject and thus increase the chances of finding a solution. 

166. Nature of the measures to be considered for starting the second stage in the 
construction of a programming system 

The action to be taken for starting the second stage in the construction of a 

programming·system, if the'methodological proposals in this report were accepted, would 

seem to fall under the following four headings: 

choice of the period to be covered by the next medium-term plans of the five 

organizations; 

types of instructions to be sent to the substantive divisions of the 

secretariats; 

studies to be undertaken; 

establishment of a time-table for preparing the second stage. 

167. Selection of a common period for the next medium-term plans of the five 
organizations 

According to the time-tables in force at the moment of writing, the next 

medium-term plans of the ·five organizations should be submitted for the period 

1978/1983 by WHO and the ILO, for 1976/1981 by FAD, for 1976/1979 by the United Nations 

and for 1977/1982 by UNESCO. As has already been seen, there is no unity of doctrine 

in the organizations regarding these documents, nor is the importance attached to the 

operation the same in each organization. For at least two of them, it is a purely 

formal exercise which must in no way affect the orientation of their activities. In 

other organizations, on the contrary, a deeply probing review is already under way. 

All that has been said in this report is designed to obtain not only a harmonization 

of methods but also· a series of profound changes in the conception of programmes of 

activities, changes which presuppose an important ~reparatory phase.l/ It is 

therefore advisable: 

that all the organizations should adopt a harmonized time-table of work and the 

same types of preliminary reports; 

that to facilitate this they should choose the same period for their 

next plans. 
----

11 An "inter-agency prior consultation" procedure on the subject of programmes 
and plans at present exists, but it does not yet seem to have led to any searching 
exchanges of views on the contents of, or on the interrelations between, the 
programmes themselves. 
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The choice of the period 1978/1983 would seem convenient, because the four years from 

1974 to 1977 could then be used for preparatory work which might include (besides the 

harmonization of programme budgets) the launching of the country studies, the 

consolidated reports suggested for the various levels, the preparation, in particular, 

of the "proposed medium-term intermediate-stage objectives" and, lastly, a series of 

methodological, experimental or organizational experimental studies. The choice of 

the period 1978/1983 would not give rise to any difficult problems except for UNESCO, 

whose biennial programme budgeting and six-year medium-term planning cycles begin with 

odd-numbered years. These difficulties, however, do not appear to be insurmountable 

and it is highly desirable that UNESCO should have the same programming periods as all 

the other big organizations. 

168. lnstn1ctions which could be contemplated immediately 

If the proposals containted in the present report were accepted, it would not be 

essential to carry out additional research before deciding to begin the country studies 

or even to prepare the various consolidated documents suggested. It will be for the 

programming services which already exist in most of the organizations!/ to formulate 

the necessary draft instn1ctions, but it should be understood that all the services 

to which these instn1ctions are to be addressed should take part also in formulating 

them, for the system to be worked out is an extremely complex one that will include 

an agreement on methodology, the establishment of time-tables and, above all, a 

sharing out of Work, after agreement with ~~P, among resident representatives, 

regional services and the substantive divisions thmsel ves at the headquarters of the 

organizations. It should also be borne in mind that the difficulties of preparing 

country studies will probably vary considerably from one division to another. Lastly, 

since the preparation of country studies will naturally be followed by that of 

consolidated documents, it might be advisable to undertake the preparation of the 

latter documents as soon as possible, directly the first country studies are available, 

so as to pin-point the difficulties and define the resultant requirements as regards 

the actual conception of country studies and the lacunae discovered in the collection 

of basic data. A permanent dialogue should therefore be initiated, as far as possible 

in an ordered manner, among the various recipients; and it is from this dialogue 

that a body of doctrine may gradually emerge. 

1/ These services are still embryonic in some of them, and the backwardness of 
the United Nations in this respect seems particularly unfortunate. 
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169. Studies to be undertaken 

It has been suggested that, besides the fundamental work of preparing the country 

studies and the consolidated reports that are essential for their utilization, 

methodological or experimental studies should be undertaken, as well as studies on 

broadening the conception of the International Development Strategy. The preparatory 

period proposed in paragraph 67 above should provide an opportunity for carrying out 

the more important of these activities. In particular, a decision could be taken to 

start very soon: 

the study on the harmonization of programme budgets (approximate time-limit of 

one year; to be undertaken by the programming services of the big organizations 

and of UNDP; a co-ordinator should be appointed); and also 

the experimental in-depth studies and diagnoses for a number of volunteering 

countries (negotiations among the organizations and with the countries concerned, 

secondment of specialists, supplementary financing of field missions from 

extra-budgetary funds, definition of a common methodology; to be undertaken in 

each organization by the heads of big substantive departments; a time-lindt of 

two years may be considered (see paragraph 154 above); 

the studies on analogies and typologies (paragraph 155 above; organization of 

multidisciplinary teams to be formed for dealing with certain topics selected on 

an experimental basis; time-limits varying acconling to topic; to be undertaken 

by the heads of big substantive departments); 

a special report on the possibility of enlarging the International Development 

Strategy .for the 1980s could also be prepared by an interagency team which would 

be instructed to consult Governments on the subject (paragraphs 159 to 161 above); 

lastly, provision might also be made for studies intended specifically for the 

preparatory period but not yet mentioned in this report, particularly as regai'<ls 

methods of quantifying objectives in relation to the evaluation studies already 

undertaken (this work could be entrusted to consultants), as well as experimental 

studies on the formulation of alternative solutions in certain carefully selected 

fields to provide models .for later use in connexion with the "proposed medium-term 

intermediate stages" as a whole. On this second point also, it might be advisable 

to employ outside consultants. 



- 138 -

170. Selection of a time-table for the preparatory work 

This vast scheme of preparatory work- country studies, consolidated reports, 

methodological or experimental studies - cannot be undertaken haphazardly. Nor is it 

possible, in view of the considerable number of officials from the secretariats of the 

various organizations who will be taking part, and the supervision that will have to be 

exercised by the governing bodies over -Lhc progress of the operations as a whole, to 

la;y down a strict programme for the preparatory work right at the beginning of 197 4. 

It would on the other hand be advisable to lay down from the start a number of 

principles, to designate those who will be involved and, above all, to devise a 

procedure for continuous surveillance and adjustment of the various operations. In 

this connexion, the meetings of programme planning officers recommended by ACC in its 

repor~ of 25 April 1973 should as far as possible be held at regular intervals, every 

six months for example, and a co-ordinator should be appointed so that as soon as 

possible a fairly precise time-table can be prepared and observed. 



- 139 -

GI!API'ER X 

II SUMMARY AND LIST OF RECOMMENDATIONS jl 

I I. SUMMARY / 

171. The first stage 

The need for a more rational and clearer presentation of the activities of the 

international organizations has led to the gradual adoption of programming and 

planning methods in the course of a development which began very early (in some cases 

as far back as 1945). This movement has speeded up considerably in the last few 

years, which have been marked by the adoption of two-year programme budgets by the 

United Nations and WHO, the general use of medium-term outline plans, and the 

introduction of country programming by UNDP. Now, at the end of 1973, there is 

reason to believe that an important stage has been reached; but before these efforts 

to achieve clarification, better adaptation of means to ends and the attainment of 

greater effectiveness are continued, it seems necessary to sum the situation up. 

172. Programme budgets 

On balance, experience with the two-year programme budgets has been fairly 

satisfactory. Despite the differences between the five organizations in methods of 

presentation and the failure to establish really clear-cut objectives and plans of 

work, the design and presentation of this kind of document do come close to 

satisfying the basic requirements of the organizations' governing bodies. The 

organization that still has furthest to go in this direction is certainly the 

United Nations, which has just submitted its first programme budget. There is reason 

to believe, however, that decisive improvements can soon be made and methods of 

presentation harmonized. It is recommended that the five organizations concerned 

should embark upon this task without delay and that, in particular: 
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the greatest importance should be attached to the description of the plans of 

work corresponding to each programme or sub-programme; and identical criteria, 

quantified as far as possible, should be adopted for establishing the results 

to be obtained in research, training, the promotion of ideas and standards, 

technical co-operation, etc.; 

an exact description should be given of the way in which extra-budgetary funds 

are used in relation to the organizations r regular programmes; and their 

combined use should be explained in an annex setting forth the organizations' 

programmes of activities by country; 

the terminology, presentation of manning tables, principal annexes, etc., 

should be harmonized. 

These measures would be a decisive step forward in inter-agency co-operation and 

in relations between the agencies and UNDP, as well as towards obtaining a conspectus 

of the activities of the five principal organizations in the United Nations system. 

They should be the subject of a joint report by the programming services of the five 

organizations and UNDP, and should not require more than two years to be put irito 

force. 

173. Medium-term plans 

So far as concems medium-term planning, on the other hand, it is clear fro.m a 

review of the existing documentation that a satisfactory method of presentation, or 

even of defining the type of exercise to be undertaken, is still very far from having 

been found. The main difficulty, which none of the organizations has succeeded in 

overcoming, seems to be that of linking the general objectives established at the 

world level with the proposed practical activities, whether studies and research, 

publications and symposia, or operational projects, whose contribution to the solution 

of the problems tackled is obviously very marginal.· There are extremely wide 

conceptual differences between the various experiments that have been carried out, 

whether as regards the degree of definition of the problems to be solved, the 

preciseness with which.the general objectives are formulated, or the inclusion or 

exclusion of information on the financial evaluation of the means to be applied. The 

organizations are obviously still hesitating between the establishment of real six­

year programme budgets and the drafting of a few pages indicating in vague terms the 

broad tenor of the programmes. Hence they have not yet decided what form these 

medium-term plans should take or what place should be given to them. 
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174. The reactions of the governing bodies 

The reactions of the intergovernmental (or tripartite)!/ committees of the 

different organizations bear out the foregoing remarks; programme budgets have been 

adopted in general but there is thought to be room for improvement, and there are 

very serious misgivings on the subject of medium-term planning. WHO has decided to 

embark on highly detailed preparatory work, which means that it will be several years 

before the first plan can be submitted, while the General Conference of UNESCO has 

decided to stagger the preparation of its next medium-term plan over four years, 

first asking the Secretariat to submit an analysis of the principal world problems. 

The Conference of FAO, which faces insurmountable difficulties in defining its 

priorities, for want of any real control over the use of the extra-budgetary funds 

which account for more than three-quarters of its activities as an organization 

basically geared to the work of technical co-operation, has reduced the planning 

exercise to a short statement on objectives. CPC and ACABQ for their part have 

unequivocally expressed their doubts about the current notion of the planning 

exercise entertained by the United Nations Secretariat. Lastly, the ILO Governing 

Body is continuing with its third planning experiment, at the same time asking itself 

a number of fundamental questions. 

175. Country programming 

The country programming venture which has been pursued by UNDP quite 

independently of the organizations' medium-term programming exercises has not yielded 

really satisfactory results either. Despite the strenuous efforts made, no rational 

and coherent link seems to have been established between the analytical diagnosis of 

the economic and social situation in each country and the list of projects drawn up 

within the limits of the appropriations made for it (the "indicative planning figure"). 

Most of the countries concerned have themselves drawn attention to the deceptiveness 

of these attempts. 

176. Programme content 

An examination of the content of the five organizations' programmes will reveal 

the full complexity of the problem of programming such a varied body of activities. 

l/ In the case of the ILO. 
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The stages of advancement reached in defining the problems which the international 

community undertakes to deal with through the different organizations are very unequal. 

While broad agreement seems to have been attained fairly easily on health problems, 

thus enabling WHO to establish its priorities and objectives without undue difficulty, 

agreement on socio-cultural and political plans is much harder to realize in the other 

organizationa 1 fields of action, whether they relate to education, science, labour, 

industry or agriculture. A quick glance at the programmes as a whole brings out the 

following main points: 

the differences existing between the "profiles" of the different organizations)/ 

notably the primary concern with technical co-operation in FAO, WHO and UNIDO; 

the efforts to strike a balance between operational and traditional activities 

in UNESCO and the ILO; the pre-eminently research-office characteristics of 

UNCTAD and the secretariats of the United Nations regional economic commissions; 

and, lastly, the rather pronounced compartmentalization in the United Nations 

Department of Economic and Social Affairs of technical co-operation activities, 

study and research activities aimed essentially at the definition of a general 

framework of principles and methods, and the launching of new activities; 

the importance of technical co-operation compared 

out of a total of just over $930 million annually 

with other kinds of activity 

availabl~ to the five 

organizations, the sum accounted for by programmable social and economic 
• 

activities is about $650 million, three-quarters of which ($500 million) are for 

technical co-operation activities and the remaining quarter is roughly halved 

between, on the one hand, general studies and research on the international 

framework of economic and social principles and methods and, on the other hand, 

specific studies and activities oriented towards technical co-operation in the 

broad sense; 

the marked stability in the distribution of funds to techn.ical co-operation 

activities, health being ranked first with 25 per cent, followed by agriculture 

with 20 per cent, and at a considerable distance, by education (general and 

scientific) and industry, with 10 per cent each; the structure of the existing 

system for establishing priorities in the apportionment of funds among the 

]} Including relatively autonomous bodies such as UNCTAD, UNIDO, the regional 
economic commissions, etc. 

~ Figures for 1974. 
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organizations, or even within each of them, has not been changed for some years 

save in a few respects and then only to a very slight extent; 

the predominance and wide dispersion of 11 studies and research" among the "other 

activities" in the regular programmefl o.:f the organizations; 

the well-known tendency of work programmes towards proliferation and continuous 

expansion is still raising serious problems, owing to the organizations 1 limited 

capacity. 

177. The "descriptive estimates" (devis prealables) 

The choice of problems, priorities and objectives cannot be made in a logical 

sequence by the governing bodies except in the rare instances in which a broad basis 

of agreement has existed for some time. In most cases a correct choice of problems, 

priorities and objectives can be made only if they are considered together in the 
1

lighi of "descriptive estimates 11 prepared by the secretariats and giving-, for each of 

the substantive divisions' fields of competence, a very precise account of the 

situation and its development prospects, existing problems, the real possibilities of 

taking effective steps to solve them, and the estimated cost of the different measures 

that come into consideration~ The estimates should conclude with "proposed medium­

term intermediate-stage objectives" at various possible levels of action. 

178. A new pattern of relationships between policy-making committees and secretariats 

Through the systematic use of such estimates, it should be possible, for the 

purposes of a better definition of problems, priorities and objectives, to change the 

present pattern of relationships between the secretariats and the intergovernmental 

(or tripartite in the case of the ILO) committees \-.rhich govern the various 

organizations. The introduction of medium-term planning should lead to the 

replacement of the present three-step pattern (adoption of resolutions, establishment 

of work programmes, adoption of budgets) by a slightly more complex pattern which 

would first of all establish a clear distinction between, on the one hand, determining 

the order of magnitude of the medium-term appTopriation limits "enveloppes financi€res" 

and, on the other hand, drawing up the contents of programmes. If the appropriations 

available are determined in advance and independently of the programmes, a procedure 

for defining priori ties can be brought into play. It might consist of select.ing from 

a series of numbered proposals, together representin& an expenditure far greater than 

the amount of the appropriations provided for, the ones which should be maintained, 

curtailed or eliminated. rrhis would result in a five-step pattern (determination of 



- 144 -

appropriations for the planning period; proposed medium-term intermediate-stage 

objectives; selection of problems, priorities and objectives leading to a plan; 

programme budget; evaluation) which would be much more satisfactory both in theory 

and in practice. 

179. A system of complementary decisions 

The existence of different decision-making processes in the matter of technical 

co-operation nevertheless complicates to some extent the pattern proposed above, for 

it would appear essential to establish a certain degree of complementarity between, on 

the one hand, the decisions or recommendations of the governing bodies of the 

organizations and the Governing Council of UNDP and, on the other hand, the 

recommendations of the regional committees and decisions taken at the world level. 

This presupposes the establishment by the secretariats of an information and 

documentation system capable of providing the governing bodies with all the data they 

need for the formation of coherent decisions. In other words, the governing bodies 

of the organizations, the Governing Council of UNDP and the regional committees should 

have at their disposal consolidated descriptive documents containing all the data on 

technical co-operation problems, so that they can take decisions in their respective 

areas of competence and make recommendations on related and neighbouring areas. A 

precise time-table should also be drawn up to facilitate communication of the 

recommendations or decisions in good time to the bodies concerned. The importance to 

be attached in .these procedures to recommendations at the regional level on problems, 

priorities and objectives cannot be overemphasized. The volume of work to be 

undertaken and the length of the joint time-table for medium-term plan preparation and 

country programming would seem to indicate the need for the establishment of fixed­

horizon plans, for an effort of such scope cannot be repeated too often. 

180. To reduce 11marginali ty 11 

A mere adjustment of•procedures will not, however, be sufficient to solve the 

problems resulting from the marginality of operational ac ti vi ties in connexion with 

technical co-operation, and from the inadequacies noted in carrying out the 

resolutions and recommendations of the international organizations' governing bodies. 

By making it necessary to relate precisely-defined objectives to the means required 

for attaining them, the programming and planning exercises have in fact revealed the 

weaknesses inherent in the methods themselves. To fit the means to the ends, it seems 

undesirable to lower one's sights, and unrealistic to aim at swelling the available 
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means. It seems indispensable, on the contrary, to find out how to modernize the 

hitherto elementary methods of technical co-operation, reduce the present dispersal 

of research activities and, lastly, establish some degree of complementarity between 

the two types of activity. 

181. Re-orientation of tecDnical co-operation activities 

IJ.1he re-orientation of technical co-operation activities towards increased 

efficiency and closer adaptation to the capacity and function of the international 

organizations cannot be undertaken in an empirical fashion. Only through a rigorous 

method, -based on a thorough knowledge of the economic and social situations in all the 

countries concerned and on efforts to discover any analogies that may exist between 

problems, will it be possible to ciiscern the specialized areas of activity which may 

be appropriate for the international organizations and, at the same time, to obtain 

maximwn effectiveness4 This method, necessarily based on 11 country studies 11
, is the 

same as that which will enable the secretariats to prepare the 11 descriptive estimates 11 

which will make it possible to exercise rational choices, in other words the "proposed 

medium-term intermediate-stage objectives 11 referred to above~ 

182* The 11 count:r:y studies" 

The country studies could actually serve three purposes: 

to facilitate the dissemination of better economic and social information 

through the publication of descriptive parts from the in-depth sectoral 

conntr;y studies and from consolidated studies (all sectors combined) for 

each coillltr;y; 

to help in the preparation, for countries whose Governments so request, of 

technical diagnoses by economic and social sector; 

basically to provide the necessary raw material for the work of consolidation 

whose purpose it is to permit the distribution to the governing bodies of the 

organizations and U.NIJP of the information essential in the process of 

establishing med.ium-term plans and country- pr-ogrammes; and to contribute to 

the research which should lead to a new conception of technical co-operation 

by the international organizations and to a more precise definition of the 

international framework of principies and methods. 
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183. Information system and consolidated documents 

The genuine information system which should thus be devised for the governing 

bodies of the organizations and of UNDP should comprise two series of documents which 

would be fed into two circuits. The first circuit should comprise the documents 

intended: 

for the regional committees (especially the consolidated economic and social 

sectoral studies for each region); 

for the governing body of each organization (recommendations of the regional 

committees' summaries of decisions on appropriation limits and, in particular, 

proposed medium-term intermediate-stage objectives for the substantive 

di vi sions1/) ; 

for the Governing Council of UNDP (especially the reports of the regional 

offices of UNDP on the technical co-operation policy recommended after 

consultation with governments). 

Through exchanges between the governing bodies of recommendations and 

information on decisions taken, it would be possible to draw up a final general 

programme of technical co-operation for the United Nations system, which might be 

broken down into cormtry programmes and also integrated by sections in the 

organizationst mediuffi-term plans. 

184. In-depth studies and efforts to find analogies 

The second circuit to be followed by these country studies is intended to provide 

a scientific basis for the re-orientation of the technical co-operation activities of 

the international organizations with a view to greater effectiveness. It should 

comprise: 

firstly, experimental in-depth studies and diagnoses for a number of volunteering 

countries, nndertaken for methodological purposes and at the same time with a 

view to making a fundamental contribution to the development of the countries 

concerned; 

y' The possible content of these "proposed medium-term intermediate-stage 
objectives", which are of fundamental importance for the preparation of the plans of 
the organizations, is described in paragraphs 156 and 157 of the report under the 
following titles: general description of the situation; historical background, 
existing methodology and effectiveness thresholds; consideration of long-term strategy; 
definition of the various types of possible objectives and sharing of responsibilities. 
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secondly, studies undertaken by teams of specialists of any analogies that may 

exist between the economic and social problems of the various countries, the 

establishment of typologies, and the formulation of appropriate solutions. 

185. Indicative World Plan by sector and Ten-year Regional Indicative Plans 

The decision-making,pattern proposed for technical-co-operation activities . . .- . 
financed from extra-budgetary funds, is usable, mutatis mutandis, for a large number 

of other activities financed from the organizations 1 regular programmes. Study and 

research activities aimed at the definition at the world level of a general framework 

of principles and methods in economic and social matters should be given special 

treatment, however~ This type of research, directed towards the most general problems, 

is becoming increasingly important in the programmes of all the large organizations; 

in addition, through systematization of the regional approach to questions of this 

type, it might be possible to achieve a degree of definition much closer to the 

preoccupations of national planners~ In these circumstances, it would not seem 

unreasonable to consider using the framework for the preparation of the International 

Development Strategy for the 1980s as a guiding· structure for these activities. as a 

whole, with each organization being given the responsibility for preparing Indicative 

World Plans for the economic and social sectors within its competence, and the 

regional committees tne responsibility for preparing Ten-year Regional Indicative 

Plans. All these documents would be designed for integration in the Strategy. 

186. Convergence 

The re-orientations proposed above as regards technical co-operation and as 

regards studies and research would make it possible to achieve a better convergence of 

these two categories of activity, for the common basis provided by the country studies 

would necessitat~ complementarity between the activities of the various secretariats 

and between the recommenda tio'ns and decisions of the various governing bodies; and 

the important role allocated to the regional level would also have its effect. 

187. Informal working meetings 

On the whole, the investigations and attempts at solutions contained in this 

report suggest that there is no urgent need to solve the problem of modifying the 
11intergovernmental machinery111/ in order to ensure the coherent operation of the 

1/ Cf. footnote at the beginning of chapter IX. 
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planning and programming system. It is essential on the other hand to speed up work 

on the dual series of questions which are thus put to the United Nations itself and 

to the United Nations system as a whole. It would seem that a step in that direction 

might be taken through the organization of informal working meetings, on the one hand 

of representatives of the governing bodies of the various organizations,l/ on problems 

of harmonizing the presentation of programme budgets, and, on the other hand, of all 

the members of ACABQ and CPC, on the procedures for defining problems, priorities and 

objectives for the United Nations. 

188. The second stage 

The launching of the second stage in the construction of a programming system, if 

the methodological proposals contained in this report were retained, might comprise: 

the selection of a common period for the medium-term plans of the five 

organizations (the period 1978-1983 would seem to be the most convenient); 

the use of the preparatory period 1974-1977 for doing the fundamental preliminary 

work (country studies and consolidated documents) and for carrying out a number 

of methodological or experimental studies, all these activities to be conducted 

according to an exact time-table. 

l/ And, in the case of the United Nations, of ACABQ and CPC. 
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/ II. LIST OF RECOMMENIJA'J'IONS I 
[These eight recommendations are add-ressed to 

the five organizations and to illillP] ]} 

189. Recommendation No.I 

Harmonization of programme budget presentation 

On the basis of the suggestions contained in paragraphs 33 and 34 of the report, 

it is recommended that: 

the necessary work should be undertaken to improve programme budget 

presentation; 

interagency negotiations should be conducted for the purpose of harmonizing 

the presentation of these documents. 

In particular, a report should be pr·cpared jointly by the secretariats of the 

organizations and UNJJP and submitted, if possible before the end of 197 4, to their 

governing bodies (and, in the case of the United Na~ions, to ACABQ and CPC). In the 

case of UNDP, this recommendation concerns the adminis tra ti ve budget. 

190. Recommendation No.II 

Country studies 

(1) 11 Coillltry studies" which fulfil t:Oe prerequisites of preciseness, uniformity 

and continuous bringing-up-to-date described in paragraph 149 of the report 

should be systematically undertaken in the five organizations and UNDP, for 

all of the economic and s,,·cial sectors within their particular fields of 

competence, and used as the basis for a system of information indispensable 

to the governing bodies in taking their programme decisions. 

(2) Negotiations should be lilldertaken with a view to arriving at an apportionment 

of the preparatory work among the various echelons - local (resident 

representatives), regional and central- in each organization, among the 

organizations themselves, and in UNDP. A time-table should also be 

l/ See on this subject the concluding remarks (para. 197). 
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prepared, specifying the dates for publication of the various preparatory 

documents and for transmittal to the departments responsible for the work 

of consolidation. 

(3) The documents to be prepared should include: 

country studies by economic and social sector exhibiting the very high 

degree of precision required for the work of consolidation and for the 

programming exercises; 

consolidated country studies (for all sectors combined), giving a general 

view of the economic and social sectors in each country. 

(4) .In agreement with the countries concerned, a system should be worked out 

for publishing the descriptive portions of the sectoral and consolidated 

country studies. 

(5) Special arrangements should be studied for keeping all the documents 

re.gularly and systematically up to date. 

(6) An information system should be developed so ~hat the results of this work 

are at all times available to and usable by all departments in the 

secretariats of the organizations and UNDP and the members of the competent 

governing Oodies. 

191. Recommendation No.III 

Consolidated country studies and "proposed medium-term intermediate-stage 
objectives 11 

(l) Documents consolidating the sectoral country studies should be prepared for 

submission to the governing bodies of the organizations and U}illP, and to 

the regional committees or councils. In paragraph 153 of the report will be 

found a list of such documents,.whicfl should include consolidated papers by 

economic and social sector for each reg~on, the ''proposed medium-term 

intermediate-stage objectives'1 for the substantive depart·mertts,. the repOrts 

of the UriDP Regional Bureaux, etc. 

(2) The documents termed "proposed medium-term intermediate-stage objectives'' 

should be prepared on the basis of the. suggestions contained in 

paragraphs 156 and 157 of the report. 
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192. Recommendation No.IV 

Introduc-':;ion of a new system of information and decision making in connexion 
with approprie..tion limits and programme content (relationsDip between medium-term 
plans, programme budgets and connt:r;y urogramming) 

(l) The competent governing bodies of the five organ:i,zations and UNDP should 

consider to what extent or in wflat form i: woulC be possible to determine 

in advance, prior to considerir..g prcgramm: content, the order of magnitude 

of be appropriation limits within which programme proposals could be made 

for the period of implementa~ion of 'he plans (cf. paragraph 125 of the 

report). 

(2) A definite time-table should be drawn up jointly to enable the secretariats 

to prepare the necessary documents in due course and the governing bodies to 

exchange recommendations or inform each other of their respective de-cisions 

(of. paragraphs 134-136 and 139 of the report). 

193. Recommendation No. V 

Studies regarding a new conception of the technical co-operation of the 
international organizations 

Studies should be undertaken to determine what types of technical co-operation 

might be both most effective and most consistent with the aims and specific character 

of each of the in:ernational organizations~ They should include: 

experimental in-depth studies and diagnoses for a number of volunteering 

countries, undertaken jointly by the five organizations with the assistance of 

urmp ( cf. paragraph 154 of the report); and 

consolidated studies designed to bring out any similarities betv.reen the types 

of problem encoQ~tered in the various countries and to devise solutions which 

the interna~ional organizations could adopt for meeting the most widesprea~ 

and urgent needs thus revealed (cf. paragraph 155 of the report). 

194. Recommendation l!o.VI 

Comprehensive reorientation of studies and on the international frarr.e• .. ,rork of 
prir~ciples and methods. Revievl of the conception of the International 
Development Strategy for the l98Gs 

On the basis of the proposals and suggestions contained in paragraphs 159 to 161 

of the report, a joint study shoulci be carried out for submission to the Economic and 
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Social Council and to the governing bodies of the five organizations and Ub~P, 

indicating what possibilities would be afforded, for a reorientation of research on 

the international· framework of principles and methods, by the use of the International 

Development Strategy for the 1980s and the insertion in that document of Indicative 

World Plans by main economic and social sector and of Ten-Year Regional Indicative 

Plans. 

195- Recommendation No. VII (cf. paragraphs 164 and 165 of the report) 

Organization of informal working meetings between representatives of the 
v~rious governing, bodies to facilitate the study of two specific problems 
q.nd uermit a direct dialogue on the possibility of reorganizing the 
"intergovernmental machinery" .1/ 

It is suggested that it might be useful - for the study of two specific problems, 

and to permit a direct dialogue on the possibilities of reorganizing the 

''intergovernmental machinery'' - to arra..>1ge informal meetings: 

between· representatives of all the governing bodies of the five organizations 

and UNDP to consider, among other things, a report on the harmonization of 

programme budget presentation; 

between all the members of ACABQ, and CPC to consider, so far as the 

United Nations itself is concerned, the procedures for defining problems, 

priorities and objectives. 

196. Recommendation No. VIII 

Sf'3lection.of a common period for the medium-term plans of the five 
'org~izationst and .a-doption of a time-table for the preparator;r work 

(i) Negotiations should be initiated among the five organizations to harmonize 

the date.~ and the duration of the period selected for their next medium-term 

plans (and, in the case of UN1JP, of the country programming period). 'rhe 

most convenient period might well be 1978-1983. 

(2) UNESCO should consider the possibility and desirability of adopting periods 

beginning with even years for its programme budgets and plans, as in the 

other organizations. 

y See the footnote to the title of chapter IX. 
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(3) The preparatory period which should result from such a choicelf should be 

sufficiently long to allow for the completion of important work, including 

in particular: 

(a) the preparation of the first set of sectoral country studies 

(cf. recommendation No.li); 

(b) the preparation of the consolidated documents referred to in 

recommendation No.III; 

(c) the methodological and experimental studies concerning the 

reorientation of technical co-operation (recommendation No.V) and 

the reorientation of studies and research (recommendation No. VI); 

(d) the first tryinf-OUt of Lhe system for preparing medj_um-term plans 

and a general programme of technical co-operation in accordance with 

a definite time-Lable to be dra'\Alrl up in conformity with 

recommenda ~~ion No. IV. 

197. Co4cluding remarks 

The aJm of the above recommendations is the establishment of principles, a fairly 

precise definition of the main features of the solutions which seem to me to be 

desirable, t.he tightening up of working methods and the streamlining of activities as 

a "''hole~ ~:his .is certainly not an easy task: it ""'ill probably sometimes be 

considered too ambitious, the outcome of an analysis more logical than practical, ir.. 

short, something too remote from the international organizations 1 shifting and complex 

reaJ.i t.y a..TJd from their capacity to pErform. The question will also be asked in some 

quarters, to what extent such efforts will be backed -by the political will of the 

member States. 

The observations I am pr·ompted to make by such considerations arc the following: 

The purpose of a report like this is aboVe all to _propose an outline that 

.may serve as a basis foi' work in the secretariats and pc:licy-mc..king committees 

which w.ill lec_d to definitive solutions. If it is to have any Consistency or 

render tte services that may riihtly be eXpected of it, if it is to provoke 

y' If the plan were to commence in 1978, the preparatory period would cover 
four years, j_. e ~ 197 4-1977 inclusive~ 
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specific and really useful reactions, such an outline must be somewhat 

categorical and must even have a certain rigidity. 

It matters relatively little if more time than was anticipated is needed 

for carrying out the recommendations which may be approved, or if not everything 

can be done at once: the main thing here is not to keep to a time-table, but to 

define and adopt an action programme that can mobilize energetic support. 

The internal coherence which has been sought in the general plan here 

proposed in no way implies that these recommendations form an indivisible whole. 

On the contrary, I believe that the implementation, even partial, of any one of 

them should make for progress in the international organizations' performance and 

efficiency; that in turn would strengthen the member States' confidence in 

these organizations, thus initiating a cumulative beneficial process. 

A final point which I would like to stress is that adoption of the methods 

here proposed should not involve additional expenditure: the 11 country studies 11 

in particular should not constitute a kind of complementary activity - on the 

contrary, they should be carried out in most of the organizations by means of 

a redeployment (which I consider absolutely indispensable) of the substantive 

divisions' present activities. 
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AKNEX I 

STAGES IN 'l'H . .E ADOPTION OF A PTIOGRI!J>lM~G AND PLANNllfC SYSTEH llT FOUR AGENCIES, THE UNITED NATIONS AND 1J1\DP 

ORGANIZA'l'ION 

~ 
Date of decision 

First period concerned 

Nwne of doccunent 

FAO 

Date of decision 

I<'irst ped ad concP..rned 

Name of documen i. 

ILO 

Dat~ of decision 

First period concerned 

Name of document 

ADOPriON OF 
PROGRAMME BUDGETING 

19'51 G~neral Conference, 
6th session, 
resolution 12 .l 

1953-1954 

7 .C/5: Draft programme 
and budget for 1953-19~~ 

19~2 16th session of the 
Executive Council 
(Nov. 1952), approval 
of the Dir·edor­
General1s p.ro~osa1s 

19~)3 

Programme of work and 
budget for 1953 

ADOPI'lON 0.1!' 
3IENNIAL BJllGET 

1921 General Cor:fcrencc, 
6th session, 
reso~ution 43.15 

1953-1954 

7.C/5 

1121. General Cor_.::.'ere::-~ce t 

9th session, 
.reso1u.Lon 57/57 

19)0-19~~,9 

Progr311lir.e of ':IO:::'k ar.d 
bude,ct fo.r· 1952-1959 

Note: In 1969, at the l5·Th session of the Gene.ro.l 
Conference, a ne·N type oi' p:resentat.ion by :;Jrcgranunc 'daG 

adopted. The first Jocwnent oi' lhis type is C.7J/3: 
11 Prov:·81Jllne of work and budget for 1972'-197311 

·• 

:!_966 General Conference, 
50th session, 
approval of the report 
of the Di.r'ector·­
Genera1 

1967 

Prog:mmrne and budget for the 
year 1967 

1968 General Conference, 
r·esolutior: 13 cf 
2 Juno 1968 

19)1)...1971 

P.rogTarrune ar:U budget fer the 
biennium 1970-1971 

l''lEDFI}f-TERM FLAN UR L:CUNTRY 
PROGRAl"'lMilfG 

1968 General Conre:rence, 15th session 
L'esoluUon 33 .l of 16 l~ovember 1968 

l2IQ Ge:r1eral Confei·ence, lE.tll session, 
resolution L.2 of 14 November 1970 

1971-1976 

16 .cj 4: Lor,e-t81Y. cut:ine plan fo:::' 
1971-1976, fo1.Jm.'S:i ty dCC'UJT!CCt 17~C/4: 
Draft medium-term oL~tline plan for 
1973-1978. 

l2..£Z General Confercn...::e, r·esolut.ron 9/69 
of' 27 No.,:cmbsr :.969 

1972-1977 

C. 71/-.__5: l"Iedium-tcrm plo.:-1 fo.r the pcr-.iod 
1912-1')'{'(, follm.Jed by C. 73/lC (Al;.!$1-ISt 
19'!3): 11MeditJ!T!-term objectives". 

.illQ Consideration of the finoi document 
by the Governing Body 

J. 972-1977 

GD/180/FA/6/4, 180th session, Genova, 
.Ma.y-'J·~ne 1970, Dra.tt 1ong-term plan for 
the period l972-l9Tr i follov.red by 
dccum8nt CB/185/FA/13/16, l85th session, 
Geneva, Fcbrua.cy-March 1972, D.raft long­
term plan for ti1e period 197~-1979· 



OHG..!t.!llZAT IOK 

1tiHC 

Date of C.ecision 

F:;_rst _period concerned 

NaJYie c,f d.ov.men l 

1Jni teO Nations 

Da-t.e of decision 

F~rst period concerned 

;'la.'T!e of c.ocwrrent 

F!f~P 

Date cf decision 

?_i:rst period ::;once:I'ned 

N2Jlle cf document 

ADOPTION OF 
PnOGRAMME BUDG~~ING 

1972 Wodd Health 
.Assembly, 
resolution 
ltJli.A 25 0 23 

197:) 

Progr3.rrune and bude;et 
estimates for 1975 
(in preparation) 

.121.?. Ger.eral Assembly 
reso:Lution 3043 
(xxvll) of 
2.9 December 1972 

1974-1975 
Proposed programme budget 
fo.t the bienr.ium 197 4-197) 

1171 Part :::n of the 
ad_rninistrative bLtdget 
of UNDP has presented 
expend2.turc by 
objective (as well as 
by kind, in par l II) 
since 1972 (Governing 
Council, June 1971, 
E/5043/Hev.l, 
para. 207) . 

AJ\JNEX I (cant nued) 

.ADO PI' I ON OF 
BIEN!\ lAL BUDGET 

1:2'U ·world Health 
.Assembly, 
resolution 
ltlll.A 25.24 

1973 
WIIA/26/27 (amendment cf 
the Constitution) and 
WH.A/26/YJ: begl.lmir_g of 
the biennial Oudget fer 
1976/1977 (but WllA will 
approve the appropriations 
each year) 

1972 Genei·al Assembly 
resolution 3043 
(XXVII) of 
19 December 1972 

197 4-1975 

Proposed programme budget 
for the b.iennimn 1974--197) 

The administrative buc.get 
of mmp continues Lo be 
presented on an annual 
basis. 

MEJJI!JN-TERM PLAN OR COUNTRY 
PROGPJtMMING 

Note: No ciecision :<P.ems to have been taken 
concerning the adoption of a E:,T€nuinc mediwn­
term plar., but WHO has been producing since 
1952 ''General progr2JT1Illes of ·...-ork fc:r a 
specific pcriod 1

' (artic~e 28 (g) of the 
Consti t'.ltion of 1NIIO). Five sue!-! prowarnmes 
have so far been considered: 19)2-1956; 
1957-1961; J962-l966; 1967-1971 and 
1973-1977. 

.!11l The part of the same resolution 
.relat2.ng to the report of the 
Secretary-General (A/C.S/1429) 
the ACABQ report (A/8739) 

197 4-1977 

and 

A/9006/Add.1 -Medium-term pla'1 for the 
period l974-l977· 

121Q Governi~g Cou~cil~ lOth session, 
30 June 1970, adoption of the 
"Ccnsens·J.s", in particular 
paragraphs 2-20 1 and the United 
Nations Genei·al Assembly 
resolution 2688 (XXV) of 
1~ December 197C. 

Period 1972-1976 

Applicatior. to 35 countries in 1972 
and to 47 cour,tries in 1973 (82 
docwnents, J per countr-.:r). 

N 



ANNEX II 

COMPARISON OF THE DEGREE OF PRECISION WITH WHICH THE OBJECTIVES ARE STATED 

IN THE THREE PROGRAMME BUDGETS OF UNESCO, THE ILO AND FAO 

lo Statement of relationships between the immediate objectives of the work plan 

and 

Medium-term prospects: 

UNESCO Generally not in the budget. 

ILO Yes, broadly speaking. 

FAO A special paragraph is devoted to it in each 

sub-programme. 

Most recent accomplishments (preceding financial period): 

UNESCO 

ED 

FAO 

Sporadically 

Fairly frequently. 

A special paragraph in each sub-progra@ne is devoted 

to accomplishments in the preceding period._, 
c 
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ANNEX II (continued) 

2. Nature of the particulars supplied concerning the ob,jectives of the work plan 

Activities UNESCO 

/Studies and research/ 

Purpose 

For whom intended 

Number of copies 
of documents 
publishing the 
results 

Time allowed for 
completion 

Countries or 
regions concerned 

Yes, in a fairly 
precise way1 titles 
of publications, 
subjects of studies 

Yes, often; member 
States, conference 
working papers, 
publications etc. 

No. 

Yes, often. 

Yes, in most cases. 

/Training activities/ 

Purpose 

Training level 

Terminal date or 
duration 

Nature of the 
beneficiaries 

Number of 
beneficiaries 
(or results) 

Yes. 

Not very precise. 

Seldom. 

Vague or not 
'indicated. 

NO', with. a fe"" rare 
exceptions. 

IW 

Yes, explanations 
of objectives 
(rarely titles). 

Sometimes, not 
systematically. 

No. 

Resourqes in man/ 
hours indicated but 
no specific time­
limits. 

Yes, where 
appropriate. 

FAO 

Yes, in a very 
summary way • 

Sometimes, not 
systematically. 

No. 

No, duration taken 
to be the period 
covered by the 
budget. 

Yes, where 
appropriate. 

It is extremely Yes. 
difficult to fi~d any 
particulars of 
training activities 
in the budget. 

No, save as implied 
by the definition. 

No. 

No, e .. g .. organization 
of a seminar, ..-..ri thout 
further details. 

Ho. 
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AN1~ II (continued) 

Activities UNESCO 

/Communication, or promotion of ideas/ 

Subject Yes. 

Means of circulation Usually indicated. 
or communication 

Kind of public 
at (where 
appropriate) 

aimed Yes, in the case of 
publications 
indication of the 
ca tegorie fJ of the 
public (A Bl B2 B3) 
in an annexo 

Size of this public, No. 
where appropriate 

Number of copies 
of publications 

/Field activities/ 

Number of projects 
(per programme or 
sub-programme) 

Ti tlcs (or aims) 
of projects 

Number of experts 
per project 

Terminal dates 

Countries or 
regions 

Information supplied 
on regular-
programme activities 

Information supplied 
on extra-budgetar,y 
programme activities 

No. 

Yes. 

Yes, very often. 

Yes, usually 

Yes, generally. 

Yes) 
) 

Yesj 

\ of the 
I same kind ) 

Yes) 
) 
) 

ILO 

Yes. 

Information given. 

Yes, in a general, 
rather vague, way. 

No. 

No. 

Indication of an 
order of magnitude 
for the budget as a 
whole in para. 535 
(major prograrmne 
100) 0 y' 
No. 

No. 

No. 

No. 

Yes, in theory. 

No. 

FAO 

Yes. 

Information given. 

No. 

No. 

No. 

Yes. 

No. 

Yes, by group of 
projects under a 
given sub-programme. 

No. 

Sometimes. 

Yes) 
) 
) 

Yesl 

l 

of the 
same kind 

y' The reasons for the systematically negative attitude of the ILO in this 
respect arc given in an explanatory note precedine; the budget (para. 55-60). 




