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

L, In the meantime., bearing in mind the provisions of General Assembly resoclution
3199 (XXVIII), 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 Comnittee 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

(1)

(3)

(4)

concerns only five organizations (United Nations, the ILO, UNESCO, FAO and
WHC) and UNDP. The other organizations might possibly be affected by the
descriptions or suggestions the report contains, but the recommendations
are not addresgsed to them directly. On the other hand, the report also
deals with the problems created by the country programming of operational
activities in UNDP in relation to medium-term programming.

Observations on g number of expressions used in this report

Foxr the expression "intergovernmental machinery", see the fooinote at the
beginning of chapter 1X, page 131.

The expression "policy-making committees" denotes all the intergovermmental
expert or tripariiie bodieg 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 UNDP; it includes the Beonomic and
Social Council and the General Assembly of the United Nations.

The expression "intergovermmental committees" 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.

The expression "governing bodies of the organizations! denotes those
committees andlboards which are called upon to take decisions concerning the
programmes znd budget of each organizetion. In the case of the United Nations,
this expression generally includes ACABQ and CEFC.

In this report, the expression "the five organizations” denotes the

United Nations, the ILO, UNESCO, FAQ and WHO,
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CHAPTER I

/ THE PROBLEM //

1. Background and development of the problem

The need to introduce a certain amount of order and clarity inio the
extraordinary diversity of the activities — too often marginal - of the international
organizations, and the desirc to condense these activities, through a concentration of
effort, into a number of programmes whose sffectivenesgs is beyond gquestion are as old
ag the United Nations system itself. As the mumber of cconomic and social sectors in
which member States have called on them for action has grown, the international
organizations have become incrcasingly concerned wilh overcoming the fundamental
contradiction between their universal vocation and the paucity of their financial
resources. Thug, concern over 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 organimations in the United Nations system began
to function. But programmegs of activities have increaged, multiplied and diversified
faster than solutions‘pave been deviged toc meet these needs for order and effectiveness.
It is not surprising, therefore, that for scme years now, in visw of the increased
financial austerity, a start has been made with putting more coherent measures Into
effect,



2. Stages on the ng;/

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 FAC (1952), whereas WHO opted for this method of presentation as far back as 1948.

In 1951 also, UNESCO was the first organimation to present a biennial budget {1953~
1954); it was folleowed by FAOQ in 1957 (for the finaneial period 1958-1959).  The ILO
and United Nations did not adopt programme budgets and the biennial cycle until later:
in the late 1960s in the case of the IL0, 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 simultancougly for the financial periocd
1974-1975. At about the same time, new and more modern programme-budgeting
technigues were being adopted by FAOQ for the financial period 1%72-1973 and by WHO
for the financial year 1975. As from 1976, all five organizaticns will have

biennial programme budgets.

The adoption of medium-term planning is mich more recent and, in the casge 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. Lagtly, the "country programming” system was adopted by UNDP in
1970 (adoption of the "Consensus for the period 1972-1976"). Some organimations are
beginning to consider the possibility of moving towards a formula of thig type: WHO
refers to "country programmes" in its 1975 budget; FAC and UNESCC, for their part,
have undertsken a numbe; of country studies which may alsc serve as the basis for a

a

programming system.

3., End of a first stage

The examination of the programming and planning documents fo be undertsken in the
following chapter will show that this enumeration of dates hasg, in itself, only a

limited significance, inasmuch &s the ferms "programme budget" and "medium-term plan"

;/ Cf. table I attached, More precise details are given in annex I.
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Table T

Main dates of the adoption and execution of varicus measures
leading Yo a programming system

Adoption of a programme budget

WHO - from the outset
— 1972 modification for the {inancial year 1975
TNESCO — 1951 for the financial period 19531954
FAD - 1952 for the financial year 1953
- 1969 modification for the financial pericd 1972-1973
110 - 1966 for the financial year 1967

United Nations

1972 for the financial period 1974-1975

Adoption of a bicnnial budget

UNESCO - 1951 for the financial period L1953-1954
FAD - 1997 for the financial period 1958-1959
TLO —~ 1968 for the financial period 1970-1971
United Nations - 1972 for the financial period 1974-1975
WO ~ 1973 for the financial period 1976-1977

Adoption of a medium—term plan

WHO - 1952 programme of work for a specific period (5 years)
UNESCO - 1968 for the period 1971-1976 (6 years)
- 1970 second plan, for the periocd 1973-1978 (6 years)
FAD - 1969 for the period 1972-1977 (6 years)
110 - 1970 for the period 1972-1977 &6 years)
gecond plan, for the pericd 1974-1979 (6 years)
United Nations - 1972 for the period 1974-1977 (4 years)

WHO - 1972 new formula to begin in 1976

Adoption of country programming

UNDP - 1970 adoption of the "Consensus',
application to 82 countries in 1972
and 197%, in general for a period

of 5 years 1572-1976
WHO - 19734 first country programmes in the
programe budget for 1975 1975

FAO/UNESCO —~ 1971-1973% first country studies 1571-1973
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embrace realities which vary appreeciably according to the organization concerned.

The agceleration of this trend since 1966 is nevertheless worthy of note.l/ With

the adoption of country programming by UNDF (197/0), the beginning of its systematic
implementation, the adeption by the World Health Assembly of rescluticns WHA.25.23

and WHA 25.24 of 23 May 19?2,2/ and the adoption by the United Waticns General Assembly
of resolution 3043 (XXVII) on 19 December 1972,5/ the three-year period 1970-1972

marks the end of the first stage on a path which would seem to be leading to =
renovation of the werking methods of all the crganizations in the United Nations

system.

4. Need for a comparative study

The various competent intergovernmental committees of the above-mentioned
organizations have had an opportunily, particularly in recent years, ol seriously
examining or re-examining the problems created by the application of these methods,
and gome ol them have succesded in acquiring real experience of the budget-programming
system, or more recently of the system of medium-term planning and country programming.
But these varicus committees, councils or conferences have, in gencral and
understandably, been able to concern themselves only with the experience acquired
within the crganigzation for which they were responsible: they have not been given an
opportunity of meking very precise comparisons between the various experiements now
being undertaken. The general adoption of programming can make sense, however, conly
if it promctes the harmonization of methods and paves the way for the intsgration of
programmes. The time hag come, therefore, to propose a comparative study, and this is

one of the cbhjectives of the present report.

l/ This trend has been considerably encouraged by the recommendations of the
Ad Hoc Committee of Experte to Examine the Finances of the United Nationg and the
Specialized Agencies (dccument 4/6343), 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" (4/7822, 3 December 1969).

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

j/ Resolution 3043 was confirmed and developed by rescluticn 3199 (XXVIIT)
of 18 December 1973,




5, Need for an agreement on lhe course to be followed in the future

Congideration of all the data relating tc this problem throughout the
Unifed Nations system would seem fto be espscially necessary since there is a danger
that the difficulties encountered. may give rise to differences of opinien amcng the
various organizations concerning the course to be followed in the future. In
general, there is undoubtedly a very great similarity in the observatlions and
requirements of the various committees regarding better presentation of documents,
greater precision in the definition of objcetives, and the improvemeent of methods.
A confrontation of views on futurc 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 gencral gueslions

The relatively general agreement that would seem 1o have been reached on the need
to programme and plan lhe activities of the main organizations in the United Wations
system, with a view to reaching common objeclives, camot, however, be said lo
reflect any profound agrecment as to what part these organizations have to play in
economic and scoclal maiters. Moreover, this generalized acdoption of programming
methode coincides with a calling in questicn again of the very naturc of the economic
and social activities of the United Nations system. Through excrcises in the
"unified approach" to development, "collective economic security", the "economic
rightes and duties of States", the problems caused by foreign private investment in
the developing countries, the govereignty of these countries over their natural
resources, the role of multinational companies, the measures to be taken in order to
asslzst the leasi-developed countries, environmental problems and so on, we are in fact
witnessing a virtually complete renewal of the data of the problem of the type of
relations which should exist between the rich countries and the varicus categerles of
legs—rich or really pocr countries, and of the role devolving in this respect on the
internazional organizations. These precccupations and gquestlonings fall in turn
within an even more general context: that of the calling in guegtion again of the
structures of the economic, monetary and trade relations, not only between rich
countries and poor countries, but between the rich countries themselves. For
instance, the trade negotiations between the United States and Burope are being
extended even now not only to monetary problems, but alsc to considerations concerning

the economic and political structures themselves. At the same time, all cver the
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world, processes of econcmic integration among nsighbouring countries in the same
continsnt are being initiated by different methods and with varying degrees of
succegs., Lastly, recent events in commexion with the change in the price of
petroleum and the "energy crisis" only confirm this challenging of over—all structures

more sharply.

T General nature of long-term forecasting neecds

All these problems require difficult diplomatic negctiations to define common
perspectives in lhese econcomic and social gectors. Only through long-term
forecasting techniques, however, can the eszential working hypotheses be elaborated.
National programming and planning policies, which are increasingly conditioned by the
data of the internaticnal situation, require for their formulation, not only more
precise and more comprehensive information on that situation, but a common frame of
reference at the world and regional levels. The United Nations had admitiedly
offered the beginning of an answer in the form ¢f the Internatiocnal Strategy for the
Second Development Decade. But what many countries are asking for, at least
implicitly, are perhaps far more detailed answers, providing an intellectual system
of analysis, and methods and approaches much c¢loser to the types of preblem which
every Government has to solve at the national level. In these circumsztances, the
need felt by member States to develop the medium— and long-term forecasting and
programming systems of the international organizationsg themselves unquestionably
reflects a search for clarification the significance of which, in this context, is
obvious. And if the international organizaticns were able to make a positive
responge to this need by providing the commonwealth of 3States with an cperational
instrument of recognized guality for long-term global forecasting and the detailed
analysis of major world problems, their ability tc do sc would in itself be a new

and important political fact.

8. The main quegticns

The definiticn of a new step in this direction therefore needs more than a mere
comparison between what has already been done in the main organimations. It requires
that precise technical answers should be given to a number of guestions which are in

everybody's mind, and among which we may mention the following:



What definition can be given tc the word "objective" in an international
organization, and how can this definition be reflected in programming and,

in particulsr, 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 activities four, five or six years in advance,

and what degree of flexibilify should planning allow for?

What kind of relations can exist betwsen "country programming", on the one

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

How can programming function within previcusly-defined appropriation

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

can member States use for defining priorities?

At what moment and in what form can the adeoption 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 varicus crgsnizations,
insofar as the definition of precisge objectives and. the establishment of
time-limits will entail more rigorous contrel and inecreased possibilities
of appraisal by the intergocvernmental committees? In addition, what

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

What role should be enitrusted to the regional committees in the programming

procedures?

What are the poseible patferns for the re-organization of intergovenmental
procedures which would enable member States to take simultaneous decisions

on the programmes as a whole and on financial resources?
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~ How can plamning and programming methods help to improve the gquality
of management in the crganizations and facilitate cvaluation of the
results obtained?l

— In view of the marginal nature of United Nations activities, and ¢f 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 cconomic and social activities of member States, what type of
relations can be es%ablished between the programming exerciges of the
international organigzations and national planning activities? In
other words, is there a place for medium—term planning of the activities
of the international organimations within the framework of the

International Strategy for the Second Development Decada?

9. Preliminary examinatlon of fundamental problems regarding the role
of the international organizations

The number and importance of these questions show that, In following this course,
the international organizations have begun to consider fundamental problems, and that

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

;/ Some specialists on programming problems in the United Nations system
geem to regard the improvement of the guality of management, programme implementation
controcl and, lastily, evaluation of the results obtained as the final aim of the whole
programming enterprise.

T mys=elf believe that this aspect of the problem really is very important and
even crugial, for it ig useless to define objectives if there is no guarantee that
they can be attainsd.

I believe, however, that the problems of the formulation of objectives should be
studied and resolved before those of programme implementation and evaluation. As the
present report tries to show, these problems of formulation are in themselves very
difficull to resclve. When they have been solved, however, even parily, the problems
of executicn and evaluation can be studisd tc soms purpose. The reason why the
efforts alrsady made in the matier of evaluation have so far failed tc produce any
valid result ig, I think, that the problems have not been raiged in the right order.
This report, which is devoted to the formulation of objectives, is therefors aimed
dircetly at the improvement of management and evaluation methods.
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these organizations are in the process of challenging the very ccnception of their
activities in the economic and social sectors. The main gquestion iﬁ'this respect is
perhaps that of the distance separating the function of stimilating a series of
relatively marginal cperational activities from the function of endeavouring to
define a global pelicy of ecconomic and social co-operation, not only between

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

10. The two aspects of fthe problem

In these circumstances, the problem which is posed in this chapter may be
summarized in the following manner: generally speaking, it would seem essential tc
define the next stage In progress towards a more efficient syatem for the programming
and planning of econcmic and sccial activities. Thig definition should not,
however, be confined toc an examinaticon of the pogsible types of ilmprovement in the
presentation of a few documents. It requires methodological research in depth to
identify problems which the international organimations must try to solve, and to

define the objectivesg they must set themselvas. What must be done therefore is:

- not only to indicate clearly how better programming and planning methods
would be conducive toc better-chosen priorities and to objesctives more

precige and easier to evaluate;

- but alsc tc say how, on the occasion of thig appraisal, the purpcse and
general conception of the activity of the international organigzations in

the economic and zocial sphere can be defined more clearly.

11. Plan of the report

The rest of this report will show that the first exercise cammct be undertaksn
without dealing with the second, and that in fact the degire of member States that
the long-term cbjectives should be clearly defined implies a desire for the
"reorientation” of United Waticns economic and social getivitities in a very new
directicn. 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 sclving this problem — to try to consider

successively:
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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).

Existing priorities and present abjectives: what the international

organizations are doing (chapter VI),.

The neceszary review of the decisicn-making procedurss ag regards the

identification of problems, pricritites and objectives {chapter VII};

The reorientation of technical co-operation activities and of gtudy and

research activitities {(chapter VIII).

The problem of the "intergovernmental machinery" and the establighment of the

second stage in the construction of a programming system (chapters IX and X).
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CHAPTER IT

/ﬁPBOGRAMME BUDGET?J]

12. Bpecificity of programme budegets

Amcng the three categories of programming documents in the crganizations
{programme budgets, medium-term plans, miscellaneous programme documents) which each
answer to specific needs, cnly those which include the word "budget" in the title
have sc¢ far given rise %o Jurildical decigions 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 imnovaticns they may contain, present the
most traditional features, are of the most immediate practical use and are the
easlest to understand. I% is not surprising, therefore, that these documents, in
gpite of the differing stages of development they axhibit, display no basic
differences and seem to be moving graduslly towards a format which it should be

pogsible to harmenize fairly quickly without amy great difficulty.

13, Similarities between the programme budgets of the five organizations

Thege 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 WHC.

- 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 Dirsctor-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
fondamentally of "major programmes"”, subdivided into "programmes" and
"sub-programmes" (terminology varies in this regard). These "major
programmes' correspond in general to the organizations' principal sectlors
of activity. The part dealing with the substantive departments and
divisions isg supplemented by conventional-type sections which include:
General policy and management - General administration and programme

support - and Miscellansous.,

—~ Generally speaking, at the "sub-programme" 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. Variocus tables -
staff, budgetary and extra-budgetary appropriations, breakdown of

appropriations by type of expenditure = usually round cut such descriptions.

— Lagtly, in every case there are voluminous ammexes giving additional
summaries or breakdowns for staff and appropriations, tables indicating
differences as compared with previowns years and scmetimes a calendar of

conferences and a list of intended publications.

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:

~ UNESCC, FAO and the JI10, 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

- United Nations, which is submitting its first "programme budget"”, and which

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

and lastly,

~ WHO, whose programme budgets, up to and including that for 1974, varied
congiderably 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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ZjUNESCO, FAC, ILOA/

15. Tvpe of presentation

The differences in the descriptive methods used by these three organizations

are nct very great, but the following may be noted:

— Type of presentation: Presentation by major programmes of activity of the
substantive departments 1s in line with the organization's administrative
structure in the case of UNBSCO (1. EBéucation; 2. NWatural Sciences;

3. Boclal Beiences, Humanities and Culture; 4. Communication;

5. International Standards) and the 1I0 (Industrial Activities;;/ Central
Research and Plarnning; Conditions of Work and Life; Employment Planning and
Promotion; Human Rescurces Development; Social Institutions Development;
International Labour Standards). FAQ, on the other hand, chooses six
"areas of concentrationﬂg/ in its programme (1. Mobilization of Human
Hesources; 2. Production and Preoductivitys; 3. Nutrition and Protein;

4. Congervation of Rescurces and Control of Diseases and Pestss

5. Agricultural Pplicy and Planning; 6. Basic Economic and Statistical
Services), and the administrative structure has not been reorganized in
terms of that pattern. The structure of FAO's gubstantive departments
(Economic and Social Policy, Agriculture, Fisheries, Forestry, Development,

plus the Regional Cffices) covers only part of the programme struciure.

1/ "Industrial activities" do not correspond to an administrative unit.
g/ Referred to as "areas of. emphasis™ in the programme budget for 1974-1975.

j/ This distinction raises a problem which is £%ill open for discussion.
UNESCO, for example, has been faced with a similar gquestion: whether or not the
emergence of "intersectoral" programmes (drug abuse, human rights, youth, pepulation,
man and the envircnment, etec,) should be accompanied by the establishment of new
"horizontal" administrative structures. A report by the Joint Inspection Unit
(JIU/REP/72/6), on "intersectoral programmes" 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 tc the Intersectoral programmes.” But the Executive Board of the corganization
has not yet come to a final decision on this point.
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16. Lomposition of "major programmes"

The terminology varies according to the organization (its harmonization should
be no problem), but it is easy tc see that the "chapters'" in the UNESCO budget
(corresponding to "sectors" in the organizmation) ars closely akin to the FAQ major
"programme objectives" and the IO "major programmes"”. These major programmes are
divided: '

- in FAD, into "programmes", broken down in turn into "sub-programmes'": din ihe
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 "programmes", also broken down into "sub-programmes": in the
1974-1975 budget, there are 16 "major programmes of activity" divided into

103 Mprogrammes" and 440 "sub-programmes';

- in UNESCCO, into "sub-chapters" and "sections": 1in the 1975-1974 budget there
are five chapters in part II, concerning "Programme Uperations and Services",
20 "sub—chapters" and 49 "secticns'; each "section" ig also divided into
projects which in furn 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 amcunt of the appropriations for each does noi give a very

precise idea of their relative importance.l

17. Descriptions

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 tc a relatively stabilized pattern. It is, of course, on

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

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

"sub-programme"” leveli they are supplied in the ILO at the "wmajor programme" and
"programme" levels; UNESCO provides an introduction for each "chapter", a rather
ghort explanatory text for each "sub-chapter" and a detailed "work plan" for each
section. The most significant texts are thersfore at the "sub-programme” (FAO),
"programme" (110} and Msection" (UNESCO) levels.

;/ For example, for roughly equivalent amcunts (the budget proposals for the
above two-year periods are $112 million for UNESCO, $83 millicn for the ILC 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 FAG's technical and economic programmes), the approximate
amount of the appropriaticns for each division is as follows:

. . bverage amount Ranging between
Organization ($ million) {$ million)
Chapter, major programme
or programme objective
UNESCO 13.5 1.2  and 25.5
11O 2.1 0.6 and 10.7
FAO 12.7 £.2 and 15
Sub-chapter or programme
UNESGO 3.4 0.8 and 9.5
110 0.5 0.1 and 4.7
FAD 2.5 0.1 and 9.8
Sub-programme or sgection
UNESCO 1.4 0.1 and 2.5
11.0 0,11 0,003 and 2.1
FAD 0.78 0.0% and 3.3%
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18. Standard layouts of degcriptions in FAQ

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

~ In FAQ, each "sub-programme" description consists of the folleowing sections:

. Medium-term objectives and objectives for the biennium
. Relationship to the "sub-programme" for the previcus finmancial pericd

. Medium=—term outlock

. Pricrities for the current financial periecd

1
2
5
4. Progress in the previcus financiel period
3
6. Field programme (where appropriate)

I

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

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

by regions of the world and by type of expenditurs.

19, Compesition of descrintions in the IIO

- In the TLO, each "programme" desgcription, depending on the type, incorporate

some of the following sections:

- Deparimental management (1}

- Programme development and control (2)

- Staff training (%)

- Research, technical reports and special studies (4)

- Collection and dissemination of information (5)

- Meetings (six types) (6)

- Standard-setting activities {7)

- Miscellansous support and administrative activities (&)

- Regular budget field projects {9).

For the "programmes" under the "major programmes cf activity" {(programmes of the
substantive departments), the hegdings most often used are those relating to researc
and studies {4 above), information (5), meetings (6) and standard-setting

activities (7); +the descriptions alsc use other headings, howsver, corresponding to
"sub~programmes" whose nature it is desired to explain. A standardized method is

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

-~ In UNESCD, the descriptions accompanying each section congist of a "Proposed
resolution” {the Director-General is authorized to co-ordinate ..., promote ...
contribute .,, etc.) and a "work plan"., The composition of the UNBSCO "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.g8.

- Training activities

- Hesearch activities

—~ Digssmination of information

- Advice or assistance to Member States

—~  Promotion of ....

Bach "work plan", however, has its own image, according to the nature of the
activities it includes, A manning table is provided for sach section, and for most

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

21. Nature of the particulars given in the descriptions

In the three organizations, the descriptions usuallys
(a) define general objectives;

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

(¢) relate general objectives and "work plans",

The formulation of general objectives at the world level iIs inevitably imprecise

. 1
in nature; but these distant prospects are generally indicated, however briefly.

E/ Examples:

UNESCO - "to improve the training of instructors and teachers for rural
areas by continuing to organize international in-service training
courses, seminars and colloguia” (section 1.26, para. (¢), of the
"proposed resolution').

IO - "improvement of the knowledge base concerning rural empioyment
problemg in different countries as a prerequisite for sound
policy formulation, operaticnal programme planning and evaluation"
{major programme 70, paragraph 315 (b)).

FAG - "to reduce the losses to stored crop products caused by
micro-organisms and pests ,.." (sub-programme 2.4.2,5, para, 1 (a)),
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The amount cof space devoted to the description of "work plans" varies according
to the amount devoted to the description of the links betwsen general objectives and
"work plans". This aspect of the problem is extremely important and its consequences

ghould be carefully ncted:

- FAO gives mest space to these justifications {ef. para. 18 above): the Ffirst
five parts of the descriptions {(medium-term cbjectives, relationship to the
"sub-programme” for the previous financial periocd, medium-term outlook, ete.)
are devoted thereto, This represents approximately 90 per cent of the number
of lines allowad for the descripbtion: there are only & few lines left for the
"work plan'™, The ILO, on the other hand, and, in particular, UNESCO tend to
describe the operations which are to be carried out with the appropriations
requested and devoie only a little space to these general considerations

concerning the links between general ohjectives and "work plans".

- A very large rumber of the cxplanations supplied by FAC 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 1s happening in FAO - such a practice amounts t¢ regarding the

medium-term plans as unnecessary.

- (n the whole, these Justifications would gain by belng mach mere concise; thisg
type of development does not yield any precise information and does not even
rrovide a basis for the choices made sg regards the activities in the work

plan, The raison d'é&tre 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 reguirements.

22. Differences in the degree of precision of work plans

In ammex TT, the "work plans” are closely compared as regards their degree of
precision, We shall summarizc here the resgults of this comparison. There are two

kinds of difference:

~ between types of activity (for all three organizations): study and research
activities - which are by far the most numcrous - 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
desoribed, or rather, listed, in a usually far 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 activities, including field asctivities, seems to be achieved by
UNBSCO; the ILO describes research and study activities and activities in
commexion with information and the promotion of ideas in almost as much detail
as UNESCC, but gives mo account of field activities and only a sketchy account

of training activities.i/

On the whole, there Is no technical reason why the secretariats should be unable
to supply detailed and guantified information according to the criteria suggested in
annex I, I believe that if they wanted %o, the governing bodles could obtain a

considerable improvement in the descriptions as regards degree of detail,

//THE UNITED NATICNS |

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 heen prepared with the sgame degree of mature consideration and
attention to detail as the budgets of the three big organizations we have just been

considering. The descripiiong are so worded that in most cases it is extremsly

l/ 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 specilal study should evidently be made of the best possible ways of
presenting the means of action (staff, appropriations) requested tec achieve this
objective. This amounts to locking for the best possible method of presenting
appropriation lines {budgetary and extra-budgetary), the various systems of breaking
down these appropriations, manning tables, various symoptic fables, desirable general
annexes, etec. In the thres 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 FAD sub-programmes, the tables listing the "suh-programmes"
making up an ILO "programme" and so forth), The clarity of the typographic
presentation should also be studied by specialists (in this respect, the FAC
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
spacific, 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 previeus years than about the activities to be undertaken with

the appropriations requested for the current financial pericd,

24. Absence of geruine "work plans"

Apart from a few rare exceptions, where some attempt at precision has been made
(the Stafistical Office, for instance), the information given about actual work plans
does not include partrculars of siudy and research, iraining activities or activities
connected with the promotion of ideas or standards, As for operational activities,
some tables on the scurces of funde 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 degeription 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 gquite uncconnected with
that of the paragraphs, etc.). 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 197%

The proposed programme and budget estimates for 1975 have Just been published
(early December 1573) 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 Yéars ig the difference
between, on the one hand, the degree of detail with which operational activities
are described country by couniry (armex 3, reglonal and interregicnal activities;

160 pages), an itemized account being given of objectives, staff and appropriations
for each project, and, on the other hand, the cursory and stereotyped descripiion of
Headquarters activities (amnex 2, 50 pages; amnex 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, bul the relationship between action programmes
(which, as we shall see, are very well described in some WHO documents), Headquarters
activities and the various operational projects is simply not apparent in this

presentation,

27. The new presentation of the propoged programme and budget estimates for 1975

The presentation of the proposed programme and budget estimates for 1975
endeavours to correct this defect: i1t includes both programme descriptions and
"country statements" - a very interesting innovation for an agency — describing
operational projects in a policy context., It should be gtressed that WHO has made
a considerable preparatory effort before putting a new programming system into effect.
Internal working parties developed new formula,s,1 reports by the Director-General
kept the Exscutive Board informed of the efforts being made,g/ and the opinion of the
Board itself was requested on several cccasions. The structure of the new bhudget
(which includes 11 sections} is built around substantive programme sections,

including:

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

heal th manpower development (1 programme);

disease preveniion 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 ),

1/ For instance, document ISD/73/2 of July 1973 on health programming by
country; and ISD/TB/I on the development of an information system.

2 Report EB/43/36 of 6 February 1969; EB/45/40 of 19 January 1970;
EB/AT715 of 28 November 1970 and A/2522r4 of 13 April 1972.
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Particular care has been given to the drafting of the "programme descriptions',
which inelude (integrating regular-budget activities with those financed from

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

— a statement of the cbjectives;

- review of activities;

- a degeription of the anticipated results of the actions undertaken under the
tudget, followed by ftables 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 TLO budget, but the indication of activities financed from
extra-budgetary funds, and of the relationship between headquariers and field
activities, is unguestionably clearer. Lastly, the very large annex on regional
activities (378 pages), which includes the country descripiions and the list of all

the projects, gives a very compleie picture of the organization's activitiss,

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

Tt may be inferred from the foregoing rapid description of the budgeis of the
five organizations that it would be fairly easy to make immediate appreciable
improvements in each of these documents by incorporating the best fealures of every
exigting 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
conceptlon of the programme budget of an interﬁational organization. Docirine 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:

~ TIn the case of two organizations, the ILO and UNESCO, 1t would seem thal the
current presentations of the programme budgets may be regarded as satisfying
the organizations' governing bodies. 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.i/

E/ UNESCO has considered a possible amalgamation of medium-ferm 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, Tt is, as we have scon, clearly
oriented towards precise description of work plans, including all field

projects {regardless of their sources of financing).

- In FAO, on the other hand, anxieties concerning medium-term planning have
unquestionably had repercussiong on the concepltion of the programme hudget,
The organization adopted for the financial peried 1974-1975 a relatively new
formula in relation to that for the peried 1972-1973; it consists of including
"in the Programme of Work and Budget an. indication of how the sub-programmes
had been rearranged, the effcct of economies etc, on performance in 1972-1973,
g medium-term objective and perspective as well as for the coming biennium,
and a summary of the work plan with man-month as well as dollar estimates”
(document CL 59/22, para. 41; October 1972). This new formula therefore
entails the insertion of medium-term perspectives into the programme budget,
Teken to the extreme, this approach could lead to the amalgamation of the
medium-term plan decument with the biemmial budget. There is a danger that
such a conception may impede all progress Iin 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: observaticns by CPC

The new presentation of the United Nations programme budget for the biennium
1974~1975 has, at the time of writing, been submitied for consideration to the
Committee for Programme and Co-ordination (CPC),E/ the Economic and Social Councilg/
and ACABQ.E/ As regards CPC, ite comments on the format, presentation and conception
of the budget document form the subject of the recommendations contained In

paragraph 96 (A}, They relate in particular fo:

- the need to state objectives clearly, concretely and in quantifiable terms
wherever posszible;

-~ the presentation of alternative means of action;

l/ Cemmittee for Programme and Co-ordination: report on the fourteenth
gesslion, 11-15 June 1973. Official Records, fifty-fifth session of the Economic
and Socizl Council, Supplement No, 12 (B/5364-E/AC.51/72).

2/ E/RES/1801 (LV) of 7 August 1973,

é/ First repert on the proposed programme budget for the blemnium 1974-1975;
Official Reocrds, twenty-eighth session, Supplement Wo, 8 {A/9008).
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- the statement of pricrities;

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

- indication of time-limits;

- imprcvement of the programme siructure and terminclogy;

- the introduction of a management information system and the adoption of
systematic evaluaticn techniques;

- varicus improvements of detail in presentation;

- informatlon on extra-budgetary resources by source of funds and on the
allocatlon of indirect costs;

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

the plan,

30, United Nations programme budget: obhservations by ACARG

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
biemmium 1974-1975. ACABQ, after paying a tribute tc $the work of the Director of the
Budget Division and his colleagues, recognizes that the new system, although still
falling far short of budgeting by programme, has provided a bettsr insight into the
substantive work of the departments. But it mskes a number of suggestions and
criticisms, It urges, in particular, that efforts to mske furthsr improvements should
be regarded as essential, that competent officials should be recruited for this
purpose, that there should be recognized cemtralization of responsibility, and that
rrogramme managers, most of whom '"did not accord the necessary pricrity to direct

participation in the programme budget process!, should accord such prierity in the

,
future., I mekes 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 in order to avert the danger that "form will become the main
end result of the change to programme budgeting".l/ It alsgo concludes thatfprogramme
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 o apportion certain indirect costs among the substantive
crganizational units, to quantify the workload for existing projects, to present more

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

i/ The Committee does not, however, indicate what measures the Secretariai
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 gize, 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 programme budigeting worked out by

the goeverning bedies of the five organizations may be summarized as follows:

- Three organizations seem tc be of the opinion, with some differences of detail
in conception, that the essential function of programme budgets is fto describe
the "work plans", in other werds to explain clearly the activities to be
undertaken with the appropristions approved, and the anticipated results.

These organizations are UNESCO, the ILD and WHO.

~- Cne organization - FAQ - 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 programme budgets fo the exclusion of any unnecessary

alaborations.

32. Conditions for decigive progress

We shall see in the following chapiers 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 he overceme. 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 mies 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 decuments, and that plans and budgets would

not be mixed, When the medium—term plang have matured, the programme budgets can
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and must, of course, look like "slices of plan", but pending a real definition of
medium~-term 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 gquantified terme and a standardized form for the five organizations,l
would constitute an extremely valuable step towsrds the development of a genuine

programme system,

33, Presentation of a joint report by the five organizationsg (and UNDP) on programme
budgets

It seems to be of fundamental importance that the governing bodies of the
organizations should adept a positicn on this aspect cf the problem: there showld be
no difficulty in bringing their collective views on the subject inte line, on the
whole, with the conception of the UNESCO, ILO and WHO type of programme budget, in
which most space is given ic the work plans. This orientation could be supplemented
by requirements concerning the quantification of immediate objectives,g/ the
presentation of expenditure from exira-budgetary funds so as te shew its relationship
with the programme financed from the regular budget, and the standardization of

terminology and layout.

34, DPossible 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 cne hand, and to CPC
and the Economic and Sccial Council with the comments of the aforesaid committees

and boards, on the other, should cover:

{1) 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 cbjeciives at the same level,.

l/ Cf. in particular resolution 2748 {XXV) of 17 December 1970 on
harmonization dnd growth of programmes and budgets in the United Nations system,

2/ Cf. the criteria adopted in annex II.
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(b)

(d)

(e)

(£)
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Presentation of tables - manming tables, tables giving the breskdown of

programme components by type of expenditure, etc.; selection of the
clearest types of tables, and of the levels (chaptefs or major
programmes, programmes, sub-programmes, etc.) at which particular

types of fable should be presented.

Presentation of expenditure from extra-budgetary funds: Expenditure

from extra-budgetary funds should be exactly described in cormexion
with the programme components to which it is linked., Fach 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.

Descriptions of programme components: The relative importance to be

attached to descriptions of general objectives and medium-ferm
prospects on the one hand and to descriptions of the "work programme"
for the current financial period on the other should be clearly
defined so as tc 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, ete,

Country programming: A substantial amnex should recapitulate

expenditure by country from hudgetary and extra-budgetary funds and
provide evidential support, at least in summary form, for the country

policy of the organization,

Various annexes: A list of annhexes the models for which ought to be

harmenized, should be drawn 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.

Harmonization of the periods corresponding to the biennial cycles,

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

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

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

ZrMEDIUM;TERM PLAN DOCUMENTS ]

35. The existing documents

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

programme budgets. These already published at the time of writing were as followst

UNESCO
16 ¢/4 %1 August 1970 Long-term cutline plan 85 p. 1971/76
17 ¢/4 April 1972 Draft Medium-term Outline 276 p. 1973/78
Plan
110/
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 Proposals congerning 32 p. 1972/77
medium-term activities
and programmes
¢L 71/75 Jaly 1971 Medium~-term Plan 101 p. 1972/77
(No number) June 1973 Medium-term Objectives 25 p. (Not
determirnied,
starting in
1974)
United Nations
A/9006/44d.1
and Add.2 May 1973 Draft Medium-term Plan 193 p. 1974/77

l/ At the time when work on the drafting of the present report had just been
completed, the ILO was publishing its third long—term plan document {GB/192/FA/10/1,
February-March 1974. Draft long-term plan. 100 p. 1976/81). That document has not
been taken intc account in this report, but reference may be made to the fact that it
tries to present an estfimate of means of financing.
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In WHO, a document published every five years since 1952 can be mentionsd in
conjunction with the preceding documents, although it is not formally entitled a
medium-term plan; it is the "General Programme of Work for a Specific Period”. The
latest document in this series is A24/A/1, March 1971, for the period 1973/77 (five
years). Despite the fact that WHO is engaged in situdying a new medium-term-plan
format, the aforesaid document 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. Morsover, it is a new type of document, for which —
despite the previous existence of the most varied "programme documents" — there was no
pre-established model. Some appreciably diffevent ideas have thus been adopted by the
secretariats and by the intergovernmental committees responsible for considering these
documents. This has resulted in substantial differences between the various agencies
(for example, in the size of the documents, which vary between 25 and 276 pages) and
some appreciable fluctuaticons 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 "areas of action".

3. The fundamental difficulty

In cther 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 prcblem ssems toc 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 cannct 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 deing 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 beiter 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 programues;
~ definition of the problem;
- formulation of objectivess and, lastly

- calculation of financial requirements and choice of pricrities.

39. Choice of the method of presenting the major 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 plamming 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 contenis of
programmes or major programmes. The United Nations, for instance, systemalically sets
out the following: (a) general objectives, (b) recent accomplishments, and (d) a list
of measures to be taken during the lift of the plan. The ILO, in its second plan,
describes the eight "fields of action'" of the Organizétionl/ and adopts the following

pattern for eachs:

- the basis (statistical or legal) of ILO action;
- main achievements;

- main problems;

- the major objective or objectives;

- programme enphasis.

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 presentaticn. This is also the case with FAQ,
which sets cut to describe its main lines of activity for each programme, after giving

a fairly brief survey of the situation calling for acticn.

1/ These are virtually 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 rescurces development, social security, conditions of
work, occupational safety and health, industrial relations and participation, and
industrial actiwviiies.
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40, The example of the WHO programme documents

The WHO document entitled "General Programme of Work fof a Specific Period" is
very detailed in i%s arrangement, but too short (25 pages in all and one or two pages
for each major programme) for any conclusions %o 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.
These are not plans showing the financial rescurces to be utilized in the future, but
simply programme descripiionss; 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

layouts

~ the problem; a descripiion 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 cut 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 situaticn 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, guantification, 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 cah

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

1/ The following documents have been examined: EB 39/12 of 6 December 1966
on smallpox eradication; EB 41/12 of 11 December 1967 on the same subject; EB 45/31
of 27 January 1969 on cardiovascular diseases; EB/43/23 Corr.l of 6 Pebruary 1969
on malaria eradicaticn; EB 45/26 of 10 December 1969 on immunology; EB 47/30 of
22 December 1970 on health legislation; A/24 A/B of 2 April 1971 on the human
environment; EB 49/30 of 13 December 1971 on nutrition; A 25/11 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 collected; obviously this i1s not always

the case with every programme in every omne of the organizations.1

41. Definition of the problems

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 segems 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, iypology,

quantification and stage of development.

42, Iocalization

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 FAQ, the United Nations, UNESCO cr 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 ard complex" (FAO} 3 "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 guch as "in many countries", "many member States ..." (1LO).

It is conceivable that in certain special cases (human rights or land reform),
political factors mey prevent aituations 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 tc menticn that the ILO has also for some yearB been
undertaking "in-depth" studies of particular substantive divisions. Thus, the
Governing Bedy has made a thorough examination of five technical programmes:
Occupational Safety and Health (between May 1970 and November 1972); Social Security
(February—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 priorities.
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to this kind of precisiom seem to lie more in the absence of precise information or in
the view that such information cannot be summarized 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 gt 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 iypologies

Typologies are scarcely every employed in the plans, either, despite the cbviouns
fact that most problems do not look alike, and indeed possess entirely different
characterisiics, depending on the characteristics of the various countries concerned
and, for example, on their level of developmsnt. 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 anothsr; the iypologies 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
castern Buropean countries) generally have nothing in common with what is requested
by less-developed countiries, and that the degree of development existing in this cr
that sector entalls a substantial variaztion in the kinds of requirsments. Apart fron
the now clasgsic distinciion between the "25 least developed countries" and the others -
a distinction which in fact is rarely empleyed in problem description - I have found no

examples of typological analysis in the various documents sxamined.

44. Guantification

The use of numerical data is zgain quite exceptional. The provision of figures
and percentages in connexion with the problems of illiteracy in the second UNESCOL/

plan can be regarded as a rare example, For prokblems of equal magnitude, for example

l/ "The major objective proposed to Member States for the 1973-1978 pericd 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 congtant trend towards a marked numerical increase in illiteracy. If the 1970
figure of 783,000,000 illiterates is not exceeded in 1980, it will 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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1/

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

those posed by the World Employment Programme, the ILO gives no figures;

integral part of the objectives of the programme itself.g/ Yet the authors of the
plan did nct see fit to mention the known data, even in the form of orders of
magnitude, which would at least have served to highlight the problem. Tne same is

true as regards most major problems in the other organizations.

45. The stage of development of problems

Conversely, the stags of development of problems is described fairly frequently,
tut mere often than net in somewhat vague terms, without any dates or precise
historical information being given. What we find is "growing concern', 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

gize of documents ig doubtless the main reason for the lack of precisicn.

46, Formulation of long-term general objectives

The clear formulation of objectives, cn the other hand, has been regarded by
all the crganizationg as the obvious goal of the programming exercise. IMost 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 cof action. Only a selection of examples could give any idea
of what the authors of the plans regard as "general objectives" or “objeetives for
the pericd under consideration™. Az a whole, general objectives are formulated so
imprecisely that in certain cases it may be asked whether sc much space really needs
to be devoted to them, Clarity would certainly be gained and more pages would be
available for providing information on work plans or on rumerical 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 absclutely

1/ long-term Plan for the Period 1974-1979 (GB.185/FA/13/16), chapter II,
paras. 31-53.

g/ Ibid., para. 39: '"vigorous efforts should be made fc improve labour force
statistics in order to be able to formlate realistic guantitative targets for
employment, "
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nothing. The examples gquoted in the focotnotes below are in fact representative of a
fairly large number of pages, especially in United Mations and FAC documents, which
could well have been deleted.l The ILO and UNESCO have avcided the snare of
over-generalized descriptions more successfully.

A7. The formulation of programme objectives for the duration of the plan
(United Nations/FAOQ)

There is a considerable disparity, not only between the plans of the different
organizations, but also between the descriptions of the varicus prcgrammes of a given
organization, as regards the degree of precision achleved in the formulation of
programme objectives for the duration of the plan. One finds Dboth 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 functicns without
preper regard for the fact that the plan is of limited duration. Statements such as
"Assistance will be given to Governments in erhancing the participation of youth in
development', "Techniques of training in and promotion of popular participation,
including the fraining of experts in their application, will be tested and disseminated",
"Asgistance will be given %o Governments in the identification of appropriate social

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

1/ "hction 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
formlation and wide application of effective strategies for social as well as
economic development.” (United Hations, Medium-Term Plan for the Period 1$74-1977,
Social development and humanitarian affairs).

"Water 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 and recreation.
This resource is limited, and only hy viswing the hydrological cycle az a single
system can it both be developed and conserved.  Agricuiture, as the main user of
water, has a vital interest and FAO is playing a key role in the planning and
managemeng 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 FAQ's activities in the fisld of soil
congervation beth with regard to asction programmes and to development of appropriate
technigques"” tells us little, either. Although in a number of fields these
organizations gometimes 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, The formlation of programme objectives for the duration of the plan

(116/UNESCO)

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

ocut most clearly by the ILO, even if its programme descriptions are still too
generalized and badly related to ite preblen descripticns, and by UNESCO, although the
latter organization is also niggardly when it comes to giving quantitative data.
Generally speaking, howsver, the plans do not really indicate any "intermediate
objectives" which, expressed in tsrms of a specific date and, wherever feasible,
numerical data, would mark a step forward in +the eventual soluticn of a particular
problem. Here again some progress would seem essential, both as regards the
elaboration of a doctrine on the notion of an objeetive and in respect of data
collection and processing and the cholee of a clear method of presentaticn., UNESCO
document 17 C/4 (the second plan) unguestionably offers the highest degree of precision
which has been achieved in this field, but, as we $hall see later, its resemblance to
a "glx~year budget" seems to have posed a seriocus problem at the General Conference of
the Organization; this shows that the whole concept of medium-term plans in the

international organizations still remains 4c be defined.

49, Calculation of the financial requirements and choice of pricrities

It is in fact the problem of the kind of decisions which may result from the
consideration of a medium~term plan by the intergovermmental 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
tc attain the cbjectives, Marked differences in methods appear in this respect.

The I10, for example, refrains from attempiing 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 Commitiee and the
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Governing Body as to the proposed activities had been ascertained; but no attempt
to calculate those rescurces seems to have been made once the views in question were
known.i/ On the other hand, the United Nations and UNESCO (in the second plan) choge
to give exact figures. It should be noted, however, that not the glightest
explanation is given of the relationship which, in the United Nations, the descriptions
of objectives may have with the very detailed staff and apprepriation tables by which
they are accompaniedj and this considerably limits the scope of the exercige. In
UNESCO, however, document 17 0/4 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, In the FAOQ plan, increasing, stable or decreasing appropriation ftrends are
indicated. The following alphabetical key

A = inereasing more rapidly

B = increasing steadily

C = remaining stable

D = decreaszing
is used to denote the trends proposed for cach sub-programme as regards budgetary and
extra-budgetary funds, These trsnds are translated into dollars at the programme but
nct sub-programme level, Another method, which is simpler because it entails no
conversion of increasgs inte dollars or staff requirements, is the cne adopted In the
firgt UNESCO plan; 1t was to indicate nothing more than the percentage increases
proposed for each programms during the pericd of the plan. The final cholce between
the various possible formulas naturally depends on the role which the governing bodies
of the organizations decide te assign to medium-term vlans. We shall see later that

agreement on this point appears scmewhat remots.

50. Other programme documents

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 orgenizations.
The different "programme committees" of the United NWations and the agencies have
obvicusly not waited for programme budgeting cr 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.

;/ 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 exfernal use, i.e. to enable the "programme
committee” to define the approaches which they hope to see adeopted.  The problem of
the retention or elimination of these documents, or of their yposgsible harmonization,
1s just another part of the whole question of programming, and some attention should
therefore be devoted Lo them. It would in fact seem possible, without having to
examine all these deocuments, since they are very rmumerous, to suggest a rough
clagsification, At least three categories must be distinguished:

general surveys;

debailed studies:

interns]l working documents.

51. General surveysg

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
wag in the habit of eubmitting to the Committee for Programme and Co-ordination and the
Ecenomic and Soclal Council,l and the documents which UNIDO used to submit to the
Industrial Development Board (documents ID/B/B0 of 2 March 1971 and ID/B/97 of
27 March 1972), should in principle be discontirued after the introduction of
programme budgeting., *Such decuments do net seem to exist in FAQ, the ILO or UNESCO,
The United Nations will doubtless have to follow the example of those organizations,
although this year the Department of Economic and Scocial Affairs has seen fit to
rroduce a special deocument which gives more details than the budget itself and is
undoubtedly clearer without being much bulkier (document E/5529 of 10 May 1973},2/
while UNCTAD has submitted documents to the Trade and Development Board (document
TD/B/4%4 of 16 April 197%) explaining the UNCTAD programme.

;/ The last of these, which appeared in 1972 in respect of 1973, is document
E/ACLEL/80 of 23 May 1972,

g/ Thiz 63-page document is undoubtcdly far more gpecific than the text of
chapter YII of the 1974-1975 progranme budget, which runs to some 40 pages of much
amaller type. 4 betbter concepbion of tha presentation cf "work plans" in the budget
will obviously remove the nesd for such a document in the future.
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52. Detailed studies relgting to certain parts of the programme

In more general terms, the existence of "programme documents" which are actually
more detailed than the budgets themsclves dees not ssem justifiable unless they are
special documents relating to a given programme or group of programmes and not
documents which survey the entire work of an organization. Indeed, it is perfectly
reascnable that, in the United Nations, the functional commissions of ECOS0C for
example, the specialized committees, the Trade and Development Board and the Industrial
Development Board, and, in the various agencles, the executive boardse or programme
committees, should have the rsquisite special documents for considering either the
programme relating to thelr specialized field or whichever part of the programme they
feel deserves special attention. I have already (cf. 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 remaineg for a
doetrine to be developed on this subject in order to make posgible the adepiion of a
model formula which is net only the mest sultable for the particular requirements of
the various programmes but alsc the one best geared to the medium-term planning
exXercises. A complete inventory reguires to be drawn up of what exiets {or would be
desirable) in this covnexion. What a programme documeni actually consists of is alsc
gomething that has to be defined, for very many study documents relating tc a particular

part of a programme come gquiite clcse to being programme documents.

F3. 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 mediuvm—term planning,
such as FAOQ document C 69/4 of August 1969 on the "Indicative World Plan for
Agricultural Development', Documents of this kind no doubt aim at serving a very
different purpose and are not written solely with the agenciesg' programms plarmning in
mind {(e.g. the ILO documents on employment policy, and even the Fforward-lecking parts
of the United Wations World Economic Surveys), vet they camnot fail to affect the ways
in which the organizations' activities are plammned, and it would be useful to consider
what regular contribution they might make. 4% all events, so far ag 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 work plan, which gives an extremely
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detailed description of the activitiszs which are to be undertaken. The documents in
question are called "Programme Activity Details" in UNESCO, "Programme Decision
Minutes" in the ILO and "Programme Flements Proposals'" in FAO. These detalled work
plans are drawn up for all headgquarters activitiss and for the duration of the
budgetary pericd. In UNESCQ, they even give the names of each professional staff
member inveolveds; in the IIC, the “"decigions" allccate the necessary appropriations
to section chiefs and at the same btime describe the related work. Systems exist for
making adjustments during a given year. My personal view is that such a methed,
which is roughly the equivalent for headquarters activities of what "plans of
operation" are for field projects, is standard practice in good administration, but
it is not followed by the United Nations, WHO or UNDP,

55. DRemarks on these documents and orn the possible conseguences of medium—fterm plans
as regards administration and management

I feel that a number of remarks are called for on this subject:

What is invelved is a necessary corcllary to the establishment of cost accounting,
which is being introduced in most of the big crganizations.

A broadening of the approach to this exercise should be contemplated, even by
compariscn with the practice at present followed by UNESCO, FAO and the ILO, 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 abie to programme a rumber 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 organizaticons concerned should decide as quickly as possible
to adept a "detailed work plan” for the periode 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 guestion 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. 4An
analysis of the reactions of the governing bodies to this question clearly shows that

these problems of substance are in fact the ones that mst be solved.
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CHAPTRER TV

fj THE FWACTIONS OF 1B GOVERNING 30DIES /

7. Lfomvergence and divergence

W

o

The only oxcouse which the author of & raport can have for using a Jew pages fo
remind tae delegations of member Btatesz of their owr deliberations 1w tho aced Lo
recapitulate a process spreading over a mumbor of vears or the need for comparativa
inter-organizational study. Both these conditions are met in the presens casce, aad
& comparison unquestiicnably hag to be made to bring out the convergences as wall as
the divergences. Medium-term plans give rise %o nuch misgiving, and in racent years
there nave been many changss of atiitude In tre orgarizations. Trere iz in facy far
more divergence than convergence, a circumstance which clearly shows the uncerialn
gtate of theory on thisz zubject. To abtain a clear view of the dtuation, 1t is

egsential To examine the reactions of the organiratiors' goverring bodizs.

R8. Reactions o the medivm-term plans: Governing Body of tre TIOC

In the ILC; the wvrocess has takern the foilowing form.

The Director—General submitted the first medium-term vian to %he Governing 3ody

TR A 2

] 1 = 5 - : 5 ; T Netis Tihe T rmer o
at its one hundred and eigl.vieth sesoion May-June 1970, ihe Yinarcial and

Administrative Commiltes congidersd <he plen durine thav session aad Lrepared & repors

. ! g — . . o . - P |
on it (G3518O/8/35}, -n general, this report indicates thas “he plan was woell

received and that 1t had over nmade pogsibls the discussion of o numbor of
subgtantive probliems. The comments on form related So the plan's excessively
general character. the lack of indication of financial resources and the need fox

Following

winl.

considerable Improvemsnts on the occasion of the submissicn of

The consideration of the second plan was begur at the one hundred and eighty-sixth
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session of the Governing Body {June 1972). The decision to sstablish a working
party of 14 members was taken at the following session, and the report of that
working party was considered at the one hundred and eighty-eighth session
(Novamber 1572).  This reportl/ deals with the principles and methods of medium-
term planrcing in the 110 and the substartive proposals contained in the plan
corcerning the various fields of action. These substantive observations are
important: ‘they relate to the main directions of 1LO activity (relationships
between programmes, priorities and new proposals) and show that the exercise has
aroussd obvicus intereat. The observations on form relate, in particular,to:

— the method of presentation of objectives, which do not provide sufficlerntly
precise criteris for the formulation of the programme and for subsegquent
evalugtion;

- the structure of the plan, which dees not facilitate analysis of the various
methods or "means of action" used to achicve the objectives;

— acceptance of the procedure of "in-depth studies”g/ at the rate of six per
biernium;

- the inadequacy of the information provided on possible means of establishing
priorities and on programme costs;

— the recommendation to follow more clesely in future the recommendations on
planning made by the Ad Hoc Committee of Experts to Examine the Finances of
the United Nalions and the Specialimed Agencies;

- the excessively vague and philosophical nature of the proposed plan;

- the reed for closer links betwean the priorities of the plan and the

objectives of the Strategy for the Second Development Decade.

It should be noted that this discussion was preceded by written consultation
with member States (and the members of the Governing Rody individually) and that
many precise and detailed replies were submitted (GB.188.17TP.3, included in the
appendix to bhe working party's report).j/ The ILO is in the process of preparing
a third plan (1976—1981) in which it will endeaveour to follow the above

recommendations.

l/ GB.188/11/24, accompanied by appendices in document GB/188/11/25.
g/ Cf. footnote to paragraph 40 above.

j/ It is impossible to summarize them here, but they, too, demonstrats the
interest arocused by the planning exercise among member States.
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59. The PAD medium-term plan: preliminary observations by the Couneil

I FAQ, 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 ils fifty-fifth session (November 1970}, This
document was well received and the Council endorsed the method based on the
selection of a number of "areas of concentration”. It nevertheless observed that
the document was too general in nature, did not adequately define priorities and
fziled to give quantitative indications of cost. The need was stressed to
conglder 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 %o training and
further iraining for specialized personnel in member countries abroad, but the Council
recognized that it "ecould not adequately consider nor reach agreement on prioritises
in such a debate, particularly as prioritiss were bound to differ from region to
region and country to country®. This same concern about the selsction of priocrities
as a very important matier is to he found in the recommendations of the variocus FAO
regional conferences (L 55/15). The consideration of the medium-term plan
{C 71/15) began in September 1971 in the Programme Commitiee (CL37/5) and was
contimied in the same year in the Council (November 1971, fifty-seventh session;

CL SY/REP). These Tirst examinations concluded with & favourable assessment of

the document, which was congidered to be clear, cven though a further effort sgeemed
necessary to define strategies and objectives, to determine priorities, and so on.
In the same month, at its sixteenth session, the Conference of FAQ in turn conducted
a detailed sxamingtion of the plan, and affer its deliberations adopted

resolution 6/71, which approved '"the medium-term plan as a general framework for

the planning ﬁnd programming of the activities of the Organization" and in
particular requested the submission in future of preliminary sub-programme proposals
to the specialized committees, a hetter presentation of priorities, and the
presentation ¢f a revised plan for the pericd 1974-1979 to the seventesnth session

of the Conference.

60. FAQ medium-term plan: change in the attitude of the Programme Commitfee 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

accounting for this radical change. They include:
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— the deterioration in PAQ's financial gituation:

- the adoption of the above-nentioned resolution 6/71, which reguested the
committees of the Council and the regional conferences to review sub—programme
pricrities;

- the difficulties experienced by the Committees on Fisheries, Agriculture
and Forestry in carrying out this task;

- the warning given by the Director-General of the threat of further financial
problems affecting both the Hegular and Extra-Budgetary Programmes.

The Programme Commitftee 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 world leveal.
The Committee pointed out that country programming "placed the decision on sectoral

allocatlons of UNDP resources on the countries themselves!. On that basis, "the

Committee considered that the term 'Medium—Term Plan' was a misnomer. It shoulcd
a0t be regsrded as or called a 'Plan'. It should be a statement of 'medivm—term
~biectives™. The Committee also noted that it was necessary "o avold repealbing

detailed information at the sub-programme level in a separate statement on Medium-
Lerm Objectives". The Committee gave the following definition of the futurs
document: "This [statement]| cculd ... deal concisely with the [following]| issues

the general development situation and future trends, the appropriate strategiles

and policy options, the prospects for resources from ail sources, the broad

programme Implications for FAD, including the integrated and multidisciplinary
appreach, with emphasis on offectiveness, integration, balance and flexibility in the
use of financial and manpower resources. This kind of statement, coupled with the
hard detail of the Programme of Work and Budget, would be more a realistic and
illuminating statement on ths Medium Term than brief sub-programme description and
tables of projections and gradings for the extra-budgetary as well as the Regular
Programme"”. The Commitiee considered that for the immediate future it would be
nreferable o keep a general statement on those lines separate from the Programme

of Work and Budget. It also discusged the problem of priorities. It is menticned
that there had been a tendency to place a high priority on two areas of
concentraticn, namely the mobhilization of human rescurces and agricultural development
alarning. The Committee stressed, however, the importance of the problems of
education and training. It "agreed that the elimination of low priorities was not
recegsarily a matier of eliminating sub-programmes, but a rigorous examination and
elmination of lew-pricrity activitics within sub-programmes ... the Committee felt
doubtful about the value of the so-called Areas of Concentration.” It supported the

w3 ol then, however, but suggested that they should be renamed "Areas of Emphasis'.
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91, Pal medium-ierm plan:  decigions teken by the Council in November 1977

bt dits fifty-ninth session, in November 1972, the Council (paras. 40-49 of its
wenovt, CL 59/REP) supported and reiterated the cbservations of the Programme
Cormittee. Tt stressed the impossibility of participating in the definition of
priorities for the allecation of extra-budgetary rescurces because of country
programming . T4 expressed concern about the determination of priorities: '"The
Covnecil considered whether in its appreach a distinction should ﬁe made between the
corsultative, advisory and operational roles of the Organization and, in particulai;
whether the main emphasis should be laid on the global aspects of the programme
in determining pricrities, but it was felt that no c¢lear conclusions could be reached
on this." The Council recognized that priorities varied from region to region and
from country to country. In fact, the document entitled "Medium-term objectives"
(¢ 73/10), of August 1973, submitted for the seventeenth session of the Conference,

to be held in November 1973, no lornger has the character of a medivm-term plan.

62. First UNESCO medium-term plan

In UNESCO, consideration of the first medium-term planning decumend (16 C/ﬂ),
which had been called for by the General Conference at its fifteenth session, in
resolution 33.1, was begun at the eighty-fifth session of the Execulive Board
(September-November 1970). In its resolution 5.2 (document 85 EX/DecisiOns)y which
followed a very thorough examination (eight working meetings; document 85 EX/SR.l.QO);
the Board emphasized that that document represented an important step forward in the
evolution of the Organization's methcods of work and expressed the view that it raised
fundamental questioné 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 cutline of discussions on alms {peace,
development, human rights and priorities), the means (the budget and the Secretariat),
and the methods {the regional centres, intergovermmental 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 Secrebtariat, and it even wondered whether they should
not he amalgamated. Resolutions 7.1 and 42 of the sixteenth General Conference
(Novemher 1970) recommend in general terms the contimmation of the planning effort,
zndorse the growth rate (7 per cent) proposed by the Director-Jeneral for the

following two biennia, confirm the wishes of the HExecutive Board concerning the
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simultaneous preparation of C/4 and C/% documents, and invite the Director-General to
consider, in consultation with the Executive Board, the possibility of amalgamating

the two documents.

€3. 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"”.  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 the
discussion, two information papers (88 EX/INF/B and 4) on the presentation and
contents of documents 17 C/4 and 17 C/5 were also submitted to the Board. In
connexion with document 88 EX/27, the Special Committec on the methods of work of the
Organization prepared a report, 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 "guidelines concerning the form and conbtent of document 0/4 and its
relation with document C/B.A/” Resolution 3.1.VII outlines the purpose and functions
of C/4 and ¢/5 documents, and lays down guidslines for their contents and presentation.
The main point is the clear distinction between the two documente. The medium=-term
outline plan should describe “the main lines of action to be followed by the
Organization and the concrete results that should be sought", and "the conccoptual
bagis and practical implications of these propesals and the cheices thsey entail".

It should at the same time establiel a relationship with "the priority needs cf
member 3tates, especially where expressed in Country programmes', and "should teke
account of the need to zo-ordinate the cutline plan with the medium-term programmes
of other organizations of the United Nations system, and particularly with the
resolutions ... relating to the Second Development Decade', It should in particular:

- "indicate ... the objectives and problems or which the efforts of the

Organization should be concentrated ...;

;/ Another resclution, 5.3, concerning issues which affect short-term and
medium-term programming, invited the Director-General to take into account the
observations and suggestions made by members of the Bxecutive Board in the course
of the discussion (document 28 EX/Decisions, p.27).
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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 purposes.

The programme budget must, for ifs part, "comprise the programme for the
following biennium and should be regarded as the budget and management document of
URESCO 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 ithe second plan

Documents 17 0/4 and 17 C/5 were presented by the Director-General tc the
Executive Board at the eighty-fifth session (May-July 1972}. Prolonged deliberation
(89 EX/SR 1.27) concerning the conception and format of these documents resulted in
the adoption of a resclution (item 5 of document 89 EX/Decisions of 2 August 1572)
containing recommendations which marked a distinct change of approach. While
recogrizing that its directives and those of the General Conference had been ohserved,
and that the availablility of those itwo 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 0/4 and
17 0/5 had resulted in repetitions and excessive volume of deocumentation which might
complicate the task of the General Conference and should therefore be avoided in the
future. It expressed the view that the value of the medium-term plan would be further
enhanced if the cbjectives 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 11
of this rescluticn, the Board approves the growth rates proposed for future budgets
within the pericd of the plan, namely 8 per cent for the period 1975-1976 and
T.5 per cent for the period 1977-1978.

65, UNESCC: +towards a third plan

The deliberations of the Gencral Conference at its seventeenth session, in turn,
resulted in the adoption of resolutions 34 (1, 2 and %) and 35.1. The most
important is resclution 34.1, whose main provision iz to invite the Director-General
"to prepare, taking into account the suggestions of Member States and in
consultation with the Hxecutive DBoard, 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 Crganization's competence as well as a table of objectives,



structures and arranged in order of pricrity, indleating the contribution UNESCO
imiends to make to the solution of these problems in the course of the following =ix
yeara, together with the appropriate information concerning timing and, by way of
incication, the necessary resources and the real rates of growth. This document
criee edovtecd shonld serve as a basis for the presentation to the General Conference

L

.. ., . . ; . 1
at 178 ninctecnth session of a Draft Six-Year Cutliine Flan™.-
Two very ‘mporiant new elements thus emerge in this fexis

- the noslon of fhe prior definition of a policy in the form of a list of world
proclems on which UNESCO can take action;

-~ Tthe dzcision te spreoad the preparation of the following plan over four years
fin “wo stages of two years).

The prevarssion of document 18 0/4 was undertzken on the basis of these

recormendations . In particular, alfter written consultation with member States,

in accordance with URESCU practice, the Direcfor-General submiticd fo the Executive

Board docum=nt 93 Eﬁ@ af 31 July 1973 containing "issues relating to the preparation

cf the ¢

T

Lo

4]

~ment on meditm-term objectives™. The summarized cohservations of member

g

Sirtes Cemonstrate the intercst displayed by delegations in the confimuation of that

Ciifioult exercoise. One important point to be noted is that, in view of the

diversiZty of the lists of "mejor world problems' propesed by member States, the
Direetor-General wasg vrompbed to ask the Board (question 2) whether it was "willing
o recoumsnd Shat the attempt systematically to define a sel of major problems
shovld be angndoned”. The document alse offers, in particular, a choice between

L

varlous methods of vresenting indications on resources and growth rates. it a

50
geriously calls irn quesbion the very possibility of presenting alternatives

{cuestion 21).2/

;/ The osher parts of resolution 34 invits the Executive Board toc make proposals
to the Ceneral Conference concerning the methed of using document 18 6/4 and on the
relationshine fto be established between documents 18 0/4 ard 18 0/55 and documents
C/2 ené C/5 in “he fubure; and approve the rates of growth suggesied by the
Dirsctorfencral for the biennia 1975-1876 and 1977-1978. Reseolution 35 contains
the calendar for the preparation of the programme ard biennial budget and of the
document ox Lhz draft medlum-term obhjeciives.

2/ Decision 93 EX/Dec. 5.2 concluded the Board's discussion of this document.
L5 affirms i1 particular that "the Organization's futurc objectives must be defined
on the baszis of a formulation of the major world problems which are of concern to
UAESCO."
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66. Reactions caused by the first United Nations plan

Lastly, in the United ¥ations, reactions tc medium-term plans have been
partly confused with reactions fo programme budgets. The observations
concerning the detailed expression of objectives, quantification, alternative
solutions, etc., seem to have been addressed t¢ both fypes of documents. The
only cbservations 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 biemnial work programme and budget should
not be one in which the plan is merely a projection of the programme budget, as
geems fto be the case. Rather, the relationship sheould be one whereby the
programme budget was conceived as an instalment of the plan, with precise
identification of resources". ACABQ, 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“.l It went on to say

(para.18(f) of itse report):

"The construction of the plan certainly does not suggest that a thorough
review has been undertaken of the means by which the Organization's goals
are achieved. In the Advisory Committee's opinion, such a review, based
on a eritical appraisal of the continuing programmes and programme performance,

iz a prerequisite of effective planning of future activities and the optimum

1/ ACABQ did not, however, specify how this underlying concept should be
appreciated.
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use of available rescurces. The Committee trusts that it will be possikle
to devote more time and attenticn to these matters before the next medium—

term plan is proposed”.l

Whether the reasons for this situation lie in the inadequacy of the analyses undertaken
by the secrefariats, in the misgivings of the intergovermmental boedies, or in the
fundamental difficulties of the enterprise, this review of reactions in the various
organizations would seem to call seriously into question the poesibility of defining

rapidly a precise dectrine of planning.

1/ Just after work on the drafting of the present report had becn completed,
(December 1973) the General Asgembly adopted an important resoluticn on the
formulation, review and approval of programmes and budgetls (resolution 3199 {(XXVIIT)
of 18 December 1973). This very important resolution, which cannot be quoted here
in full, requests the Secretary-General, in paragraphe 5, & and T:

- "to put special emphasis in the fubure on the preparation of the medium~term
plan, which should provide the framework for the biennial programme budget,”

~ "in 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
resultss"

- "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 tudget and, in particular:

(a) To ensure programme co-ordination among majer organizational units;

(v) To provide information on the allocation of indirect costs of programmes
to which they relate;

(c) To provide informaticn on extra-budgetary resources by source of funds;

(d) o give relative weight in terms of percentages of each programme and
programme component in relation to the cther;"
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67. The problem of "intergovernmental machinery™

Concern with the need tc contemplate the reorganization of the "intergoverrmental
machinery™ has manifested itself only in the United Nations; the problem has
apparently not yet given rise %o any particular difficulties in the other
organizations. ACABQY 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 guoted in full:

"First, the Committee s%t111 helieves that 'a fresh look at the existing
machinery of intergovermmental and expert organs concerned with formulating
reviewing and approving programmes and budgets' must take place (A/8739,
para.s). However, the Committee remains convinced that 'practical experience
may prove a better guide than theoretical disquisition' (4/873%9, para.67), and
such a reassessment should be made only after experience has beesn gained from

the initial programme budget!.

The problem is therefore posed: it is in fact that of the respactive spheres of
competence of ACABR itself and of CPC, the Fifth Commititee of the General Assembly
and the specialized programme review committees, particularly the Second Committes

of the Assembly and the Ecornomic and Sccial Council itself.g/ No indication of a
solution has so far bszen given, with the possible exception of the reference made

by the Secretary-General as early as 19 November 1970 in document A/C.5/1335 (para.l16)
concerning the ﬁeed for "Member Sitates to take concrete action which would concentrate
the authority tc approve the projects and to determine the organizational programme
and budgetary policy in as few intergovernmental bodies as possible, ideally in a
single body." This problem is perhaps not yet extremely urgent, tut evading it will
obviously become increasingly difficult as progrese is made in the programming

experiment.

;/ See fooitnote at the beginning of chapter TX.

2/ The above-guoted resolution 3199 (XXVIII) has even (paragraph 8) given
official recognition to its existence by entering this topic on the agenda of the
twenty-ninth sessien of the General Assembly.
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€8, General observations

The reactions of the various organirzations to the problems posged by the

Programuing experiments now being undertaken concurrently withinr each organization

de not provide the basis for a definitive conclusion. The only observations which

I thirk should be made for the moment are the following:

(1)

A large number of guestions, some of which are very precise and others

very vague, have been posed: they must be answered.

Any further accentuation of the divergencies which seem to be appearing
ir: the directions taken by the medium-term planning experiment would
jeopardize normal co-operation amcong the crganizatioms in the

United Nations system. It would therefore seem desirable to work ocut
a formula which would permit meetings, not only between programming
specialists within the secretariats, which are already taking place,

but also between members of the various intergovernmental committees.

As several governing bodies have emphasized, country programming problems
mist be consgidered within the context of their relationships with medium-
term programming. We shall now try to begin the examination of this

question.
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CHAPTER V

/ COUNTRY PROGRAMMING J/

£9, Overlapping of the problems caused by country programming and medium-term
T'OSTCAmm

Country programming, as practlsed by UNDP for nearly three years now, involves
of course only the use of the voluntary funde administered by UNDP. Obviously,
kowever, this programming exercise, covering several years (five years), cannot be
separated from the medium-term programming practised in the agencies, for reasons

which are well known but which I think should be mentioned:

~ g very substantial part of the extra-budgetary funds used by the agencies
and the United Nations comes from UNDP and, so far as most of these big
organizations are concernsd, constitutes the hasis of their operaticnal

activities;

— a substantial part of the research, studies, training, information work
and promotion of ideas or standards carried cut 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 cloge overlapping belween operational
activities programmsed by the country programming method and regular-
programue activities of the agencies or the United Natlons pregrammed by

the "medium-term plan" methog.

0. Absence of any link between the two systems

Howsver, it cannot be said that in the present giate of affairs there is even

& temious link between the two programming systems. Everything seems to go on as
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if the problems tackled were independent. We have seen that operalional activities
financed with extra-budgetary funds occcupy a very modest place in the planning
documents of the agencies and the Tnited Nations. While the WIO budget gives very
detailed informalion, it doel so on a project-by-project basis, without explaining
the methods of project selection; UNESCO, on the other hand, trieg to present an
"integrated budget" with brief descriptions of the most important preojects; FAD
confines itself to stafistical information gt the '"sub-programme" level, while the
ILO and the United Naticnsg mentlon only the total of prebable extra-budgetary
resources. Moreover, the preparation of country programming documents appears to
be based on a general appreach, which does not facilitate the establishment 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
countiry ag being suitable for operational projects. The situation will nc doubt

change, but the present staie of affairs sesms to be as follows:

7l. Theoretical foundation of the pregsent country programming system

The theoretical model: of country programming, as defined in the Capacity Study
and endorsed in paragraphs 2-12 of the Consensus approved by the UNBP Governing
Council at 1te tenth sessicn, seems to be designed to ensure congistency between
the diagnostic anslysis of the situation in a particular country and the 1ist of
projects approved for that country. In any casge this is stated in the "Guidelines
and Instructicne for the Formulation and Annual Review of the UNIP Country
Programmes"”, which broadly restate what is gaid in the Consensus: "The programming
of UNDP assisfance at the country lsevel ... invelves the identification in advance,
for a period of three to five years, of the use of UNDP inputs in relation to the
country's develcopment objectives"; <the programme should "be formulated by the
Government in co-operatlon, at an appropriate stage, with representatives of
the United Nations system, the latter under the leadership of the Resident
Representative of UNDP",. It is expressly stated that the Govermment "has the
ultimate responsibility for deciding which of those (national development plan)

chjectives should be the subject of its programme of UNDP assistance.

T2, Impossibility of obtainine 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 UNDP assistance as complementing, sometimes



- 55 ~

marginally, other assistance or other means of external financing. There is
congequently no reference to major problems such as employment, literscy,
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, allusiong to the role of the "consultation
and advice" which the agencies should furnish on a sectoral basis for the
preparation of these 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

Tnited 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 lirk between an
over-all regicnal or world appreoach to a given problem and what might or should be a
systematic compilation of country diagnoses. The contents of most of the "Position
Papers" furnished by the agencies for that purpose and of the "Background Papers"
(prepared by Govermments with the assistance of the UNDP Hezident 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 documents

I have examined a considerable number of counlry programming documents (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), 2% at ite fifteenth session (February 1975)
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
"Guidelines and Instructions" mentioned abovel. They comprise:

(a) An introduction, in which the Goverrment 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 scelal situation,

the principal development cbjectives,

the development strategy,

the prospects and requirements as regards resources (eapecially

external), with indication of shortages.
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A table of technical assistance resources available for the programme
period, showing the relative role of UNDP and the United Nations system,
is generally provided.

{c) 4 sector-by-sector description of the needs to be met by UNDP 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's needs.

Various tables (projects listed according to different criteria: executing
agencies, year-by-year apportiomment of costs, execution time-takle,
sectoral totals, etc.) are added to the document. This broadly-followed
pattern accords well with the intenticns of the reform's initiators.

A study of these wvarious exercises doeg not, however, give the impression
that the reform has produced entirely satisfactory results. The following

comments are called for.

74. Lack of internal coherence in every exercise

The coherencze of each exercise has c¢learly been sought along the follewing line
of reasoning: econcmic and social situation —— ———3 development objectives ————3
external-financing needs —e———m3 available resources —————3contribution of ths
United Nations system and UNDP 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 intefnal coherence of UNDP
programmes is secondary to the coherence of a country's own development plan. Thus,
the Govermment 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 naticnal development programme and the fact that it is part
of that programme". The criterion of selection advanced by Cuba is that the
activities concerned should be of a kind "which for a number 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 UNDP, OAS, IBRD and IDB. Peru remarks that it is difficult
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in a brief description to establish clear connexions hetween UNDP projects and

the objectives of the plan, and that "the question of priority for one project

over another means 1ittle since it ig obvious that only a small fraction of the
country's needs is included in the indicative planning figure". A country 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 contirmance of projects representing a commitment already
assumed ..., the priority assigned by the Government to strengthening its machinery
for institutional plamning ..., the execution of projects of special importance to
tﬁe country's growth potential ... and the priority accorded by the Govermment to
the stirengthening of its public administration'. In its general criteria for
selection, Colombia has alsc taken into consideration "the United Nations system's

experience in certain areas", 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 spesking, the indicative planning figure - albeit critized by all
Goverrments as inadequate - is divided among almost all economic sectors and a large
number of small projects. Thus, among the 14 Latin-American countries ﬁhich 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 1% 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', since it considers UNDF'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 eath sector to the generation of
gross domestic product; among the criteria applied in seleciing technical

assistance projects, 1% mentions that the co-operation received "must be directed,

i
4
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a8 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 t¢ 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 Perun, petroleum in
Ecuador, the civil service in Venezuela, etc.). On the whole, however, these
countries congider 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 Tole assigned to the United Nationg system through UNDP
in the general scheme of external tcchnical assistance possibilities is neither
individualized nor specialimed, because of the lack of real originality in the kind
of =olution proposed. The often-emphasized advantages of political neutrality,
independence and internationalism offered by internaticnal 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.1 The contribution of UNDP 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, ihe UNDP projects were divided among all the
economic sectors and the number of on-going projects at the time of the establishment
of the programme was considerable (99 compared with only 25 new projects). The
mzin policy in chosing new projects has been to concentrate on the Norithern region.
Faced with the problems of determining the best way to use external assistance,
the Govermment of Thailand, considering that three of the country's four natural
regions wers underdeveloped {(the Northern, North-eastern and Southern), divided
the respongibility for technical assistance geograpnically, as would scem logical,
It reserved the Southern region for bilateral assistance from the United Kingdom,
the North-eastern region for United States asgsistance and the Northern region for

UNDP and United Nations assistance, The following projects were thus grouped

1/ (vp/GC/TEA/R.1 and DP/GC/THA/R.1/RECOMMENDATION of 11 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 agriculiural centre ($1 million), a

horticultural project ($65,900), the Mae Sa watershed management projéct ($647,000),
assistance to Chiang Mai University ($54,700) anrd the industrial services institute
project ($1,311,100); the contribution from the rest of the UTnited 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 UNIP projects alone, the group mentioned above
represents only a gquarter of the indicative planning figureg/ {$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 Goverrment in its use of the technical co-operation obtained
from international organizations. This aligmment of UNDP and the United Nations
system with bilateral assistance seems to be a logical consequence of a rather

unsatisfactory situation.

T7. Lack of definition of the role of the agencies

Generally, the diagnoses made in the individual country programmes are solely
the responsibility of the Goverrment of the country concerned. This principle is
recognized in the Consensus, but does not preclude the posesibility of the Govermment
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; 1o my knowledge, however, no reference is made to the contents of such
"technical diagnoses by sector" furnished by organizations of the United Nations
system. 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

;/ The figures in brackets are the value in dollars of the UND? component
of the project.

g/ The remainder of the indicative planning figure is divided among quite a
substantial mumber of projects (124 in all), of which 11 cost over $500,000; only
four of these large projects are new.

j/ Although there are, of course, references to projects involving such studies
(planning assistance, human resources surveys, etc.).
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occasionally with planning in specific sectors, or at the provisicn of a technical
basis for a general diagnosis o the economic situation. This may net 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 possgibility of specialization

In such circumstances it is not surprising that no consolidation of country
programmes has so far seemed feazible, No serious move in that direction could
usefully be attempted on the basis of the existing documents. The pogesibility 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 he 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 thorcugh
analyses in gufficient detail to make that kind of research possible could provide
the international organizations with the means of specializing in certain types

of technical co-operaticn activities, In such a field, specialization indeed seems
to be the only way of achieving some measurs of effectiveness, or of increasing the

effectiveness already achieved.

79, Posgsgible avenues of research

In the case of country programming, a&s in that of medium-term planning, one is
therefore led to the conclusion that profcund 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 zdoption 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

sconomic and social sector for which they are responsitles;

-~ methods of consolidating these economic sectoral studies in each country at

the national level {all sectors combined) and at %he international level; and
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- lastly, exploration of the posgibilities of specialization by the

international organizations in specific areas of technical co-operation,

80. ZResults 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 thesge first attempts at programming and planning, an initial

evalnation can be made of the experiment now in Progress.

- It would seem that formal improvements could he made without great difficulty
to some of the existing procedures: that is particularly the case with
"programme budget! presentation, where the main need is to describe work
pians clearly, quantify "intermediate" 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 werld-
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.8), 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 CRGANIZATTIONS ARE DOING:
EXISTING PRICRITIES AND PRESENT OBJECTIVES

8l. An essential preliminary descripticn
of what the international organizations
are doing

In digcussing ways of defining the main problems, selecting priorities and
egtablishing 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 organization. Any consideraticn of method-improvement should
therefore be preceded, it would seem, by a description of thesge problems, pricrities
and objectives and by an indication of the procedures leading to their definition.
This means giving an account of what the international crganizations are doing in the
econcmic 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 organizaticns covered by this report, would require a
gpecial, lengthy and difficult study based on a mumher of criteria the acceptance of
which would have to be secured in agdvance. 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, ZHelative ease of defining problems
in the cage, of WHO

The main problems to be faced are defired quite broadly, for instance, in WHO.
The field of public health is ons of those in which Govermments can most easily find a

basis of agrsement. Over and above all political, sccial or culiural differences,
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the campaign against disease and the protection of human 1life correspond on the world
level to generally recognized and respected values. 1t ig a soclological 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 vhilogophical outlock iz complemented by a very largely identical
gelentific and technical approach.  Physicians speak a common language. For all
these reasons, WHO seems to have digcovered the bearing of its programme at a very
early stage and without great difficulty. On a rumber of levels (epidemic control,
etc.), it plays the part of an agency providing regulation and co-—ordination services
intermationally 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 easicr
the task of putting the needs of member States together, and hence of formmlating its
Programmns . It is atill essgentially, however, an agency for fechnical co-operation
with the developing countries, and it 1s the only one of the big agencieg which ie in
a position to finance a very large proporbtion of field projects of this kind from its

regular budget.

8%. DBasgic orientations of WHO:
Recent changes in its pricrities

WHO has a regular budget of $100 millionl/ and receives every year about
$93.5 million from extra-budgetary scurces (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 adminigtrative and general pelicy expenditure.2 The
relative importance attached %o 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.e. an annual amount

l/ 411 the budget figures given in this chapter are anmual. In most casges,
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 budeet asg given
in the budget for 1975 would be #104.7% million. Changes 1iké this, howsvsr, do not
affect the orders of magnitude,

g/ Cf. Budget estimates for 1974: operating programmes, functional
presentation by main programme activity.
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in 1974 of $62.5 millicn, of which $#25.8 million comes from the regular budget. For
ites part, "health manpoewer development'", which represents a set of activities very
cloge 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 activitics, The funds devoted to disease confrel amount to
2% per cent of the total programme funds, 19 per cent being allocated to communicable
diseases and 4 per cent to noncommunicable diseases, i.o. about $%6 million in all.
The enviromnmental health programme receives 13.5 per cent of the total funds, or
$10 million, of which $9 million come from the regular budget. Lagtly, "other
activities" {statistics, miscellanecus work and prophylactic and therapsutic
substances) receive 11.5 per cent of the total. These figures call for two commente:
(a) In 1968, activities connected with communicable diseases represented alons
28 per cent of the total programme funds, as against only 19 per cent ioday,
and programmcs for strengthening health services only 17 per cent as
against 40 per cent in 1974. This comparison reveals that, over the lagt
glX years, an important change has occurred in the orgenization's
pricrities, the campalign against communicable diseaszes, the spearhecad of
the organization since its inception, having given place to activities
designed to strengthen national infrastructures.
(b) The indications supplied in the budget con the gecgraphical distribution of
the use of thege funds among the reglons show that the organization is still

essentially oriented towards the 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, FAQ and the
ILC - 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 211 three of these organizations, the technical

co—operation area which has developed since the 1960s to the point of completaly

;/ The inclusion in the extra-budgetary funds of the budget of the Pan American
Health Organization nc doubt explains why cxpenditure 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 %otal amount
than expenditure for countries in other continents.
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upzetting the balance of their programmes ig rather superimposed upon than integrated
within the bhody of their previously existing activitiss. It is therefore much more

difficult for them fto avoid dissipation of effort.

85. UNESCO priorities

The UNESCC budge? reveals that this organivation is relatively poor as compared
with WHO. Itz reguiar budget comes to some $56.2 million, and the total amount of
the available sxtra-budgetary funds is about $50 million. In the de facto
pricrities of the United Natlong system, educational problems are thus classified as
being of an importance well below that of health problems. This is, no doubt, a
direct reflection of the sociclogical data which were mentioned in paragraph 82 above.
In anmial figures, programme funds (i.e. excluding general policy and administrative
expenditure) come to about $36 million from the regular budget and $50 million of
UNDP funds. Of this total of $86 million, priority is unquestlonably given to the
education sector, which receives about 47 per cent of the total (440 million, of which
$14 million is from the regular programme and $26 million from the extra—ﬁudgctary
funds ). The cxact and natural scicnces 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 million per
annum for higher scientific and technclogical education, educaticnal activities may be
said to represent half the work in this sector (if this method of calculation is
adopted, the proportion of UNESCO programms funds absorbed by education may be put at
60 per cent, or about $53 millicn). 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 11 per cent, or $9.7 million,

$7.5 million of which comes from the regular budget.

8¢. Diversity of the programmes

Although the technical co-operation programmes financed frem extra-budgetary
funds reprcsent a larger amcunt of the total available programme funds than do the

regular programee funds&/, and although most of the activities financed in this way

;/ To the extent that administrative costs are excluded.
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relate to the creation or devalopment of educational establishments, technical
co—operation in education is Just one important objective for UNESCO among many
others.  Psrusal of the plans and programmes, and of the Executive Board summary
records, reveals that the organization's interssts are divided amcng a very large
number of sxtremely varied toplcs. Research and studies have a dominant place in
this work, and this corientation is reflected, %too, in the existence of a very large

number of publications. UNESCO 1s a big publishing house as well.

87. BHEducational metheods and development

Bven in the education sector, which 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 developsd countries. The very general
formulation of the programme (educational policy and planning, equality of access to
education, educational programmes, structures and methods, ctc.) is in full
accordance with this tendency. The fact, emphasired by the Director-General of the
Organization in hig introducticn to the draft programme and budget for 1973-1974,
that "a far-reaching reform of the system and procedurcs of education is essential
as the only practical means of ensuring ite quantitative expansion - or, in other
words, its democratiszation - and its gualitative improvement, and hence an increase
in its internal and external officiency" clearly shows that TNESCO regards iteelf
primarily as a research institute, and that it considers defining a new methodology
Just as important asz applying well-tried methods to the development of education.
This indicafes the difficulties that cducational specialists may have in reaching
agreement on the formulation of the preoblems to be resolved and the priorities tc be

established.

88. Exact and natural sciences and "Intergoverrmental programmeg

The exact and natural sciences sector - over and above its studies and research
and its technical co-cperation activities concerning the development of higher
education - applies the "intergovermmental programmes’ method very systematically.

In this respect, UNESCO acts az a driving force in co—ordinating the member States’
efforts on a mumber of topics of commeon interest: the Intergovernmental Programme on
Man and the Biosphere, the International CGeological Correlation Programme, the
International Hydrological Decade and the Intergovernmendal Oceancgraphic Commission
all exemplify the sams method, which consists of organizing the sharing of tasks among

Govermments with a view %o 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. A1l the main final cbjectives 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 prersquisite for the definition of an effective strategy.

89, BSecial secienceg, information and inter—-gectoral problems

The two sectors, social sciences and information, have undeniably many mors
difficulties in defining their orientaticns and priorities. The work of the social
sciences sector consists mainly of research, studies and publicafions, 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 momuments) have a special place in the programme of this sector. The
information sector, owing nc 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 Dirccior-General started
discussicns some years ago on the advisability of developing "inbter—sectoral"
programmes.  The list of these programmes, which form chapter O of the Medium-Term
Outline Plan for 1973/78 - human rights and peace, youth, man and the enviromment,
population, drug abuse - clearly reveals the importance attached by the crganization
to its universal vocatiom. It will be vealized that, in a eituation 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 IL0O priorities

The efforts made by the ILC to distinguish the main lines of ifs 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
110 regular programme represents an annual expenditure of $41.9 million (according to
the 1974/75 programme and budget). Cf this total, the funds available for

programmes amount to some $30 million. The form of presentation adepted, however,
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separates out from among these programme costs the management of field programmes
(about $7.7 million) and conference services and publications ($7.3 million). Direct
expenditure on the major programmes in the rsgular budget thus amounts to only

$14.3 million, To this must be added the extra-budgetary funds, which, according

to the same document, probably amcunt to about $44.5 million per year. From this we
shall calculatce 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
caleculation is slightly different from those adopted for WHO or for UHESCO.  This
global sum 1s divided among seven major programues, which, in order of importance of

the volume of their activities, reveal the following percentagesd

1
(in milliong of §)
Proportion
ezl ar Extra- of total
egua;mn budgetary Total funds
prograims fundg %
1. Human resources development 2.2 Al.8 34 58
2. Socilal institutions
development 2.6 5.0 7.6 12,9
3. Employment plarming and
promoticn 1.3 5.4 6.7 11.4
4. Conditions of work and 1ife 2.7 1.7 4.4 Tab
5. Central regearch and plaming 2.7 0.4 3.1 5.2
. Industrial activities 1.3 0.25 1.55 2.6
7. International labouwr standards 1.5 ¥ 1.5 2eD
TOTALS 14.3 44.3 58.6 100.1

9l. Prefersntial orientation towards econcmic problems

This joint presentation of direct programme funds and extra-budgetary rcsources
(which does not appear in this form in any of the ILO documents) shows clearly the
imbalance creatcd by the growth of operational activities financed from outside the
budget., While the regular programme secks fo maintain a degree 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 1ife, interrational labour standards and social
instituticns, fthe latter three major programmes representing 47 per cent of the

rrogramme funds included in the regular budget estimates), technical co—operation
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activities are almost exclusively in the former category; the World Employment
Programme and vocational training absorb €9.4 per cent of the fotal funds. The
imbalance would seem even greater if we added to these figures the support costs of
the field programme mentioned above, the majority of which concern the same
activitics. The "ceniral research and planning" programme, which consists
essentially of information-gathering activitiegs and studies (on +he consequences of
technological developments for the relatlionship between trade and employment, on
gsocial indicators, on the employment of migrant workers, on labour statistics, ete. ),
also falls within the same fisld of interest. Thug, nearly 80 per cent of

programme funds are concentrated on cssentially economic problems. Thig

crientation makes the ILO a rezearch institute concerned with cconomic development
problems and fechnical co-operation in the employment field much more than with legal
or institutional problems or with seiting standards. This trend is becoming more and
more pronounced but does not -appsar to have found itz final Torm. However, this
observation can be made only if account ig taken of activities financed from
cxtra-budgetary funds. This demonstrates the fallacy of a budgetary presentation
which fails to give a proper description of operaticnal gctivities [inanced from

outside the budget.

92. The pricrities of FAU as a technical co—cperation agency

In the case of FAO the volume of activities financed from extra-budgetary fundsl/
far exceeds twice the amount of the regular budget and indesd reaches three times that
amount for the pericd 1972/1973. In these circumstances it is easy to gee in what a
false light problsems may be put to the FAQ organs called upon to take decisions on the
regular budget, the amount of which represents scarcely more than cne-quarter of the
entire programme of the Organization's activities, whereas there is no real means of
taking account of the activities financed from outeide this budget.g/ The over-all

annual figures are the following:

1/ TFAC roceives about cne—third (botween 31 and 32.8 per cent) of UNDP funds.

g/ A geparate document entitled Review of FAQ Field Programmes has been
submitied 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. '




- 70 -

For 19?2/1973: $41.2 million for the regular budget and $115 million for
extra~-budgetary funds;
For 1974/1975: $50.5 million for the regulsr programms and $112 million for
extra-budgetary funds.
lowever, administrative, political and miscellansous expenses shcould be dsducted
from these figures. The 19?2/1975 budgetl/ presents the digbtribution of budgetary
and extra-budgetary funds befween the five "areas of concentraticon" in the following

manner (the arnmual [igures are given herc):

Progesmm: s BT gam T
(million dollars)

Mobilization of human rescurces 3.8 36.5 40.3 31.6 %

Increasing yields 2.1 Z0.5 37.6 29.1 %

The protein problem 2.0 13.1 15.1 11.9 %

War on wagte 1.9 5.8 10.7 8.5 %

Saving of foreign exchange 3.2 10.5 13.7 10.8 %

Agricultural development

plamming 4.8 5.5 10.% 8.0 %
Total 18.8 108.9 127.7 99.9 %

The rcal size of the extra-budgetary funds is brought out still more clearly in
this prescntation, since thcey represent about five times {and for the Tirst two major
programmes more than ten ftimes) the amount of the regular programme [unds. The
percentage breskdown by value of the various major programmes doos not provide any
very precige picture of the main lines of activity of PAO, since the breakdown of
expenditure between the "arsas of concentration" shows only the primary Importance
attached to human resources on the one hand and fo increasing yiclds on the other
(these twe programmes account for more than 60 per cent). However, bthe formulaticn
of these areas of concentration does not make it casy to zee whether thoy 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 ths most

1/ We have had to choose this period because the informabion supplied by the
varicus decuments, and in particular by the programme budget for 1974/1975, ig quite
inadequate with respect toc extrsa-budgetary funds.
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diverse programmes would 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 gquite clearly that it is overwhelmingly oriented towards technical
co—operation with doveloping countries. The annexesg to the 1972/1973 programne
budget show that for 19?0;/ five major divisions each administered 12 to 16 per cent
of the budgetary funds: TFishcries 14.% per cent, Foregtry 16 per cent, Agricultural
Services 13 per cent, Animal Preduction and Health 13 per cent, Land and Water
Development 16 por cont. These last three divisions come under the Agriculture
Department and, together with the Plant Production and Protectlon Division

(9 per cent), collected a total of about 51 per cent of the extra-budgetary funds.
The only other division receiving a largs share of these funds (10 per cent) was the
Bural Institutions Division. The operational activities of technical co-operation

thus geem to be very evenly distributed between the main substantive divisions of FAO.

9%3. Cemplexity of the economic and sccizl activities of the United Nations

The cconomic and gscocial activities of the United Nationg itself are, beyond
question, highly complex in composition. Thege activities are entrusted to various
unitg: the Department of BEconomic and Social Affairs, the four regional economic
commigsiong, and the secretariats of UNCTAD and UNIDO. Such matters are also dealt
with by & large number of relatively independent programmes, bthe most important of
which are UNDP, UNEP, UNICEF, %he United Nations Fund for Population Activities and
the United Nations Fund for Irug Abuse Control. It is no secret that the problem of
co—operation among these units has not been completely solved, although co-ordination
of a1l the cceonomic and sccial activities of gl1l the crganizations in the
United Nations system should be one of the basic tasks of the United Nations. It

carmot® be said that this task is fully performed.

94, The role and place of the Department of Beonomic and Social Affairs

(a} Technical co-operation activities

The Department cof Beonomic and Social Affairs, which serves as secretariat to
the Ececnomic and SBeocial Council, has made great efforts in this direction but they

have been only partly successful. The anrual volume of thig Department's

l/ I have found no document providing a similar breakdown 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 Programms of
Technical Agsistance'; and it receives about $70 million in extra-budgetary resources.
1t carried out several different categories of tasks.

Some of thege tasgks, such as the collection and dissemination of statistical
information at the world level, represent infernmational "public service" functions
and are ol clear and recognized value.

The tasks of technical co-operation are performed on a large scale, as i1s clear
from the figures already guoted.  Some are directly related tec the Department's
fundamental task of sconomic and social thinking at the world level; this applies to
co—cperation in statistical matters ($4.9 millicn), public administration
($7.3 million), social development ($6.3 million), population ($5.% millionj, public
finance and financial institutions ($1.9 millicn) and, above all, planning
($9.4 million), which together account for half the extra~budgetary resources
($35 million). Other technical co-operation activitiesz, costing roughly the same
amount, are entrugted to the Department although their connexicn with its central
concerns is not very evident: transport and tourism $6 million), natural rescurces
($18.2 million) and human settlement ($7.7 million). It should perhaps he noted here
that the volume of funds now administered by this Department, totalling about
$95 million, is greater than that administered by the ILC {$68 million) and slightly
less than that administered by UNESCO ($106 million). The proportion of
axtra-budgetary funds to regular programme funds is particularly high; as at FAQ, it
amounts to about three times the total of the regular budget.

95, Department of Economic and Social Affairs

(b) Bgtablighment of 5 world framework for sconomic 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 studlies and research projects. The main item in this exercise
has been the preparation of the Intermational Development Strategy for the Second
United Nations Development Decade, which efforts are now being made to bring under
gystematic and periodic review and appraisal. In addition, however, the Department
hag undoubtedly been responsible for launching a series of operatione concerning the
great contemporary problems: a few years ago, international trade until UNCTAD was
established, and industrial development until UNIDO was established; in 1972 the
environment; today, population and multinational corporations, for example. I

should nevertheless be noted that most of the Department's activities in these fields



- ""5._

have exhiblted a centrifugal toendency. The study of new problems has offon,given
rise Lo now lngtitutions, but there hags bosn no conbinuous congolidation of current
activitisy as a wholo. Congequently the big agencies responsible for the sectors of
education, agriculiur:e, employment, industry, trace, health and so0 on do not find in
this Department the interlocutor necded in order to give them the global approach
which, as wo have Just ssen, they are sceking te an ever—incroasing extent. Dialogue
botween the cconomists {of the Contro for Development Planning, Projections and
Policics in particular) on the one nand and the educators, agricultural engineers,
trace and employment cpecialists, physicians, trade unionisis, cte., on the other

nas not been begun in a gystematic way. Tt seoms Cssoﬁtial that, in the future, this

offort at consoiidation and dialogue should be given an organizational framework which

will satisfy the rcquirements both of the agencies and of the membor Statos. It may
perhiaps be thought that the solubtion to this problem might lic in broadening the
It & E g

concephion of the Internsiliconal Development Sbrategy

o

96. The secretariats of the rogional economic commissions

The secretaricts ol the veglonal economic commisaions share a little over
$20 million under the United Nations vegular budget {Burcpe $5.1 million, Asia
$5.2%2 million, Latin America $6.3% million, Alrica $6.6 million, Beirut ﬁ?O0,000) and
acminister some $15 million of technical co-operation funds (Asia $5.2 million,
Latin America $6 million and Africa $4.7 million; bhe remainder is negligible). The
areas of Ltechnical co-operation for the three commissions which have a budget of this
kind are concentrated egsentially on planning ($6.6 nillion in all)}, natural resources
and soclal development. These organs arc in essence research departments whose
efforts extond over a great many areas — all thesge within the competence of the
Department of Foonomic and Social Affairs, plus a few others such as agriculture, trade
and industry - and their secrovariabs are split up into as many divieslorns as there are
sectors of rescarch. Ir most cases, their studiszs are intended for the Covermments
ol countries 1n the region concerncd, but it is extremely difficult to evaluate the
use actually made of them, One of the major problems that seem to face these
cemmissions is their relationship with the substantive divisicnz of the Department of
Beonomic and Social Affairs or with the big agencies: the degrec of liaison

malntained, where there ig any Iiaison at all, is very slight.
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97. TUNCTAD

The secretariat of the United Nations Conference on Trade and Development has so
far serviced fthrec quadrennial szassions of the Conference. Its cagsentlial function
is to carry out studies in preparation for negotiations. The armrmumal volume of funds
available to it totals $13 million under the regular budget and $10.7 million from
extra-budgetary sources. Its technical co-operation activities arc devoted
cssentially to "trade promotion' projects. Tt is difficult to determine from the
UNCTAD plan for the period 1974/1979£/ whether the studies distributed betwsen the
various divisions conform to a general desigm. Activities relating to internaticnal
trade research, trade cxpansicn and cconomic integration, commodities, manuiactures,
shipping, trade with socialist countries, financing related to trade, transfer of
technclogy and insurance do not scem directly related to the organization of the
"processes of negotiation" which are in principle the scerctariat's essential function.
Only some of this work corresponds to objectives such as the organization of a system
of generalized prefercncecs, the ingtitution of codes of conduct, "intensivs
consultations" on commodities and bilateral negotiations between developing and
scclalist countries, What is apparent is that, although UNCTAD camnot hope to
obtain spectacular or even significant results, it performs the useful task of
complling and digseminating information on international trade statistics, in
particular, and main%ains a certain level of expert knowladge of current problems.

But 1t would seem beyond question that thie very large research organizalion needs
new ideas offering more tangible hopes of practical resulte. It seems cpen to
question, in particular, whether the development of "bottor analytical typologies of
differcnces among developing countrics, according $o their economic structures and the
policies being pursued, particularly with regard to their external sectors', or
research on economic integration would not be worth considering as research Toplcs
capable of yielding more specific sclutiong than thoge belng obtained at present.

On the cther hand, the UNCTAD secretariat must ungquestionably be given credit for a

gubstantial contribution to the drafting of part of the Development Strategy.
98, UNIDC

In UNIDO the "technical co-cperation' aspect again comes to fthe fore, The funds

available to thig autoncmcus unit within the United Nations amount to $15 million

1/ Part of the United Nations medium-term plan.
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under the regular programme and $39.2 million from extra-budgetary sources.l/ In the
case of UNIDO, therefore, technical co—operation activities account for 2,6 times the
regular budget figurc.g/ In thesge circumstances it is not surprising that UNIDO
should consider its essential task to be "to provide direct assistance in
industrialization to developing countries, at their request, through operational
programmes'. Hence 211 the activitiecs of the three main programmes of UNIDO —
industrial technology, industrial policies and programming, and industrial scrvices
and ingtitutions — are essgentially oriented towards technical co-operation.

Admittedly UNIDO carries on a fairly large rumber of studles and research projects, in
addition to compiling and disgeminating information, but the bulk of ifs work 1is

action—oriented.

99. Analysis of the five organizations' economic and social activities
by total appropriations

This quick survey of the programmes of the five largest crganizations 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 resesarch, on
the one hand, and operaticnal projects, on the other, are not programmed in the same
WaY . It is clear, however, that the essential activities of these organizaticns fall
into one or other of these two categeories. A general review, on the basis of the

foregoing summary analysis, shows that:

The total annual funds available to the [ive organizations, irregpective of
the kind of expendityre concerned, are as follows {in millions of dollars,

reference year 1974):

;/ 1974 figurcs; these amounts are expected to increase to $16.5 million
under the regular vprogramme and $45.6 million from extra-budgetary sources in 1975.

g/ It is worth noting in this context that technical co—operation funds for
industry represent only about 35 per cent of the funds provided for esgriculture.

j/ Medium-term plan for the period 1974-1977, Official Records of the General
Asgembly, Twenby-eighth Sessicon, Supplement Wo. £A, page 146.
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Organization Regmlar Extri—budgetany Total
programme funds
(in milliens of dollars)

VRO 100 95.5 193.5
ILO 41.9 A4.5 86.4
UNESCO hE.2 50.0 106.2
FAO 50.5 112.0 162.5
United Nationg 21%.8 170.4 384.2
Total 462.4 470.4 97%2.8

Out of this tobal of Just cover $930 million, the amount corresponding to the
programmable economic and sceizl activitics referred to in this roport cones
(after deducting the amounts corresponding to political, legal, administrative
and conforence activities) to approximately $650 million and - making due
allowance for any ervors, of the order of 10 per cent, that may result from
difforences between one budget and another in the presentation of thig

expenditure - may boe analysed as follows:

Regular Extra-budgetary

Organization . s Total
WILO 83.1 75.9 157.0
TLO 30.0 44,3 4.3
UNESCO 26.0 50.0 86.0
FAD 18.8 108.9 127.7
United Nations (economic
and social affairs) 24.7 70.0 94.7
United Nations (regional 7
economic commissions) 20,0 18,0 28,0
UNCTAD 1%,0 10.2 23,2
UNIDO 15.0 39,2 4.2
TOTAL 240.6 A14.5 £55.1

100. Helative gcale of the varioug ftypes of activitics

Technical co-operation activities, which absorb 100 per cent of extra-budgotary
funds, alsc occupy, as we nave seen, a very important place among the activities

financed out of the regular programmes. Thig applics 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 extremely
difficult to separate from more general research activitics. By means of cost
accounting and a stricter and more precise presentation of programme budgets, it will
doubtless be possible eventually to determine the exact composition of regular
prograume activities — something that cannct be done accurately at the present time.
However, in vicw of the upreferentisl orientation towards technicel co-operation which
ig evident in WHO, FAQ and UNIDO, and the activities comprising variocus forms of
asgsistance fo member States which are carrizd on in the other organirzations, it seesms
poasible to assume that approximately $500 million - in other words, about three
‘quarters of programme activities - reprosent operabtional activities of technical
co—operation and that the remaining guarter is more or less evenly divided between
genersl studies and research on economic and social prinoipleé and methods relating
toc all the countries of the world, on the one hand, and specific studies or
activities orientsd towards techrical cec-operation problems in the broad sense, on

the cther.

101, Characteristicg of the main organizations or autonomous units

OCnce these orders of magnitude are known, it becomss sasicr to grasp the
relative roles of the warious organizations we have just been considering. Very
briefly, the following classification may be established on ths basis of the guick

review we have just made of the various organizablions' asctivities:

two crganizations and one autonomous unit — WHO, FAC and UNIDO - are oriented

mainly fowards technical co-operation;

two organizations - the ILO and UNESCO - which carry on substantial activities
of technical co-operation gtrive to maintain a balance between these cperaticnal
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 - UNCTAD and the regional economic commissions -
caryy on some technical co-=operation activities but are essentially large study

and research organizations;
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lastly, the United Nations Department of Beonomic and Social Affairs carries on -~
and malntains a fairly clear distinction botween — large-scale aclivities of
technical co-operation in relatively varied scchors, on the one hand, and rescarch
activities aimed chiefly at assembling a goneral frameweork of principles and

methods {Development Strategy) and launching new activities, on the other.

This clasgification demonstralos some varicty in the characteristics of the
different organizations. It does not show any sign of complementarity in the

organization ol their work or evon what knits them together.

102, Existing priorilics

With regard to tho tcchnical co-operation activities and "other activitics”
between which the funds available for programmes are unevenly sharcd, it may
nevertheless be noted that there is a high degree of stability in the digtribution of
funds betwoen the various technical co-operation activities. If the analysis made in
this chapter on the hasis of the budgetary figurcs for 1974 1s compared with that made
in our report "Programming and budgets in the United Nations family of organizations”
in 196 L 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
appropriations belbween the various econcmic and social sectors. Health still holds
first place with approximately 25 per cent of the available funds, followed by the
agricultural sector (agriculture, forcstry and fisheries) with 20 per cent and, very
much further back, by education (general and scientific) and industry, which account
for approximately 10 per cent each. Only a few slight changes may be noted:

UNIDO's share has increased slightly and overtaken that allocated to natural

regources (which nevertheless remains very substantial). We have already noted the
change which has taken place in the WHO programme for the "strengthening of health
services", and three regicnal economic commisgions have started some technical
co—operation activities. On the whole, howsver, thesc are miner developments.  The
introduction of country programming has brought no fundamental change in the siructure
of the exiating asystem for fiwxing pricritics. It iz, of course, fair to zay that the
number of millions cof dcllars allocated to a particular scclor is not a very proeisc

meagure of the importance attached to a particular activiity; that in any case the

1/ A/7822 of % Decomber 1969, paras. 2.13% and 2.14,
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amounts involved form a very modest part of the total flow of fechnical co~operation;
and lastly thal, at the world level, this type of finding is of only limited
significance 1n so far as the characteristic requirements of palpably different
countries are merged in a singlc whole.  However, since the technical co-operation
brocedures followed by the international organizations are in the final analysis
highly comparable, the orders of magmitude indicated above are not entirely

meaningless.

10%. General character of the "other activities"

Although it is diffiecult, for lack of rumerical data, to give percentages, it is
quits clear that "studiss and rescarch" hold an gbsolute predominance among the
headguarters activities of the organizations. To give one example, a statistical
caleulation which we made on the basis of document E/5329 concerning the programmme of
the United Nations Department of Economic and Socecial Affairs for the biennium
1974-197% - a document which has the merit of presenting scparately each basic unit
of each component of the programmes of activities - glvesg the following result: of a
total of 25C basic units, 113 reprosent siudies and rosearch and 10 publications
(results of studics), as compared with 47 units representing technical cc-operation
activities and |7 the preparation of maruals, whilc the other 73 represent work done in
administering or preparing programmes for various activities. Thug, practically half
of all these activities take the form of studies and resgearch. Thig proportion is
undoubtedly eifher higher or similar in the case of UNCTAD, the rcgional economic
cemnissiong, UNESCO and the ILA, Theose predominant study and research activities

have some other characteristics worthy of nots:

The end use of these activitics (and the same applies to the quantitative
indicators which should express it in precise terms) is never very clearly
gtated; the impression gained on reading through the programmes is that too much
of this work is kept for internal use and hence is not subject to sanction

either by the public or by the various confeorcnces or oommittees.l

l/ In very many cascs, too, work requeosted by resclutions of intergovermmental
beodies does rnot give risc to any real discussion. It ig merely "noted".  This
situation accentuates the need for a revicw of the relations between scceretariats
and policy-making committecs.
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These studies sesm to be conducted in isolation, without any very clear general
* plan for the United Nations syastcom as a whole. They can scarcely be sald to

complement one another, and seem to be in sore need of a common framcwork.

The éfforts of all the organizatidns in the direction of a thorough and

comprehensive exaifination of the problems of each sector (Indicalive World Flan
foriAgricultural'Developmenti World Eaployment Progrémme; Bducational Planning,
Edubatiqn and Employment, etc.) provide an additional reason why a general plan
Emd:«ajconlmcm“w :
A1 Fhese ef

f%hodological approach should be devisad as rapidly as possible.
ts should perhaps also be linked more dimectly with those made

uﬁde;'the heddiing of operational activities.

104. ﬂecéssary reaction against the tendency of proprammes to expand

v

There is one lagt remark which, in my opinion, must be made: the concern and
scepticiasm which have alwayé been ‘arougsd bj the scope and, in particular, the
multipiicity of the tasks listed in,thc.plans and programﬁes of the internatiocnal
Organizations'afe,probably largely justified. That thesge organizabions should
incorporate in their programmes practically every concelvable subject - whether 1t be
peace, human rights, population, envirornment, youth,'devclopment strategy, narcotic
drugs, technical aséistance} technology, science, soclial problems and so on — that
they should find it feasible to do so, and that they should at the same time succeed
in proposing solutions and even in obtaining some resulis in sach of these seclors,
would appear to be very much against the odds. The degree of universality
considered to be essential, and hence the mulbiplicity of activities, is decidedly
greater in the United Nations, UNESCO and the ITO than in FAD, which is more
specialized, or in WHC, which operates in an even nore clearly delimited sector.

The tendency for progfammes‘to ekpand their spherass of acbion is nevertheless very
widespread,  Whether the reésons are to be gought in the universal and ambiticus
scope of the varicus charters and conatitutions, in the large number of centres of
interest for member States and of activities initiated by their delegations, or in
rivalries among the secretariats, the-phenomenon ig so gensral, so conglant, and so
obvicously incompatible with the paucity of these organizaticng' resources thatl it
could not fail to cause a reaction. This reaction finés oxpreésion in the demand for
programmihg, in the desire that prioritiés should be set or major problems delined;

it remains for us to consider how far this process of rationalizatlion iIn bhe quest

for greater efficiency is likely to succeed.
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CHAPTER VII

/ THE TEFINITION OF PROBIEMS, PRICRITIES AND OBJECTIVES, AND /
THE NECESSARY REVIEW OF DECISTON-MAKING PROCEDURES

105, Complexity of the problem

Brief thovgn it may be, the above description of the cconemic and social
activities of the five organizations at least explains why the problem of
gtreamlining such a conglemeration ig not a simple cne. It is not merely a
quegtion of adopting modern programming methods or applying ready-made prescriptions
oxr established processes such asz PPBES, integrated management systems or linear
programming techniques. The confrontation of ideals, interests, methods, political
philosophies and cultures which cccurs continuously through the economic and social
activities of the international organizations cannot be facilitated or clarified
by the mere application of modern management techniques, which were devised primarily
for industrial and commercial enterprises, and accessorily for certain administrative
activities at the naetionsl level, On the other hand, there is undoubtedly a very
widelelt need to devisé simpler and clearer programmes and to cut cul unnecessary
or palpably ineffective activities in order to concentrate on essentials, and some

way must be found of meeting that need.

106. Contradictory reguirements

Even though the first attempts to apply programming have vielded a few not
altogether insignificent results, they have undoubtedly failed to solve the
eggential problems in this respect, and the makers of these attempts are themselves
fully aware of the fact. There iz still a very widespread feeling, which ig
finding even increasingly urgent expression, that much remains te be done in

order to "define priorities", "identify the major problema", cut out unnecegsary
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or less necessary activities and react against the unrestricted expansion and
attenuation of programmes. But it is common knowledge that once an item has been
included in a programme, removing it is extremely difficult, even though the study
it required has been completed or it is no longer of any obvicus interest. The
routine of the international organizations i1s very naturally conservative, because
of the extreme difficulty and frequent impossibility of reaéhing agreement on
gselection criteria. It ig even perfectly consisgtent with the logic of the existing
system that, at the samz time as an effort -~ albeit unsuccessful - is being made to
rationalizé and curtail programmes, many new items are being placed on the agenda,

with the effect of making the programming prcblem 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 incapakble of reaching their effectiveness threshold. In the iight of the
contradictory pattern of existing policy constraints, thers is no wonder 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 go far, however, clearly shows that, in order
to go further, it is essential to avoid both the purely theoretical and the
excesaively pragmatic approaches, neither of which ig capable of grasping the
moving and living reality of the internaticnal organizations. The work to be
done igs more difficult and more complex: an attempt must be made to understand
why the play of the existing procedurss impedes or prevents the matching of
policy requirements and efficiency techniques, to ascertain whether the kind of
relationship exiating betwsen secretariats and policy-making committess could
not usefully be modified, and to identify the kinds of modern techniques which could
be adopted according to type of problem, while distinguishing in particular

between technical co-operation activities and other activities. ILastly, it is
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necessary to think of procedurcs wherehy a process of progressive change could
really be started. Such efforts can only be collective: in thig study we shall
merely try to indicate along what lincs they might be made. In that spirit, the

present chapter will try to demonstrate the need:

- for having "descriptive estimates" (devig préalables) made by the secretariats,

so that priorities and chjectives can be identified by the policy-making

committees;

- for reviewing the pattern of relationships belween secretariats and
pelicy-making committees as regards the establishment of appropriation

limits and the formulation of programmes.
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7

I. THE IDENTIFICATION OF PROBIEMS, PRIORITIES AWD OBJECTIVES AND
THE NEED FOR ESTABLISIING "IESCRIPTIVE ESTIMATES" (DEVIS PEEALABIES)

109, Uncertainty of terminology

The expression "definition, or selection, of priorities", which 1s very
widely used in the United NWations and FAC for example, is not always differentiated,
as in UNBSCC, from the expression "definition of major problems". Proklems,
pricrities and objectives arsc terms which unquestionably dencte a very genceral
desire to obtain a better programming system, but which do not have any very precisge
mezning end, in particular, ¢éo not convey the same meaning to all. In this chapter,
therefore, we shall propese a number of brief definitions in order to clarify at

least the meaning attributed %o each of these notions in the prescnt report.

110. Tentative definitions: problems

The word "problem" will denote a sphere of action recognized by the great
majority of member Statces and, more precisely, a scries of difficulties and
shortcomings in the cconomic and gocial system which 1t has been decided soconer
or later to eliminate. The fundamental fact here is the ildentification - the
recognition of the existence - of thsae difficulties or shortcomings ag such,
which presuppeses a minimum copmon philosophy. It is, of course, also necessary
that these difficulties should be identified or recognized by the great majority
of member States and that this majority should express a minimum common desire to
adopt measures or a series of measurcs regarding them. We have seen above in this
connexion that health problems in WO seem much easier to identify than problems

relating teo education and agricultural development.
111, Priocrities

The word "priorities" will denote the spheres of action - the problems already
identified and recognized - which are considered to be the most important or the
most uwrgent, and which must he placed in the foreground and mehilize the maximum
effort. The adoption of a single order of priorities in the classification of a
series of problems presupposes an even greater community of philosophical approach
and desire for action than the mere identification and recognition of a problem's
exlistence. Within the bounds of inevitably limited appropriations, a classification

presupposes cholces which can, not to say must, lead tos



- the elimination of problems regarded as insufficiently important or

incapable of yielding sufficiently precise results

- the preferentizl digtribution of available funds for dealing with certain
problems at the expense of others; the percentage distribution of the funds
of a particular budget among various btypes of activity is the clearest
reflection of a certain order of priorities; in other words, once the
problems have been identified, it is a matter of selecting those which
are considered to be deserving of action and to say how the avallable or

mobilizable resourceg will be distributed among them.

112. The notion of an objective

The word "objective" - "desired result" or "aim pursued" according fo the
dictionary definitions — obviously represents the precise and positive expression
of the activity undertaken in a specific area, the state which will be achicved
when some of the difficulties or shortcomings under attack have boeen 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, which in any casc
will always be too gencral to he precise, as a classification of the main types of
poassible objective,.l.e. a typology. A certain mumber of gtandard clasgsifications
are, of course, already in exigfence. Since the use of the word iz of military
origin, the method to be adopted in order to attain an cbjective is alsc very often
designated by terms of military origin, such as "sirategy" or "tactics'.
Consequently, through the use of the notions of "strategic objectives" or "tactical
objectives", it may be possible to establish a relatively clear digtinction betwesn
regults of different types which, o use another terminology, are also sometimes
- called "general or final long-term objectives" and "immediate or Intermediate
objectives". DBut such distingtions are, afier all, somewhat superficial, and, in
order tc establish a more precise typology, it would seem that at least the

Tollowing three characterigtics must be takern into account:

~ the degree of attainability;
—~ the degree of abstractness;

- the degree of responsibility in pursuit of the objective.
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11%. The nction of an intermediate-stage objective

The degree of attainability in a way defines the length of the path %o be.
fellowed and has a bearing on the types of methods, gtrategies, tactics or
programmes to be applied. 1t is therefore an essential criterion. There are
some objectiﬁes which are kncwn to be unattainable with existing resources but
which are nevertheless considered, at least thecretically; 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, whose time-horizons are uncertain but which will probably
be attainable after a few decades of collective effort, and other objectivas
which, on the contrary, can certainly be attained within a given pericd, which may
ve a few years (medjum—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 mmber
of dams, roads, schecls, hospitals or dwellings), and cbjectives relating to the
everyday activity cf a particular enterprise or administrative department
(marfacture or sals of a certain gquantity of a particular product, publication of
a document or book, fraining of a certain number of students in a particular
discipline, etc.)l . At thig 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 distant future (long—term final objeciives),
intermediate stages on the path leading to the final result must be considered
essential. The notion of an infermediate—stage cbjective, therefore, is in this

context indispenszable,

;/ These exampleg chow that the degree of attainability itself comprises
two relatively distinet notiong: the degree of cerfainty 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 cbjsctives

The degree of abstractness alse conditions the types of methods to be used:
a concrete objective (comstruction 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 intellectvwal training, economic
development expressed as a percentage of GNF, or regpect 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 ressarch and negotiate its acceptance even before any
action can be taken. The purpose of the research and metheds in question is, in
fact, to transform and, asg it were, translate this pursuit of an excessively abstract
notion into concrete action and "means-cf-action objectives", In addition, there is
very often a parallel between the degrse of abstractness and the degree of
attainability. It hardly seems poggzible, however, to establish here a scale of
abstractness: 1t is rather by nature of the objective that a classification ssems
needed, for objectives can be distingmished from each other according to what they
relate to: investment, training, promoticn of ideas or standards, resgearch,

definition of bages of agreement or negotiation, technical co—operation, and so on.

115. The apportionment of responsibilities

Lastly, it is extremely important to determine degrees of regponsibility in the
pursuit of an objective: a c¢learly defined apportionment of responsibilities and
the allocation of a precise task to each participant - in short the efficient
organization of work - are the acknowledged conditions of success. In this respect,
however, a distinction must be drawn between cbjectives which are pursued by a
single organized group (e.g. an army, administrative authority, enterprise or
Government) and those which are pursued by a number of such groups {a mmber of
Governments, several égencies, cte.). In the first case, only organization and
possibly discipline are needed; in the second, owing o the distribution of
responsibilities, negotiations prior fto action have to be arranged. The terminoclogy
to be used is not always very easy to setile. In any event, among the colleciive
objectives, 1t is necessary to distinguish thoge for which the apportlonment of
regponsibilities is clearly defined and thoge for which this spportionment of
regponsibilities is yet to be done. The sharing out of tasks (cstablishment of

an "intergovernmental programme", for examvle) can, in fact, itsclf be an objective.
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Consequently, when programmes are being established - or resolutions formalated -

for the internationsl crganizations, the following should be clearly distinguished:
- national objectives for individual governments (national development plans);

- intergovernmental objectives, accepted by a number of Govermments or by the

membership of an international organization (these objcctives involve on the
part of each Govermment subsecribing to them a particular easily identifiable
effort, either in the form of a contribution of monsy or personncl or in the

form of the acceptance of principles or metheds, ete.)s;

- the objectives assigned to the international corganizations by those same

Govermments (various kinds of assistance to member countries, methodological
research, definition of common principles or conditions of labour, zromotion

of ideas and standards, etc.).

l/ The action of the interratioral organizations is comparsble in a way To
that of a catalyst. Reglar-programme funds, extra-budgetary funds and counterpart
contributions from the Govermments of the countries in which the projects are
carried out flow together for the purpose of attaining a particular objective. The
determination of the Governments concerned by these projects iz obviously absclutely
fundamental in this combined effort. The amount of the counterpart funds is an
indication of the extent of thig determination, but what is even more important is
that the projectis in guestion should be integrated at the country level. 1t may
thersfore be in order to ask wheother the country programmss which 1t is propesed
ghould be shown in the budget of each organization should not only, on the one hand,
give particulars of the counterpart contributions as well as of the regulsr-programme
and extra-budgetary funds but also, on the other hand, sstablisgh a qualitative and
quantitative relationship between the tobality of the action provided for by these
programmes and the country's plan. More gonerally still, the role of the
international organizatlions should conceivably extend to the determination of
sufficiently precise conceptual frameworks to make 1t possible for major common
objectives to be pursuecd simultaneously - and with an apporiicnment ol basks - by
the Govermments of the countries concerncd, the organizations in the United Nations
system and the internaitional organizations oulside that system, and cven by fThe
partners to bilateral assistance. That, however, would involve the use of stricter
methods than those employed at present.



116. Variation of method according tc the degrec of priur agrccment

These somewhal theoretlceal considerations seemed nagentisl In ordsr to posc
lem with some degree of clarity. 1t does not follow, however, that the

recesaary distinction between thege thres different aspects of a zingle procedurs
means that they must te congidered in an ismuatable order, i.c. Tirst identify the
provlems, next define the priorities and, cnly lastly, specify ke objectives.
duch a theoretical appreach would he dangerous and might increase the confusion.
In fact, the methed to he folleowed in such a sphere nmust vary according to the
degres of agreement exieting ai the time when the xesearch s uwidertsken. In
certain areas, a8 we have seen, the internaftional community hes alroady recognized
the existence of certain problems and even of certzin priorities. In others, on
the cther hand, the volume of work ocutstanding ag regards definition and

negotiation is considerable.

117. Experience of UNE3LO in defining "major problems'

The example of the ewperiment which THESZO is now conducting in the selection

and definition of major problems, as describved in the snove—aentioned document

93/5%/4 {cf. para. 65 sovove), clearly shows the difficuliies inheren’ in such an
exercise within this organisation's areas of competenssz. The replies received to
a question which had been asked in sxtromely genoral terms have not so far given
any indication of a programme concentration technique. In this connexion, it would

appear ossential bto quote a mumber of extracts from decumsnt 93/EX/4:

"16. Programme concentration calls for a rigorous cholee of the major
problems to be dezalt with by UNESCO and for a set of eriteria which can
be used in the selection of objectiveg.

e

17. The selection of 'majorv problemq* is probakly the most difficult task.
This point is fully recognized in mos®t of tho commnicadlons from Member
States. Belgium and Canada have ecxpreasged some reservations aboutl the
desirability of even attempting teo single out given problems. The former

is of the opinion that instead of what 1t considers as a negabive approach,
the objectives of UNESCO ought to reflect in a positive form its mandate as
gat out by the Constitution and resolutions of the General lonference, and the
latter points out that any attemst to defins world problems is bound 4o be
lirked %o the particular socio-cultural values which condition the perception
of these problems.
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19. As for the United Kingdom, 'tc¢ attampt an anzlysis of major world
provlemas is no light undertaking, but it will be necessary to seek a degres
of consensus on the subject among Member States.

LRI

2C. ... Switzerland observes that !'... choices can only be made at the
level of cbjectives.!

21. France .... guestions the value of a !'glcbal re-evaminaticn', and instead
opts for a selection of objectives.

* v

22. The inventory of problems which emerges on the suggestions of Member
States lg quite broad and varied and does not facilitate an effort of
concentration. While recognizing that it would be most heloful if the
General Conference, with the assistance of the Executive Board, could reach
an agreement on a list of 'major problems', the Director-General believes
that such a task is a most arduous and hazardous one and sharcs tho view
that it is at the level of the objectives that one can apply valid selection
criterig.”

This conclusion by the Director-Genesral of UNESCO or the application of selection
criteria at the level of objectives seems to me to provide an essential clue to
the soluticn of the problem. The types of objective involved must, however, be

clearly specified, and care must be faken to measure the conseguences that may be

entailed by the organization of a "choice at the level of objectivesg".

118. The need to establish descripiive Yestimates" (devis préalables} to
facilitate choices

The definitions given above of the notions entertained regarding problems,
priorities and objectives clearly show the closs comnexion between the thrse
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
ag pogsible. 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 deseription of all their possible consequences,
including the financial consequences. In other words, cheoices 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 preiiminary work to slucidate the problems which may arise
within its areas of competence. This work of elucidation ghould ccmprise as exact
a description as possible of the existing situation and ite development prospects,
and 1t should bear upon the variocus 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 considersd. The adoption of such a rigorous methed,
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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//II. THE PATTERN OF RELATIONS BETWEEN SECEETARTATS AND

/ POLICY-MAKING COMMITTEES

119. Final obiectivey and immediate objectives in the internationsl organizations:
from the adeption of resoluviona to the formulation of work programmes

From the examples discussed above, it can be zeen straight away that the final
objectives of the international organizations in the sconomic and soclal field are for
the most part highly abstract. They are not easily attainable, and the sharing out
of tasks calle for a considerable =ffort of negotiation. The definition of these
final, long-term objectives, however, is cssentially a function of the adoption of
resolutions by the delegalicns of the member States in the various goverming bodies by
which the activities of lhe organizatlons are dirscted or guided. Cn the other hand,
the daily activities of these same organizations include the much more immediate
obhjectives (publications, westings, studies, projects) which meke up the work

programies of the secretariats or the plans of operation for field activities.

120. Relations betweer policy-making committees and secretariats

To attempt to bridge the gap which in the great majority of cases separates these
two categories of objectives — in other words, to reduce the marginality of the
sconomic and social activities of the internatllonal orgonizations - is therefcre a
matter of reconsidering ths procedures for establiching the two typess, l.ee. of
developing effective technicues of preblem identification, selection of priorities
and definition cf objectives. T™is raisaes the guestion of the respective powers and

functions of the policy-meking committess and the secretariats.

121. Avelding confusicn bebtween lovels of regpongibility

Moreover, there is ro reagon whatsoever to try bto conceal or to pass over the
fact that the introduciicn of programming must prodvce a change in ths disitributicn,
as belween the "execuiive" ard bthe "leogislative" arms of the international
organizations, of ths power to irndtiate proposals end the decisicon-maxing power.

But this enbaile a rigk - which should be eiiminated - of serious misundsrstandings.
The "executive" (in this insterce, the sccretariats and their heads) may fear that a
particular conception of programming will mean transfer to the policy-making
committees of a decision-making responsibility which in its view it shou’d retain.
The legitimate desirs of member 3tates to exercise effective control over the

secrotariats and to have a proper assessment of the results achieved must not indeed
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load to a system which would allow the various programme committees Themsclves to
declde on the detailed'arrangements for action to be underlake:n. Such a concepltlon
would produce additional confusion, and a definition of the levels of responsibility

is therefores absolutely essential.

122, The thrsg-step pabiern of the present division of responsibilitics

The present sysbtom (in the avsence of real prog:amming) copes very badly, in fact,
with the problem of the division of —esponsibilities betwesn the policy-meking
commi btiocs and the secretariats. The division is according o a three-gtep pattern,

which works more or less as follows:

(a) At the first s%ep, the member States, through the governing bodiss, lay

| dowr. the long-iterm general orientations, Instructing the direclior—general
or the secretary-general of the organization o pursue thoge distant,
anbitious and i1il-defined cobjectivea, inmumershle examples oi which are
to be found in the programme budgsts or medium-term plans {some of them

heve been quoted in paragravh 21 abcve).

(b) A% the second step, starting from theee gensral considerations and within
zppropriation limits which thoy fesl can be accepted by the policy-making
committees, the sccrelariats draw vp work programmes {whlch are not all
described in the same degree of detail in the budgels) on sight of which
the corresponding committees are asked to make itho necessary aporopriations,

legs To approve the budget.

(c} Lastly, at the third step (at which programme budgets are adopted), the
programming and financizl committess discuse and comment on the proposad
WOrk programme. Generally speaking, however, they make only very minor
changes, mostly in connexion with the awncunt of the appropriations
requested, but rarsily do they seek o make far-reaching changes in the

stracbore of the programme.

It should be added that work on evaluating the results achieved after budget
implementation still lies within the realm of theory, and that, despite the repcris
on implementation and calls by the governing hodies for improvad methods of appraisal,
ne real check ig kept on the secretariats. In addition, the general guidelines for
programme content fthat might enabdle the policy-making commiltees really to lay dowm
the main lines of action are still very vegue and imprecise, and the True initiative
iz fo all intents and purpeses left in the hands of +the secretariats. The

difficulties encounvered by the organizations in identifying priorities or major
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problems in advence have been overcome, as we have seen, only in very few instances.
This asserticn shouldldoubtleSS be qualified by the fact that there iz a continuing
dialogue between the policy-making committees, The directors—general of the
organizations and the heads of the principal subgstantive deparimentis or divisions:
obviously, the programmes drawn up by the secretariats do reflect the general trends
and the orientations desired by the vast majority of member States. It is
nonetheless true that there is a definite need for the establishment of procedures

wherzby choices can be made more systematically and with groater clarity.

123, Regquirementsz to be considered in establishing a new pattern of relations

In fact, if a new pattern is fo be drawn for possgible relations between 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 work of preliminary elucidaticn, which iz essential %o enable the
policy-making committees to identify problems, pricrities 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 congideration of a new dimension - the actual duraticn of the

planning period - in the decisicn-making process;

if medium—term plans are to act as instruments that can really help to define
a policy, they must, together with the programme budgets, entall financial

decisionssy

lasily, it is nescessary o keep decisions on appropriation limits apart from

the programme definition processes.

124. Nature of financial decisions relating 1o medium-term plans

Clearly, there will be itrus medium-tbterm programming only when the plans, as is
now the case with bndgols, entail financial decisiong - until that time, planning
efforts will be confined to vague guidelines containing no element of compulsion and,
in the end, haviag no real impact on the organizations' activitics. If the situation
is to be otherwise, ths naiure of the [inancisl decislons which may be taken in
connexion with a plan must be defined. Naturally, thiz does not mean that a plan
has to be a glx~year budget or that biennial progfamme budgets must give way to the
plans as documents with a financial sanction. What has Lo be dons ig to devige a

sultable link between the two decision-making procesges. Medium-ferm plans cannct
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be budgets, because the details of activibies necessary in pursult of a specific
objective cammet be forecast more than two years in advance. Orders of magnitude

in the form ol approximate appropriations for the medium~term pericd can, however,

be determined. Though Governments may well be reluctant to enter in advance into
financial commitments over such a long period, they might not have much difficulty in
agreeing that the expenditures of the intemational 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, In
other words, to determine the appropriation limits for the plans it would ke enough
to reach agreement on a percentage increase, even as a rough figure (e.g. between

5 and 7 per cent, or between 8 and 10 per cent, etc.)1 « An indication of that kind
would be enough for an attempt to classify priorities within the approximate
appropriation limits thus established. Moreover, there is no reason why the
policy-making committess should not, thanks te that system of determining percentage
increases, give a first indication of the very broad priorities they wish to see
attached to a particular sector. The General Conference of UNESCO has already
experimented with such a methed, and the percentage increases 1t approves for
education, sclence, 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" method of decision-making here advocated. A% all events, this way of
Tixing oxders of magnitude would ke perfectly compatible with the type of decisions
taken when biemnial programme budgets are submitted for approval - an entirely
different exercige which consists in making appropriations of precise dollar amounts

for particular programmes of work.

125. The necessary separation of the task of determining the appropriation
limits from that of drawing up the programmes

Moreover, it ssems to me essential that the determination of the appropriation
limits for the plan should be independent of the process of elaborating programme
proposals. No person, enterprise or Government hzs ever been able to establish its
programme of activities and hence of expenditure simply in ferms of its own wishes,

since a budget must be drewn up in relation to income. Though there ig coften no

3/ The percentage could, of course, be set at zero waen circumstances required
financial austerity. In the long run, however, such a declision would mean the
slowing down or even the stoppage of the international organizations' activities.
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doubt some interaction betweon the costs to be coverad and the income io be collected,
no one can syabemalically gser the estimates of his income to his plans Tor
expenditure. To simnlils anl elarily negotiations on thie quesntion in the
international organizations, 1t would seem particularly desirable that a clear
digtinction skould Lo made between the two srercises of determining the possible
amount of cxpendifure and laying down programmss. Tt would even seem to be highly
desirable that decisions on the appropriation 1imits for regular programmes shouid be
taken by the organizations' Assenblies or General Conferences befors work fs started
on preparing the plans, and that, as regards sxtra~budgetary fmds, contributing
States should indicate several vears in advance how much thev are prepared to pay for
the entire duration of the plans.é/ This would rule oul any misuvnderstanding
regarding the pessible financial implications of *the planning and programmirg

method.

126+ Procedure for defining pricritis:

The main advaninge of such a system, however, would he to maks a procedurce
available at Zast for ue deidinition ¢l priceities.  We shall review in detall below
the overation which the subsiontive divisions should carry cul in esitablishing their
proposed medium~terma intermediate-stags objectives {sec paragraph 118 above) . It
muigt be made clear now, nowever, that in establisning these possikle objectives
various poesible financing lovels should ve taken into account, In other words, the
authers of tho proposalé should be guided essentially by considerations relating to
the measurable threshold of aifectiveness, and consider programmes of verying scope
corregponding 4o differcnl levoels of ambition asz to the pessible achievements, and
hence to costs which are alwso Aifferent. 1t this were done, the total of the figures
accompanying the proposed possible ohjecitives of an corganization's various programme:
would always inevitably exceed that of the appropriation limits approved for them.
Thug, when applied %o a sot of proposals accompanicd by fligures adding up to fax more
than its total amouni, an appropriation Jimit determinsd by criteria that have nothing
to do with the nature of the programmes wonld provide a quasi-automat®ic procedurs for
defining prioritics. It would furmish the policy-making bodies with cxact egtimates

for seiecting the programmes they would be prepared to support, those they would like

l/ A system of this kind has been introduced in UNDP, and has made possible the
egtablichment of "indicative planning figursas".

g/ cf. footnote to paragraph 128
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to ges cul vack and, lastly, those they would phase cut. Moreover, the compatition
it would arcuse among the substantive divisions would induce them to vie with one
another in presenting the best medium-term intermediate-stage programme, and this

would no doubt he all to the good.

127. Obtaining a conspecius

This doeg not mean that the heads of the secretariafts should not express any
views to guide the governing bocdies in their choice. On the contrary, thelr
oplnicns, accompanied by gensral reflecticns on the adumbration of a comprehensive
programne, are indispensable. It is clear that the "sectoral country studies!
decided upon and preparsd by the substantive divigions should also be used for the
preparation of consclidated reports,l/ first for each country, then by region and
eventually at the world level, and that these consolidated reporte should help the
Directorz~General of the organizations toc obtain a conspectus of the progranmes
propossd. The method of submittirg to the governing bodies both detailed proposals
from which sholces have %0 be made and general comments to facilitate these cholces
world of course be move heedful of their prerogatives than that of submitting a

complaetely worked-out programme to which only minor changes could be made.

128. A possible new five-gtep cattem of relationships between the
policy—making commitbess and the secretariatbs

The pattern of relaticnships betwesn the policy-making committees and
secratariats that would be created by the adoption of the body of measures considered

above would be as follows:

;/ See chapter VIII, paragraph 153.
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First step: the governing bodies of the organizations and of UNDP would
determine (by the adoption of a percentage) +the order of
magnitude of the financial appropriations acceplable for the

. 1
next six years;

Second step: the secretariats would make specilic proposals for medium—term
informediate-stage objectives for the whole body of problems
falling within the province of each organization, with
different levels of execution, and the corresponding cost

levels, being indicated for cach proposal;

Third step: the governing bodies would make their cheoice from among these
proposals according bto the total amount of the appropriations
available to them; problems, priorities and objectives would
thus be defined and the organizations' plans for ths next six

years established;

Fourth step: the biennial programme budgets would then give details, in
two—year instalments, for carrying out the plans thus
established; the adoption of the budget would defermine
precisely, as at present, the organizaticn's available
resources and work plan, but it would do so within the context

of & comprehensive policy laild down boforshand in the plan;

Fifth aten: towards the end of the periecd for carrying out the plan, the
policy-making committees wouwld appraise the results cbtained
and at the same time begin to think about ths following

stage, i.e. the next plan.

l/ Attention should no doubt be drawn to the evaluative nature of the operation
of defining the orders of magnitude of the financial appropriations. There is
always bound te be some interaction between the order of magnitude for the financing
of a particular programme and the general view of that programme which may be
entertained, The aim here, therefore, is rather 3o facilitate discussion than to
get strict limits which in any case, if set before the programmes werc even
considered, might seem arbitrary. Moreover, such a procedure can appropriatsly be
applied only to normal aciivities belonging to the organizations' traditional tasks
in the economic and social sphere. It should not be applied to an underfaking which
by its nature or scale is cxceptional. The obviously scmewhat uncorthodox nature of
such a method should not, however, militate against its use, in view of the special
situation created in the intemmational organizations, first, by the procedure for
caleulating the member States' compulsory contributions and, seccnd, 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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Thig oubline of the principles underlying the procedures to be applied must now be
congsidered in greater detail, taking the complexity of the existing machinery

into account.

129, Difficuliies created by the exigtence of diiferent
decision—making processes

The pattern just proposed may give the lmpression that the governing bodies can
determine 211 the work programmes of their organizations, and this is not true. The
budgots they have fo adopi concern only the regular programmes. I% would therefaore
be unrealistic to suppose that the adopition of medivm—term planning could invest the
governing bodics with powers they do not now possess as rogsrds policy in the matter
of the use of oxtra-budgetary funds, %hich are well known in most casess o be very
gubstantial in relation to the regular-programme regources,  The FAD
Programme Commitlac showed that it was aware of this v»roblem when it expressed, as
was mentloned in paragraph 61 above, its deep concern about the impossibility of
incorporating national prioritiss in the definition of regional and, even more, of
world priorities. Az couniry programmes are drawn up one by one, in principle by
the Govermment of the country concerned but in actual fact in the course of
negotiations in which the secretariats of the agencies and TNDP play a leading role,
it ig clear that the policy-making bodies of the organizmations are excluded from
this process and are thus unable to provide general directives. Understandably
enough, they find this situation anomalous. Efforts to establish a reasonable
methodelegy of planning thus immediately come up against the fundamental difficulty
created by the cxistence of separate decision-making processes for the regular
programmnes and for the programmes financed from extra-budgetary funds. Thig
difficulty has now assumed a new form, namely the existence of two different systems
of programming with no point of contact between thom: medium-term programming for
the regular programmes, and country programming for programmes based on extra-budgetary

funds.

130, Medium-term programming and counbry programming

The exigtence of these two enlirely independent systems of programming, which
differ in both methods and results, is aclually 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! regular programmes has survived wntil now, despite the difficulties caused

by disputes between the agencies and UNDP over questions of compsfence or
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intervroeta Tradanental division is cmnpging, duce to an obvicus lack of

comglementarity that vorges on the absurd. It is cusontial to rmy wming sl this
state of allairs should boe romedied without delay. Foi reasong hoeth ol policy and
v p ¥

of institutiopal eflicionsy, T do not think that the solution would be o subordirate
el thor the "executing agencieos" (incinding the United Faticns) fe UHDP (which was

the tendency underlying the Capacity Study) or [NDP to the agencios. For do I think

that ths real answer to fthe proslem is provided by the soluiicn now formally adopted
by UHDP, which is that in theory each Coveramenl should define itz own techmical
so—onaration programme.  While superfilciszlly irveproachable, fthis soluvtlon ig
bagically [allacious anc does nothing to advance the interssic of the nember States

concernaed.

131, The naturc of technical co-operabion ard the logic of counbry-programming

In Jact, this type of solution wouid be really meaningfol the
Uaited Matiocns system was regarded as nothing mors then a system of complermentary

1

and marginal bilatsral aid, Ir. that caso,

would ol course be qulite legitimate
to ask bthe Governments o2 the countries concernsd to araw up thsir lists of
projects themselves, ag the internaticnal commmity would rnov foel The same need as

a couniry providing bilabfersl aild te impose ite views as to the xind of aild taal

ghould be given, Even go, it is questionable whether Govermmonts shoald te requirsd
to furnish in support of lheir regussts documents that are zs complicvated and
difficult to prepars as the present country programmes. Logically, a conception of
that kind would result much mere naturslly in the preparation of a ligt of projecis
with no supporting statemsnt at all, The sums involvwed are so small that any
requicement to produce a supporting statement can even hne regarded as an vrneccssary
ANNOYance. Furthormore, tne work of preparing country programmes is sc lsboricus
that Governmenis have to call wupon the secvolariats of THDP and the agsnclies for

agssislance, and this ftends to destroy the logic of the system.

132, Scope of the reappraisal entailsd by the shortoomings of the ewisting

procoedures

The efforts to programme, i.e. to reduce to order, clarify and sysiematize, the
activities of the United Hations system throw fresh 1ligh®t on the defzots of zhe
existing procedurss and make 1t extremely difficult o azcept tham any longer. Wnat
guch efforts bring out ls that thess two separate decisicn-maiing systems cammot be
allowed to coniinue wnchanged, and also that a particunlar conception of technical

1

co—operation in the United Nations system mnust be apandoned or drastically revised.
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In view of these considerations, a complex and difficult resppraisal is regquired

and nust be embarked upon without delay.

133, Structure of the intergovernmental machinery and method of providing
information on programmss

When the decision~-making procedures yield poor results, and particularly when
they involve two geries of eteps leading to contradictory or unrelated decisilons,
there is 2z tempiation to criticize the structure of the procedures themselves,  This
problem of the intergovernmental machinery, which ACABQ has already stated very
cleariy, cannot be evaded for long. Wnile it is generally recognized that the advent
of programming has been respensible for bringing it to the fore, there iz alsc a
universal awareness of itz cxireme difficulty and complexity. Becauge of this,
it will never be tackled properly until all the other aspects of the problems involved
have been considered. We shall therefore say no more at oresent than that one of the
most obvious reasons for the divergence betwesn the two systems of decision-making is
that it is furthered by the documentation with which the twe systems are provided,

The way In which information is supplied to them iz ettually tantamount to presenting
to them artificially as two distinct sets of components shich in fact exist in close
gymbiozis within the same organization, or even to separating the head and the limbs
of a single living organism. The documentation distributed 5o the volicy-making
comiittzes, although vnduly voluminous in most cases, is nevertheless very often
inadequats hecause 1% is too selective. For example, as has been seen, the
policy-making committees of the organizations are, =ave in exceptional cases, informed
sclely about thelr organizatiorns' regular programmes and are given only the vaguest
global infermation and figures on extra-budgetary programmes. Thoe UNDE Governing
Cowtedll, on the other hand, has to deal exclusively with the use of cxlra-budgetary
resources, but is given no Information about the possible interaction between the
programmes thus proposed and the "executing agencies! own programmes. It is obvious
that if The comuittees responsible for discussing different porticns of a single sex
of activiiies are expected to take co-ordirated decisions, they must first be supplied
with documeniafion that is sufficiently consolidated and intelligible for them to
obtaln the same general view of that szet of activities. This does not of course

mean that the Information giver to the UNDP Governing Council and to the governing

bodies of the different organizations should be identical, but it does imply:
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that the same information system should be used for all the governing bodies through
which the member Statesl/ take economic and sccial policy decisionsi

that the system should enable each governing body to familiarize itself with and
take into consideration the views of the other governing bedies, so that

complementarity of decisions can be achieved through complementarity of informaticon.

134, The true significance of an information system

I'f, as recommended in the Capacity Study (chapter vi}, and as already requested
by the Economic and Social Council in its rescluotion 164% (LI) on the study which
the Inter-organization Boardg/ has becn asked to undertake, attention is being given
to deviging a modern and unified informaticn system for the Tnited Nationg family,
attention must also be given, not only to data collection and processing metheds, but
also to the way in which the end product will 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
counbry studies. These studies should not be purely thecretical, however; what is
important is that all the policy-making committees that have to take decisions should

receive exactly the kind of information they require.

135. Eelationships between the information system and the decision-maKing
system of the policy-meking committecs

The relevant requirements seem to be, in particular, as follows:

The governing bodies of the organizations, responasible for approving the budgets
and mediuvm-term plansg, should have at their dieposal all the necegsary elements
for defining the technical co-operatlon policy they would like 1o see applied in
their particular fields of competence {education, employment, health, the
sciences, agriculture, etc.). At the Lime of preparation of the medium~term

plans, the governing bodies should, when making their choices with regard to

}/ And, in the ILO, the repre=sentatives of workers and employers.

g/ The Inter-crganizaticn Board for Informaticon Systems and Related Activities
has in fact been given this lask by virtue of the Council's approval of the propesal
for studies made by ACC 1n its report of 25 April 1973 (E/5289, part 1), Report of
the Co-ordination Committee (document B/5289 of 2 August 1973).
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their "other activities" generally financed under the regular programme,
Tormulate their recommendations on the subject of technical co-operation
policy.;/ The recommendations should relate to methods, the types of prejects
and forms of aid regarded as most suitable and the geographical areas where
certain kinds of actiecn should be concentrated during the planning period
according to the objectives pursued, ete. This presupposes that the information
papers clrculated to the governing bodies for the purposes of the preparation

of the mediwn-term plans will contain the proposals of the various substantive
divisions based on th® consolidated country studies. The programme budgets in
turn should refer in precise terms to those operational activities which are

financed from extra-budgetary ({unds.

The UNDFP Governing Counoil,g/ which is responsible for approving the applicaticn
of a technical co-operaticon volicy in each country, should, before approving

the country programmes, have before it, first, a paper from each regionsl office
indicating the priorities proposed for the region on the basis of consolidated
country studies and consultations with Govermments and, second, the
recommendations of the governing bodies of the various organizations for each

principal economic and social sector.

The Economic and Soclal Council should be required to review the whole of the
policy proposed for a planning period and to give special aitention, with

a view to making a general report, to the rslationz existing between the
organizations’ reguiar programmes and technical co-operation poliecy as a whole.
The Gouncil could then make general recommendsations regarding the different
plans and technical co-operation programmes for ftransmission in their turn to

the organizations.

136. The need for a time-fable 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 fo another. In other words, the

gystem of programming and planning entails not only a great deal of preparatory work

;/ Financed both under the regular programme and from extra-budgetary funds.

g/ Together with the other committees responsible for managing voluntary funds.
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and above all precise estimates for the establishment of the medium—term
intermediate-stage objectives, bul alsc the institution of a dialogue betwesn the
competent policy-making committees on the hasis of a time-table which would

rniecessarily have to extend over many months.

137. The importance of the regicnal level

The regional level seems to have an important part tec play in the time-table
for the preparatory work. For this, there are several reasons, which should now
be considered. The first is that, as has already been pointed out more than once,
the definiftion of priorities at the world level is of very limited significance in
a greal many cases. At the regional level, on the other hand, the problems of the
various counitries have many similar or common features owing to geographical proximity,
cultural inferpenetration, and, very often, common language andé a comparable level of
econcmic development, The conditions are thus fulfilled for making it much easier to
reach an agreement on priorities, It may of course be objected:
that the geographical boundariss of the regions are not the same for all the
organizations, and that very many difficulties will have fo be overcome before

generally acceptable regional frameworks can be determincd;

that furthermore, within the present continental frameworks {(which sre those of
the main regional economic commisgicns, for instance), there are comsiderable

differences in economic and social situation between the various countries;

that it might be more reasonable to ask the countriss to state their priorities,

taking their level of development, for example, intok account.
If ecountry typclogies were established, taking a sulficiently large number of
indicators into account, there is no reason to suppose it would not be possible even
to define relatively homegenecus cabegories within which priorities would be easier
to establish. These remarks do not, however, constitute fundamental objections, for
there is no incompatability between using the existing regional frameworks fox the
purposes of a better definition of priorities and pursuing study and research on the
kinds of problems which may assume similar forms in different countries, whether in

the same regilon or not. On the contrary, the two lines of appreach would complement

l/ In some cases, however, it would be posgsible 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

exlsting regional frameworks should facilitate rather than obstruct.

128, The regional level and country programming

The gecond feason vwhy the regional level should be of real importance for
defining the pricrities and objectives of international technical co-operation is
that it provides the context in which a dialogue can nmost easily be arranged between
the persons respensible for planning in the international organizations and the
national planning authcrities. 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 preblems for which they would look to the international organizaticns
for well-thought-cut sophisticated and effective types of solutions. It is
therefore at the regicnal level that the inherent originality of the United Nations
system of technical co-operation might come to take shape, and 1t ig 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
ig 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
congolidated studies the secretariats should prepare on the basis of the ccountry
gtudies. For the time being, therefore, we shall merely refer toc the obvious
importance of the regiomnal 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
regicnal economic commissions and the regional organs of the varicus agencies could
quite well be used for this purpose, even if, in some cases, mere 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 gystem of decision-making based on complementarity and the
establishment of a precize time-table

The remarks that have just been made on the improvements required both in the
preparation of information papers and in the co-crdination of recommendations and
decigsions may somewhat complicate the patiern described in paragraph 128 above,
The sequence of phases (prior definition of the appropriation limits; preparation
of a set of pfoposals for medium-term intermediate-stage objectives by the
secretariats; selection of propesals from these, culminating in the preparation
of the medium-term plans; approval of the programme budgets in the context of the
rlans; 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 communicate this figure to the governing bodies which have to
decide on their recommendations, particularly as regards technical co-operaticn
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
gshould therefore be required to give its views in advance on the indicative
financial limits per sector for the duration of the plans. Such commnication
is not incompatilile 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 amcunt of their indicative planning figures distributed among the
different economic and social sectors. Moreover, the stability, mentioned in
chapter VI above, of the apportionmsnt 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 wp their
country programmes with a stable proporticnate allocation of funds by agency
and even by substantive division. That being so, the phase of determining

the order of magnitude of the appropriation limits, whatever the origin of the

furds, could really he distinguished from the programme definition phase.

The documents prepared by the substantive divisions for proposing their
medium-term intermediate-stage objectives should very cleariy indicate, in the
deseription of resources available, first, the sources of financing (vudgetary

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 consclidated documents tc be used ags a hasls for decision-making

by the competent regional or central committees of the organizations and UNDF;

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 infermediate-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. Bffects 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 gystem of complementarity here
proposed between the work of the secretariats and the gessions of the different
policy-making committees would inevitably have the effect of extending over several
years (probably two) the preparation periocd 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 preparation of a "fixed-horizon”
plan, like all national plans, and not of a "rolling plan”.l/ Moreover, it is only
with fixed-horizon plans that a check can be kept on whether the cbjectives set
for the plan's date of expiry have really been attained. In other words, it is

the only technigue compatible with an effective evaluation system.

l/ Undsr this system, when a two-year budget is approved, forecasts are
immediately made for the subsequent four—year period, and the work of forecasting
is recommenced when the next budget is approved. This ig the system now bheing
used in the various organizations.,
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CHAPTER VIIT

RECRIENTATION OF TECHNICAL CO-OPERATION ACTIVITIES
AND OF STUDY AND RESEARCH ACTIVITIES

141. Need to review the content of the programmes:
conceptions of technical co-operation activiiies and "other activities™

The changes in procadures that have just been proposed would thus make 1t possible
to introduce some measure of complementarity into the decisions of the various
comnittees entrusted with the formulation of technical co-operation policy, and weould
undoubtedly be conducive to pregress. 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 leocalirzed character of field operations and the paucity of
means available to the internstional organizations even more apparent. A mere
ad justment of procedures would not by itself provide a solution to fthis problem: it 1s
the actual content of the programmes that must be revicwed., The time has therefore
come to enguire whether the very conception of technical co-operation in the
United Nations system ought not to be re-examined. The conception of the
international organizations' "other activitlies" must net, however, be excluded from
this critical analysis: the fact that they are financed from the agencies' regular
budgets (and that they are therefore not subject to the dual system of decision-making)
hag not prevented them, as has already been noted, from wdergoing significant change
to increase thelr 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 Lations gystem as a whole.
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142, Prospects of increassd efficiency

It was in fact the present level of efficiency of the organirzations' programmes of
activities as a whole which was called into question by the first programming
experiments {voth medium-term and country programming). The fact that programming
documents make such disappointing reading, and that they establish no more than a very
tenmuous or purely verbal link between the great ohjectives 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 means. It 1s also because,
since they bring out the absence of any relationship betwsen final objectives and plans
of work, they make it imperative to ask whether the actual conception of the proposed
activities is the one best suited to the international organimations. The mere
ralsing 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, however, open the door to useful research. The
direction in which such research might be pursued should therefore be indicated. In
that respect, I feel that three features of the sxiszting programmes of activities

should receive attention:

(a) the absence of complementarity betwesn technical co-operation aciivities

and "other activities";

(b) the rather elementary methods uged for formulating and implementing

technical co—operation projects;

(e)  the dispersal of the research activities of which "other activities" mainly

consist.

1435, Absence of complementarity

There are of course some very widely accepted explanations of why the international
agencies are relatively ineffective: a number of well-kmown political factors are thus
put forward to explain why the bulk of the resolutions adopted on economic and seocial
matters either unanimously or by a very large majority of member States are not
translated 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 exiremely modest amount of the resources applied, compared to the
magnitude of the problems to be dealt with, ig often given as the reason why the

international organizations' technical co-operation projects, even when they are
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considered excellent, only very rarely have perceptible effects on the level of
develeopment of the countlrics concerned. Accordingly, in ths twe fields - which are
kept clearly distinct in most cases — of the formulation of the general framework of
principles and methods on the one hand and of operational activities on ihe other,
ready-made and specific explanations are at hand to serve as a justification for
accepting in advance a very modest level of effectivencss. So far, however, no effort
appears to have been made to try to bridge the gap between those two ficlds or to
enquire at all closely into the question whether the ineffectiveness cbserved is not
partly due precisely tc the maintenance of that strict separation. While 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 executlon of projects designed to facilitate fthe adoption
of principles or the application of methods recommended in important resoluntions of the
various governing bodies., Nevertheless, the introduction of a structural
complementarity bhetween these two fields would open up certain interesting
possibilities: thus, for example, operaticnal projects designed te favour
systematically the complementariiy of industrial development in the various countries
of one region could be of positive help in promoting inbtegration policies which in many
cases are proving somewhat difficult to carry out. 3Some efforts have no doubt been
made in this direction, but so far no sericus considerallion appears to have been given
to making them systematdc and thersby endowing them with a considerable multiplier
effect. The results cbtained from the review and appraisal of the International
Development Strategy for the Second United Nabions Development Decade should make it
poszible to indicate lines of research in that connexion, but a more rational
organization of the internstional organizations' technical co~-operation pelicy could he

even more directly helpful: +that is the subjesct which will now be considered.

144, The rather clementary nature of the technical co-operation methods used

Our consideration of the principles on which country programming has been
organized has already led us to guestion whether, in the last resort, the technical
co—operation of the intermstional agenhcies is not really bilateral assistance writ
small. Raising the question in these terms mzkes 1t necessary to consider the methods
applied. The one most generally used is that of sending experts (supplemented by the
digtrivution of a few fellowships and the supply of some equipment). This system
appsars to be bazed on the idea that the transfor of technology 1s a comparatively
simple operation, and on the belief that the problems of the developing countries,

regardless of the socio-cultural differsnces belween them and the developed countries
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of the northern hemisphers, can all be solved by using the kinds of techniques employed
in the latter. Despite the research carried out and the sporadic adaptations nmade,
everything is still being done as if the international organizations, when presented
with a demand from developing countries rélating to all sectors and to all kinds of
techniques, could adequafélj meet that demand, whatever the subject, through the type
of project which consists of sending experts, granting fellowships and providing
squipment. 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 2 number of original ideas; but on the whele, these isolated efforts have
rot 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 "sold" through bilateral assistance with much more financial support.
Attention can no doubt be drawn te a few technolegical or methodological research
projects oriented towards immovation, and tao a few original solutions adapted to the
specific problems of certain developing countriss. It is also true that spescial
attention has been given to planning problems In relation to the varicus economic
sectors in each country {planning problems in education, health, agriculture, etc.).

A falr number of projects have thus been undertzsken by all the large organizations to
promote the training of plammers at the regicnal level, to assist in the implementation
of national plans, etc., in line with s certain idea of planning which the resolutions
of the policy-making vodies 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 messure 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

gpecific 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 hag been stressed above - programmes do not appear to have been
formulated in accordance with any very sirict 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 - io keep abreast of the most topical preoccupations
has apparently eclipsed the effort to ensure some measure of continwity. Failure in
some cases to indicate clearly, at the time when research was undertaken, for whom the
gtudies were intended, and the classification of the Tesults as.working papers,
conference room documents or publications without reference to any recognized
Principles, have undoubtedly deprived of some of its effect the enormous ressarch
effort made by the substantive divisions as a whole. The gearch 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. te 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.
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Z/ I. FREORIENTATION OF TECHNICAT CO-OFERATION ACTIVITIRS ///

146. Methods to achisve such reorisntation

The gquest for a specific conception of technical co-cperation by the international
organizations which is both ceonsistent with their mission and capable of producing a
much greater yield will obviocusly require, should the decision be taken fo embark upon
it, large-scale theoretical gnd practical research., Moreover, the various cperations -
redeployment of a large proportion of the substantive divisions! activities, testing of
new formulas for technical co-—-operation, z better definition of prierities,
ascertaimment of what specific activities are best suited to the international
organizations, evaluation of the possible efficiency of new methods ~ will moreover
require many years. As has been explained, however, ithe efforts involved in reaching
the present stage of programming have already extended over a rnumber 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 follewing: the systematic testing of new or still-little-used feormulas; the
granting of priority to research projects aimed at irnmovation; the wider use of
direct training of personmnel or the giving of fellowships %o 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 plamming institutions in all sectors of the economy. Nevertheless, elementary
methods based on individual intuitions which are always open to question camnot 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 inveluntarily colonialist approach which are always present when the problems of
under-developad countries are described or dealt with by nafionals 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 Goverrments of the various countries in
each economic and socilal sector, with a view to establishing the types of response
which specialization of the international organizations would help to make most

effective. Thue, 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, typologies of problems by sector will be
needed, seo that formulas can be worked out for meseting the most widespread and urgent
needs. This means that the only method available for working oui a sysiem of

technical co-operation specific to the international organiwzations, as well az for
laying the foundations of a rational programming and planning system, is that of making
systematic analyses, stating alternatives if possible, of the economic and social

situaticn in sach country, i.e. to introduce a gensralized system of country studies.

147. Country studies and formulation of medium-term intermediate—stage objectives

To define the types of specialization suitable for the international agencies in
the matter of technical co-operation and to define the pricrities 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 t¢ meet those needs. It is therefore necessary to consider now:

- how the country studies which constitute the basis of any =eriocus

construction should be carried out;

- how the proposed medium-term intermsdiate-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. Regquirements of a complete "eouniry-study' system

"Country studies" have of course already been wndertaken 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 competence ("position papers"). In
addition, more detailed and thorough sectoral country studies have recently been

1 . ) 3
prepared by FAO—/ for the agricultural sector; a genuine programme of perspective

;/ "Country Perspective Studies'; +the country papers on the strategy of forest
development, prepared by the Forestry Division of FAO, may alsc be noted.
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country studies has recently been framed in that organization. In UNESCO, country
studies have been prepared for a mumber of years in connexion with joint operations
with the World Bank.l/ As its most recent budget shows, WHO has definitely adopted
country programming for its own activities, an approach which requires background
studies, The "country studies™ referred to in the present report would thus not
represent an entirely new undertaking: such an undertaking wowuld, however, have to be
made systematic, it would have to be trested as something that was always of immediate
importance, and it would have to be carried oub with a degree of precision that would
permit the preparation of useful consolidated documents; above all, the whole body of

programming procedures would have fo be based on it.

It sesms essentizl to gay here that such studies ghould not be confined to the
developing countries: they showld also be made for the developed countries, for world
rroblems carmoi be properly defined unless the whole body of data iz taken into
account. The metheds teo be adopted for these studies - and particularly the kind of
collaboration te be ocrganized with the Goverrments of member States (or with regional
international organizations not belonging to the United Nations system) - will no
doubt vary accerding fto 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 fthe study of interrelationships and consolidation of the results.

149, Needs that justify the undertakinge of country studies

If these requirements are recognized as necessary, the preparation of country
studies will entall a wvast amount of work. The undertaking will therefore have to be
useful if the considerable efforts involved and the financing of those efforis are to

be justified. This means that both the content and the form of the studies must be

;/ For example, the studies on education and development in Dzhomey, education
in Nigeria, etc. (confidential report), June and September 1971.
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perfectly adapted to requirements.l/ In view of the whole libraries of extremely
varied documents, studies and publications that exist on the econcmic and social
problems of the various countries, serious reasons must obviously be advanced for any
work that would add fo the existing documentation. Actually, it is not a matter of
adding to the documentation, but of rendering it accessible and usable. When UNDF
introduced the system of country programming, it soon becams apparent that the
preparation of background 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 glsc 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) péssession ef a full and detaliled lmowledge of the existing documentation;
(b) avallability of consolidated documents

supplying homogeneously for all countries consollidated and complete

information on all sconomic and social sectors in every country,
kept up to date with absolute regulariiy;

(c) availability of documents which are similarly homogenecous and kept regularly
up to date but which supply for each economic and social sector of every
country Information sufficiently defailed for the establishment of medium-

and long-term forecasts and diggnoses.

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 alse, however, meet needs at ieast
ag important in the countries themselves. There iz a very large potential market for
publications giving information of this kind that iz comprehensive, homogeneous and

kept regularly up to date in the universities, the business world, the public

;/ 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 regiomnal 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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adninistrations, etc.l/ 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 gale of these publications would certainly be far from negligible,

and would considerably reduce their net cost.

150, Methods and technigues of preparing country studies

For studies of this kind, it would be necessary to establish a strict method of
preparation and an apportiomment of work among the various organizations and levels of
the United Nations system. To arrive at such a method, consideration would certainly
have to be given to the establishment of an inter-agency country study committee or
council, for which a group of economistis specializing in development programmes would
act as secretariat, Provided, howsver, that the responsibilities of all Involved were
c¢learly 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 apporticrment of the work of preparing the studies, the
following must be distinguished: +the gathering of information; the preparation of
in~depth studies on each esconomic or social sector; the preparation of conseclidated
country studies (for all sectors together); the work of keeping the documents
rermansntly up to date; and, lastly, publication. It will also no doubt be
necessary to carry out a special study on the apportionment of fasks 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:

;/ I am convinced that there exist a great many institutions, organizations,
industrial and commercial firms, Ministries, foreign relations services, etc., which
rrepare country papers, often under difficult conditions, and with mediocre results in
most cases. No doubt these documents are slanted towards problems peculizr to the
body concerned which are scmetimes very specifiec, but all these "country documents"
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 gethering of information, all the central and regional organs of
the organizations and of UNDP, and particularly the resident representatives,
should of course take part in this work, This presuppeses the setting up, on a
scientific basis, of a central system of data collection and distribution (aata
banks)} and the organization of documentation centres for rapid and easy
consultation of all information wherever it may be needed. The Inter-organization
Board should here be able o suggest the necessary solutions. Speclal
responsibilities in this commexicn should, however, devolve upon the substantive
divigions, for example, as regards all infermation relating to the sconomic and
gocial sectors for which they are responsible, and upon the resident
representatives and the secretariats of the regional economic commissions as
regards gensral information or information which does not come within the purview
of a particular substantive division at the ceniral level and in particular as

regards bibliographical surveys.

As to the preparation of the gtudies, it is undoubtedly the substantive divisions
which, in each organization, should be responsible for the work of preparaticn in
their own fields of competence [country studies on fisheries by the Fisheries
Divigion of FAO, country studies on educabion by the Education Sector of UNESCO,
ete.). For the consclidated country studies (all sectors combined), however, the
work of consclidgtion could be entrusted, under the supervision of one or more
inter-agency committees, either to the secretariats of the United Natlons regional
soonomic commigsions and the UNDP resident represcntatives or to a ceniral body

under conditions te be discussed and determined. It is very important to note,

however, that there ave two specific functions which must be performed 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.

Fosgible technical M"diagmosis" services by sector

The preparation of country studies should provide an opportunity for the

substantive divisions, sfarting 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 ceriainly be lefi open of preparing more advanced

technical diagnoses atb the request of Covernments. BServices of this kind are already

frequently performed by the international organizations for many Govermments at their
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request; consideration might be given te the idea of making this a genersl practice.
This task would often involve, as has already been the case in the past, the sending

of fechnical missions to carry out studies in greater depth, but this type of service
is ome 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 indspendent 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 uging sectoral country studies in planning procedures

Publication of fthe descriptive studies referred to in paragraph 149, or the
provision of additicnal aids fer 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 mailn purpese of such studies is obviously
to permit rational planning of the organizations! activities, particularly those
connected with technical co-operation., The methods and techniquss 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 difficuliies 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 thsoretical 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
gecretariais of the United Nations regional econcmic commissions, but essentially in
the principls of proceeding direct from the study te the list of projects.l/ In other
words, it seems essential to replace this "short cut" by a "long way round”. The point

of departure would be not a specific study but a whole series of situdies, leading %o a

1/ It could even be said that UNDP country programmes confuse three distinct
operations: the descriptive study, the diagnosis of the sitwation in the various
sectors, and the programms itself (i.e. the 1list of projects). These three 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-operaiion for the United Nations system that would
offer a breskdown either by country programme or by medium-term plan for each
organization (so far as concerns the technical co—pperation component of the plan). I
even feel that it is necessary, for practical reasons and reasons of policy, to make a
distinction beitween two sequences: one aimed at the identification of problems,
priorities  and objectives through the regional commitiees, the governing bodies of
the organizations and the Governing Council of UNDF, and the other at the development
of technigues and methods proper to United Nations technical co-operation, and requiring

more detailed studies and more advanced research.

153, First sequence

The first sequence (described in paragraphs 135 and 139) consists essentially in
the preparation by the secretariats of the organizations and UNDP of the conseclidated
documents indispensable to the intergovermmental (or tripartite) committees concerned.

In this regard, a distinction should he drawn between:
documents intended for the regional commiiises, namely:

(a) (as preliminary information) a descriptive list of the technical
co—operabion activities of all kinds being underizken in the region
(differcontiating between those of the United Nations system and any

others);

(b) -consolidated reports by economic and social sector,l/ at the regional

levels
(c) a global consolidated rsport (all sectors combined, by region);
documents intended for the governing body of each organization:g/

(d) z summery of the descriptive progress reports on technical co-operation

activites in all the regions;

;/ A list of economic and social sectors, corresponding to the principal fields
of competence of fthe five 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.

g/ In the case of the United Nations, these documents should be supplied to
ACABG 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

plarnning period;

{g) the substantive divisions' proposals regarding medium-term intermediate-

stage objectives; and

1/

documents intended for the Governing Council of UNDP:
(k) the documents referred %o in (d), {e) and (f) above, and,

(i) reports from the UNDP regional offices on the technical co-operation
policy they recommend for each reglon, after consuliing the goverrments

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
geries of documents ~ could be prepared and suhmitted 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 sequence

Experimental in-depth studies and diagnoses dealing with a certain number of
volunteering countries

The second sequsnce should correspond to & 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 scientificaelly as possible ithose methods which can
produce maximum results and to define the specialities of each organization. In the
first place, therefors, more knowledge should be acquired, so that the methodology of
the studies themselvas can be improved. The most useful gtep in this direction would
be to organize experimental in-depth studies and diagnoses dealing with a certain

number of voluntéering countries, for essentially methodological purposes. These

;/ Algo 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 Govermments concerned, the extent
of the studies already available on those countries, and the need for a reasonable
diverzity of types of countries. There should be c¢lose collaboration with the
Govermments, so that the countries in gquestion 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 intermational organizations as well.
Lastly, subject to the consent of the countriss concerned, the widest possible
publicity should be given to the results, in the form of descriptive studies that can
serve as a medel for later series of publications, and of studies on the methodology of

diagnosais,

155. Second sequence (continued)

Studies on analogies and typologies

In the second place, teams of specialists (acting in close liaison with the
programming services) should andeavour, on the basiz of the data supplied by the
counfry studies, to identify as rapidly as possible problem typologies, i.e. analogies
whereby such and such, 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 achisve 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.

;/ 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 possibilities of such collaboration do mot yet seem to have been sufficiently
explored.
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156, Egtablishment of medium-term intermediate-stage objectives

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 153{g)). Further details now seem necessary

regarding the possible content of such documents, which it seems might be outlined as

follows:

(a)

(b)

1/

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)l/ 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. 4
qualitative and quantitaiive appraisal of the data on each problem should be

gubmitted.

Historical background, existing methodology and effectiveness thresholds.

No programme* could he drawn up without takiﬁg 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 methedology, a critical examination of its effectiveness and, more
especially, through a swurvey 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.

Congideration of long-term strategy. An appraisal should be made of what

8till 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

The material for these would be provided by the consolidated regional

documents (paragraph 153, (a), (c) and, especially, (b)).
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83111 a long way off. According to the nature and attainablility of the
objective, a long-term strategy (or alternative strategy (or aliternative
strategics) should none the less be sketched 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

I% should be posaible to determine the next medium-term intermediate-stage from
the preparatory work that has just been described. This would entail precise
tdentification of the objective for that stage and an exact division of responsibilities
in the pursuit of it. The intermediate-stage objective in guestion could be, as

approrriate:

a preparatory-phase cobjective: a study in great depth of the data of a problem,

the comparative testing of different methods of finding a solution and the
alzboration of alternative solutions, the preparation of action plans for the
follewing stages, the preparation of negotiations on the division of
responsibilities, and the preparation of methodological material {a manual) or the

training of specialists;

a "begiming—of-actual-attairment" objective: for example, the reduction by

x per cent of the rate of smallpox, illiteracy or underemployment in

countries A, B, C, stc.; or

an objective combining elements of the two preceding types.

Except where 1t corresponds to a very early preliminary phase, it is essential
that the inftermediate-stage objective should include the clearest possible definition

of the apportiomment of responsibilities betwesnt

on the cne hand, the Goverrments of the member States themselves, the
bilateral or multiiateral systems of fechnical co-operation, and the other
international organizations that may be involved (particularly the World Bank) ;

and ,

on the other, the international organization most concermed, whose role and ftype
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 deing
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in the field in gquestion; the preliminary work provided for in point (b} of the
preceding paragraph,;/’that is %o say, a full account of what exista or has already

been done in a particular field, 1s thus essential.

We shall merely recall here that, in accordance with the suggestion made in
paragraph 126 above, a distinction 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 divigions should no longer bage 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 should be mainly concernsd 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 othsr 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 possitble,

l/ And in paragraph 153 (a), documents for the regional level, and (d), documents
for the central level.
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//&I. REORIENTATION OF STUDY AND RESEARCH ACTIVITIES//

158. A pattern for the definition of problsams, priorities and objectives for "other
activitieg"

Could the decision-making pattern just proposed for technical co-operation

activities financed from extra-budgetary funds be used, mutatis mutandis, for the

other activities of the international organizations financed under their regular
Frogrammes? There is ne doubt that it could, so far as concerns regular-programms
activities akin to technical co-operaticn in the broad sense, whether they consiat 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 whele problem. The "country study” and "proposed medium-term intermediate-stage
objective" methods could also with advantage be applied o cther activities (relating
only accessorily to technical co—operation), for te my mind these methods seem very
peneral, 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
problem 1s undeniably world-wide (e.g., drug control, the environment, human rights,
etc,), it very rarely affects all countries in the same way, to the same extent or
from the same angle. A geographical description implying country studise is therefore
very offen possible., H®ven activities connected with the promotion of ideas or
gtandards could benefit from less elementary methods, The "market study" type of
docutent would give them a more scientific basis, but in this case, too, a
geographical context would be required, Studies and research directed towards the
egtablishment of a general framework of principles and methods in the economic and

gsoctal spheres must, however, he 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
consclidating 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 étonomic and
gocial 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, ete.

—- The framework for research and collaboration which could be provided by the
preparation of the next Development S3trategy, for the 1980s, seems well-suited
to a ceollective 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 irends of their programmes, we have seen that the
organizations are finding it increasingly necessary to adopt a glebal approach to
problems, The sfudies 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%dtions' programmes, to fit them more easily into the general
context of world economic and social problems and tc 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
SJector” in the International Strategy, so as to associate the big organizations
directly with the preparafion of the Strategy. Taking as their example the indicative
world planning exercise performed by FAQ, 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 formulation of national sconomic 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 ldentification
of regional problems, a differentiation of priorities as between the regions in a
manmer 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 necesgary to bear in mind that the problems involved are not short-term
ones, such as those described in *he annual regional surveys of the United Nations
regional economic commisgions, but problems of economic and social structures and
of policies for modifying those siructures., 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, ete. The proposed decuments, whose preparation should be greatly
facilitated by the establishment, as recommended, of country studies and diagnoses

by the international organizationé, should contain, for example:

- a description of the current situation and the prospects for the region under
censideration, with particular reference o the economic and social policies
of fthe different countries of the region as reflected in the national
develepment plans; the complementarity of those policies, particulariy 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 diagnestic study of long-term regional priorities;

~ a list of the measures which the member couniries in the region concerned might
be prepared to take in concert, particularly as regards investment policy and
the establishment of instituticnal machinery for co-operation; and a definition
of the iines along which the region should pursue its policy of co-operation

with the rest of the world;

— the part which the Internaticnal organizations should play in the region during

the period under consideration,
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162, Harmonization of the proposed reorientations

The reorientations thms 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 differeni organirations or mgin 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 facilifating 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 fechnical co-operation projects provide
an effective means of promoting implementation of the basic recommendationsz on the
framework of principles and methods, Complementarity of this kind cammof be
organized in advance, however; it depends first and fbremost on the decisions of the
member States, but there is every likelihood that it will begin to cperate 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 siart was made with putting

them into effect.
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CHAPTER TX

PROBLEM OF THE "INTER&OVERNMENTAL MACHINERY”;/
AND ARBANGEMENTS FOR A SECOND STAGE IN THE
CONSTRUCTION OF A PROGRAMMING SYSTEM

16%. Qutstanding 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 questicn to congider hers 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 cut gradually. Our
sole aim wae tc 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 "country studies", and passing through various
stages of consolidatbion and the presentation in particular of a selection of

"medium~term intermediate-stage objectives", would yield a number of propesals;

.a system whereby, through a series of recommendations and complementary decigions,
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 framework of principles and methods, to increase the efficiency of the

gystem as a whele and ensure greater complementaritye.

1/ The expression "intergovermmental machinery", 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 intergovermmental, tripartite and independent-expert bodies which deal with the
formulation, consideration amnd approval of medium—term plans and programme budgets.”
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There are two series of questions still %o be considered:
those concerning the desirability of modifying the "infergovernmental machinery';

these relating to the type of measures to be considered for starting the second
stage in the construction of a pregramming system, should the orientations

recommended in the present report meet with a basically favourable recepticn.

164. Manner in which the problem of the "intergovernmmental machinery" arises

Reference has already been made in paragraph 67 above (chapter IV) tc the manner
in which this problem was raised by the Secretary-General of the United Nations as
early as 1970, and later by ACABQ in 1973. The position on this gquestion can now be

summed up as follows:

(a) The problem of the "intergovermmental machinery" has two quite distinct

aspects:

One concerns almost exclusively the United Nations itself: wunlike the cther
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 questicne; and, meorsover, ACABQ is
a comnittee of experts. Tts reports are studied by the Fifth Committee of
the General Assembly, which 1g also concerned with administrative and
financial matters. As for programmes, they are examined by numerous
committees — ineluding the Industrial Development Board {(of UNIDO) and the
Trade and Development Board {of UNCTAD), which specialize in the programmes
of these fwo autonomous units - and subsequently, in a comprehensive manmner,
by the Committee for Programme and Co-ordination, whose reports are
sddressed to the Beonomic and Social Council, which in fturn refers matfers
of this kind %o the Second Committee of the General Assembly. It would
certainly be an advantage if the process of considering the programme
budgets and mé&ium—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 limite

and the consideration of programmes).

The other aspect of the problem concerns all the organizations of the
United Nations system. The first guestion which arises in this connexicn
(and which has been congidered above in chapter VII, paragraphs 129 et seg.)

ig 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' governing bedies, wherecas extra-budgetary funds are within the
competcnee of the UNDP Governing Council). Then there is of course the
problem, as old as the Charter itself, of the relations between the Economic
and Soclal Council and the governing bodies of the agencies, or, more
precisely, of obhaining a general view and carrying out a comprehensive

survey of the economic and social programmes of the United Nations system.

(b) It is not essgential, I feel, to solve this extremely complex problem
lmmediately; din the first place, I do not believe that the nccessary
conditions for its solution exist at present and, merecver, it would be
very useful, before any decision is ftaken on this point, fo try out the
various correctives which have so far been proposed to the exisiing system:
an improved information system in the form of the series of consolidated
documents described in paragraph 153, and a complementarity of decisiocne
through the exchange of recommendations by the various governing bodies.
Thig experiment could, in addition, suggest possible simplifications
difficult to visualize at present, or bring tc light new and unforeseeable

difficultices. In other words, it would help the problem to mature.

165. Pessibility of an exchange of views on the roadaptation of the "intergovernmentzal
machinery'.

To facilitate dialogue and at the same time accelerate this maturing process, it
may, however, be worth-while considering the possibility of holding informal meetings
in the form, for example, of working parties of members of the various
intergovernmental or iripartite governing bodies - an interesting possibility to which
we have already drawn attention in paragraph 68 above (chapter IV). In a matter which
ig 80 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 which are called upon to take decisions should be able to consider
questions from the same angle, use the same vocsbulary and give words the same meaning.
The efforts to promote harmonization at present being made by the sccretariats are
likely to suffer from the existing divergencies of interpretation. The only practical
and effective method of solving these difficulties is fto discuss them directly. No
doubt the proposed meetings of programme planning officers from the secretariats of
the organizations of the United Nations sysiem, meetings which 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, ocught to facilitate the
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harmonization of methods and help 40 bring the views of the various organizations
closer together. For the reasons just stated, however, only fragmentary results are
likely to be cbtained in thig way. Moreover, thers are two specific problems which
direct meetings between members of the governing bedies would help to solve. The first
ig that of hammonizing the presentation of programme budgets among the organizations

as a whole, and the second iz that of harmonizing the procedures for the definiticn

of problems, priorities and objectives in the United Nations itself:

As regards the first problem, the report suggested in paragraph 30 above might
muach more easily result in decisgicns if ite consideration by the governing bodies
of the various organizations was preceded by the meseting of a working party cf a
few representatives from the governing bodies of the organizmations 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 representatives

including its chalrman, 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 Touncil, since the bodies in question have full competence
to consider ail agpects of such procedures. In this respect, howsver, the
United Nations i% an excepticn. In the interests of a rational preparation of
the worlk 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 Jjoint meeting of representatives
of delegaiions (members of CPC or of the governing bodies of the various agencies),
representatives of employers! aﬁd workers' organizations {(in the case of the TLO) 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 ghedding lighl on
problems which the governing bodiss of the organizalions, the Economic and Social
Council and the General Assembly would then be able lo pronounce on with a betfer
Inowledge of the, facts. DLastly, it is important to make it clear that such
occasional and informal meetings would in no way prejudice any solubtions thal might

be congidered for the problem of the "intergovernmental machinery". 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 chanceg of finding a solution.

166. Nature of the measures to be considered for startlng the second stage in the
congtruction 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 headingg:

— 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 iime-tables in foree 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 ILC, 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 iz 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.
411 that has been said in this report is designed to obtain not only a harmonization
of methods but also'a series of profound chahges in the conception of programmes of
activities, changes which presuppose an important prevaratory phase.1 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 pericd for their

next plans.

;/ 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 hetween, the
programmes themselves,
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The choice of the period 19?8/1983 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
congolidated 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 excepi 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 ag all

the other big crganizaticns.

168. Instrnctiong 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 organizationsl/ to formulate
the neceggary draft instructions, but it should be understood that all the services
to which these instructions are to be addressed should take part slso in formulating
them, for the system to be worked out is an extremely complex cne that will include
an agreement on methodology, the establishment of time-tables and, above 211, a
sharing out of work, after agreement with UNDP, among resident representatives,
regional services and the substantive divisions themsdlves at the headquarters of the
organizations. It should also be borne in mind that the difficultles of preparing
country studies will probably vary considerably from cne divislion fo anothers. Lastly,
since the preparation of country studies will naturally be followed by that of
congolidated documents, it might be advisable to undertske the preparation of the
latter documents as soon as posgible, directly the first country studies are available,
g0 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 ccllection
of basic data. A permament dialogue should therefore he initiated, az far as pcssible
in an oxdered manner, among the various recipients; and it 1ls from thig dialogue

that a body cof dectrine may gradually emerge.

;/ These services are still embryonic in gome of them, and the backwardness of
the United Nations in this respect ssems particularly unfortunate.
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169, Studies to be undertaken

It has been suggested that, besides the fundamenial 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 Intemational Development Strategy. The preparatory
period proposed in paragraph 67 above should provide an opportunity for carrying out
the more impertant of these activities. In particular, a decision could be taken to

atart 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; & co-oxdinator should be appointed); and alsc

the experimental in-depth siudies ard diagnoses for a mumber of volunteering
countries (negotiations among the organizations and with the countries concerned,
secondment of specialists, supplementary financing of field missions from
extra-budgetary funds, definiticn of a common methodology; to be undertaken in
each organization by the heads of big substantive departments; a time-limit of

two years may be considered (sce 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 according to topic; 1o be undertaken

by the heads of big substantive departments);

a sgpecial report on the pogsibility of enlarging the Inbternaticnal Development
Strategy for the 1980s could also be prepared by an interagency team which would
be instructed to consuli Governments on the subject (paragraphs 159 to 161 above);

lastly, provision might alsc be made for studies intended specifically for the
preparatory period but rnot yet mentioned in this report, particularly as regards
methods of gquantifying 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 altermative sclutions in certain carefully selected
fields to provide models for later use in comnexion with the "proposed medium~term
intermediate stages" as a whole. On this second point also, it might be advisable

to employ cutside consultants.
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170. Selection of a time-table for the preparatory work

This vast scheme of preparatory wark - country studies, consclidated reports,
methodological or experimental studies — canmot be undertaken hapharzardly. 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 the progress of the operations as a whole, to
lay down a strict programme for the preparatory work right at the bheginning of 1974.
It would on the other hand be advisable to lay down from the start a number of
principles, tc dssignate those who will be invelved and, above agll, to devise a
procedure for continucus surveillahce and adjustment of the various operations. In
this comnexion, the meetings of programme planning officers recommended by ACC in its
report of 25 April 197% should as far as possible be held at regular intervals, every
gsix months for example, and a co-ordinator should be appointed so that as soon as

posaible a fairly precise time~table can be prepared and observed.
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CHAPTER X

// SUMMARY AND LIST COF RECOMMENDAT IONS //

//FI. SUMMARY /7

171. The first stage

The need for a more rational and clearer presentation of the activities of the
international organizations has led tc the graduval adeption of programming and
planning methods in the course of a develcopment which began very early {in some cases
as far vack as 1945). This movement has speeded up considerably in the last few
years, which have been marked by the adoption of two-year programme hudgets by the
United Nations and WHO, the general use of medium-terw ocutline plans, and the
intreducticn 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 fe 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 kinéd of document do come close to
satisfying the basic requirements of the organizations' governing bodies. The
organization that still has furthest to ge in this direction is certainly the
United Nations, which has Jjust submitted its first programme budget. There is reason
to believe, however, that decisive improvements can scon be made and methods of
presentation harmonized. It is recommended that the five organizations concerned

should embark upon this tagk 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 cbtained in research, training, the promotion of ideas and standards,

technical co-operation, etc.;

an exact descriptioﬂ should be given of the way ir which extra-budgetary funds
are usged in relation to the organizations' 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 into

force.

173, Medium-term plans

So far as concerns medium-term plamning, on the other hand, it is clear from a
review of the existing documentaticn 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 cobjectives established at the
world level with the proposed practical activities, whether studies and research,
publications and symposia, or operational projects, whose coniributicn to the solution
of the problems tackled is obéiously very marginal. There are extremely wide
conceptual differences between the various experiments that have been carried ocut,
whether as regards the degree of definition of the problems to be solved, the
preciseness with which the general objectiveg 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 rcom 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 znalysis of the principal world problems.
The Conference of FFAQ, 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 fechnical co-operation, has reduced the plamning
exercise to a short statemsnt on objectives. CPC and ACABQ for their part have
unequivocally expressed their doubis about the current notion of the plamming
exercise entertained by the United Nations Secretariat. Tastly, the ILO Governing
Body is continuing with its third plamming 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 nct yielded
really satisfactory results either. Despite the strenuous efforts made, no ratiocnal
and coherent link seems to have been established between the analytical diagnosie of
the econcmic and social gituation 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 deceptivenesgs

of these atteumpts,

176. Programme content

An examination of the content of the five crganizations' programmes will reveal

the full complexity of the preblem of programming such a varied bedy of activities.

l/ In the case of the ILO.
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The stages of advancement reached in defining the problems which the intermational
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 cther
organizations' 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 wain points:

the differences exigting between the "profiles" of the different organizations,l/
notakly the primary concern with technical co-operation in FAO, WHO and UNIDO;
the efforts to strike a balance between operational and traditiomal activities

in UNESCC 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 compartmentalizaticn 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 with other kinds of activity -
cut of a total of Just over $930 million annually availableg/ to the five
organizations, the sum accounted for by programmable social and economic
activities is ab;ut $650 million, three—quarters of which ($500 million) are for
technical co-operation activities and the remaining quarter is roughly halved
between, cn the one hand, general studies and research on the international
framewerk of economic and socigl principles and wethods 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 techmical co-operation
activities, health being ranked first with 29 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

l/ Includiné relatively autonomous bodies such as UNCTAD, UNIDQ, the regional
economic commissions, etc.

g/ Figures for 1974.
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crganizations, or even within each of them, has not been changed for some years

gsave 1n a few respects and then only to a very slight extent;
the predominance and wide dispersion of "gtudies and research" among the "other
activities" in the regular programmes of the organizations;

the well-known tendency of work programmes towards proliferation and continuous
expangion is still raising serious problems, owing to the organizations' limited

capacity.

177. The "descriptive estimates" (devis préalables)

The choice of preblems, pricrities and objectives cannoi be made in a logical
seguence 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 considersd together in the
i1ight of "descriptive estimates" prepared by the secretariate and giving, for each of
the substantive divisions' fields of competence, a very precise zccount of the
gituatlion and its develeopment prospects, existing problems, the real possibilities of
taking effective steps to solve them, ard the estimated cost of the different measures
that come into consideration. The estimates should conclude with "proposed medium-

term intermediate-stage cbjectives" at various possible levels of action,

178. A new pattern of relationships between policy-making committees and secretfariats

Through the systematic use of such estimates, 1t 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 IL0O) committees which govern the various
organizaticons. The intrcduction of medium-term planning should lead %o the
replacement of the present three-step pattern (adopticn of resclutions, establishment
of work programmes, adeption 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 appropriation limits "enveloppes financiéres!

and, on the other hand, drawing up the contents of programmes. If the appropriations
available are determined in advance and independentiy of the programmes, a procedure

for defining priorities can be brought into play. It might consist of selecting from
a series of numbered proposals, together revpresenting an expenditure far greater than
the amount of the appropriations provided for, the ones which should be maintained,

curtailed or eliminated. This would result in a five-step pattern (determination of



- 144 -

appropriations for the planming period; propesed 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 patterm proposed above, for
it would appear essential to establish a certain degree of complementarity between, on
the one hand, the decisions or reccmmendations of the governing bodies of the
organirations and the Governing Council of UNDP and, on the other hand, the
recommendationg of the regional committees and decisions takeﬁ 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 ccherent decisions. In other werds, the governing bodieg
of the organizations, the Goverming Council of UNDP and the regional committees should
have at their disposal consolidated descriptive documents containing all the data cn
technical co-operation problems, sco that they can take decigions in their respective
areas of compeltence and make recommendations on related and neighbouring areas. A
precise time-table should alsc be drawn up to faciiitate communication of the
recommendations or decigions in good time to the bodies concerned. The importance to
be attached in these procedures to recommendations at the regional ievel on probvlems,
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 "marginality"

A mere adjustment of\procedures will not, however, be sufficient to sclve the
problems resulting from the marginality of operational activities in connexion with
technical co-cperation, and from the inadeguacies noted in carrying cut the
resolutions and recommendations of the international crganizations'! governing bodiesg.
By making it necessary to relate precisely-defined objectives to the means required
for attaining them, the programming and plamming 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 gwelling the available
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means. It seems indispensable, on ilhe contrary, to find ocut how to modernize the
hithertc elementary methods of itechnieal 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 tecnnical co-operation asctivities

The 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
methed, based on a thorough knowledge of the economic and social situations in all the
countries concerned and on efforts to discover any analogies thal may exist between
problems, will it be possible to dlscern the specialized areas of activity which may
be appropriate for the internaticonal organizations and, at the same time, to obtain
meximum effectiveness. This method, necessarily based on "country studies", is the
same ag that which will enable the secretariats to prepare the "descriptive estimates"
which will make it possible to exercise rational choices, in other words the "proposed

medium-term intermediate-stage objectives" referred to above.

182. The "country studies"

The country studies could actually serve three purposes:

to facilitate the dissemination of better econcmic and sccial information
through the publicetion of descriptive parts from the in-depth sectcral
country studies and from consolidated studies (all sectors combined) for

each country;

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 distribuiion to the governing bodies of the
organizations and UNDP of the information essential in the process of
establishing medium-term plans and country programmes; and to contribute to
the research which should lead to a new conception of technical co-operation
by the international orgenizations and 1o & more precise definition of the

international framework of principles 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 regicnal committees (especially the consclidated economic and social

gsectoral studies for each region);

for the governing body of each crganigation (recommendations of the regional
committees' summaries of decisions on appropriation limits and, in particular,
proposed medium—term intermediate-stage objectives for the substantive
divisionsl/);

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 recommendaticons 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 country programmes and also integrated by sections in the

organizations' mediuf—term plans.

184. In-depth studies and efforts to find analogies

The second circuit fo be followed by these country studies is intended to provide
a sclentific basis for the re—orientation of the technical co-cperation activities of
the international eorganizations with a view to greater effectivensss. It should

couprise:

firetly, experimental in-depth studies and diagnoses for a number of volunteering
countries, undertaken for methodological purposes and at the same time with a
view to making a fundamental contribution to the development of the countries

concerned;

1/ The possible content of these Mpropeosed medium~term intermediate-stage
objectives", which are of fundamental importance for the preparation of the plans of
the organizmations, is described in paragraphs 156 and 157 of the report under the
fellowing titles: general description of the situation; historical background,
existing methodology and effectiveness thresholds; consideration of long—term strategy;
definition of the varicus 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 scenomic and social problems of the various countries, the

establishment of typeologies, and the formulation of appropriate solutions.

185, Indicative World Plan by sector and Ten-year Regional Indicative Plans

The declsion-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' 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 ¢f 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
precccupations of national planners. In these circumstances, it would not seem
unreasconable 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 withiq its competence, and the
regional committees the 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 necessitate complementarity between the activities of the various secretariats
and between the recommendations and decisions of the various governing boedies; 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 soluticns contained in this
report suggest that there is no urgent need to solve the problem of medifying the

"intergovernmental machinery“l/ in order to ensure the coherent cperation 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 ic 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
cf representatives of the governing bedies 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

cbjectives for the United Nations.

188. The seccnd stage

The launching of the second stage in the construction of a programming system, if

the methodological proposals contained in this repert were retained, might comprises

the selection of a commen period for the medium-term plans of the five

organizations (the pericd 1978-198% would seem to be the most convenient);

the use of the preparatory period 1974-1977 for deing the fundamental preliminary
work (country studies and consolidated documents) and for carrying out a number
of methcdological or experimental studies, all these activities to be conducted

according to an exact time-table.

1/ ind, in the case of the United Nations, of ACABG and CPC.
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// IT. LIST OF RECCMMENDATIONS //

[These eight recommendations are addressed to
the five organiszations and to UNDF] 1/

189. Recommendation No.I

Harmonigation 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 harmonlizing

the presentation of these documents.

In particular, a report should be prepared Jointly by the secretariats of the
organizations and UNDF snd submitted, 1f possible before the end of 1974, to their
governing bodies (and, in the case of the United Naiions, to ACABG and CPC). In the

case of UNDP, this recommendation concerns the adminlstrative budget.

190. Recommendation No.,II

Country studies

(1) "Country studies” which fulfil the 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 UNLF, for
all of the economic and sccial sectors within their particular fields of
competence, and used as the bagig for a system of information indispensable

to the governing bodies in taking their programme decisions.

(2) Wegotiations should be undertaken with a view to arriving at an apportionment
of the preparatory work among the varicus echelons - local (resident
representatives), regional and central - in each organization, among the

organirzations themselves, and in UNDP. A time~table should alsoc he

;/ 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.
The documents to be prepared should include:

country studies by economic and sccial sector exhibiting the very high
degree of precisicn required for the work of consclidation and for the

programming exercises;

consolidated country studies (for all sectoers combined), giving a general

view of the economic and social sectors in each country.

In agreement with the countries concerned, a system should be worked out
for publishing the descriptive portions of the sectorsl and consclidated

country studies,

Special arrangements should be studied for keeping all the documents

regularly and systematically up to date.

An Information system should ke developed so that the resulis 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 bodies.

191. Reecommendation No,III

Consolidated country studies and "proposed medium—term intermediate-stage

objectiveg"

(1)

(2)

Documente consolidating the sectoral country studies ghould be prepared for
submissicn to.the governing bodies of the organizations and UNDE, and to
the regicnal committees or councils. In paragraph 153 of the report will be
found a list of such documents, which should include consolidatéd papers by
economic and sdcial sector for each region, the "proposed medium—term
intermediate~stage objectives” for the substantive departments,!the reports

of the UNDP-Regidnal Bureaux, etc.

The documents termed "proposed medium-term intermediate-siage objectives®
should be prepared on the basis of the suggestions contained in

paragraphs 156 and 157 of the report.



192.

193,

- 1591 -

Recommendatiocn Lo.IV

introduciicn of .a new sgystem of information and decision-making in connexion
with appropriztion limits and prograumme content (relationship between medium-term
plans, programme budgets and country programming)

(1) The competent gcverning bodies of the five organizations and UNDP should
congider to what extent or in wihat form it would be possible to determine
in advance, prior tc considering programme content, the order of magnitude
of tae appropriation limits within which programme proposals could be made
for the period of implementation of ine plans (c¢f. paragraph 125 of the

repcrt).

(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 decisicns

(cf. paragraphs 134-1%6 and 139 of the report)..

Recommendation No.V

Studies regarding a new concepticn 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 inzernaticnal organizations. They should include:

194.

experimental in-depth studies and diagnoses for a number of volunteering
countries, undertaken Jointly by the five organizations with the assistance of

UNDF (cf. paragraph 154 of the report); and

congolidated studies designed to bring out any similarities bketween the types
of probiem encountered in the various countries and to devise solutlons which
the intermasional organizations could adopt for meeting the most widespread

end urgent needs tnus revealed (ef. paragraph 155 of the report).

Recommendation No.VI

Comprehensive reorientation of siudies and on the international framework of
principles and methods. Review of the conception of the International
Development Strategy for the 1980s

On the basis of the proposals and suggestions contained in paragraphs 199 to 161

of the repert, & joint study should be czrried out for submission to the Economic and
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Social Council and to the governing bodies of the five organizations and UNDP,
indicating what péssibilities would be afforded, for a recrientation of research on
the international framework of principles and methods, by the use of the Internaticnal
Defelopment Strategy for the 1980s and the insertion in that document of Indicative
World Plans by main economic and social sector and of Ten-Year Hegional Indicative

Plans.

195. Recommendation No.VII (cf. paragraphs 164 and 165 of the report)

Organization of informal working meetings between representatives of the
various governing bodies to facilitate the study of two specific problems
and permit a direct dialogue on the possibility of recrganizing the
"intergovernmental machinery™ 1/

‘It is suggested that it might be useful -~ for the study of twe specific problems,
and to permit a direct dialogue on the possibilities of reorganizing the

"intergovernmental machinery" - to arrasnge informal meetings:

between- representatives of all the governing bodies of the five organizaiions
and UNDP to consider, among other things, a report on the harmonization of

programme budget presentation;

between all the members of ACABR and CPC to consider, so far as the
Inited Nations itself is concerned, the procedures for defining probleus,

priorities and objectives.

196. Recommendation No.VITI

Selection of a common period for the medium-term plans of the five
organizations, and adoption of a time—table for the preparatory work

(1) Negotiations should be iniiiated among the five organizations to harmonize
the dates and the duraticn of the pericd selected for their nex? medium-term
plans (and, in the case of UNDP, of the country programming'period). The

most convenient pericd 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 organizatlions.

1/ See the footnote to the title of chapter IX.
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(3) The preparatory pericd which should result from such a dhoicel/ 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 siudies

{(cf. recommendaticn Wo.ll);

{b}) the preparation of the consolidated documents referred to in

recommendation No.lll;

(¢) the methodological and experimental studies concerning the
recrientation of technical co-operation (recommendation No.V) and
the recrientation of studies and research (recommendation No.VI);

() thn

and a general programme of technical co-operation in accordance with

e first trying-cut of the system for preparing mediuvm-term plans

a definife time-table to be drawn up in conformity with

recommendaiion No.,IV.

197. Corcluding remarks

The aim of the above recommendations is the establishwent of principles, a fairly
precise definition of the main features of the solutiong which seem to me to be
desirable, the tightening up of working methods and the streamlining of activities as
a whole. Thisg is certainly not an easy task: it will prcbably sometimes be
coneidered too ambitious, the outcome of an analysis more logical than prac£ical, in
short, something too remote from the internatiocnal organizations' shifting and complex
reality and from their capacity to perform. The question will also be asked in some
quarters, fto what extent such efforts will be backed by the political will of the

member States.
The observations I am prompted to make by such consideratlicns are the following:
The purpose of a report like this is above all to prapose an outline that
may serve as a basis for work in the secretariats and pelicy-making commlttees

which will lead te definitive solutions. If it is to have any donsistency or

render ihe services thatb may rightly be expected of it, if it is to provoke

1/ If the plan were to commence in 1978, the preparatory pericd would cover
four years, i.e. 1974-1977 inclueive.



- 154 =

specific and really useful reactions, such an cutline 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 adept 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 shcould not invelve additionzl expenditure: the "country studies®
in particular sheuld 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.



1T

ANNEXES
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IN THE THREE PROGRAMME BUDGETS OF UNESCO, THE ILO AND FAQ
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STAGES IN THE ADOPTION OF A PROCRAMMING AND PLANNING SYSTEM IN FOUR AGENCIES, THE UNITED NATIONS AND UNDE

ORGAN IZATTON ADOPTION OF ADCEPTION OF MEDITM~TERM FLAN CR UCUNTRY
PROGRAMME EUDGETING BIENNIAL BJDGET PROGRAMMING
UNESCO

Date of decision

First period concerned

Hame of document

1951 Gemerzl Conference,
- 6th session,
resolution 12.1

1953-1954

7.6/5t Drafl programme
and budget for 195%-19%4

1951 (General Corference,
&th session,
resolution 4%.15

1953-1954
7.8/5

1968 General Conference, 15th session
regolulion %3.1 of 16 November 1963

1970 General Conference, léth sessiom,
resoluticn £2 of 14 November 1970
1971-1576

16.C/4: Torg-ters cutiine plan for

1971-1976, followsi by decumers 17.C/4:

Draft medium-term outiine plan for

1973-1378 .

FAQ

Date of decision

Firat period concerned

Name of document

1952 16th session of the
Executive Council
(Nov. 1952), approval
of the Direclor—
General's proposals

1353

Frogramme of work and
hudget for 1953

1357 General Conlerence,
9th eession,
resolution 57/57

1358-1959

Programme of work ard
budget for 1953-1959

Fate: In 1969, at the 1%th session of the General
Jcnference, a new type of presentation by pregramme was
adopted. The first document of this type is C.71/3%:
"Programme of work and budget for 1972-~1973".

1969 General Confersnce, resolution 9/69
of 27 November 1962

1972-1377
€.71/1%: Medium-term plan for the period
19721977, followed by C.73/10 (August
1975): "Madiom=-term objectives".

ILO-

Date of decision

First period concernsd

Kame of document

1966 General Conference,
50th session,
approval cf the report
of the Direclor-
General

1967

Programme and budget for the
year 1967

1983 General Conference,
resoclution 1% of
2 Junc 1968

19701971

Programme and budget for the
biennium 1970-1971

1970 Consideration of the first document
by the Governing Body

1972-1977
CB/IBO/FL/6/4, 180th session, Genava,
May~June 1970, Draft long-term plan for
the period 1972-1977; followed by
decument CB/135/FA/13/16, 185th session,
Geneva, February~March 1972, Draft long-
term plan for the pericd 1974-1970.
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ORGANIZAT ION

ADOPTION OF
PFROGRAMME BUDGET ING

ADCPTION OF
BIENKIAL BUDCET

MEDIUM-TERM PLAN OR COUNTRY
PROGEAMY THG

WHC

Date of decision

First veriod concerned

Yame of documenl

1572 World Health
Avsembly,
resolution
WHA 25.23

1975

Programme and budget
estimates for 197%
(in preparation)

1972 World Health
Assombly,
resclution
WHA 25.24
1573

Wila/26/27 (emendment of

the Constituticn) and

WHA/28/73: beginnivg of

the biennial oudget for

1976/1977 (but WHA will

approve the appropriations

each year)

Note: No cecision seems to have been tzken
congerning the adoption of a genuine medium—
term plan, but WIO has been preducing since
1952 "Gencral vrogrammes ol work for a
specific peried" (artic_e 28 {g) of the
Constitution of WHC). Five such programmes
nave so far been considered: 1992-19576;
1957=1961; 1962-1%66; 1967-1971 and
1373-1977 .

United Nations

Date of decision

First period concerned

Hame of document

1972 Gereral Assembly
resoiuvtion 3043
(XXVI1) of
19 December 1972

15974-1975

Proposed programme budget
for the hiennium 1974-1975

1972 General Assembly
resolution 3043
(XEVII) of
19 December 1972

1974-1972

Proposed programme budget
for the biennium 1974-1975

1972 The part of the same resolution
relating to the report of the
Secretary=General (A/0.5/1429) and
the ATABQ report (4/8739)

1974-1977

A£/9006/8d4.1 - Medium-term plan for the
period 1974-1977.

LNDF

Date cf decision

Firet period concerned

Name of document

1971 Part IIT of the
administrative budget
of UNDP has presented
expenditure by
objective (as well as
by kind, in pari II)
since 1972 (Governing
Council, June 1971,
E/5043/Rav.1,
paAra. 207).

The administrative budget
of UNDP continues lo be
presented on an annual
basis,

1970 Governing Courcil, 1Oth session,
30 June 1970, adoption of the
"Cengensus", in particular
peragraphs 2=20, and the United
Wationa General Agsembly
resolution 2688 (XIV) of
1: December 197C.

Period 1972-1976

Application to %5 countries in 1972
and to 47 countries in 1973 (82
documents, 1 per countny).
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COMPARISON COF THE DEGREE OF PRECISION WITH WHICH THE OBJECTIVES ARE STATED
IN THE THREE PROGRAMME BUDGETS OF UNESCO, THE ILO AND FAO

1. Statement of relationships between the immediate objectives of the work plan

and

Medium~-term prospecte:

UNESCO : Generally not in the budget.
118 :  Tes, broadly speaking.

FAG

A special paragraph is devoted to it in each

Sub-programmne .

Most recent accomplishments (preceding financial period):

UNESCO : Sporadically
170 : Falrly frequently.
FAO :{ A special paragraph in each sub-programme is devoted

to accomplishments in the preceding period.,
W
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ANNEX II (continued)

2e Nature of the particulars supplied concerning the objectives of the work plan

Activities TNESCO 110 FAO

/S8tudies and research/

Purpose Yes, in a fairly Yes, explanations Yes, 1in a very
Precise way; titles | of objectives SUMmMATY WAV .
of publications, (rarely titles).
subjects of studies

For whom intended Tes, often; member | Sometimes, not Sometimes, not
States, conference | systematically. syetematically.

working papers,
publications etc.

Number of copies No. Ho. No.
of documents
publishing the

results

Time allowed for Yes, often. Rescurces in man/ No, duration taken

completion hours indicated but to be the periocd
no gpecific time-— covered by the
limite. budget.

Countries or Yes, in most cases. | Yes, where Tes, where

regions concerned appropriate. appropriate.

/Trainine activities/

Purpose Yes, It iz extremely Yes.

difficult to find any
particulars of
training activities
in fthe budget.

Training level Not very precise. - No, save as implied
by the definition.

Terminal date or Seldom. ' - No.

duration :

Nature of the ;Vague or not S - No, c.g. organization

beneficiaries indicated. : of & seminar, without
' ‘ further details.

Number of No, with:a few rare - No.
beneficiaries - ' | exceptions.
(or results) ‘
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_5_

ontinued)

Activities

UNESCO

11O

FAC

/Commanicaticn, or promotion of ideas/

Subject

Means of circulation
or communication

Yes.

Usgually indicated.

Yes.

Information given.

Yes.

Information given.

¥ind of public aimed|Yes, in the case of | Yes, in a general, No.
at (where pubiications rather vague, way.
appropriate ) indication of the
categories of the
public (A BL 32 B3)
in an annex.
Size of this public, |No. No. No,
where appropriate
Number of copies
of publications No, No. Ho.
/Field activities/
Number of projects |Yes. Indication of an Yes.
{per programme or order of magnitude
sub-programme ) for the budget as a
whole in para. 535
(major programme
100}, 1/
Titles (or aims) fes, very often. No. No.
of projects
Number of experts Yes, usually No. Yes, by group of
per project projects under a
given sub-programme.
Terminal dates Yeg, generally. No. No.
Countries or Tes) Na. Sometimes.
reglons
Information suppliediYes Yes, in thecry. Yes

on regular—
programme activities

Information supplied
on exbra-budgebary
programme activities

{ of the

j same kind
)

)

)

No.

of the
same kind

Yes

e e S S e

i

The reasons for the systematically negative attitude of the II0 in this

respect are given in an explanatory note preceding the budget {para. 55-60).






