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Note by the Executive Director

fe NTRODUCT (ON -

i.:- In hIS in+roduc+ory report to The Governlnq Counci | a? its sleh

sesslon, 1/ the Executive Director sought to survey major developmen+s'

_in the-Untted-Nations systen relating to the trend towards.the
“harmoriization- of medium=term planning and programme budge+|ng me+hodologles,
‘and proposed the developmen+ of a Sys+en-w:de Medium=term Environment

Proqramme (SWMTEP) .

2. Py its declsnon 6/1 of L5 “tay 1978, the Governing Councul endorsed

this proposal, The Execuflve Director is pleased to report that the
General Assembly, in its resolution 33/86 on the report of the Governing -
Councli on its. sixfh session, having taken note with satisfac fcon of the
reporf : : -

"Welcomes +he acflvifies of. +he Un|?ed Nations Environmen+ Programme
and in particular the decisions of the Governing Council relating to
the establishment of a system~wide medium-term environment pncgramme
based on Thematic joint programming ...".-

A slmllar declsnon had previously been adopted by the Economic and Soctal“
Council at its second: regular session in 1978, .

1/ See.d6cumen+~UNEP/GC.6[2,-paras. 4-15.
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3. The present document reports on development with respect to programming
and evaluation processes and the development of the System-wide Medium-term
Environment Programme, in terms of both concepts and action, since the sixth
~sesslon of the Governing Council, taking into account the views expressed
‘during the intersessional informal consultations with Governments (Nairobi,
8-12 January 1979). : ' :

i1, THE PROGRAMMING AND EVALUATION PROCESS

4, The UNEP secretariat is at present responsible for the preparation of
- two different documents dealing with the programme, but based on-different
methodologies. The first is the programme document for the Governing
Council, and the second is the environment chapter of the United Nations
medium=term plan., The two methodologies applicable are described below,

A. The UNEP programming process

5. The UNEP "programme’ document submitted to the Governing Council each
year is developed on the basis of the "programmatic" process (Levels One,

" Two and Three) adopted by the Governing Council at its second session, and
now applied to the "in-depth" portions of the document. At Level Cne,
there is a review of the current activities of the United Nations system in
the subject area, leading to a perception of gaps and an identification of
what needs to be done., At Level Two, a strategy for the future is '
formulated, a programme is developed to implement the strategy, the actlons
to be carrled out by members of the United Nations system are set ouf, and
the relevant activities planned by Governments are described. At Level
Three, the resources of the Fund are apportioned to exert a catalytic effect

and provide the leverage required to bring about the implementation of the
- activities identified at Level Two. »

6. The application of the programmatic process still has several |imitations.
Since there is no specified time-frame for Level Two, the output of Level One
tends To lead to a broad strategy covering the subject area, rather than
giving rise to very precise objectives at Level Two for the achlevement of
which a strategy can be developed. Quite understandably, the various -~
considerations that have to be taken into account and the high degree of
flexibility required make it difficult to set out very precise objectives.
This lack of precise objectives, and of a time-frame for their achievement,
does not allow Level Two to . provide for precise management by objectives.
This leads in turn to the dispersal of resources and energy and continued
lack of concentration in activity, which has been the subject of much
complaint, by Governments and the secrastariat alike. (A further reason for
this situation is, of course, the need to meet the requirements of various

Governments and groups of Governments whose concerns with respect to the
environment vary considerably).

7. The lack of precise objectives also impairs efforts at co-ordination of
environmental programmes in the Urited Nations system. The attempt to
proceed on the basis of broad subject areas leads to multiple demands for



UNEP/GC.7/6
Page 3

information, documentation, etc. to which the organizations of the system
find It increasingly difficult to respond. The above considerations
become even more relevant with the recent move -into thematic joint
programming in various fields of environmental concern. Exercises have

so far been carried out in regard to arid and semi-arid lands ecosystems,
including desertification, environmental aspects of water, follow-up to
the Tbilisi Intergovernmental Conference on Environmental Education, and
natural disasters, and there has been a first consultation in regard to
appropriate technology and industry, Because of the above-mentioned
limitations, and the fact that not all agencies concerned participated, 1t
Is rather difficult to point to any of these exercises as satisfactory. .
Of course, the concept is still being developed, and the members of the
United Nations system are co-operating fully to improve the thematic joint
prograrming exercises. ° - . : - '

8. I+ should also be mentioned in this respect that the lack of clear
definition of programmes,.or programme objectives, has made programme
evaluation rather difficult., I+ has proved much easler to evaluate
indlvidual projects, but the evaluation of their role in bringing about t+he
implementation of-thetotal activities in a subject area stil! presents

some difficulties, although apprecliable progress has been achieved in
this respect. ' ' '

9. It is stil] more difficult to develop effective ways of assessing
what catalytic or leverage effect may have been achieved through the use
of the overall resources of the Fund, and evaluating the Impact of the
whole environment programme on major environmental concerns at the global,
regional and national levels. This Is an issue to which the Executive
Director is aiving continued attention, and he wishes to recall his
request for views and advice regarding it from the Governing Council.

B, . The United Natlons medium-term planning process

0. Every two years, the UNEP secretariat prepares the draft of the
'environment' chapter of the United Nations medium=term ptan. The

United Natlons plan is a four-year plan, which rolls forward every two
years, Thus, in 1978, the Committee on Programme and Co-ordination (CPC)
considered and made recommendations to the General Assembiy regarding the
medium=term plan for 1980-1983, In 1980, CPC wili consider the med!um=term
plan for 1982-1985, and in 1982 the medium~term plan for 1984-1987, A
programme budget is preparad every two years for a period of two years. In
alternate years, CPC considers the prcgramme buiget (in 1979 for 1980-1981,
in 1981 for 1982-1983, in 1983 for 1984-1965, etc.).

ll. The United Nations medium—term plan is structured. into major programmes,
programmes, sub—programmes and programme elements. The methodology has been
developed as a response to General Assembly resolution 3199 (XXVill) of

18 December 1973 on the adoption of programme budgeting, and seeks to embrace
the entire programmina~evaluation cycle, A report of the Joint Inspection
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Untt (JIU) on prbqramming and evaluation I'n the United Nations system 2/
described the United Naf!ons mefhodology, and made six recomnendafions :
for remedying certain defects, These recommenda?tons were’ considersd by Tt
CPC at its e!gh*eenfh Session, held ¥n 1978, 3/~ '

i2. The first recommendation related to The institution of flme—limifed-x»
objectlives at the sub=programme leve! in tho medium=term plan. The
description of the sub-programme should include objectives, probiem
addressed, !egislafive authority, strategy and expected impact. - The .-
report recommended that there should be very explicit criteria for o = 0.
distinguishing between those portions of the programme which definitely
represent continucus furictions and those for which target dates must be-
fixed. Time-limited objectives should as far as possebie be the rule, -
and continuocus activities the exceptions., Under the sub-heading
"objective", a distinction should be made between the objective 1o be
achieved ‘in the period of the medium-term lan and. the objective fo be
attained upon completion of the sub=progromme. Under the. sub~heading
Yaroblem addressed” there should be a brief but precise description of

the” present status of the activity considered. The sub-heading “s?rafegy :
should include a description of the resdurces to be employed which .should
demonstrate how the projected kinds of output are related to the aim fo be
achleved, with particular emphasis on the reguiremsnts and nature of the
clientéle 1t is proposed Yo reach. This sub~heading should show the
relationship between the overall strategy for the full period of .
implementation of the sub=-programme and the strategy for the perlod covered
by the plan. The section headed "expected impact™ should contain. fhe I!s?
of ach!evemenf indicators to be employed = -~ :

13, Fur#her recommendations in the JiU rencr+ retafed to *hn system of
ldentitying “outputs" In programme hudge+s, the establishment of Internal
work programmes, the information process for ongoing programme implementation
and output costing, the monitoring of programme budget performance and
evaluation methods and use of bullt=In achievement indicators.

14, In reviewing the JIU report, CPC considered that the medlium-term plan
constituted the core of the system of planning, programming and. budgeting
in the United Mations, as It contained the objectives for the medium term
at the sub-programme level and the strateglies for achisving them. The
Committee expressed support for an effective evaluation system in the
United Matlons, and summarized ‘he directions in which progress should be
further striven for. The Committes concluded that there was agreement on
the iatent behind the recommendation on time-iimited objecTIVbs ‘and
recommended that the Secretary-Ceneral should proceed with selected
pogrammes to try out the feasibiiity of the recommendation, and submit the
-resylts of the exercise to the Committee in the presentation of the draft.

2/ “See document £/1978/41, coples available,
3/ See document A/33/38, copies available.
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medium=~term plan for 1982-1985 (to .be considered by the Committee in 1980),
Among the selected programmes are four related tothe environment chapter
(terrestrial ecosysfems, oceans, energy and suppor*nng measures).

15, The CommlT*ee also reques+ed the Secrefary-General fo proceed with
the other recommendations in the JIU report. Ouring the Committee session
1t was pointed out that the UNEP secretariat would endeavour to apply all
the recommendaflons on an experimenfal basis,

16, The Committee also, recallung General Assembly resolution 32/197 on
the restructuring of the economic and social sectors of the United Nations
system, emphaslzed that United Nations planning efforts should be tallored
to the needs of system-wide joint pltanning. It agreed that it would carry
out an in-depth study of the planning process at its next (1979) session,
on the baslis of a report to be prepared by the Secretary=-General in

co-operation with the organlza+tons of the Unlted Nations system, and
-3 report by JIU,

17. CPC also considered the environment chapter of the United Nations
medium=term plan for 1980-1983. Its comments may be summarized as fol lows:

(a) The_presentation should be accompanied by the Governing Council's
‘comments, i.e. it should go through the Governing Council;

(b) The presentation should mention +he comp lementary activities
of the United Nations sysfem in regard tfo the implementation of the

programme, as was done in the programme—documen+ put before the Governing
Council; :

(c) The programming process undertaken under the aegls of the
Governing Councli and the process relating to the preparation of the
environment chapter of the medium=-term plan should converge;

_ (d) The UNEP Oovernnnn Council decision to move. to a system-wide
medium-term environment programme, based on thematic Joint programming
and. in harmony with over=-all system=-wide co-ordination efforts, was a
development to be welcomed. The Committee wished to be kept informed of
progress towards that end, and would advise as necessary,

(e) The Committee was anxious to encourage the Governung Counclli's
~efforts in. regard to project and programme evalua+|on. '

i8. A number of members of CPC expressed the view +ha+ The environment

programme should in future be presented as a "maJor programme", rather than
as a "programme".

III, DEVELOPMENT OF THE SYSTEM=WIDE MEDIUM~TERM
ENVIRONMENT PROGRAMME

9. The developmenf of the System-wide Medium-term Environment Programme
was considered by the Administrative Commit+tee-on Co~ordination (ACC) in

October 1978. In its report to the Governing Council (UNEP/GC.7/5), ACC
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"expressed its willingness to extend full co-operation In that endeavour
and in the development of the requisite methodologies during the
experimental phase. The work on the harmonization of programme budgets
“and medium=term plans now being carried out under the auspices of ACC is
particularly relevant. The experience-of previous thematic joint
programming exercises has shown that the utility of thematic joint
programming would be greatly increased by the use of an agreed .framework,
which should provide a basis for the move to the medium=-term programme.
Such a framework would be prepared taking account of CPC's views on
programming and evaluation, used on an experimental basis and further
developed on the basis of experience and in harmony with overall system=
- wide efforts. In the further development of the framework, account should
" be taken of the fact that what is of primary importance in the achieve-
_ment of programme objectives Is governmental action at the national
tevel, and that thematic joint programming should be developed in such a

way as to maximize the impact of the United Nations system in the context
of these national efforts.".

20. The proposals which follow (paras., 21~28) have been the subject of
consultation with the designated officials for environmental matters of
_the members of the United Nations system. The results of these
consultations were in general supportive of the proposals. However, the
representative of FAO cautioned against glving the impression that the
designated officials! meeting as such discussed and endorsed the text of
the paragraphs.

- 2l, The Executive Director considers that there should be two stages in
- the development of the System~wide Medium-term Environment Programme:

(a) The first stage should be linked to the preparation of the
environment programme chapter in the United Nations medium=-term plan for
1982-1985, which is to be considered by the Governing Council at its
eighth session in 1980, This will be the conclusion of the first stage;

(b) The second stage should bé linked to the preparation of the
System-wide Programme itself, which would go into effect on | January 1984,

22, In the first stage, there shouid be a convergence between the
programming processes of UNEP and of the United Nations itself (see para. 4
. above). With regard to those matters which fall within the purview of

the United Natlions medium-term plan, it is suggested that the environment
chapter of that plan should be the principal programme document for the
Governing Council, Accordingly, the environment chapter would cover all
the activities within the environment programme to be carrled out in the
medium-term plan period.

23, Since by far the greater proportion of those activities will be
imptemented by the United Nations system, the methods developed during the
first stage for the presentation of the United Nations medium=term plan
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should, in the second stage, be employed, with such further refinement -
- as proves necessary, in the preparation of the System-wide Medium-ferm
Env!lronment Programme document to be submitted To the Governing Council
at its tenth session, iIn 1982.

24. The Executlive Director thus considers that the key to the develop=
ment of the system~wide medium-tferm environment programme in both stages -
Is the endorsement by the Governing Council of. very precise.objectives for .
+the medium~term plan at the sub-programme level (see paras. 19 and 26),

and the output of the Leval One exercises should lead precisely to the

- recommendation of such objectives at Level Two. Proposals for consideration’
by the Governing Council in this respect should be prezented after futl’
consu Htation with members of ACC and their designated officials for

. environmental matters.

25, The Execufsve Director agrees with the view expressed by members.of

CPC that the environment programme should be presented at the level of a-
"major programme™ in the United Nations medium~term plan. {1 Is- buggesfed
that, after the present subject areas are adequately d;sagqrega+ed “they

be presented at the "programme™ tevel, which Is the next level in the
planning:process required for The-UniTed Nations medium=term plan (see

para. ll).. Thus the subject area of terrestrial ecosystems would be’
.disaggregated into programmes on tropical woodlands and forest ecosystems,
mountain ecosystems, wildlife and protected areas, etc., The subject area

" .QOceans - would similarly be disaggregated into prcgrammes on the Mediterranean,
the Kuwait Action Plan, etc. Such a revised programme- document would malﬁ*aln
the concept of subject areas as constituting an agenda for national and *
International action, but only those constituent programmes intended for ~
implementation by the United Nations system in the medium=term period would 7

be included in +he medium=term plan presentation, fhuv providing for a
concentration of ac?nvnfy

}

26. In regard fo'SUCH programmes, specific time-{imited objectives would be
_defined at the "sub-programme® level, it being understood that there will be
seme few sub-prograwme activities (e.g. negotiation and adoption of a
convéntion by an- intergovernmental conference) which cannot be time=limited
in a precise manner. The objectives at sub-programme level would in each’
cas€é be the subject of joint consideration with the oroanlzaflons whlch
would be concerned with their implementation,

27 Following their acceptance by the Governing Councll "the achievement

of such obJecflvmq would in principle then become the quJeCf of thematic

- Joint programming exercises, Such exercises should prepare the sub~programme

presentation as part of the United Matlons medium-term plan, In each such

- presentation the strategy to be fcllowed should be set out, including the

~ actiohs proposed, the role of each concerned organtzafuon in Implemenflnq
the -strateay,. a des*r-pflon -of the resources to be employed by each

- organization and an indication of the magnitude of the resources to be o

. provided from the Fund of UNEP. Achievement lndicafors should be aqreed and

shown In the section on “expected impact",
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28, The process may have to be telescoped somewhat In the preparation

of the 1982=1985 medium-term plan presentation, and in 1980 the Governing -
Council may need to consider the objectives and the sub=srogrammes designed
to achieve them at the same time, as against the norma! situation where the
Governing Councii would first approve the objectives, and the sub=programmes
To achieve-those ohjectives would then be prepared and inciuded In the.
moedium=-term plan presentation, for subseguent consideration by the Governing
Council. However, the UNEP secretariat will now commerce +he preparation of
8 skeleton medlum-term pian structure and sampie objectives st +he sub~
programme level, and commence aiso the necessarv consultations with the .
deslignated of ficlals for environmental matters. The Executive Director will
report on any further progress in his Introductory statament to the Governing
Council at its seventh session. Moreover, the previcus consideration by the
Council of the goals for 1962 provides guldence which will assist the
Executive Director in framing proposals In regard to objectives. |1 may not
prove possitle to apply the methodoiogy suggested asbove to ali subject areas
of the programme In The time availabie, or *o complete thematic joint .
programming In regard ‘o cach sub-programme.  In that event, priority wiltl
need to be glven fo the areas selected by CPC (see para. 14}, ‘

29, The Executive Director has sought the assistance of inspector Bertrand
of the Joint Inspection Unit In the application of the mathodoiogy, and he
has very kindly consented, As statad in paraqraph. 16, JiU is preparing a
report which will assist CRC in its In=depth study of the planning process
in 1979, and Inspector Bertrand has agreed to use the area of oceans as an
-example, showing how the methodology may be applied +o that area, it is
Intended to make the example avallablie to the Geverning Council if it is
ready by the time of the session..

V. IMPLICATIONS OF THE CONVERGENCE OF UNEP PROGRAMMING
WITH THE PROGRAIMING CONCEPTS OF THE UNITED NATIONS
MEDIUM-TERY. PLAN, AND OF THE DEVELOPMENT OF THE
- SYSTEM=WIDE MED{UM~TERM ENVIRONMENT PROGPAMYE

30. 1t is lmportant to note that the present enviromnment programme document
does not Include oniy those activities which the Unlted Nations system Is to
carry out In the medium~term plan period, but is broader In scope, and has a
longer time horizon. The present programme document should be developed to
provide the perspective and philosophy on the basis of which the medium-term
presentation 1s devised, and should be called 2 "orogramme perspect ive®
document. The two documents, the programme perspective and med!um~term
programme, would thus be compiementary and without overiap.

31, 1t should be pointed ocut at this stage that the term "medium=term plan”
as used In the Fund procedures 1s a compiete misnomer and does not convey
the same meaning as the term as row used in General Assembly resolutions,
declsions, etc. {+ should also he pointed out that the Fund procedures wilt
need amendment to bring them into iine with the medlum=term plan concepts as
used in the United Nations relevant Ceneral Assembiy resclutions, as wel! as
modification, in the light of the development of the System-wide Medium~term
Environment Programme. The appropriste changes wili be proposed to the
Governing Councii at its elahth session in 1980,
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32. A further implication of the move towards the System-wide Medium=term
Environment Programme is that the projections of resources and expenditures
for the Fund will have to be for periods coinciding with the perlodncufy of
the United Nations medium=term plan,

" 33. In order to bring about such coincidence, the Council at its eighth
session will be expected to approve a Fund medium~term plan covering 19862
Yo 1985, the period of the United Nations medium-term plan. Since the
United Naflons medium-term plan and the System=-wide Medium=~term Environment

Programme will roll forward every two years, and thus will require
consideration by the Coverning Council at its tenth, twelfth, fourteenth,
etc. sessions, consideration will also have been given at those sessions

to rolling forward the Fund plan.

34, Hence at the present session the Council should not be required to
extend the present Func medium-term plan beyond the years 1980-1981, which
- bave already been approved (decision 38 A(V)), However, the Council will,
as a transitional measure, need to approve a minimum forward commitment
authority. The amount contempiated is $16 million for 1982-1983, Such
action would be consonant with the spirit of the existing guidelines
applicable to the forward commitment authority.

V. SUGGESTED ACTION 8Y THE GOVERNING COUNCIL
35, ance the Governing Council customarily adopts a prégramme po1icy and

irplementation decisidn at each session, the views of the Council -

regard to the above proposals could mos+ su;fably be reflec+ed in fhaf o
'decision as one of its secflons.





