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87. These observations are made without criticism and we under-
stand that, at least earlier, these methods for coordination have
served relatively well. It is, however, our impression that with
the growing complexity and size of the organization, methods of
coordination within headquarters need to be reconsidered. We
have shared with you the impression that both in headquarters
and in the field there are indications of a need for new methods

of coordination.

88. For various reasons it has been difficult for us to go as
deeply as we should have liked into these problems. First of all
two headquarters directors were due to retire when we started
our work. You have also suggested that we should not devote our

limited time to the fund-raising function.

89. As you know from these discussions, we recommend a number
of changes within headquarters, basically aiming at establishing
a clearer division of responsibilities, and introducing more

teamwork at all levels.

90. For historical and other reasons, the planning function

and the programming function are now in two separate units --
outside the program division there is also a food technology
division with program responsibilities. This is not satisfactory
either for the efficient use of resources in headquarters or for
the interplay with the field.: We thus suggest that one of your
deputies should have the responsibility for the whole planning-

programming function.
91. This recommendation should be combined with two concepts
introduced in other contexts, namely the multi-center principle

(see Section 6:5), which means that the director for planning-
programming should not necessarily develop resources within head-

quarters, but have a functional responsibility wherever such re-

..43-



l EXECUTIVE BOARD |

_Vv_

N.Y. HEADQUARTERS EXECUTIVE DIRECTOR
— & HIS TEAM
MER -~ EXTERNAI] |[PLANNING '1SERVICES PERSONNEL | GENEVA
GENCIES| | |AFFAIRS | HPROGRAM- g EXECUTIVE DIRECTORS
MING ‘ | REPRESENTATIVE IN
PUBLIC |_ICONTROL~ EUROPE
H INFORM- LER .
ATION
Eﬁﬁﬁ?“"{ﬁﬁﬁﬁﬁ.
HRATS- ISUPPLY
ING
ISON
NATIONAL GENERAL
COMMIT- DMIN.
TEES ‘
GREETING
CARDS

REPRESENTATIVES AND REGIONAL SERVICE UNITS

Diagram ¢:5 Suggested basic structure for UNICEF and UNICEF
Headguarters \



._.5‘-.

sources are developed for the networks of knowledge groups. The
other is the principle that geographic sections should be regarded.
as outposted from the UNICEF representatives' offices which they
serve. This would confirm the present situation of some of them
where they serve the field not only in programming matters but in
relations with all headquarters divisions as required. This should

also give the planning-programming function a clearer policy

orientation.

92. One of the greatest needs for coordination is between the
services supplied by the comptroller's division, the supply di-
vision, the program function and the regional desks. It is,
however, important that this be introduced in a way that reélly
will facilitate the development of:good teamwork between the
service units and their heads and the desk people. Since one
of the major problems here is to streamline procedures and in-
troduce simplified control systems in the field, the change
should include grouping responsibility for internal budgeting,

" now presented in the Administrative Se;vices and Program Support
Budget, and the financial plan in one unit (financial services
division) and having that division, the supply division and a
section concerned with general administration'togethér under

one director for services.

93. To achieve fast results an interdivisional task force could
immediately be set up to work on the considerable material which
different units have furnished for the Logistics Group and to
follow up the work which has been started. There is also need
either to add an organization and methods (0O&M) expert internally
or to hire a consultant for at least two years to serve such a

task force.

94. A third coordination need is .in the external relations and
fund-raising functions so that they serve one strategy. Again,

we think that this can best be achieved by giving one headquarters
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director the full responsibility, including greeting cards,
National Committees, public information and coordination of re-
lations with other agencies. The greatest need we see is for
joint planning for these functions with the purpose of develop-
ing a more coordinated strategy, and we think this is another

area that merits deeper study than we have been able to devote
to it.

95. As described in Chapter 6:8, we also recommend that the

personnel function be considerably strengthened, which also
means that the direqtor with this responsibility would have no

other functional task and report directly to you.

96. A matter of serious concern to many within the organization
is the distraction of staff fesources from regular programming
work in order to cope with emergency relief. We have obsetrved
that the present coordinating office in the Program Divisjion is
performing a valuable function, but that this alone does not
make it possible to build up quickly enough the resources nec-
essary to deal with emergencies. A useful contribution to the
solution of this problem has been made by one of the groups and
a more detailed study of it should be made. The basic idea that
we find valuable is that without building up a.separate fully-
staffed unit for the purpose, there should be "shadow teams"

of people with experience of emergency operations available

at the shortest notice, to help on the spot, and to assist the
UNICEF representative in building up what resources are neces-
sary to cope with the situation so that regular programming work

will be disturbed as little as possible.

97 . There was general agreement in our discussions that the
field view should have continuing and regular representation at
the central decision-taking level. We, therefore, recommend
that there should be two or three field‘representatives in your

policy-making group (the "executive team") and that one of them
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should be drawn from among those with regional responsibilities.
As to its functioning, discussions showed that the full group
would need to meet three to four times a year. This would re-
quire that the field representatives serving this function visited
headquarters at least that number of times a year, and that the
group organized its discussion of longer-term issues mainly

around these visits,

98. Integration should be supported by having at its disposal

a small unit, headed by an experienced professional to ensure
good communication between members, and adequate secretarial
support for people who are frequently travelling. The functional
responsibilities of members would, however, fall on their func-

tional units rather than on the team secretariat.

99. We feel that it is only through such a team approach that
the very complex problems that UNICEF has to face can be solved.
There is a need for sharing the burden, for joint problem-
solving and, as we have emphasized, for functional coordination.
The team concept serves these different needs and also provides

low-risk learning opportunities for younger members of the team.

100. To make this concept function, you will most probably find
it worthwhile to use the services of a part-time consultant for
"team building" and "leadership development." This method is
nowadays used in many organizations with high ambition to resolve
difficult coordination problems, and we have, as you know, tested
out its usefulness as part of this project. In the following
section we will describe the functioning of your "executive team"

in relation to field supervision.

6:4 Field Supervision

101. One of the key problems in a large international organiza-
tion is the difficulty of supervising a large number of indepen-
dent units. The traditional solutions generally include three

components, namely:
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a) a hierarchy with, for examp.e, countries grouped
into areas, grouped into regions, etc., giving
each level a reasonable "span of control";

b) specialized travelling inspectors (auditors, quality
control, etc.); and

c) formal control instruments (field manuals, budgets,
report systems, etc.)

102. In a reasonably stable situation with well-established
working methods (e.g., an international company with a well-
known product and a stable technology) these control methods
work relatively well. They also have had firm support from

the cultural norms in most countries and have been applied in
most military organizations. However, your problem as Executive
Director of UNICEF is that these methods are not well suited to
an organization with rapidly changing tasks and with services
and working methods which are extremely difficult to control or
evaluate unless the evaluation is put into the proper context

of the overriding goals and where the need for rapid and re-

" liable feed-back of information from the field to headquarters
is of the utmost importance.  As we have pointed out in our
discussions, we reqommend, as the best method of ensuring over-
all supervisioh in a sitwation like yours, that there be a system

of extended field visits by yourself and members of your team for
the purposes as discussed below.

103. This system would require an "executive team", defined as a
group of 6-8 executives forming a team led by you, working as

a group in headquarters and as individuals out in the field.

This would make it possible for each member of the team to rep-
resent you in the field, making overall evaluations of office

and individual performance, giving and taking information in all
areas, helping in joint problem-solving, during their field

vigits and following up with the required action.

104- It was agreed in our discussions that each UNICEF repre-
sentative's office should be visited by a member of the manage-

ment team at least once a year, with an average of two weeks for
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each visit, and that in many cases this visit should be made

jointly with the regional director (whose role is described in

Chapter 6:7). Of course, this does not reduce the value of

the internal auditor's work, but rather provides a direct link
between their specialized inspections and the management team's

overall evaluation of each field unit.

6:5 The Multi-Center Principle

105. Discussions both within the programming division and in
meetings with field staff have convinced us that the "multi-
center" principle as described in Chapter 5 is particularly ap-

plicable to the programming-planning function of UNICEF.

106. This would mean that the director in headquarters heading
the programming-planning division had a functional responsibility
for all such resources in UNICEF, independent of where they were
located. To the people involved, it would mean that they had
responsibility in more than one direction, since they will usu-
ally belong both to a field office and to a knowledge network.
This 1s generally described as a matrix organization and is now

becoming very common in large international organizations.*

107. 1In connection with a discussion of resources for policy
guidance in Chapter 5, we introduced the essential characteris-
tics of the knowledge dimension of the matrix (see Diagram 5:5).

To take an example from that diagram, a program officer in the num-
ber 7 office whose specialism is the problems of children in
poorer urban areas will be responsible to the 7 office group

and the UNICEF representative there and to the leader of the
knowledge network dealing with that subject -- or he may himself

be the leader of it.

108. Another aspect of the multi-center organization is its
geographical dimension. It is along this dimension alone that

UNICEF is at present organized. As has been agreed in our group

%*
See footnote on Page 8.
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discussions, the application of the multi-center priﬁciple sug-

gests, in addition to the change that all UNICEF representatives'
offices should be directly responsible to yourself and your

executive team, that much more lateral communication should take
place between the different offices (or centers) with a view to
providing mutual help in solving programming or organizational

problems.

109. Some guiding principles from the Executive Director would,
therefore, most probably lead to a number of initiatives from

the field and at headquarters. Concrete examples of decisions

or initiatives that could be taken by the field relatively soon
are: the identification of people who are particularly inter-
ested in certain special areas of knowledge and who would form
the nuclei of the knowledge area groups; meetings of neigh-
boring office representatives to compare their overall personnel
needs in the light of their program problems; determining areas
where mutual help can be given, and to formulate the way in which

services they require can best be obtained.

110. We also know that to make a matrix organization function

well it is very important to work out its meaning in detail with
all parties involved. This should be the natural responsibility
of the director of the consolidated programming-planning function

as we have suggested earlier. 'Decisions should thus be taken in

consultation with the field about which knowledge networks should
be activated first. There is also need to work out ideas about
how network members should communicate with each other and how
staff assignments and training can be planned with the participa-

tion of knowledge networks.

111. Because of the relative novelty of this concept, it may be
a useful input to further discussion and thinking within UNICEF
if we gather together at this point in our report some points,
figuring in different chapters, which relate to certain roles

that the concept gives rise to.
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112. Each knowledge network would work on a particular special-
ism relating to the art of programming within UNICEF. Such spe-
cialisms could cover not only program content subjects, examples
of which we have given in our matrix diagram (5:5), but program-
ming "know-how" subjects, such as project management. The group
will normally have an acknowledged "leader".and some kind of
center, although all the resources of the group need not be
concentrated at that center. The center may in certain cases

be at headquarters, but that would be the exception rather than
the rule because of the need for an experience base. For this
reason, some of the specialist resources at present at headquarters

could probably be more usefully deployed in the field.

113. The role of the network and its leader is to deveiop knowl-
edge, for which they will make use of all reasonably accessible
sources within the organization and outside it (project experience,
university staff, particularly in the developing‘countries) by
means of papers, seminars, in-the-country project reviews,‘etc.
Sometimes, an unofficial "faculty" could be of help, of the

most knowledgeable people in the world on the subject, drawn

from U.N. agencies, from within UNICEF and from country sources

(government, institutions, universities).

114. Another role is to develop resources within the organiza-
tion as required and here the knowledge network would work
closely with the personnel division on the recruitment training
and assignment of staff, on helping individuals in their own
orientation and development. In these different ways the net-
work is making a substantive input to program content, ensuring
that there are resources available, at the right places and

at the right time, in or at the disposal of, offices engaged

in programs relevant to their specialism, ensuring also that
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offices know of the availability of these resources and that

demands for them are made when they can be useful.

115. A third and very important function of the knowledge net-
work is both development of systems for evaluation and the in-
terpretations of project evaluations. It is only in such a pro-
fessional context that project evaluation will lead to real ef-

ficient learning and influence on subsequent programs.

116. The role of the Programming-Planning Director is that of

providing leadership for the formation, nurture and guidance of
the networks, coordinating them, and developing, with them, pro-
gram policies. He would, of course, be assisted at headquarters
by a small staff of people who were prepared to spend a limited

time away from the field.

6:6 Emphasizing Professionalism

117. UNICEF is not only a decentralized and field oriented or-
ganization where the individual staff member is often left very
alone, his task is also of a nature that makes it extremely dif-
ficult to prescribe in advance what should be done or to measure
the real results afterwards. It is thus largely the integrity
and character of the staff member that will determine standards
that will be set for the services provided by UNICEF. Most or-
ganizations, both in industry and government, are using the
concepts, originating in the military, of line and staff to de-
scribe the roles of the people with direct operating responsi-
bilities (the line) and those serving as advisors or perform--
ing central planning and policy developing functions (the
staff). According to this doctrine, the relatibnship should

be that of the line implementing plans and policies prescribed
from above and developed by specialized staff units. This di-
vision of functions only succeeds where the nature of the task

does not require other models. Where the task requires constant
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interaction between knowledge, judgment and implementation, oOr
where eaéh situation is unique or where sophisticated social
skills are required, it has been found that a professional role
model has developed. Two central features of this role model
are that knowledge and authority to decide and implement are
located together, and the occupant of the role is committed to
solution of the client's problem, by whatever means he can
provide or secure. We believe that this professional model is
suited to UNICEF's task.

118. Management in UNICEF is confrconted with the problem
typical of a professional organization, namely that it is almost
impossible to rely on formal control systems of the kind that
play such an important role in industry. Instead, selection and
training of personnel is of'paramount importance, and super-
vision must largely aim at providing help, facilitating learning
and when necessary taking steps to transfer or remove unsuitable

staff members.

119. From its very inception UNICEF has also been characterized
by another quality typical of professional.organizations, namely
a wholistic attitude. Even if assistance to sectorial programs

has dominated UNICEF's activities, they have always been regarded
as means which have been critically evaluated against the overall

goal of promoting the welfare of children and mothers.

120. As a result, training in social science, economics, so-
ciology, management, public administration, engineering, etc.
have all been valuable backgrounds for a UNICEF professional,
but it is only through an internal career pgéferably with ex-
perience in several of the fields of programming-planning, log-
istics and management that an understanding of "what it is all
about" comes; and just as in the training of a doctor, lawyer,

teacher or any other professional, UNICEF pays considerable
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attentiOn to a process of indoctrination to make sure that

its staff has a deep understanding of the goals and values of

the organization.

121. In a later chapter we will discuss how systematic planning
of rotation and increased resources for introductory programs and
training activities, can strengthen the professionalism of your
organization. There is, however, one aspect of the internal
management system which is directly accessible both to you and

to the Board which is even more important, namely the career

system.

122. 1In a professional organization, promotion is not related
to the climbing of an administrative ladder but to professional
progress, or the ability to handle more and more complex pro-
fessional problems. In UNICEF this means a strong emphasis

on the advocacy—prograﬁming-planning—1ogistics job in the

field organization as the key professional job where the best
resources should always be deployed. A number of concrete mea-
sures should be taken as soon as possible to support an even
stronger development in this direction. To support this admini-
stratively, the composition of the appointment and promotion
committee should be changed as to include a fair representation

of people active in the field.

123. A promotion policy should be applied which makes clear

to all people in UNICEF the importance of gaining breadth of
field experience. Of course, this should not mean that the

value of specialist training should be down-graded, but the
importance within UNICEF of always relating such expertise to

an understanding of the core tasks could be pointed out by giving
some of your best "generalists" the opportunity to broaden them-
selves, e.g., by university studies during sabbatical periods.

The issue to be faced in managing a professional organization
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is that of combining in the same person the requirement for a

generalist orientation due to the multi-disciplinary dimensions

of the client's needs, and the requirement for a high level of
specialist knowledge, due to the complexity of the client's needs.
We believe in UNICEF's case that this can be achieved by a com-
bination of the promotion policy outlined above and the operation
of knowledge networks, as outlined in Chapter 6:5. Policy should
also reflect the fact that® posting to headquarters is not the nec-
essary completion of a successful career. Senior posts should be
in the field and rotation from headquarters to such posts should
be developed. : It would be of great value to have one assistant

secretary-general post reserved for an area or country representative.

6:7 Regional Directors as Professional Seniors

124, The regional director will in the two-tier structure de-
scribed in Chapter 6:2 have a very important but also a very
difficult role. He will, first of'all, be a senior professional
colleague, ready to give guidance to neighboring representatives,
facilitating inter-office communications and assisting the knowl-
edge networks. He will himself have a country or area responsi-
bility and he should be ready in exceptional cases to take a line
responsibility for any office in the region. He is also respon-
sible for the development and efficient use of service resources
located in the region and should contribute to the development of
human resources. He would naturally be a person who would repre-
sent the organization vis-a-vis other U.N. regional organizations
or regional political organizations, or arrange for representation

by another.

125. The fact that the regional director normally has not a
line responsibility for UNICEF Representatives' offices does
not mean that he is relegated to a passive role, where he is
supposed only to respond to requests for help. The annual

supervision by members from the executive team should make
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clear where there are problems and weaknesses in the organi-
zation, it should then be up to the regional director to take

the initiative to provide the necessary support. However, unless
the executive director had particularly appointed him to take a
direct line responsibility, his function should continue to be

. one of advice and support.

126, The regional directors could, as breviously, be recruited
either from within or from the outside, and they should have an
experience, training and personality that leaves no doubt as

to their professional capacity and status. This means that if
they are recruited from the outside, they should be given an
opportunity to acquire field experience. It is also very impor-.
tant that they have a work situation that continues to proéide
them with professional development opportunities. It is, there-
fore, highly desirable that the regional directors are actively
involved (maybe, but not necessarily, as leaders) in knowledge
networks. This is also a reason why they should not be involved
in internal administration as intermediates between the field
and headquarters, but rather combine their advisory role with
direct responsibility for one office (as is now the case with
the regional directors in New Delhi, Abidjan and Nairobi) or

with important special projecﬁs.

127. Since the regional directors should have only limited ad-
ministrative responsibilities, and their authority should be
based on their personal professional capacities, there should

be no deputy regional directors. In the absence of the regional
director, an area or country representative should take his place
if necessary. Those at present holding positions as deputy re-
gional directors should be given other tasks in the regional of-
fice or be transferred to positions in area or country offices

that need to be strengthened.
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128. Since the relationship between area or country offices and
the regional director (or regional representative) should be based
on needs in the particular case, the serving of one country or
area office by one or other regional representative should be
very flexible. The responsibility for serving a given field unit
could thus be wholly or partially transferred from one regional
director to another whenever this seemed suitable. The

parties involved should also feel free to make arrangements for

exchange of services between regions.

6:8 Personnel Management as a Key Function

129.. UNICEF management has always been well aware of the fact
that the quality of the services of the organization has been
mainly dependent on the competence and integrity of its staff.
The personal interest of top management in personnel matters has
also been expressed in the flexible way in which personnel deci-
sions have been taken, while the sound ambition to reduce head-
quarter's overheads is reflected in a very small personnel
service unit, despite the complexity caused by U.N. regulations,
the very varying needs’ of people who are transferred, the grow-
ing need for retraining caused by the changing functions of
UNICEF, the continuous need for improvisations caused by emer-
gencies and other factors. We are also on the whole very im-
pressed with the quality and commitment of UNICEF staff and have
observed that UNICEF management has made innovations in the
field of personnel administration (the introduction of national
officers and internal training seminars may be the two most

important).

130. With the growing size of UNICEF these resources and methods
are no longer satisfactory. One of the first decisions taken
jointly with you was, therefore, to set up a joint problem-

solving group to develop a program for a modernization of staff
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management methods. This group started its work in April, 1974,
with an impressive interview program covering fourteen offices
outside New York and including over one hundred staff members.
During the Autumn, the group has been trying to interpret this
almost overwhelming material. Its conclusions cover five areas,

namely:

a) personnel policy;
b) personnel planning:
¢c) training programs;
d) administrative procedures; and
e) headquarter's resources for personnel services.
We will here briefly summarize these conclusions and give our

own recommendations.

Personnel Policy

131. The group has identified a number of issues where UNICEF's

personnel policy needs to be clarified and sometimes changed.

The most important areas for such development are:
a) Policies for active recruitment and planned
rotation and promotion. The key question here is
to define the educational background, personal
characteristics and planned rotation that is most
appropriate for the development of successful
UNICEF professionals. The present age pyramid in
the international professional category and the
need to increase the number of women in profession-
al posts add to the complexity of the problem. An
important question in this context is also the need
of increasing the proportion of the professional
staff recruited from developing countries for
senior positions (Table 6:6). In all these re-
spects, gdals should be set and strategies for

the implementation developed.
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TABLE 6:6

PROPORTION OF FEMALE PROFESSIONAL STAFF (BOTH INTERNATIONAL

(September, 1974)
PERCENTAGE OF
FEMALE STAFF
AGE GROUP TO TOTAL IN
(years) MALE FEMALE TOTAL AGE GROUP
60 and over 14 1 15 0
55 - 59 41 5 46 10.8
50 - 54 46 6 52 11.5
45 - 49 59 9 68 13.2
40 - 44 52 6 58 10.3
35 - 39 46 4 50 8.0
30 - 34 30 5 35 14.2
25 - 29 8 1 9 11.1
TOTAL 296 37 333 11.1
DISTRIBUTION OF PROFESSIONAL STAFF FROM
DEVELOPING COUNTRIES BY GRADE*
THEREOF, FROM
DEVELOPING COUNTRIES
TOTAL ‘
PROFESSIONAL & OF TOTAL

GRADE STAFF NUMBER STAFF IN GRADE
USsG 1 0
D-2 11 2 18.1
D-1 21 1 4.7
pP-5 52 18 34.6
P-4 80 28 35.0
P-3 51 13 25.4
P-2 30 5 16.6
P-1 3 2 66.6
NO-D 11 10 90.9
NO-C 27 24 88.8
NO-B 33 32 96.9
NO-A 13 11 84.%6
TOTAL 146 43.8

Including Copenhagen

333
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b) The first purpose of such policies is, of course,
to improve the resource development, but another is
to aim at reducing barriers that now exist between
various categories of staff. Increased rotation be-
tween headqﬁarters and the field is one such need.
It has, increasingly, been practiced to promote
general service staff to professional—posts, but
the rules for such promotions need to be spelled
out and the system for its application needs to
be improved, particularly in the field. The national
officers represent a very valuable resource for
UNICEF, but the development of this resource should
be considerably improved if some system for at
least temporary assignments to other countries
could be developed. Finally, planned rotation be-
tween specialist groups (administration, public
information, etc.) and the programming-planning-
supply group is an important problem. It should
be combined with increased interchange of special-

ist staff with other agencies.

¢) A third policy area that needs revision is
the conditions of service, particularly in rela-
tion to transfers, benefits in the field, etc.
UNICEF should here collaborate with U.N.D.P. to
achieve the necessary changes in the U.N. staff
rules which are not adapted to the needs of a

field oriented organization.

In all these areas the group has not only- identified the

problems but also taken the first steps towards the development

of a policy. It is now important that the work be finished

and the Board informed of progress in May, 1976. This could

be done by a slightly modified task force to include partici*

pation from the field.
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Personnel Planning

133. The personnel group has outlined the principles for, and
to some extent initiated, a five to ten year personnel plan.
Of course, such a system is heavily dependent on clear policy

decisions regarding recruitment, promotion and rotations.

134. A personnel plan has a demand and a supply aspect. As

regards the demand aspect, the group has compared different ap-
proaches and found it necessary to recommend a country by coun-
try and more detailed task analysis as the baseline from which
to draw conclusions about staffing needs. This should include
an analysis of type of work now being done and main indicators
for program work over the next five years, characterization of
UNICEF assistance, e.g., in terms of ratio of cash grant assis-

tance to supply assistance, and involvement in advisory services.

135. sSimilarly the group has initiated a study of the charac-
teristics of presently available resources (age, sex, national-
ity, professional background, UNICEF career and career expec-
tations). One of the immediate concerns in such planning is
that a full 42% of UNICEF's present international professional
staff will have reached or passed beyond retirement age during
the next decade (more than half of them in turn, before or dur-
ing 1978). On the other hand, both the interviews that the

group performed and our field visits indicate that there are

younger staff groups reserves that could make accelerated

promotions possible.

136. Since a personnel plan for the next years will be very

much a resource development plan, it is necessary to combine it

with the tentative career plans for individuals.

~6l-~
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Training Programs

137. A very important part of an accelerated personnel develop-

ment program is systematic and extensive training activities.

The more important needs include introduction and orientation
of new staff, training of specific skills for support staff,
planned study leaves for the professional staff, language train-
ing, etc. However, the most important training in an organiza-
tion like UNICEF takes place cn the job, and the system of knowl-
edge groups discussed in earlier chapters should be the main
means of developing the professional staff. For other cate-
gories the efficiency of the on-the-job training is largely
dependent on the management skills of those in supervisory

roles. We, therefore, recommend that, in addition to the team
building activities we have recommended for headquarters, manage-
ment training seminars plus team building exercises be immedi-
ately initiated at selected field offices.

Administrative Procedures

138. A revised and clearly expressed personnel policy and a
centralized system for personnel planning should be combined
with new procedures that decentralize as much as possible of
the routine decision making, particularly concerning national
staff in the general service category and project service staff.
The personnel division at headquarters should be prepared to
serve as a level of appeal and to supervise the enforcement of
policy guidelines. It should also establish more staisfactory
personnel evaluation and information procedures to support such
local decision making and also to provide the central personnel

planning system with adequate data.
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Headquarter's Resources for Personnel Services

139. As already mentioned in our chapter about headquarters
structure, we find it important that personnel management serv-
ices is organized as an independent division reporting directly
to the Executive Director. According to the present manning
table, the equivalent to four professional posts are reserved

for this function. We suggest that this is increased to six or
seven posts, and that the division is organized into two sections,
namely one for personnel planning and development and one for
personnel services. The head of the division should have exten-
sive field experience. The head of the unit for planning and

development should be recruited from outside UNICEF.

6:9 Internal Communication Systems Emphasizing Dialogue

140. One of the rewarding experiences of this project with you
and your staff is the way in which both you and many others have
expressed appreciation for our attempts to improve the dialogue
between the field and headquarters. We know that it has some-

times been emotionally rather demanding, partly because the time

available has always been very short.

141. It is also obvious that a genuinely international organi-
zation like UNICEF has extra difficult problems to overcome as

a cohsequence of the many cultures that have to live side by

side in the organization, often with quite different attitudes
toward authority and risk-taking in inter-personal relations.

We have, also, during our work learned a lot about the importance
of not belféving that words mean the same in different cultures
and of being extremely cautious to make sure the openness is

not misinterpreted. We are, however, convinced that the pro-
cess we have started will continue, and we will here only give

a couple of suggestions regarding suitable next steps.
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142, Even within a more decentralized organization, one of
the most important requirements for efficiency is the communica-
tion of instructions on procedures, roles and policy from head-
quarters to the field. But in order to function, it is extremely
important that the flow of instructions is limited and carefully
coordinated. We suggest that a procedure should be set up with-
in headquarters for clearance of all instructions that are issued
to make sure that unnecessary instructions are stopped and that
instructions are consistent and easy to understand. We also
recommend that a procedure is set up that facilitates feedback
from the field on difficulties in applying procedures, rules

or policies issued from headquarters.

143. The second important communication need is the more

geﬁeral flow of information particularly from headquarters

and also between field units. The recommendations we have.

given elsewhere about a multi-center structure and increased
emphasis on lateral interaction and support should be the most
important step in improving this aspect of internal communication.
However, we support the suggestion expressed by many individuals
and‘groups in the organization, namely that headquarters revive
the practice of issuing a regular news publication for the staff.
This should be edited not only to express the "official" view on
various subjects, but also to provide room for internal discussion,
critique and questioning.

144- The third extremely important communication need is the
feedback from the field about problems, needs of support, ade-
quacies of policies and other experiences. As indicated else-
where, one of the major problems here is the variety of needs

and the difficulty of programming such feedback. In addition

to other recommendations, e.g., about field participation in

the Executive Director's management team, we recommend that
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annual meetings be held between representatives of the field and
of headquarters with the greater part of the agenda determined
by the field on their initiative. This could be seen as a con-
tinuation of the work of the field group in this survey. The
point here is not to underline the difference of outlook but to
encourage communication between field offices and to set the

scene for a true dialogue and joint problem-solving.

6:10 Economic Planning and Cost Control

Present Systems

145. Economic planning and control within UNICEF is presently
organized in three systems: a) the program costs system, b)
the administrative services and program support budgets, and

c) the financial plan.

146, The program costs amount to about 80% of the total expen-
ditures. Three parts of this represents supplies and one part
cash grants, mainly to finance training courses and experts.

The administrative services and program support budget have rep-
resented about.8% and 12% respectively of total expenditure.,
mainly for UNICEF's personnel costs (4/5) and other operational
costs, many of which are directly related to personnel costs
(such as travel). The financial plan covers estimated resources

and their use, and is presented as a three-year projection.

Purpose of Review

147. 1In the terms of reference for the management survey we
have been particularly asked to evaluate the appropriateness
of the present distinction between program support and admini-
strative services. Another purpose of reviewing the economic
planning and cost control systems has been to make sure that
systems and procedures are consistent with the field orienta-

tion and other management principles developed in the survey.
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Definition of Administrative Services and Program Support Costs

148. The distinction in the UNICEF budget between a program
support and an administrative services budget was formally in-
troduced in the budget for 1954 to resolve a problem that had
developed as the nature of UNICEF's programs had changed and
the UNICEF staff had become more and more involved not only in
the administration of a flow of goods, but also in 6ther serv-
ices to countries. The distinction is thus one of purpose, and
according to accepted management principles, such an attempt to

relate costs to purposes is a step in the right direction.

149. In particular we have found the distinction between ad-
ministrative services and program support costs to be a valid
distinction because it should be important to evaluate costs

for staff engaged in direct services to countries seperately from
the cost of staff engaged in internal administration. Also

from the point of view of comparing UNICEF costs with costs in
other organizations this is an important distinction. In fact,
some costs which are now reported as program support costs, e.g.,
for staff helping with £he sinking of wells and the installation
of pumps or the costs for procurement services would in other

organizations be regarded as program expenses.

150, The general principle proposed to guide a classification
of costs is:

Program support - all that is of direct service to
d country or a regional or global
project.

Administrative - all the supporting costs behind
these direct services.

151. Administrative services are also useful to projects,
but indirectly. For example, fund-raising is essential for

project assistance, but the staff are not engaged in the sup-

port of particular projects. The general direction and control
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of the Executive Board is a condition for the continuation of
UNICEF, but it cénnot, in most cases, be said to benefit
particular projects. Such expenses are part of the general

"overhead". This general principle is also followed by other
U.N. organizations.

152. It is not difficult to classify the different types of
UNICEF work into programme support or administration, according
to this principle. We think that there would be general agree-
ment to an outline such as that provided in Table 6:7 (first

two columns). However, a practical problem arises from the fact
that the work of some organizational units is partly administra-
tive, and partly programme support. For example, the main cost
of the regional director's office is for the supply of advisory
services to projects, appropriately charged to project support.
However, the regional director himself and his secretary are
mainly engaged in supporting functions, which should be classi-
fied as administrative in the wide definition given above. 1In
fact, as this example show, the work of some individuals is part-
ly project support and partly administrative. UNICEF representa-

tives are in this category.

153. In many private organizations, it is common to divide the
time spent by individuals, i.e., to make a classification by hour,
day or week. This would require staff members to keep a record
of time spent. For example, a UNICEF representative or a program
officer would have to classify his time according to whether it

was spent in the direct service of projects, or in the administra-
tion of his office.

154. We have seriously been considering suggesting to you the
introduction of a simple system of such time recording. It
could, for example, be very valuable to have more reliable data
about how much time is devoted to each program in the field or

used for various kinds of administration. It could equally be
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Table 6.7

CLASSIFICATION OF UNICEF FUNCTIONS

Work Should Be Defined As:

Function Administrative

General Direction X
Service to Executive Board,
including reporting X
Liaison with Government mis-=

sions in New York and Geneva,
other U.N. bodies, national
committees and NGO's. X
Fund Raising X
Internal Audit X
Public Information X
Personnel Services X
Administrative Services X

*/ A = Administrative
P.S. = Program support

Program
Support

Now Included in the UNICEF Budget Under
the Unit Defined As: */

Executive Director's Office, A

Executive Director's Office, A

Secretary to the Board, A

Part of time of Regional Directors and

UNICEF Representatives, P.S.

Executive Director's Office, A

Director, European Office, A
Headquarters Divisions, A

Executive Director's Office, A

Director, European Office, A

Internal Audit Section, A

P
P.

Administrative Divisions, Headquarters

and Geneva, A

Admin. officers in the field. P.S.

Administrative Divisions, Headquarters

and Geneva, A
Some field staff, P.S.

‘

~1

+
!

.I. Division, Headquarters and Geneva, A
I. officers in the field, P.S.



Work Should Be Defined As:
Program Now Included in the UNICEF Budget under

Function Administrative Support the Unit Defined As:

Financial Services:

For planning, financial Comptroller's Division, Headguarters and

management X Geneva, A
For project expenditure X Comptroller's Division, Headquarters and
Geneva, A
Programme policy guidance Programme Division, Headgquarters, A
support; surveillance X Part of time of Regional Directors,, P.S.
Supply: specifications, Supply Division, Headquarters and Geneva
purchases, shipping X and some field staff, P.S.
Assistance to ministries UNICEF representatives, planning officers
with policy for children X in Regional and Area Offices, P.S.
Project Preparation - X Programme Officers in UNICEF representativé
offices, P.S.
Delivery of assistance, Programme Officers, Supply Officers,
trouble shooting. X Field Observers, P.S.
Project Support Communication X P.S.C. Officers in Regional Offices, P.S.

P.S.C. Officer at Headquarters, A

Advisory services: vehicle managt Advisers, normally in Regional Offices, P.S

ment, child feeding, etc. X

b
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of value to have data about how large portions of regional and
headguarters time was used to serve vafious field units. Such
data would not only be useful for the Executive Board and make
distinction between program support and administration more mean-
ingful and reliable, but it would also create a very useful in-
ternal dialogue between the provider and the user of services
because quantity and quality of services could be compared with

the cost of these services.

155 . However, we also know from having introduced such systems
in other organizations, that it is extremely important that the
organization be ready to accept and use such a control system
before it is introduced if it is not to develop into a completely
meaningless bureaucratic exercise. We therefore recommend you
only to take some first steps towards a more careful measure-

ment of costs for different purposes.

156 . In the absence of such records of time spent, UNICEF has
made a simple classification by organizational unit, as follows:

Administrative budget

N.Y. Headquarters
Executive Director's office, including Planning

Internal Audit

Office of the Secretary of the Executive PRoard,
and NGO Liaison

Public Information Division
Comptroller's Division
Programme Division
Administrative Division

European Office, Geneva
Office of the Director
Public Information Division
Finance Division

Administrative Division
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Programme support budget

Offices of Regional Directors (except Europe)
and UNICEF Representatives

Supply Division in Headquarters and Geneva

Food Engineering and Technology Section in

Headguarters and Geneva
157. This is a simply and economical system, and the last column
of Table 6.7 shows that the amount of wrong classification is not
great - people doing administrative work in units classified under
project support and vice versa. It is not worthwhile to use re-
sources to improve this system, because even if the work were
classified with great accuracy, the budget ratio would still have
little meaning.

Budget Ratios

158. To make budgeting according to purpose useful for planning
and control, it is common to relate the budget figure to some
measure of activities (a budget ratio). It is important to
understand that in the case of UNICEF, it is extremely diffi-

cult to achieve such reliable measures.

159 With the program support and administrative service costs
as the numerator in the budget ratio, UNICEF's expenditure in
fulfillment of commitments approved by the Board is at present
taken as the denominator of the budget ratio. This has at
least the following limitations:

a) The denominator does not reflect the size of

the projects. UNICEF assistance is usually a

small part of the total cost of g service or pro-

ject to a country and in varying degrees in dif-

ferent projects, the UNICEF services help the

whole project.

b) The ratio system does not work for the cost

of advisory services. In material assistance
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projects cost of supplies or of training expenses
paid may be taken as a measure of UNICEF assist-
ance. (What is the amount of assistance given by
a vehicle management advisor who helps the Health
Ministry set up a workshop that reduces the time
of its vehicles off the road from 30% to 10%?)
This defect is likely to become more serious in
future as UNICEF assistance tends to include more

"software".

c) The denominator does not reflect preparation ,
for the future. Staff time spent in project pre-~
paration is measured against expenditure for pro-

jects prepared some years earlier.

d) Expenditure depends on the progress of pro-
jects administered by the country. The UNICEF
secretariat should not accelerate it beyond the

current needs of the project.

e) The denominator does not include expenditure
from trust funds other than those spent in ful-
fillment of Board commitments, e.g., reimbursable
procurement. Logically, the handling of these
trust funds should be covered by a, charge which is
deducted from the gross budget as revenue or they
should be added to the denominator. As present
interest on trust funds is shown in the UNICEF

accounts as "other income".

f) The denominator does not include the value’ of
‘contributions in kind that are handled, for the
practical reason that this value may not be accu-
rately known, and is not taken into the UNICEF

accounts.
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160. In addition to these measurement difficulties, there are
many problems in using budget ratios; because comparisons
with other organizations are difficult and since comparisons
over time are distorted/both by the evolution of the work of
UNICEF and by rapid relative changes in the cost of personnel

services in comparison to the costs of supplies.

161. However, financial planning and cost control based on dis-
tinctions according to purposes are difficult to apply and require
careful definitions and appropriate methods of measurement. To
be really useful from a management point of view, they should be
coupled with principles of delegation that link the responsibil-
ity for purpose achievement and cost control with authority to

decide on expenditure and resource utilization.

Unitary Budget

162 . Our conclusion is, therefore, that instead of relying on

budget ratios increased emphasis should be put on an integrated

presentation of all data relevant to a decision unit. For each

such unit (the offices of each UNICEF representative are the
most important such units) an integrated presentation should Se
made of some indications of the nature and size of the coun-
tries served; planned project preparation; and planned project
expenditure, from regualr resources and contributions for spe-
cific purposes. The principle of such an integrated or unitary
budget is indicated in Diagram 6:®. Of course, other presenta-
tions, e.g., by object orf ekpenditure, which are compulsory ac-
cording to U.N. rules and regulations must be included in the

budget presentation. The total budgetary estimates, correspond-
ding to the aggregate of the budgets of all the units in UNICEF,

afford the basis for control of total costs.
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AREA BACKGROUND DATA ESTIMATED PROGRAM] PROGRAM SUPPORT | ADMINISTRATIVE OTHER
EXPENDITURE BUDGET SERVICES BUDGET
or Level of Number of COMMENTS
Development | Children { Etc. | 1974 ] 197511976 {19741 19
\country 7 75 11976 | 1974 | 19751 1976
F

Diagram 6:8 The most important part of the unitary budget should show all costs for

the service of a country or an area.

Deviating ratios between the

program support budget and program expenditures should be explained.
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Other Methods to Integrate Financial Planning and Cost Control

163. The prime reason for suggesting a purpose oriented unitary
budget as described above is that it would provide UNICEF with

a better instrument to allocate its resources in accordance with
its policies, primarily by providing a link between program costs
on one hand and program support and administrative services on
the other hand.‘ To achieve all the necessary integration in
UNICEF's economic and resource planning, we also recommend that
the financial plan and long-range personnel planning is given

increased emphasis.

164. The financial plan is presently presented as part of the
Executive Director's Annual Report and in relatively broad cate-
gories. In our opinion, this financial plan should be the start-
ing point for all economic planning in UNICEF, and it should be
presented as the first chapter of the budget. Its purpose is to
link the five determinants of UNICEF's financial situation,
namely projected incomes, program commitments, implementation

rates, program support and administrative service budgets and

financial reserves.

165. Particularly since both incomes and implementation rates
contain considerable uncertainties, policies regarding over-
programming and financial reserves are very important and should
be extensively discussed. Expectations that implementation
level will deviate from plans should thus be estimated and pre-

planned counter-actions presented.
16 . In Rudgets for 1975, costs for personnel on the UNICEF
payroll were presented in 5 different contexts as shown in

Table 6:9. It is naturally of great ‘importance to be able to
identify UNICEF's total commitment as an employer. This is al-
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TABLE 6: 9 Total estimated number of personnel in 1975 by major function and budget

No. of professional No. of support Total Distribution,
Budget staff staff (general estimated in per cent
Int'lT Nat'l Total service, pro- no. of
Officers duction and ware- personnel
house personnel, etc.) in 1975

Administrative serv- 1
jces and programme 274 100 374 853 1227 73.2
support budget
UNIPAC Budget 1 5 6 75 81 5.2
Greeting Cards Budget 22 3 25 66 91 5.9
Project service2
(financed from 100 10 110 120 230 13.1
project commitments)
Volunteergg
(partly or completely,
financed through 40 -- 40 - 40 2.6
sponsorhip '

437 118 555 1114 1669 100.0
TOTALS in % 33.3. 66.6 100.0

]Includes an estimated 60 "temporary" posts likely to be filled throughout the year.

2Estimated.
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ready done in the present budget system but would be even more

important in a situation where UNICEF could find it necessary to
reduce its total staff. As already indicated in Chapter 6:8, a

long-range personnel plan would serve as valuable background ma-
terial for this purpose and could be used as an additional frame-
work for discussions on the directions in which resources should

be developed.

167. To allow a realistic cost discussion, the personnel plan
should work with standard cost estimates for various kinds of
staff (including all indirect costs). Distinction should be made
between permanent and temporary staff as well as other variables
and different cost alternatives. In this way, the final impli-
cations of the personnel plan will be included naturally in the

annual budget as well as the financial plan.

Procedures to Support Decentralization of Responsibilities

168 The unitary budget is consistent with the field orienta-
tion and decentralization which has been a major.theme in this
report. It is, however, important to understand that the ef-
fect of the unitary budget system on the internal functioning

of UNICEF is not only dependent on the budget principles, but
also on the procedures used to develop the budget. To increase
cost consciousness and to increase the feeling of responsibility
in the field also for the indirect costs it is important that
the allocation of costs to each field unit is not made arbitra-
rily by a central budget unit. As regards each regional service

unit, we have suggested that a "service utilization budget" is
developed annually in a dialogue, led by regional directors, be-
tween the providers and the users of those services. This should

'sexrve both as a basis for cost allocation and to plan the develop-

ment or reduction of these service units.

169 . This dialogue is also valuable for reviewing all aspects

of the budget. This review of the complete resource utilization
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should not only be made when preparing the budget presentation

for the Board but also as an internal review one year later when
the next budget is being prepared. There should be no difficulty
in combining the two procedures since the preparation of the bud-
get estimates for Board approval is now taking place in November
and December approximately fourteen months before the beginning
of the fiscal year. That is also a very appropriate time for a

review of the approved estimates for the year about to begin.

Summary
170. Our recommendations can thus be summarized in five prin-

ciples for economic planning and cost control in UNICEF:

a) The starting point should be a more clearly
explained financial plan including discussions
of alternatives if projected incomes are not
achieved or if implementation rates deviate from

plans.

b) The distinction between program costs, the
program support budget and the administrative
service budget is valid, but a unitary presenta-
tion of all costs for each major decisionunit
(the offices of these UNICEF representatives are
the most important such units) is important to
insure consistency between program policies and

budgets.

c) Within the unitary budget, measurement of costs
for different programs and services should be
refined for the purposes of cost control. However,

for the time being the analysis should not be

based on time utilization reports from the staff.

d) A long-range personnel plan for all UNICEF staff

should be presented as a background to the unitary

budget.
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e) The budget approved in advance by the Board in
May should be reviewed in November/December in con-
nection with the budget estimates for the following
year. At the present time, the results of this
review are reported to the Board if there is need
for supplementary estimates. We recommend making
this report even if supplementary reports are not

required.
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Chapter 7: SOME COMMENTS ON IMPLEMENTATION

Need For Decisions

171, After fourteen months of work, considering how best to
prepare UNICEF for its next five years, one of the results is a
high degree of consensus (at least among those involved in the
work) both about the problems that should be confronted and
about the general strategy for solving them. We have seen the
major purpose of this report as being to summarize this joint
analysis in order to help you in making, expressing and communi-
cating some key decisions about principles to be applied in the

future.

172, Those recommended in this report do not signify a radical
change but rather an emphasis on some of the best traditions of

UNICEF. Such principles are the country orientation, the two-

tier structure, the multi-center principle for resource and

knowledge building and emphasis on a professional non-bureaucratic

structure. We hope that you will find our report a valuable means
of communicating with an even larger group of staff members, but

we also think it is very important that both you and the Executive

Board express a clear attitude in these policy guestions. In this

context we will again emphasize the need for consistent policies.

173. It is now also necessary to take decisions on the basic
formal structure of headquarters and we have in this context
pointed out the importance of applying the principle of rotation
at the very top, particularly if the executive team is going

to be developed as we have suggested. On the other hand, pre-
mature appointments should be avoided, and we see no real draw-
back in ad hoc arrangements like project teams or temporary ap-
pointments. If you, for example, felt that it is difficult at

this time to appoint a director of the services division as
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suggested, we see no disadvantage in initially establishing a
more informal group led by the comptroller and the director of the
supply division in partnership. It is much more important that
their tasks and responsibilities be clear than that the organi-

zation chart be simple.

172. Decisions of a third category that are now neaded are the
recruitment of at least one additional key person to the person-
nel division and the appointment of a task force to finish the
development of a personnel policy and another task force to re-
view procedures for headquarters services. Both these task
forces should report directly to the executive team. A summary
of the action that we recommend for the next few months is found
on Table 7:1.

Unresolved Problems

175. Just as important as these three cateéories of decisions
for the implementation of our study is the awareness that some
problems are only partially resolved, that they need continued
attention and that decisions should only be taken later. We
thus mean that even if the principle of a two-tier structure
should be decided upon, it should not be implemented without
involving the regional directors. We expect and whole-
hearted support for the principle, but it is important to be
aware that the situation varies in different regions.

176 . It has also been suggested that some regions may now be
too large.to be handled in the way here suggested. This may
be true, and one consequence of the detailed planning for the
implementation of the principle of the two-tier structure could

be the establishment of one or two more regions.
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Refer-
ence to

Chapters

6:1

6:2
6:7
6:2

6:3

6:3

6:3 &
6:4

6:5

6:6

TABLE 7:1

SUMMARY OF ACTION RECOMMENDED

Action Recommended

Revised instructions for the
program work cycle worked out
in collaboration with field
representatives

Individual job descriptions and
special assignments for regional
directors worked out

Revised definitions of authority

and responsibility for UNICEF
representatives in a two-tier
structure worked out

Decisions on rearranged struc-
tures and new appointments in
headquarters

Appointment of task force and
hiring of 0&M expert to finish
rationalization of service pro-
cedures in headquarters

Appointments of members to
Executive Directors' team

Introduction of multi-center

principle as basis for policy
and knowledge development in

programming/planning

Field representation in Pro-
motion and appointment
committee

Recommended Timing of Actions

Already ini-
tiated by
May Ist 1975

Expected to
be inittated
later during 1975

X
X
X
X
X
X
X

Other
suggestions
about timing

Main subject to be discussed in
first annual meeting with field
representatives

Linked to review of administra-
tive procedures
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Refer-
ence to

Chapters
6:7

6:8

6:8

6:8

6:8
6:8 &
6:9
6:8

6:9

6:9

TABLE 7:1 (continued)
SUMMARY OF ACTION RECOMMENDED

Action Recommended

New functions or assignments for
deputy regional directors

Recruitment of experienced staff
members for personnel planning
and development

Development of 5-10 year person-
nel plan both as basis for bud-
get appropriations and for re-
source development planning

Development of written personnel
policy particularly regarding re-
cruitment promotion, rotation and
conditions of service in the field

Development of career and train-
ing plans

Consultant hired for team build-
ing in headquarters

Management training programs for
selected field officers
Procedure for clearance of field

instructions established

News publication for staff revived

Recommended Timing of Actions

Already ini- Expected to
tiated by be initiated
May 1st 1975 Tlater during 1975

Other
suggestions
about timing

First task of new personnel
development unit

f
Reported to the Executive e
Board, May, 1976 s

2

April, 1975 - April, 1976

Planned at first meeting with
field representatives Sept.-
Oct., 1975
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Refer-
ence to

Chapters
6:9

6:10

TABLE 7:1 (continued)

SUMMARY OF ACTION RECOMMENDED

Action Recommended

First annual meeting with field
representatives

Unitary budget developed

Recommended Timing of Actions

Already ini- Expected to
tiated by be initiated
May 1st 1975 Tlater during 1975

Other
suggestions
about timing

September - October, 1975

Internal revision of budget
for 1976 developed by Novem-
ber, 1975 and presented for
information to the Board,
May, 1976
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177. As we have already mentioned, another area where our sur-
vey has been far from searching concerns Public Information and
Fund-raising and the related activities of National Committees
and Greeting Cards. Oour discussions have suggested a closer in-
tegration of the units concerned and the early appointment of a
member of the executive team to achieve this; until this jg done,
it will be difficult to develop coordinated guidelines for these
important areas. An aspect to be covered in dialogue between
this unit and the field is how to improve the support to be

given by the field to an integrated program.

Cost Consequences of the Implementation of the Survey

178. In the request for a survey there was also included a
question asked by the Committee on Administration and Finance
about the level of the Administrative Services and Program

Support Budgets. We assumed that this meant that the Board
“wanted us to comment on possible savings.

172 Our work has given some tentative answers to this ques-
tion. We thus share your concern that may be too many resources
in the field are used to satisfy headquarters, that some re-
sources in the regional offices are not adequately used, and
that simplification and improved coordination could make it

possible for a leaner headquarters to do a better job.

180. But these savings are limited and at the same time there
are obvious needs to strengthen your organization. Some of your
field and headquarters units are overworked. The situation is
particularly serious in areas where the regular program work

has to be combined with involvement in emergencies. Our sug-
gestions regarding improved personnel administration training,
etc., will require added resources for efficient implementation.

The emphasis we have put on personal communication will require
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for their implementation not only a new approach to the plan-

ning of regular and ad hoc meetings, but also a larger travel

budget.

181. After this careful examination of the work of UNICEF, we
must thus conclude that we have been able to make a number of
proposals that will increase the efficiency of the organization
and the quantity of productive work, thus reducing the amount

of staff that would otherwise have been requested. However,

apart from minor suggestions given to you, we have not found
superfluous posts that could be abolished. We also understand
that the present financial situation with a great increase in

the need for child relief and a less than proportionate increase
in UNICEF resources has led you to prepare a budget for 1976 with-
out a net increase of international posts, which means that some
necessary increases of resources are met by transfers of functions
from where they are less‘urgently needed. We are convinced that
you will find your new organization and the administrative sys-
tems (including the unitary budget) a useful instrument for

ontinuing such reallocation of your resources.
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APPENDIX I

OVERVIEW MANAGEMENT SURVEY OF UNICEF

Request for presentation

With the approval of the Executive Board, the Executive
Director of UNICEF is seeking the services of a management
consultant firm to make an overview survey of the UNICEF
organization during 1973.

From this survey UNICEF hopes to get help in laying
down lines for the development of its organizational struc-
ture for the next 5-10 years. UNICEF has been assisting
projects in developing countries for 25 years. During re-
cent years there has been a notable strengthening of admini-
stration and infrastructure in many of these countries and
they are assuming a much greater responsibility for the pre-
paration and implementation of the projects and services
UNICEF is assisting. This is one of the reasons for re-
examining UNICEF's pattern of delivery of its services.

It is also expected that UNICEF's assistance will con-
tinue to expand. In the nine years 1965-74, UNICEF's ex-
penditure will have increased 300 per cent and the real value
of the assistance delivered will have increased by approxi-
mately 200 per cent. Over the same period there has been an
increase in the number of administrative posts by 33 per cent
and of programme support*/ costs by 37 per cent. The organi-
zation feels a shortage of staff under its present organization.

The survey should suggest opportunities for improvement
so that UNICEF may secure more benefits for children for each
unit of money and time spent. This would require a study of
activity for the implementation of UNICEF's objectives ranging
from Headquarter's operations, regional operations and country
programming assistance done to resulting benefits to children
at the village level. It should examine the centralization/
decentralization issue as between Headquarters and field of-
fices. The present view is that we need guidance to achieve
a more effective decentralization.

If more than one option is presented for any major as-
pect of organizational development or change, we would expect

4

~ See definition in Budget estimates.

-87-~



-qa(-

an analysis of the pros and cons for each. A single recom-
mendation for each issue examined is not necessarily assumed,
from our point of view.

In addition to examination of the organizational struc-
ture, this requires some consideration of long-range recruit-
ment and personnel policy, training of personnel, geographical
distribution; and how best to achieve such objectives as the
engagement of more women in the higher echelons of the staff,
the greater employment of national staff in countries and the
use of volunteers.

The Committee on Administrative Budget has also asked that
the survey should examine the justification for the separation
of administrative and programme support costs*/ and their re-
spective definitions and the level of these costs in relation
to the workload.

The direction of the study would be the responsibility
of the consultant firm. UNICEF is prepared to provide 2-3
staff members from Headquarters and the field to assist the
study team, if the consulting firm so desires.

*/

~ See definition in Budget estimates.
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