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Introduction

On the request of the Development Operations Coordination Office (DOCO), coordination officers
from the 8 pilot countries (Albania, Cape Verde, Mozambique, Pakistan, Rwanda, Tanzania, Uruguay
and Vietnam) wrote down the experiences from the pilot countries in this Lessons Learned Paper.
The lessons learned are not structured according the 4 pillars of the Delivering as One UN (One
Programme, One Budgetary Framework, One Leader and One Office) since several of the lessons
learned are linked to more than one of the pillars.

From the start, we agreed not to add specific country examples. Although we do not want to change

the ‘one size does not fit all’ phil osophy that
all agreed that the challenges we are facing are similar in nature. However it should be clear that

solutions will not always be the same. Certain lessons may better apply to some types of countries,

such as crisis, post crisis, least-developed countries, and middle income countries. Even though we

had different solutions to a challenge, we come up with similar lessons learned. It can be envisaged

to add or link concrete examples of countries to this lessons learned paper.

More importantly however, we strongly encourage DOCO and the UN Headquarters to use this
l essons | earned paper to develop clear gui danc
Programme’ , how to organize joint procurement,
learned paper together with several guidance notes can form the start of a handbook for countries

who would like to start up the process of Delivering as One in their countries. The lessons learned

will give them an overview of the anticipated challenges they will encounter in their country,

whereas the guidance note will give them the technical guidance on how to develop a certain

product.

Although this paper has similarities with the stocktaking reports, we believe that this paper has the
advantage that the lessons learned are structured more coherently. In addition they are common to
all 8 pilot countries. The stocktaking reports however remain an important tool to identify specific
challenges to the reform.

The lessons learned outlined here intend to reflect the experiences of eight different countries
aiming at providing solutions for creating better cooperation possibilities. Even if these lessons
learned could be taken as recommendations of a possible way forward, it is obviously not the only
possible one. However, the changes described here have proven to be effective.

Goordination Officers from Albania,
Cape Verde, Mozambique, Pakistan,
Rwanda, Tanzania, Uruguay and Viet Nam
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1. Ensuring programme simplification, coherence and harmonization.

Developing a sound and strategic One UN Programme poses a number of challenges:

a) Whatever the entry point (UNDAF roll out or in the midst of UNDAF cycleyelogiag a One
UN Programme, people are challenged to change their own mindsets and many years of
consolidated behavioural practices. There needs to be a genuine willingness and readiness to
change the way we have been used to doing business;

b) The processaeds to be staged right so as to ensure both inclusiveness and strategic focus by
adopting a participatory programming approach;

¢) Inclusiveness, nevertheless, cannot come at the expense of strategic focus and change.

Following is an attempt to outline the lessons learned in addressing these challenges.
Lessons Learned:

a) Starting the DaO process at the same time as the UNDAF is rolled out effectively simplifies the
programming process, ensuring increased strategic focus, programme coherence and improved
alignment to national priorities.

b) The UNDAF, One UN Programme, CPAPs and CPDs need to be integrated in one single document.

c) Starting the DaO process once the UNDAF planning process is completed and CPAPs/CPDs
approved can ensure synergies among CPDs, gitdiecus of AWPs and alignment to national
LINA2NAGASA FNBE AYLINRPOSR o0dzi R2SayQi Fftft2g¢ LI I
critical is to ensure the promotion of sound results based joint programming in order to make
optimal use of resages and capacities available according to a clear division of labour and
comparative advantages.

d) Ensuring resident antlon Resident Agenc@s A y Of dza A Sy Saa Ay (G(KS LINE
olflyOSR o6& G(KS ySSR (2 Sya&adzNBcelINPINI YYSQa aiN

e) The UNCT needs to assess capacities available to deliver on the programme and ensure adequate
capacity is mobilized to deliver on the programme.

f)  The One UN Fund mechanism is a key driver of programme coherence (also chapter 3)

g) M&E and results based anagement culture and tools need to be strengthened to ensure
programme coherence and strategic focus.

h) A functional and effective governance architecture is another critical driver for ensuring
programme simplification, harmonization and alignment (segtfia2)

a) Starting the DaO process at the same time as the UNDAF is rolled out effectively simplifies the
programming process, ensuring increased strategic focus and improved alignment to national
priorities

One of the early lessons learned from the pilot countries adopting the One UN Programme approach
is that from the perspective of reducing transaction costs for all stakeholders and ensuring
programme coherence, the development of the One UN Programme should ideally start with the
new programming cycle of the UN and thus also with the programming cycle of the country.

It facilitates ensuring that together with the joint definition of the high level strategic outcomes, the
UNCT also jointly decides how to programmatically address priorities according to a clear division of
labour. The process is simplified because agencies decide together priority areas of interventions,
before submitting these to the respective HQ for approval, and not the other way around as has
been the case in countries where UNCT had to develop a One UN Programme in the midst of the
implementation of the UNDAF.

Lessons Learned Paper on the Delivering as One UN — April 2009 6|Page



Nevertheless, simply assuming that developing a One UN Programme at the same time as the
UNDAF is being rolled out would automatically ensure more strategic planning is a misleading
assumption: most agencies by default will tend to adopt a ‘traditional’ UN approach to
programming, spreading thin across sectors, proposing unrealistic work plans and overly ambitious
budgets.

As illustrated in the chapters that follow, joint programming, peer pressure and mutual
accountability, sound governance and M&E mechanisms, the One UN Fund and performance based
funds management, an empowered RC with a UNCT with increased delegated authority, all
contribute to ‘enforce’ a more strategic and coherent programme.

b) The UNDAF, One UN Programme, CPAPs and CPDs need to be integrated in one single
document.

The UNDAF and One UN Programme should be part and parcel of one single document using all
elements currently in the UNDAF (except chapters such as situation analysis which are in the
national plans) but making the UNDAF an operational plan. The One UN Programme would therefore
articulate not only what the UN is intending to do (the traditional UNDAF), but also how it will do it.
The expectation is that one single document would replace CPDs and CPAPs or equivalent
documents as there is no added value in having a multitude of different documents, which only
increase transactions costs and the risk of fragmentation and incoherence, as long as key agency
specific accountability requirements are accommodated by a single strategic document and the key
principles and elements of a CCA/UNDAF are incorporated’.

Below is a graphic illustration of the key components to be included in the single document

Results M&E Matrix Activities, Partnerships, Align resources to
Matrix Resources Requirement results

UNDAF Outcome Indicators (Common Senvces and |
Agency Outcome Source Broad activities operations plan
Outputs Baseline Implementing partners Communications plan

J

Risks and Assumptions Annual targets Resources requirements P
id Effectiveness
One budgetary framework indicators, baselines and

M&E Plan annual targets
N )| § )

Annexes: UN Division of Labour, One Fund Mol and ToR, Criteria for Allocation of Funds, Governance mechanisms: JSC and JTF ToR and UN
coordination architecture, UNCT Code of Conduct

As indicated previously, and further elaborated in the chapter on the One Fund, central to the
development of a single document, is the alignment to both the national programming process and
cycle.

A challenge that still has to be dealt with and urgently addressed is the difference in the
programming cycles between Ex Com and specialized agencies.

! Pilots are working on developing an outline of the single document

Lessons Learned Paper on the Delivering as One UN — April 2009 7|Page



c) Starting the DaO process once the UNDAF planning process is completed and CPAPs/CPDs
approved can ensure synergies among CPDs, strategic focus of AWPsligmthent to
YEGAZ2YEFE LINA2NAGASA FNBE AYLNRBOSR o6dzi R2SayQid |

Pilots that had to develop a One UN Programme in the midst of the UNDAF cycle are testimony of
the challenges linked to ensuring a coherent programme is developed once individual agencies have,
based on a commonly agreed UNDAF, developed and approved agency specific country
programmes. A simple mapping of agencies specific planned interventions shows how ineffective is
the simple UNDAF instrument in ensuring programme strategic focus and coherence: fragmentation
and duplication, within a commonly agreed framework, tends to be the norm.

Developing a One UN Programme in the midst of an UNDAF cycle has not simplified the planning
process, but as allowed UNCTs to correct the inefficiencies of agency specific country programmes,
by, through a labour intensive joint programming effort, allowing the systematization and
redefinition of planned interventions based on a more clear and results based logic, therefore
fostering greater coherence and much better programmatic synergies than would have been the
case in a no-One UN Programme context.

Key to the process, in all pilots, has been a thorough and not simple joint programming process. The
outcome of this process has resulted in different programmatic tools: some pilots chose for strategic
purposes to develop a set of priority joint programmes; others to ensure joint programming through
Programme working groups. Whatever the solution adopted, the objective has been in each case to
‘enforce’ increased coherence and results based planning though joint programming

Through joint programming UN agencies were ‘forced’ to work together within well structured

coordination governance mechanisms (see further in chapter 2). Moreover, the potential access to

resources which could only be deployed for interagency activities also acted as a positive incentive

towards collaborative work. Wor ki ng t ogether has hel ped UN agen:
mandate, to understand the capacity of each other and learn in which areas other agencies were

active (both sectors and geographical areas). By planning together duplication between activities of

UN Agencies have been substantially decreased, and synergies between UN activities were

increased. In several instances, UN Agencies withdrew from some activities because it was jointly

agreed that other UN agencies were better placed to work on these activities. Strategic prioritization

was thus further strengthened in the course of the programming cycle.

The common objective of joint programming, across all pilots, has been to ensure that all activities
to achieve the results as anticipated in the UNDAF are planned, monitored and evaluated together.
Implementation should not necessarily be done jointly as long as monitoring mechanism are
developed adequately so that the progress, challenges and opportunities of the individual UN
Agency implementation is fed back again in the UN System Wide process or joint programming
process.

d) Whatever the entry pait it, it is critical to ensure the promotion of sound results based joint
programming in order to make optimal use of resources and capacities available according to
a clear division of labour and comparative advantages

The overall purpose of developing a One UN Programme is to establish a programmatic framework
that ensures that the UN is delivering results in a coordinated, coherent and effective manner. The
One UN Programme is thus an instrument for ensuring the UN compliance with the Paris and Accra
agendas. The One UN Programme substantially enhanced:
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vi.

Vii.

viii.

Alignment with National Priorities: joint programming in the framework of the DaO process has
meant shifting substantially programming from being supply driven (based on priorities and
interventions decided by the UN) to being demand driven (with priorities et by the Government
and interventions jointly agreed) ;

Transparency for the government, for the development partners, for civil society and for UN
Agencies: In one document, all stakeholders have a concrete, clear idea what the UN will be
doing during the next programming cycle and how;

Predictability: there is a clear overview of activities, expected results and expected budget
(budget on plan);

Simplification: Government only needs to sign one document instead of several documents
which creates a heavy burden on the ministries that are forced to read and advice the minister
on all documents. Also joint monitoring and reporting decreases the burden on implementing
partners;

Accountability: there is a better division of labour within the UN. UN agencies are working in
those areas where they have the capacity, the comparative advantage and the mandate and are
clearly accountable for the results achieved;

Efficiency (reduction of transaction costs): Joint programming has clearly meant an increase of
internal UN transactions costs with an increase in time and resources spent in coordination, but
such cost increase needs to be assessed against the expected benefits in terms of improved
development impact. Furthermore, transaction costs with external partners, Government and
Donors, have substantially decreased, ensuring more transparent and streamlined
communication, decision making, monitoring and evaluation.

Aid coordination: the system representanoppor t uni ty to systemat.
the national aid coordination and management architecture;

Synergies and strategic focus

Better use of resources

Be it at the beginning of a new UNDAF cycle, or in the midst of it, developing a sound One UN
Programme requires going through a thorough prioritization process.

In designing a coherent and strategic programme, once identified with Government the priority
areas of intervention, agencies need to divide labour among themselves according to some rather
objective criteria:

- Capacity: does the UN as a whole and through specific UN agencies (and which ones) have
the capacity in a certain sector (both in terms of ability of financial delivery and in terms of
knowledge/expertise easily available)?

- Comparative advantage: does the UN as a whole and through specific agencies have the
comparative advantage to be present in a certain sector (in some areas another donor can
be better placed to implement programmes — division of labor with the other development
actors in a country)

- Mandate: is it in the core mandate of the agency to be present in a certain area?

Devising a solid and streamlined division of labour based on the above criteria is not an easy process.
It requires courage of senior management to pull out from certain sectors where presence makes
programmatically little sense but that might be politically important for ‘visibility’ purposes
(challenging therefore HQs). It requires the humility of acknowledging limited capacities in certain
sectors. It requires the ambition to ensure the UN is focusing on those sectors where it can make a
lasting difference. It requires changing mindsets and stop doing business as usual.
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As will be illustrated more in detail in chapter 2, making difficult decisions requires having an RC and
UNCT empowered enough to decide change.

e) Ensuring resident andNon Resident Agenci€s Ay Of dza A @Sy Saa Ay (KS
olflyOSR 6@ GKS ySSR (2 SyadzZNB3 LINPINI YYSQa

Including all agencies in the joint programming process has also meant ensuring that inclusiveness
did not come at the expense of strategic focus. As pointed out above, critical to ensuring a coherent
programme, strategically focused, has been to establish a solid division of labour between agencies.

Through a intense process, agencies need to gain consciousness of the value added they can
contribute in a given context and prioritize areas of interventions based first and foremost on
capacities available (see below) and comparative advantage vis a vis partner agencies and the
broader devel opment partners’ communi ty.

Ensuring focus and coherence has meant making tough decisions, with agencies agreeing to
disinvest from certain sectors where their contribution was assessed as being minimal, to focus
resources and human capacities in sectors where their value added was clear.

Critical in ensuring programme coherence and focus has also been the access to resources available
through the Non Resident Agencies: NRA have proved both a potential incredible asset to the UN
system, but also a threat to implementing the principles of coherence and alignment to national
priorities.

In most Dao pilot countries, the UNCTs have experienced increased attention from NRAs expressing
interest in being further engaged in the UN Reform process. In some countries this has led to a
number of Non Resident Agencies establishing one man desk offices with the aim of upgrading their
agency involvement and interaction with the UNCT. While country presence definitely facilitates for
more direct communication, this has not necessarily contributed to more capacities available to the
system, contrary to the stated principles of strategic prioritization, increased capacities and cost
effectiveness.

In the joint programming process, the pilots have tried to map, better understand and forge
communications with some NRAs to harness and identify their possible support into the One UN
Programmes. Whereas before there was no One UN Programme, only a UNDAF did not ensure the
active participation of the NRAs in the programming processes.

To ensure that NRAs be engaged strategically, some criteria can be applied: (i) participation in
previous UNDAF; (ii) Can the NRA respond to a specific new and explicit request from the
Government for assistance?; (iii) Is the NRA willing and capable of mobilizing the required expertise
to contribute to the joint programming (development of the Programme)?; (iv) and then, most
importantly, Is the NRA willing and capable of implementing the One UN Programme through
technical and/or policy expertise? Moreover, the RCO can provide the neutral space needed to
ensure NRAs are duly included and their expertise taken into account.

f) The UNCT needs to assess capacities available to deliver on thgrgsmme and ensure
adequate capacity is mobilized to deliver on the programme.

In the broader context of the DaO change management process, to ascertain the actual human

resources capacity to deliver on the new One UN Programme, most pilots have carried out an
assessment exercise across agencies.
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Notwithstanding challenges linked to the assessment methodology (the methodology has to be
tailored to the context and specific needs of each UNCT), the capacity assessment exercise was an
important building block of the change management process, providing the UNCTs aggregate data to
be used as the basis for deciding on required HR/skill mix changes.

What was learned through the process and its outcomes is that: (i) in general it is a rather complex
and labour intensive process to gather and analyze information on HR as there is no harmonization
between agencies in post classifications/JDs, and that therefore agencies need to agree on common
definitions in order to allow a comparative analysis (ii) furthermore, HR tends to be a very sensitive
area where agencies, especially HQ, tend to resist fully disclosing information, thus agencies need to
agree at the inception stage on what kind of data will be gathered; (iii) the UNCT needs to define at
the stage of planning the assessment what it expects from it and most importantly how it intends to
follow up on the assessment; (iv) staff can easily perceive the process as a threat and therefore clear
communication and transparency in the process is critical.

Deciding on the timing for carrying out a capacity assessment is also important. Pilots, based on the
experience, tend to agree that a capacity assessment, at least a light one, is more useful if done at
the beginning of the planning process, as its outcomes can be internalized in the definition of the
One Programme, helping devising realistic plans, while at the same time an HR strategy deriving
from the results of the assessment can be built in the One Programme itself.

The results of the capacity assessments finalized so far provide a mirror picture of distribution of HR
capacity per functional categories. What the data shows is that in most cases, only one pilot seems
to be the exception, HR are distributed clearly reflecting a business model based on a highly
projectized approach to development assistance.

Making use of the results of the capacity assessment is proving to be most challenging. Attempts to
follow up HR set ambitions or targets by developing a joint mid-term HR strategy have so far failed,
demonstrating a clear difficulty for the UN to plan changes in staffing, skills mix or organigramme
beyond the very short term.

The biggest challenge to defining a mid to long term HR strategy at country level derives from: (i) a
lack of a medium to long term vision of structural changes that will take place in the UN system; (ii)
short sight planning capacity (very difficult to define programmatic objectives beyond the current
planning cycle); and (iii) the fact that staffing configuration at country level is directly linked to
agencies' business models (rules and procedures) and often decided in HQ.

Nevertheless, it still appears possible to shift skill mix, reducing programme management to

advisory/TA ratios, by:

- Reshaping the UN's portfolio of programmes to create a mix with much greater average
programme size;

- Reducing the requirements for national programme management, and maximise the genuine
use of national systems by limiting UN-specific requirements;

- Streamlining programmes to reduce workloads on participating agencies requirements;

- Shift towards support for sector strategies and use of basket funding mechanisms, where
consistent with maintaining or increasing development impact.

Lessons Learned Paper on the Delivering as One UN — April 2009 11|Page



g) The One UN Fund mechanism is a driver of programme coherence (seeecl®pt

The One Budgetary Framework, with the One UN Fund as an important innovative tool, constitutes a
strategic tool asitallowsa nd ‘ theAgahaestd coordinate their work. The One UN Fund has
been a critical driver of joint programming.

Lessons learned on the One UN Fund are capture in chapter 3.

h) M&E and results based management culture and tools need to be strengthened to ensure
programme coherence and strategic focus.

Central to building a strategic One UN Programme is strengthening in the UNCT the culture of results
based planning and management and devising an effective M&E set of tools able to ensure to proper
monitoring of progress on process/aid effectiveness and development results.

Only the application of RBM principles will allow devising a programme with clear, SMART and logic
results, according to a sound division of labour.

Joint programming in the framework of DaO has allowed promoting such a culture, building internal
capacity for RBM, ensuring greater transparency and mutual accountability and allowing Results
based decision making.

Critical is to build a solid M&E architecture, an effective set of performance based indicators to guide
programming and funding decisions (see chapter 3): a system that enables the correction over time
of inefficiencies, fostering greater programmes effectiveness.

Furthermore, joint programming has meant also joint reporting, which in turn has allowed a
reduction of transaction costs for Government and Donors, yet has not fully achieved the potential
of simplification for the UN, as agencies are, regrettably, still required to submit agency specific
reports (with a consequent increase in the actual reporting transaction costs for the UN).

A critical challenge all pilots are still facing is the linking of the M&E framework to national tools
therefore limiting the UN capacity to effectively using national reporting tools and indicators.
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2.

Ensuring the appropriate governance mechanism to enable national
ownership and effective interagency cooperation.

Overall lessons learned

a)

b)

Well functioning governance coordination mechanisms are crucial to enable joint programming
whichin turn enables simplification, harmonization, alignment, transparency, as argued above.
Government leadership anghtional ownership are increased through appropriate governance
systems however real government ownership is difficult to achieve and has the risk to be limited
to the central ministry responsible for aid coordination and does not go through the line
ministries.

In addition to government, engagement of donors is crucial for the DaO process, to ensure
coherence and for the implementation of the One UN Programme.

An empowered Resident Coordinator and UN Country Team are crucial to give guidance to the
DaO process and implement the One UN Programme.

Programme Coordination Grodpsre critical for planning, implementation, monitoring,
reporting and evaluation.

Decision needs to be taken at the appropriate level. A well functioning delegation of authority
between the dferent coordimtion mechanisms is crucial fionplementation.

Civil Society is a key partner and must be on board during the whole process, in order to

guarantee the participation of key stakeholders.

Well functioning governance coordination mechanismare crucial to enable joint
programming which on their turn enables simplification, harmonization, alignment,
transparency, ... as argued above.

The UN has historically had a fragmented approach to its internal work. Generally, each agency
developed its own programmes and coordination was limited to an ad hoc approach. This internal
separation between UN Agencies was reflected in the interaction with the national partners and the
other development partners resulting in bilateral contacts, unstructured discussions, duplication or
contradiction in messages, different monitoring and evaluation. The Government rarely had a
complete picture of the assistance that the UN provided at the country level. Even rarer was an
understanding of what the UN system as a whole had to offer to the country across its broad range
of mandates and capacities both in country and non-resident.

A structured, joint management and coordination mechanism helped to organize the internal
working of the UN and to increase a transparent view towards external stakeholders as we will see
below.

b)

Government leadership and ownership are increased through the appropriate governance
systems howevecomprehensive governmerdwnership is difficult to achieve and has the risk
to be limited to the central ministry responsible for aid coordination and does not go through
the line ministries.

- National leadership and ownership are critical;
- Involvement of line ministriess crucialbut has not been achieved easily and appropriate
mechanism are th&fore needed;

2 Programme Coordination Groups in this LL paper are covering groups with identical names such as (strengthened) UNDAF Theme
Groups, Programme Working Groups,
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- TheComposition of the Steering Committeesies between pilots but witbommonalities in
terms ofthe presence of the Government and the UN;

- Simplicity in the coordination mechanisms can facilitate understanding from the Government
and avoding extra burden on the Government.

Ensuring national leadership and ownership is a critical element in the UN Reform agenda. In all pilot

countries government leadership and ownership have increased although with a different degree of

success and many challenges. In most pilot countries Steering Committees have been set up to

engage government in the process of DaO and give the responsibility to advance UN Reform by

providing effective and regular oversight to the process, defining the overall strategic vision of the

UN' s development assistance to the country with
UN Programme and the prioritization process.

The establishment of well functioning, operative and proactive Steering committees is a key
component in the DaO system at country level. Crucial in the installation of the Steering Committees
is the Government deciding on the composition and the participation in the Steering Committees.
Line ministries should be involved actively in the Steering Committee if their thematic area is
covered by the One UN Programme. This can either be done through real participation in the
meeting or by ensuring that effective communication mechanisms are set up through which the
discussions and decisions of the Steering Committee are being communicated to ensure that the
different line ministries do not each advocate support from individual UN agencies. On the other
hand it is the responsibility of the individual agency to refer to the Steering Committee when their
support is requested. In most of the pilot countries it has proven a challenge to ensure Government
involvement beyond the central ministries. In this context, discipline in strictly communicating to the
line ministries through the PCG mechanisms should be observed by all UN agencies.

The choice of the government participation of the Steering Committee should be done by the
Government itself and take into account the above. Membership differs from country to country
with government and the UN as fixed members. In some countries also donors and civil society have
been engaged (see further on donor engagement). In other countries additional fora have been
established to allow for involvement of all stakeholders, leading to sometimes more complex
management systems that could be perceived as confusing and contrary to the intentions of UN
Reform which might put additional workload on Government in terms of preparation and
participation.

It should be noted that the establishment of a well functioning steering committee under sound
government ownership does not in itself lead to national ownership. Additional and expanded
mechanisms with participation of all stakeholders and the public at large could also be considered.
Furthermore, in some pilots, providing the Government with the ultimate authority to decide on the
allocation of resources from the One Fund as proved as an effective instrument in ensuring
government ownership and leadership, allowing Government in defining priorities using the funds
allocation tool.

Depending on the size of the country, the issue of implementing UN Reform beyond central level to
also reach government structures as decentralized level is considered critical if UN Reform is to fully
achieve the desired impact. Planning a DaO process should carefully take this issue into
consideration.

Those pilot countries adapting the Joint Programmes clearly experienced enhanced government
involvement in the programming and planning of the UN.
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¢) In addition to government, engagement of donors is craicfor the DaO process, to ensure

coherence and for the implementation of the One UN Programme.

- Donors are a crucial stakeholders in the DaO process and the implementation of the One UN

Reform both at country and HQ level;

- Donors need to be included ihet coordination mechanisms to ensure involvement at all

levels;

- Support from donors is not only linked to financial support but also to political support and

pressure;

- Donors also need to be presented as one to ensure clear guidance (donors principle of

engagement are very helpful);
- Resident Coordinator as chair of the UNCT is the main interface with the donors.

Since the beginning of the DaO process, donors have played a critical role to push the reform
process both at HQ level (since they sit in the governing boards) as at country level (depending from
country to country). The reform process is as such also a result of the criticism of many donors to the
UN being too bureaucratic, too fragmented and too costly. On the other hand before the DaO,
fragmented donor behaviour, both in terms of mixed messages that are being expressed at
corporate level and actual support given at country level as well as differences in support from the
same donor on a country to country basis, did not facilitate a harmonized perspective on what the
perception of the UN is. In addition, fragmentation of the UN at country level was increased through
earmarked funding for specific projects.

The way donors have responded i s bot h néngal
resources on top of their normal contributions to the UN. To engage with the donors the pilot
countries have set up different mechanisms to ensure the active participation of donors in the DaO
process. First of all through a joint and more effective communication strategy (see further) but also
through participation in steering committees or other fora that oversee the implementation of the
DaO process.

The funding of the One UN Programme has been done through the One UN Fund and was
unearmarked which is an important shift in trust from the donors allowing the Government and the
UN to allocate according to identified strategic national priorities areas where UN have a
comparative advantage vis-a-vis other development partners. Donors also experience lower
transaction costs through the use of the One Fund and is generally based on the assumption that UN
effectiveness will increase. However, it should be noted that not all donors are ready to use this
funding modality and as a consequence thematic earmarking at programme outcome level has been
accepted in some of the pilot countries. Earmarking of funds at any level below outcomes should be
discouraged as it would be counterproductive in terms of reducing fragmentation and enhancing
programme coherence.

Central to the process is also the need for donors’ ¢ 0 h dnr neost pilets donors have been
responding very actively to the call from the UN that the One UN set up should be mirrored by a
donor group that operates as a cohesive* On e UN D o ritg which sgeaksnautsiand works
message on the need, objectives and instruments for UN reform is essential. In those countries,
donors have provided un-earmarked, multi-year contributions through the One UN Fund, with
allocation left to the discretion of the UN and/or Government.

There are also positive examples of donors carrying out Joint Donor Assessment of the One UN
Programme and donors signing on to a joint Donor Principles of Engagement where donors align and
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behave according to some agreed principles of support e.g. on providing significant un-earmarked
funding and avoid continue bilateral contributions to the UN agencies. In addition, in those
countries, donors have worked closely with UN to develop a results framework and a set of critical
success factors against which to measure progress with UN reform.

Important to note is that the main contact person for the donors is the Resident Coordinator and not
the individual agencies. The Resident Coordinator will mobilize the resources for the One UN Fund.

d) An empowered Resident Coordinator and UN Country Team are crucial to give guidance to the
DaO process and to implement the One UN Programme.

- Without empwered RC, reform will be difficult to achieve;

- There is willingness at country level to entrust the Resident Coordinator to take up the role of
the Leader of the UNCT but this is yet legislatedat HQ level (M&A framewordnd revised
MDTF template docuentsdo not completely reflect the work done at country level);

- Resident Coordinator needs have the authority todecide on the use of resources of the
OneUNFund ¥ O2yaSyadza Ol yQiitiSesshdidl © KrSirRe thaythe( K S
capacityto ultimately decide on the allocations and decisions on the use of funds are also
reflected in the legally binding documents such as the M&A framework and MDTF
documents and not only in the job description.

- Accountability and reporting of Agencies in relatim programmatic results needs to be
clearly defined.

- The absence of a solid accountability framework with regards to the achievement of common
results in relation to the RC and UNCT members create conditions that are too dependent on
individual persondties rather than on institutional mechanisms.

- Firewall and appointing a CD for UNDP, has contributed to a more transparent process
however this does not automatically lead to an empowered RC.

The establishment of a RC System with a formally empowered One Leader is widely considered a
prerequisite for the successful implementation of UN Reform and a critical element on the DaO
agenda. A One Leader is critical to strengthening the coherence, effectiveness and efficiency of the
UN at the country level. Without leadership by the UN Resident Coordinator, and system-wide
ownership of the Resident Coordinator system, incentives for better coordination remain limited. At
the same time, the leadership issue is still viewed as one of the most contested pillars of the DaO.
The management of the RC system is not clearly defined and lacking in formally instituted
mechanisms to effectively enable RC leadership and authority for coordinating UN assistance and
results. Furthermore, support to a RC system with an empowered RC has been uneven in terms of
commitment by UN agencies, both at corporate and country level. There is an absence of a solid
accountability framework with regards to the achievement of common results in relation to the RC
and UNCT members. Finally, the firewall issue with respect to the dual RC/RR function created
conditions that were not conducive to a neutral leadership role by the RC and upheld by UN
agencies.

In specific terms, the empowered RC system is being challenged by:

- The fact that the RC has no direct authority over representatives of other UN agencies. The RC
has no say in recruitment, assignment of tasks and responsibilities or performance evaluations,
and therefore must rely on moral suasion to influence the work of the other UNCT agencies. The
RC is less a manager than an advocate for UN coordination and cooperation.

- RC"s being forced to rely on mor al persuasion

too dependent upon the good will of individual agency heads and personal relationships
between the RC and his senior colleagues.
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The end result is that the UN is unable in many cases to speak with a single voice, to the detriment
of the organisation’s influence and effectivenes

The concept of the ¥mpowered leaderQis being developed in all DaO countries where the
leadership role of the RC has been expanded in scope and deepened through a number of
institutional mechanisms and instruments which are formally recognized and agreed upon by the
UNCT. With a view towards enhanced RC system governance, these instruments serve to better
clarify on the roles, responsibilities and functioning of the UNCT as well as to address the firewall
issues.

In line with the UNDG Management and Accountability Framework and broad based ownership of
the RC System, the concept of mutual accountability has been integrated into the DaO agenda as a
core principle with a clear definition in terms of the respective RC and UNCT responsibilities and
accountability for UN system work. Additionally, the RC and UNCT performance appraisal further
reinforces the concept of mutual accountability. However, experience at the country level shows
that programmatic accountability and reporting of Agencies needs to be further developed and
reflected into the existing instruments in order to establish an institutional structure and make it less
dependent upon individual personalities.

These instruments serve to better clarify on the roles, responsibilities and functioning of the UNCT as
well as to address the firewall issues. The following elements are generally being recognized as being
essential to have a truly empowered RC:

- Recognized as the designated representative of the Secretary —General and leader of the UNCT

- Representative of and provides strategic leadership to the United Nations Funds and
Programmes and of any Specialized Agencies who may wish to so designate, including NRAs.

- Represents the Funds and Programmes and any participating Specialized Agencies at the level of
Head of State or Government, including agency colleagues where issues to be discussed are
related to their mandates.

- Leads strategic planning and high level policy dialogue.

- Responsible for monitoring the performance of the UNCT in delivering UNDAF results and
reporting.

- Supports resource mobilization for the UNDAF and other UN plans.

- Ultimately decide on the use of resources of the One UN Fund.

- Guides the development of a shared communication strategy and plan.

- Guides the development and management of the DaO, including harmonization and
simplification.

- Provides inputs on UNCT member performance appraisal based on their support to UN system
work.

- RCis able to draw down on the assets of the other UN Agencies.

Firewall

The appointment of a CD in all DaO countries has been found beneficial in providing as an
institutional firewall between the RC and RR functions, leading to a strengthened RC leadership role.
Through the appointment of the CD, the RC has been freed up from UNDP to focus on the DaO and
other UN coordination work. This separation of responsibilities has also led to an enhanced
perception of neutral RC leadership by UN agencies. As other Directors or Representatives of an
Agency, the CD has, in addition, shared responsibilities regarding the DaO initiative.
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It should be noted, however, that while de-linking the RC & RR functions will free up time for the RC
to focus on DaO, it does not necessarily entail an empowered leader. Only if a RC system where
authority and decision making power is formally transferred from UNCT members to the RC is
established will this be the case.

In all pilot countries a delegation of authority has been signed between the Resident Representative
and the Country Director. Since legal representation is still in the hand of the Resident
Representative, accountability remains at the level of the Resident Representative resulting in a
system that is based on good personal understanding between the Resident Representative and the
UNDP Country Director. If this is not present, the Resident Representative ends up taken too much
of his time on UNDP issues instead of UN issues.

Capacity of the Office of the Resident Coordinator

- A critical and specialized mass of staff in the Office of the Resident Coordinator is crucial to
ensure the good working of theoordination mechanism. Quality of staff is probably more
important than quantity.

- There is a need farapacityand processes which serve to enhance the overall functioning of the
UNCT and Ri€adership as well as sufficient RC support capacity in orddfectively perform

Capacities and resources in RCOs are generally considered to be insufficient to meet to the
increasing demands for coordination work that a DaO process entails. The responsibilities that are
placed on the RC and his office by the DaO reform have significantly increased.

An office of the Resident Coordinator needs to be composed, at least, with the following persons:
Head of RCO/Advisor on reform, a planning and M&E specialist, a communication officer and a (NRA)
Coordination Officer. A Common Services Coordinator is required at a temporary basis since this
function is limited to the instalment of the new common systems. A big challenge is the sustainable
funding for these and other technical support posts in the Office of the Resident Coordinator
currently being a combination of UNDG funding, UNDP funding, donor funding, other agency
funding, etcetera.

To ensure that the Resident Coordinator can take up its leadership role and to ensure that
coordination mechanism are facilitated in an effective way providing services to the UNCT (both
Resident and Non-Resident), a critical mass of staff in the RCO is needed. While there should be a
clear division of labour and agencies are responsible for the functioning of the Programme
Coordination Groups (see below) it is essential to have an RCO fully equipped to face the workload
increase and the needs that arise as a result of the reform process. This is particularly so in countries
where Agencies are relatively small and do not have enough human resources to supply for the RCO.

The capacity building/strengthening of the RCO with a highly professional, technical and
programmatic profile should also be thought in terms of the characteristics of the country. In fact, in

mid developed countries, most of the UN’s Agencies were not
or assigning technical human resources to the RCO. On the contrary, these Agencies expected to

receive support from the RCO for the tasks they had to assume in the DaO pilot experience. This

means, in countries where Agency capacity is small, like in mid developed countries, the RCO
provides a variety of services to the RC, the UNCT, and non Resident Agencies.

To address the increased RCO workload and level of responsibility in the DaO countries, the RCOs

have played a critical role and in some cases have expanded their capacity through staffing
arrangements in order to better meet the demands. In addition to the RCO, a number of DaO
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countries have institutionalized agency led capacity support arrangements for certain functions
and/or contributed to cost sharing arrangement for the hiring of additional RCO staff.

In addition to the quantity the quality of the RCO is key. Highly qualified staff is needed to
coordinate and engage the UN agencies in the joint programming and the DaO process. Coordination
staff needs to be more than just note takers, it also needs to have technical and strategic capacity.

UNCT

- Empowered RC does not work without empowered UNCT;

- Building mutual trust anteamspirit are a prerequisite t@ successful changeocess;

- Several country led instruments have helpedatthieve a better division of roles,
responsibilities and accountabilities between the different stakeholders;

- Clear delegation of authority betwnedifferent stakeholders is crucial for timely
decisions.

As motivated above, a strong empowered Resident Coordinator is a prerequisite to achieve the
results, however an empowered UN Country Team is as important.

To have an empowered UNCT, building mutual respect and team spirit is a priority and the role of
the RC to facilitate this and make this happen as well as the responsibility of every UNCT member.
Mutual respect and team spirit grows in a UNCT and the RC plays herein an important role. However
several tools can accommodate and structure the working arrangements of the UNCT, including
strengthening the RC leadership. Pilot countries have developed and tested a number of models
including such instruments as codes of conduct, UNCT core principles of interaction, MOUs and
UNCT terms of reference. These instruments ensured a better working method, a better division of
labour, greater transparency, awareness and ownership of common agendas. Although these
documents are not legally binding and are country led (thus differing between pilot countries), this
has resulted in better working relations defining the roles, the responsibilities and accountabilities of
the different stakeholders and how these stakeholders interact with each other. However, the not
legally binding nature of these documents is a concern: as stated before, to establish an institutional
structure is key to ensuring the role of the RC and UNCT are institutionalized and not depended
solely on individual personalities. So it goes in many ways further then only the role of the RC but
also the UNCT, the Programme Coordination Groups, the Operations Management Team, ...

An important lesson learned is the fact that the UNCT is not responsible for taking every decision.
Some decisions need and can be taken by e.g. the Operations Management Team. Clear delegation
of authority from the UNCT to the appropriate levels is crucial to enable rapid decision making. On
the other hand the UNCT needs to be entrusted to take decisions before it is going to other levels,
e.g. the steering committees.

These country driven initiatives have also catalyzed and fed into the ongoing preparation of the
global UNDG guidance note on UNCT working relations and are further reinforced in the UNDG
Management and Accountability Framework wherein both the RC and UNCT are accountable for
implementation of the RC/UNCT code of conduct. How decisions were to be made, problems
resolved, and what the roles and responsibilities of the collaborators were, was often developed
informally and agreed to between the relevant parties. With the advent of the concept of the DaO
and the resulting need for the substantive and operational coordination of all agencies at the
country level, such issues of roles and responsibilities, dispute resolution and others such as
collective communication and accountabilities, all needed to be addressed explicitly and defined
clearly if the collaboration was to succeed. The basis for collaboration between the members of the

Lessons Learned Paper on the Delivering as One UN — April 2009 19|Page



UNCT has to be a clearly defined set of principles and clearly identified roles and responsibilities for
all members of the UNCT, the RC and the various Chairs and Co-Chairs of interagency forums that
will need to be appointed during the course of the DaO effort. Essential elements of such tools are
the clear delineation of authorities and decision making mechanisms. Mechanisms for
accountability, dispute resolution and redress should also be included as the instances where they
will need to be used will be frequent.

As a complement to the UNCT working relations instruments, in several DaO countries, a Dispute
Resolution Mechanism (DRM) has been put in place to address strategic common programming and
funding issues. The value of this mechanism is found in having a predefined agreement on how to
resolve disputes and conflicts as they arise. The defining features of such DRMs include an emphasis
on country level, win-win solutions, are not legally binding and designate the RC as the neutral
convener, where possible.

As a supplement to country specific DRM, DOCO prepared a generic DRM based on the following

principles:

- Any agreed upon process for dispute resolution should have UNCT ownership;

- Disputes should be resolved as soon as possible after occurrence;

- Regional or HQ intervention (as appropriate) will be sought only when country level mechanisms
fail to resolve the dispute, at the request of any of the parties involved in the dispute;

- Negotiation among the concerned parties to reach a mutually acceptable resolution is the
preferred modality;

- Dispute resolution processes and outcomes should engender UNCT trust. The DRM is a first step
towards reaching this objective, which needs to be strengthened so that RCs and UNCTs achieve
the objectives set in this pillar.

e) Programme Codlination Groups are the most important level and responsible for planning,
implementation, monitoring, reporting and evaluation.

- Programme Coordination Groups are the place to discuss planning, implementation,
monitoring, reporting and evaluation;

- PCGs Hped push forward the idea of division of labour avoiding duplication and
increasing synergies;

- Appropriate time needs to be ensured by all agency staff to work together in the PCGs
and therefore needs to be reflected in the individual assessments ofaffN St

- Coordination of the PCG needs to be ensured by a dedicated function;

- Programmes needs to have a link with Operations and this need to be reflected in the
coordination mechanisms.

Most pilot countries have introduced Programme Coordination Groups. These are groups that go
beyond the traditional UNDAF theme groups in terms of mandate, scope and responsibility. The
PCGs are essentially a modality to foster enhanced joint programming and coherence of UN
activities. PCGs are the central organism in the planning, implementation, monitoring, reporting and
evaluation of the One UN Programme. The PCGs have helped push forward the idea of division of
labour between the participating agency avoiding duplication and increasing synergies. Important as
seen above in the chapter on the UNCT is the definition of the role and responsibilities but more
importantly the levels of accountability (who reports to who?).

PCGs will be coordinating the implementation of a specific set of outputs from the One UN

Programme and in doing so, recommend what participating UN organizations would be best placed
to lead specific areas of work and eventually advise the UNCT on allocation of resources from the
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One UN Fund. The PCGs are diverse in the scope and complexity of the collective programmatic
work, requiring different inputs. The delivery of top quality international social, economic, scientific
and technical advice and assistance for implementation of the One UN Programme depends on
access to the full resources of participating agencies at national, regional and headquarters levels.
Where appropriate, Non Resident Agencies will contribute to the outputs of the One Programme,
working through participating agencies.

PCGs are composed of all UN Agencies involved in a certain One UN Programme Result Area (level to
be determined at country level) and are preferably led by UN Agency Representative and/or
coordinated by a high level UN Policy Advisor. The PCG leaders are accountable to the Resident
Coordinator and the UNCT for the coordination, planning and monitoring of the results of the One
UN Programme that the PCG covers. However, the actual delivery of the interventions will be the
responsibility of the UN agencies. Coordination of the PCG should be done by a dedicated function
(at least 50% of the time).

In some pilot countries, each PCG, together with Government counterparts, develop joint annual
workplans which provides an overview of the activities of the participating UN Organizations in
delivering the One UN Programme. The workplans identify what activities can be jointly
implemented or coordinated to increase harmonization and reduce potential duplication. On an
annual basis, PCGs will arrange for annual PCG Review Meetings with Government and all relevant
stakeholders to ensure that the draft PCG report and workplans is reviewed and commented by all
relevant.

The PCG structure introduces dual accountability, in which members of teams are accountable to
both the individual Organization and the PCG they are members of. Experience so far has shown that
this concept is not easily introduced as staff tends to focus on the priorities of their respective
agencies and consider work of the PCG as an add-on. Clear engagement from the HoA towards their
staff is therefore needed. In some countries, staff also did not feel that they were adequately
rewarded and recognized for their contributions to the One UN Programme. A mechanism to
formally acknowledge staff efforts and contributions to the One UN Initiative must to be developed
and thoughtfully introduced as has been in some pilots through the introduction of a result on DaO
in one of the staff member s’ ashalithdirindividdaltTaRs. used f o

Lastly the PCGs should have a clear link and communication lines with the Operations Management
Team (general operations staff, finance staff, procurement staff) to ensure that the use of national
systems in programming is used adequately and thus increases the progress towards the Paris
Declaration indicators as well as the use of joint procurement. Also a link with the Communications
Teams and M&E taskforces are crucial.

f) Decision needs to be taken at the appropriate lewgld duly communicatedA well functioning
delegation of authority between the different @ordination mechanisms is crucial for the
implementation.

- Delegation of authority between the different levels at country level is crucial to ensure
timely implementation of DaO and the One UN Programme;

- Delegation of authority between HQ and Country leig crucial to ensure timely
implementation of DaO and the One UN Programme.

- Information regarding decisions and instructions at central level (UNDG, Agency HQs, etc)
should be dly transferred to country offices so that action can be taken when apjptepri
Moreover, Country Offices room for action should be specifically stated when it corresponds.
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As highlighted above an adequate delegation of authority is crucial for the implementation of all
coordination mechanism above. Who is responsible for what? What are the lines of accountability?
What are the communication lines between the different stakeholders? Etcetera

Crucial to achieving the anticipated results of the DaO is the level of delegation of authority from HQ
to the country offices. Currently this level of authority is highly different between the different UN
agencies ranging from agencies that can independently take most decisions at country level to
agencies that are quite dependent on instructions from HQs. Taken into account the fact that DaO is
expected to deliver results fast, the fact that agencies cannot decide independently is often a
bottleneck in the decision making at country level and valuable time is left. Similarly during the
implementation of the One UN Programme, the different level of delegation of authority to the
country level creates bottlenecks and delays in the implementation. A higher level of delegation of
authority in some agencies to achieve a harmonized process is needed, as well as a better
communication between HQs and field offices.

g) Civil Society is a key partner and must be on board during the whole process, in order to
guarantee the participation of key stakeholders.

Partnerships were also strengthened in some pilots including increased focus in facilitating
participatory planning and review processes. In some pilots, civil society participation and
contributions to the DaO process has been promoted through existing channels as well as the newly
developed coordination mechanisms for the DaO process.
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3. One UN Fund management and performance based funding

a) TheOne UN Funthechanism has facilitated strategic focus and inclusiveness

b) TheOne UN Fundet up allows operationally empowering the RC and ensuring Government
ownership

¢) TheOne UN Funbas ensured the edttive application of RBM principles and M&E

d) The One UN Fund has substantially lowered transaction costs with donors and Government and
reduced competition for funding at local level

e) The Budgetary Framework and tlme UN Funénsures better long term ahning and funding
predictability

f) MDTFs are instrumental to implementing the harmonization of the business practices agenda

g) Having one single entity providing Administrative Ageetviceshas proved effective and
facilitated and fostered greater admimiative and reporting harmonization

The establishment of the One UN Fund has proven to be critical and central in the DaO architecture
as it has been an effective catalyser for change in the pilot countries.

a) TheOne UN Fundhechanism has facilitated stiggic focus and inclusiveness.

As underlined in chapter 2, the principally un-earmarked nature of the funding provided by donors,
probably the biggest change with respect to traditional UN donor funding patterns, as provided the
space for Governments and UNCTs to effectively prioritize programming on the basis on national
needs and not donor agendas, in turn reducing competition among agencies for resources and lastly
allowing greater programmatic coherence. Where donors have not been able to provide totally un-
earmarked funding because of internal regulations, funding with earmarking at outcome level has
proved the second best option.

Eligibility and performance based allocation criteria have enabled UNCTs to gradually sharpen the
focus of the One UN Programmes, by ensuring the UN interventions are given funding based on
overall priorities agreed with the Government e.g.: a clear division of labour, based on parameters
such as capacity, comparative advantage and mandates (refer to chapter 1) and therefore
substantially reducing fragmentation and duplication. This central funding mechanism is also
ensuring inclusiveness/participation of agencies in the One UN Programme, reducing the risk of
alienating some agencies.

Nevertheless, the One UN Fund can also create, if sound and objective eligibility and allocation
criteria are not agreed upon between the UN Agencies, an incentive to disproportionably increase
budgets beyond realistic implementation and absorption capacity, resulting in unrealistic budgets
and work plans. It is therefore critical that mechanisms of peer review and peer pressure must be
applied by ensuring that through joint programming (chapter 1) realistic and RB planning is carried
out.

Furthermore, by structuring allocation criteria to be linked to objective principles of performance
based management, it is possible to further improve the strategic focus of programmes, as over time
the better performing programmes will receive funding premiums, while under performing
programmes will either have to rapidly address weaknesses and strengthen capacities to deliver and
correcting the imbalance, or will have to phase out, ensuring the UN intervenes were actual capacity
is available.
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Critical to ensuring agenciposessistoanyurebmechtnBnes per f or
that allows the assessment to be carried out in the most objective manner through interagency
mechanisms and by engaging government in the process.

b) TheOne UN Fundet up allows operationally empowering the RC and ensgriGovernment
ownership.

ToR of the One UN Fund/criteria for allocation of funds must be tailored so as to grant the RC (as
established by the recently approved RC JD) the authority to ultimately decide on the allocation of
funds from the One UN Fund in cases consensus is not reached among the UNCT. This provides the
RC with the only ‘real’ authority to lead in the definition of the strategic focus of the One UN
Programme.

Furthermore, the One UN Fund potentially positions the Government to be the lead of the One UN
Programme governance architecture (see chapter 2) to ensure decisions on allocations of funds are
driven by a prioritization process that is guided by the Government, allowing strengthened
government ownership and shifting to a certain extent the burden of having to call the difficult
decisions, that at times can politically be not viable for the RC to make, to Government.

¢) TheOne UN Fundhasprovided an opportunitythe effective application of RBM principles and
M&E.

In the spirit of piloting UN reform at country level, the UN is testing new modalities of quality
assurance, RBM and effective M&E. Subsequent allocations criteria, reporting requirements and
inter agency assessment review processes are providing for a unique opportunity to identify and
address programming and implementation challenges. This adds to transparency and (mutual)
accountability to UN’'s work.

d) TheOne UN Fundas substantially lowered transaction costs with donors and Government
and reduced competition for funding at &al level.

Mobilizing centrally un-earmarked resources for the purposes of the One UN Programme has
dramatically reduced the competition for resources between UN agencies, while at the same time
has reduced the burden on donors in terms negotiating funding with a multitude of agencies. In
addition, government and donors have access to standardized and harmonized reporting, further
reducing the transaction costs.

Nevertheless, the One UN Fund has also created challenges to the System: in situations where not
enough funding is mobilized via the One UN Fund there could be a tendency to revert to business as
usual practices with individual agencies approaching donors on bilateral basis, or there could be
internal fights when allocating those resources. Discipline among donors in ensuring that only
limited/exceptional funding is provided parallel to the One UN Fund and the establishment of
rigorous prioritization allocation criteria can mitigate this risks. An additional challenge that needs to
be managed is the situation where donors insist on using the One UN Fund mechanisms to finance
programmes the nature of which does not easily fit the One UN Fund management and governance
mechanisms (i.e. Humanitarian work, disaster response and elections). The detailed ToR of the One
UN Fund should cater for situations of this sort.

Lessons Learned Paper on the Delivering as One UN — April 2009 24|Page



e) The Budgetary Framework and th®ne UN Funcensures better long term planning and
funding predictabilityand transparency (reduction of transaction costs)

Establishing a budgetary framework provides an overall picture of the consolidated UN investments
and outlines the aggregate planned budgets and funding gaps for the One UN Programme. The
Budgetary Framework facilitates resource mobilization for UN activities, as funding forecasts and
expected funding gaps are clearly identified. It also provides a solid basis for planning and provides
increased levels of predictability, transparency and accountability, as well as a baseline for progress
monitoring in terms of UN investment. Experience from the pilots shows that developing a single
budgetary framework is quite challenging as difference in UN financial systems, nomenclatures and
financial calendars hinders the single budgetary framework process requiring labour intensive
reconciliation work to be done at country level. There is much scope for HQs to facilitate the process
by harmonizing systems, definitions and cycles.

The Framework is also an important mechanism to
more accurate overview of UN investments, which the Budgetary Framework provides, will improve
for detailed data on UN’'s input to the national

In order for the UN to fully align its national priorities and further improve its use of national
systems, a key change that needs to take place is the realignment of the One UN Programme cycle at
country level to the Government fiscal cycle. The UNCT needs to agree and plan programming and
allocation stages to ensure that the One UN Programme will be synchronized with the Government
planning, budgeting and fiscal cycle. This will allow the UN to ensure: 1) activities are captured and
reflected on to the national plans and budget; 2) implementation and reporting takes place in sync
with national calendars, reducing transaction costs on government partners; and 3) increase delivery
rate and government absorption capacity.

f) MDTFs are instrumental to implementing the harmonization of the business practices agenda.

The harmonization of business practices (see chapter 4) is a key component of the System Wide
Coherence agenda. Ensuring greater efficiencies in the UN operations, allows for an increased
effectiveness and impact of programmes. Harmonizing business practices at country level comes at a
cost. Investments are justified by the rate of return they guarantee. Linking the harmonization of
business plans to the One UN Programme and using the MDTF/One UN Fund mechanisms to finance
the plan has proved quite effective in ensuring enough resource be allocated for capital investments
into operations change.

g) Having one single entity providing Administrative Agent services has proved effective and
facilitated and fostered greater administrative and reporting harmonization

All pilots have operated using the same Administrative Agent (MDTFO). Over time this has proved
highly effective as the pilots and the MDTFO have been able to systematically ensuring a progressive
harmonization of administrative procedures in handling the One Funds, but also been able to
promote a systematic harmonization, standardization and simplification of reporting requirements.
Concern is shared by the pilots by the possibility of different entities taking on the AA responsibility
as this could hamper the progress made by using the single entities and would at best increase
transaction costs once more because of fragmentation. The lesson learned from the pilots, hence
the recommendation, is to use the services of the MDTFO.
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4. How operations (business practices and common services) support
programme implementation.

Common Services

a) Pilots have gone from short term quick wins to a shift in long term results;

b) Capacity of OMT and operations staff in general have been insufficient and there is little
incentive for operations staffot support the change of business processes or their
harmonization;

c) Appropriate structures need to be developed and in place (both in terms of organization
structure and in terms of delegation of authority);

d) Colocating or functional clustering has provém be an excellent mechanism to promote
working together and increasing organizational efficiency;

e) Change in the way the UN is operating is critical to deliver on the aid effectiveness agenda
and other commitments.

a) Pilots have gone from short term qutonins to a shift in long term results.

DaO pilots have been very successful in evaluating administrative reform and delivering the quality
of analysis that can change business practices. Pilots have moved away from low hanging fruits to
longer term institutional reforms. Instead of focusing on making advances on micro-level common
services, all issues have been clustered under four areas of administration: Finance, Human
Resources, Procurement, and ICT. Headquarters have been instrumental in supporting the DaO by
providing support in the areas of e.g. ICT and Procurement so that the pilot countries now have both
a voice and focused assistance based on country specific needs. However, the support has been
provided on an ad hoc basis and there is a need at HQ level to institutionalize and strengthen this
function.

b) Capacity of OMT and operations staff in general hhsen insufficientand there is little
incentive for operations staff to support the change of business processes or their
harmonization.

The capacity among OMTs to implement new agreed principles remains the biggest challenge in
implementing the Harmonization of Business Practices in the pilot countries. In addition, there are
still no incentives that motivate operations staff to go the extra mile in operations reform. The lack
of qualifications and incentives means that insufficient time is taken to change the way the UN
administers itself and its programmes, reform agendas are not being prioritised, and operations
reform tends to travel at the pace dictated by the slowest agency and in accordance with the limited
functional expertise of key operations staff. There is a need for Heads of Agencies to stronger lead
and support the change process on the operational level. In accordance with their job descriptions,
operations staff at all levels do not have the capacity to design and implement change management
processes.

c) Appropriate structures need to be developed and in place (both in terms of organization
structureand in terms of delegation of athority).

As highlighted in previous chapters there needs to be a clear delegation of authority from the UNCT

to the OMT to ensure timely follow up on all related issues. According to the country situation, sub
working groups are essential to develop amdtitutionalize common services. Delegation of
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authority to the OMT must be accompanied with the same degree of accountability for results and a
clear division of labour within the OMT.

d) Colocating or functional clustering has proven to be an excellanechanism to promote
working together and increasing organizational efficiency.

Experience in pilots in co-locating UN staff that cover the same operational and programmatic area
makes perfect sense but has so far been met with resistance and sceptics at country level. As far
back as the UNDG review of the common services programme at the end of 2005 commentators
remain perplexed at the lack of experimentation with co-location. Pooling of staff from different
agencies in certain similar functional areas needs to be aggressively pursued as part of the DaO pilot
phase.

e) Change the way the UN is operating is critical to deliver on the aid effectiveness agenda and
other commitments.

The aid effectiveness agenda so clearly detailed in Paris and Accra is not fully influencing UN
operations (it remains frustratingly locked in UN programme circles). Despite the UN trailing in aid
effectiveness surveys and the serious push provided by the One UN M&E framework, using
Government systems (especially finance and procurement) is only being practised by few agencies.
Much clearer direction from UN programmes, such as changing aid modalities, is of course a pre-
requisite, but operations staff often needs their jobs re-configured to assume using government
systems unless analysis tells the UN otherwise.

Procurement

a) Common Procurement saves money and facilitates for faster and more effective programme
support;

b) Some building blocks are essential to ensure harmonizing procurement processes;

¢) Functional clustering of therocurement team is an effective way;

d) OMT must be able to take decisions themsetyast everything needs to go to UNCT(refer
chapter ...);

e) One UN house provides good opportunity to do joint procurement but not a prerequisite.

a) Common Procurement savesamey and facilitates for faster and more effective programme
support.

The normal analysis around common procurement shows a picture of inherent UN inefficiency. The
current system only allows each agency to undertake its own procurement activities creating an
ineffective system in terms of use of staff time and cash resources. Data collected clearly makes the
case for implementing recommendations of mandatory use of joint LTAs for all basic services (such
as cleaning, stationery, office maintenance), greater efforts to coordinate procurement planning and
consequently using government systems where appropriate, and moves towards a One UN
procurement unit. Implementing real changes to the current procurement business practices can
achieve savings in the order of USD millions.

Benefits that can be expected from harmonizing procurement process at country level include:

- Reduction of parallel processes and thus transaction costs;

- Value for money through joint planning, improved requirements gathering and bulk purchase
discounts;
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- Improved coordination and planning across agencies;
- Efficiency & effectiveness through information sharing;
- Professionalization of procurement staff.

b) Some key steps are essential to ensure harmonizing procurement processes.

Experience emerging from the pilot countries indicates that critical building blocks to harmonizing

procurement processes are:

- UNCT commitment to operational reform: commitment can be fostered by building a solid
business case for implementing the One Procurement agenda.

- OMT commitment to implementing of operational reform: commitment should be ‘induced’ by
the UNCT entrusting the OMT with clear deliverables and timelines.

- The Business Case: a thorough analysis of procurement business processes allows to cost and
benchmark current practice and develop a cost-benefit analysis to support the decision to
implement the One Procurement agenda.

- The plan must be documented and approved and supported formally by the UNCT. Experience
shows that well prepared project plans with a high level of detail are likely to be supported.
Implementation should be accompanied by a reporting scheme. ( e.g. consolidated
procurement planning). The plan is a living document and can be updated and altered as
context changes and approvals are received by the country team.

¢) Functional clustering of the procurement team is an effective way.

The configuration of a joint UN procurement team based on country needs and capacity proved to
be an effective way of establishing harmonized business processes with a significant reduction of
transaction costs. Other forms of the team can include a sub-working group of the OMT, a clustered
group of procurement staff expert in a specific area, or a single agency team, where the UNCT
agreed to delegate the lead in executing procurement to one agency. Inter-agency agreements
regulate the cost sharing and budgeting of such organization. Thus far, the impetus for reform,
collaboration and increased efficiency has outweighed discussion and concerns about cost recovery
in countries pursing common procurement. The procurement team must operate on clear and
detailed TOR and a UNCT reviewed and approved work plan.

ICT

a) Through the establishment of a joint ICT platform, staff mobility can increase;

b) Efficiency wilincrease through a pool of IT specialists that run business for all UN Agencies;
c) Considerable cost savings can be achieved through joint ICT, e.g. satellites and telephone

services;

d) As with procurement and other common services there is need for cledingulocks such
as the development of a business case;

e) One of the biggest challenges is the capacity to implement.

a) Through the establishment of a joint ICT platform, staff mobility can increase.
Establishing a One UN ICT platform aims at improving the way the UN communicates, facilitating
staff functional clustering, support programme implementation efficiency and achieve cost savings.

In addition, a common ICT infrastructure ensures comprehensive access to learning tools and
organizational knowledge management.
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b) Efficiency will increase through a pool of IT specialists that business for all UN Agencies.

A pool of IT specialists that run business for all UN Agencies: the first is to establish One ICT Network
to increase staff mobility, facilitate staff to work anywhere, in any office or even from home. The
network will save time and increase efficiency. By creating a virtual office environment has a positive
impact on the corporate identity of staff towards the UN rather than only representing individual
agencies. The common ICT infrastructure allows better and reliable access to support and will
facilitate clustering staff according to functional categories without losing linkages to the home
agency.

c) Considerable cost savings can be achieved tlglojoint ICT, e.g. satellites and telephone

services.

Reducing the number of satellites connections, establishing back up linkages between the remaining
satellites leads to significant cost savings Joint telephone services allow free inter-agency calls, and
free agency-to-agency global calls (as described in business cases of some pilots).

d) As with procurement and other common services, there is need for clear key steps such
development of a business case.

Similarly to Procurement, there are some key building blocks to establishing a One UN ICT

infrastructure. These include:

- UNCT commitment to operational reform: commitment can be fostered by building a solid
business case for implementing the One ICT agenda (see below Analysis).

- OMT commitment to implementing of operational reform: commitment should be ‘induced’ by
the UNCT entrusting the OMT with clear deliverables and timelines.

- The Business Case: A thorough analysis of ICT practices allows to cost and benchmark current
practice and develop a cost-benefit analysis to support the decision to implement the One ICT
agenda. It should be highlighted that the development of the feasibility study was an inter-
agency effort. | mportant was to give ‘|
network, V-sat reduction, IP telephony. An interagency HQ team provided critical support in
finalizing the feasibility study and turning into a one network design, and draft implementation
plan, building a strong business case for moving to a One UN ICT.

- Harmonization of ICT requires a substantial S investment: It must be highlighted that
implementing the three tier ICT plan requires quite an important financial investment that is
justified, as outlined by the feasibility studies, by the assessment that the investment is
returned through annual savings in approximately three years. In devising the implementation
plans, different approaches have been adopted, with the UNCT in Mozambique that agreed it
cost share and the UNCT in Tanzania and Government deciding to invest resources from the One
UN Fund.

e) One of the biggest challenges is the capacity to implement.

Once established it is critical to have adequate technical staff available to implement. The right
functional expertise and managerial capacity of relevant ICT staff.

Apart from the relatively high investment costs , the biggest challenges to the establishment of ICT
networks and cost saving initiative in this technologically advanced area is the limited availability of
specialized staff capacity. Investment costs are high in this area and the business case must include a
comprehensive training component to ensure sustainable operationalization of the systems.
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One UN House

a) Itis essential to prepare a clear business case with a cost benefit apalysi

b) Big savings and efficiency gains in operations can be expected after moving in a One UN

House;

c) Colocation might be a catalyst for programme efficiency through functional clustering

(expected outcome).
a) ltis essential to prepare a clear business casth a cost benefit analysis.

Physical co-location in the pilot countries is considered essential to achieve the objectives of UN
reform, and the One UN House as one of the five key pillars is considered an imperative by the
UNCT, Government and donors alike.Co-l ocati on i s necessary to
comes with physical separation of the UN Agencies. A critical factor for gaining sufficient financial
and political support from the UN agencies was the development of the comprehensive business
case for a UN House presented to the HQ of all the participating agencies. The business case explains
the procurement process for the One UN House and associated risk management , on the basis of
which the participating UN organisations will commit funds to enable the project to proceed. It also
includes the procurement schedule for One UN House, the business case for the One UN House as a
whole from the perspective of all stakeholders. The cost-benefit analysis as part of the business case
is considered a key element in providing evidence for the feasibility of a One UN house. The
establishment of a One UN house is connected with very high investment costs, which need to be
measured against both, the availability of funding and the longer term return of investment through
future reductions in transaction costs. Co-location is considered a prerequisite to fully implement
the UNCT' s de mo DdiverrasaOned labth an fefme of ihcseased joint programmatic
work and increased common services resulting in decreased transaction costs. This would lead to a
more efficient use of the resources provided by donors. In addition, the initiative of building a
‘gsreeOne UN House takes into account the UN’

b) Big saings and efficiency gains in operations can be expected after moving in a One UN

House.

Common services can be developed even though agencies are scattered over different locations in
the capital of a country. However having a One UN House will increasingly support and encourage
the development of common services which will result in the decrease of transaction costs,
bureaucracy and costs in general. In addition to integration of business practices and the
development of common services, harmonization efforts will be increased through sharing offices
and equipment. The One UN House is a prerequisite to further integrate the efforts done in the
framework of the Delivering as One UN Reforms and to achieve the full implementation of the
reform process.

c) Fundional clustering can be a catalyst for programme efficiency.

To overcome the programmatic fragmentation associated with many UN players in the field, the

ambition in the One UN House in some of bfh e

the building should thus promote a team-friendly workplace, with staff of UN Agencies co-located
and working together as a team on the basis of thematic issues (programme and operations). Rather
than the traditional design of a floor-plan per Agency, the aim is to ensure an innovative and flexible
interior. Architecture has the unique ability to determine how we occupy and operate in space. High
quality architecture can offer the unique opportunity to bring people together in space, the right
configuration of space can help break down barriers or protect privacy. Key words of the reform
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process such as transparency, efficiency, integration and harmonization must be understood and
explored thoroughly through architectonic languages.
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5. Communication

a) A Jont Communication Strategy facilitates support to One UN Programme;

byt Af2da KIFI@S Y20SR FTNRY W/ 2YYdzy AOI GAy 3 | o2dzi

¢) Joint Communication Teams facilitate the functioning of the UN in the field
communication.
d) External communidéon has improved and has increased the visibility of the UN.

of

e) Targeted communication enables Government to take the lead and allow Civil Society to

participate in the process.
f) Internal communication is crucial to support the change management proceds andure

enhanced coordination. Not until the reform is embraced and accepted internally, will it have

any effect externally.
a) A Joint Communication Strategy facilitates support to One UN Programme.

Communication is an important service to support the implementation of the One UN Programme.
Since the One UN Programme is a joint programming exercise, individual agency communication
could not have the same impact as joint communication. Developing a joint communication strategy
has therefore been a focus in all pilot countries. The joint strategies are focusing on making the
difficult shift from agency-based to issue-based communication by putting key advocacy issues for
the UN high on the public agenda. The One Voice principle should be the preferred module of and
provide high-quality support to the communication needs of the UN agencies. In itself these
strategies has helped bring coherence to UN advocacy messages, and has significantly advanced the
positioning of the UN on these key themes.

b) Pilotshaver®@ 3SR FTNRBY W/ 2YYdzyAOFGAy3a Fo62dzi hySQ

The establishment of joint UN Communications Team, recruitment of RCO Communication Officers
and the development of joint UN Communication Strategies have increased joint efforts in
communication however there is a difference between focusing on Communicating about One, as
opposed to Communicating as One.

- In the first option, Communication can be seen as the vehicle to promote, explain and create
ownership (internal and external) for DaO, at both the country and global level.

- With the second and more ambitious option — One UN Communication takes advantage from
the reform process to actual al so
communication agendas and main advocacy message, leading to a stronger and more coherent
UN voice in action.

The DaO process has clearly marked a shift in approach in most of the pilot countries. Whereas the

G2

reform’

focus was at the start of the refor m ephifting es s

their attention to ‘Communication as One’
implementation of the One UN Programme. In communicating as one, UNCT has experienced much
bigger impact when communicating through joint messaging and using joint advocacy
systems to advocate for UNs view on key issues. With the aim of avoiding mixed messaging and
enhance the profile of the One Leader, most pilot countries have also established a system where
the RC is the UN spokesperson speaking on behalf of the UNCT.

Whereas the pilot countries have successfully established effective and consistent communication
mechanisms, the same countries are still experiencing that agency HQ are communicating directly to
the country agencies on issues related to UN Reform process sharing communication with the RC.
This leads to a consistent problem of mixed messaging from what an agency is advocating for at
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country level and what is being said a HQ level. Understandably, donors find this confusing and add
on to the image of a fragmented UN despite all UN Reform efforts at country level.

¢) Joint Communication Teams facilitate the functioning of the UN in the field of communication.

Establishing a joint communications team, combining the strengths and diverse capacities of staff
members, has been a positive experience in some of the pilot countries. A joint communication
team has a number of clear benefits:

- Serve the UNCT with strategic and effective communications that will raise awareness on key
development issues in the One UN Programme, the MDGs and highlight the support provided by
the UN to a ¢ i-econamicdewelopmént. y’' s soci o

- Support the UN Reform process through the expression and promotion, both internally and
externally, of a united UN.

- Achieve the communications goals set for the individual agencies participating in the
communication Team.

- Help establish the UN as a centre of excellence [resource centre — web-based and publications]
on key development issues.

Crucial for a well functioning joint communication team is the fact that communication focal points
part of the communication team do have dedicated time to spend on UN System Wide issues and
not linked specifically to their UN agency. Capacity on communication has improved considerably
through a better division of l abour within
However, it should be noted that establishing a Joint Communication Team — or any inter-agency
team — entails a number of complicated Human resources issues that are still be resolved at
corporate level.

The Programme Coordination Groups as described in chapter 2 have improved the possibility of
advocating on key issues in the One UN Programme through a more transparent view on what the
UN is standing for.

d) External communication has improved and has increased the visibility of the UN.

Externally, the One UN Communications Team will support the policy advisory and advocacy efforts
of the UNCT first by identifying UN-wide priority issues and messages, and then by building a
mutually reinforcing strategy to support them. These key issues and messages will be identified
through close consultation with RCO and the UNCT. This is not an area for agency-specific topics, but
rather issues that multiple members of the UNCT, if not the entire UN, can agree are priorities. The
foundation for this effort is the One UN Programmes. In the context of the UN Reform process, the
tendency has been to communicate on what has been achieved in terms of the process of
establishing a DaO approach. However, recently stakeholders has highlighted the need for the UN to
shift its focus in communication on results, demonstrating the real value and relevance of UN
Reform.

In doing so, the UN family should be provided with continued media advisory services, daily news
briefings and by seeking tools to share internally what different agencies are working on to increase
overall knowledge of the UN.

In summary there is:

- More effective advocacy: By promoting a common UN position on issues that multiple agencies
address — such as gender, human rights, health, poverty reduction, climate change and social
equity — policy and other recommendations are clarified and strengthened.
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- Greater harmonization and more effective use of media: Due to greater collaboration between
agencies there is now less competition for the same media space. Media contacts appreciate
having one main point of contact for UN communications and generally contact the team/RCO
first (rather than individual UN organizations) to request interviews, get answers to questions on
key UN issues, or inquire out about upcoming events.

- Clear, targeted and more consistent messages: Messaging by the UNCT is now more unified and
comprehensive, based on the identified priority advocacy themes for the UN Country Team as a
whole, the Millennium Declaration and the MDGs. Rather than several messages sent to the
media from different UN organizations, the Team coordinates and integrates the positions of
various UN agencies, when appropriate, into one media release, press conference or article.

- A ‘one-stop shop’ for communications resources and expertise: Virtually all UN internal
communi cati on, and much of the UN’'s ext
providing quality, professional services. The team has developed strong contacts with the media,
written guidelines and tips for better communications, and developed processes for how
agencies can undertake more effective communication. The size of the team allows individual
staff greater opportunity to specialize in their area(s) of strength, while also exposing staff to a
greater range of learning opportunities.

ernal

e) Targeted communication enables Government to take the lead and allow Civil Society to

participate inthe process.

Communication tools and strategies designed with a particular focus for external stakeholders.
Effective and targeted communication will e.g. allow for messages to go beyond central ministries
and ensure higher awareness and buy in from the line ministries —an issue that has been a challenge
in all pilot countries. Likewise can the involvement of CSO, often disorganized at fragmented
between NGOs and INGOs be facilitated by direct and targeted communication.

f) Internal communication is cruciaio support the change management process and to ensure
enhanced coordination. Not until the reform is embraced and accepted internally, will it have

any effect externally.

As with external communication, internal communication was the responsibility of the individual
agencies. Inter-agency and external communication was limited to the inter-agency mechanisms
already in place; UNCT, Operations Management Team, Programme Coordination Groups and the
UN Communication Group in some cases. Though functional, the capacity and achievements of these
inter-agency mechanisms were rather limited prior to the pilot and for all UN staff, who were not
members of these groups, inter-agency contact was basically limited to events such as the yearly UN
staff party on UN Day.

Strengthened internal and inter-agency communication is required to support the change
management process and to ensure enhanced coordination. All staff needs to understand and
engage in the DaO pilot for the change process to be realized and more in-depth knowledge about
the work of the different agencies was required by staff to undertake a harmonization exercise on
both programme and operations fronts.

Several initiatives were undertaken to understand staff concerns, to increase their involvement, to
make them advocates of UN Reform. Some of the main examples are to be found below.

- Staff Surveys: on basis of comprehensive questionnaires sent to all UN staff it was determined

whether goals and objectives of the DaO initiative were being communicated (and well
understood) throughout the UN System, the levels of awareness of DaO UN staff, UN
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communications competencies, general perceptions about the UN and acceptance of the DaO
concept among both UN staff and UN stakeholders. These surveys enabled the UN System in
each country to better target internal communications work and to identify current and possible
obstacles to implementation of the DaO initiative as perceived by staff. The surveys involved and
encouraged participation from the UN staff members in the pilot process, brought transparency,
and gathered their opinion on sensitive issues.

- Face-to-face communications: Bringing staff together is time consuming in itself, but face-to face
communication is very often the most effective way to reach staff and ensure a certain level of
retention of the messages and information discussed (inter-agency Staff Groups: Specific inter-
agency groups were created in several pilot countries to enhance staff participation. Some
examples are: Programme staff, Communications, Operations staff, Personal Assistants, and
Drivers).

- Make the voices of all staff heard: An overriding challenge, as documented in some surveys, was
that the majority of staff did not have sufficient knowledge about the work being performed by
other Agencies, nor did they feel they had a stake in the reform process. The staff briefings or
townhalls were key to making all staff heard and instilling a sense of ownership of the reform
process. Everyone’ s cont r i btwdsiafbare evidentlyexpeets pr oc e s
within their own functional area and can propose how best to streamline their work and achieve
a greater level of effectiveness.

- Original messages and methods: In addition to the traditional ways of communication such as
newsletters, UN system websites, status reports and others, pilot countries developed new and
original met hods of communication, both intern
where in each UN Agency focal points of communicating DaO news are chosen.

Finally, institutional communication both with HQs and among pilot countries has proved to be an

important tool to exchange and share lessons learned; this mechanism could also be useful in other
experiences.
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