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UNFPA = United Nations Fund for Population
Activities

UNICEF = United Nations Children's Fund

UNIDO = United Nations Industrial Develop-
ment Organization

UNV = United Nations Volunteers

UNWFP = United Nations World Food Programme

WID = Women in Development



ITINERARY

1 - 5 December =86

11 January -87

12 January

13 January

14 January

15 January

16 January

17 January

19 January

Meetings with:

* UNDP representatives

* UNIFEM representatives

(Ref. attached Meeting Schedule, Appen-
dix 7)

Departure from Oslo

Arrival Swaziland

Meetings with:

* PS, Min. of Agriculture

* PS, Tinkhundla (rural/tribal ministry)
* UNDP, Res.Rep.

Field visit to:

* WID Training Project, Entonjeni Pro-
ject Centre. Meetings with Centre
personnel and representatives from
local branch of Swazi Development and
Savings Bank

Field visits to:

* Sipho faneni

* Sithobela

two of the 5 centres in the WID Training
Project

Meetings with:

* ZENZELE Women's Organization in rural

areas

UNICEF Res.Rep.

Swazi Development and Savings Bank

Economic planning

Lutsango Lwabomake, an umbrella wo-

men's organization

* SEDCO (Small Enterprise Development
Company)

* USAID

* % % %

Meetings with:

* Project Personnel, WID Training Pro-
ject

* PS, Tinkhundla

* UNDP Res.Rep., debriefing

Departure Swaziland
Arrival Dar es Salaam, Tanzania

Meetings with:
* UNDP Res.Rep's Office and Programme
Officers -



20

21

22

23

23
24
30
31

January

January

January

January

January
January
January
January

February

February

February

February

Meetings with:

* UNDP Programme Officers, including JPO
responsible for UNIFEM activities

* UNIDO Programme Officers on the Kura-
zini Project

* UNFPA Programme Officer, formerly in
charge of UNIFEM activities

Visit to:

* The Kurazini Project

Meeting with:

* UNDP Programme Officers, including JPO
responsible for UNIFEM activities

Meetings with:

* UNICEF, Focal point on women

* Pan African Congress, Women's Coordi-
nator

* PS, Ministry of Community Development,
Culture, Youth and Sports

* Ministry of Finance, Economic Affairs
and Planning

Meeting with:
* UNDP Ass. Res.Rep., debriefing

Departure Dar es Salaam, Tanzania
Arrival 0Oslo

Departure 0Oslo, Norway

Arrival Lima, Peru

Meetings with:
* Representatives from:
- UNDP representatives, including JPO
responsible for UNIFEM activities
- UNFPA
- UNWFP
- UNICEF

Meetings with:

* UNDP Programme Officers

* Local NGOs (ONAA, Flora Tristan)
* Local Consultants

* ILO Regional Programme Officers

Meeting with:
* National Institute of Planning (Social
Planning Dept.)

Field visit to E1 Salvador:
* Inspection UNIFEM supported projects



10

11

12

13

15
16
17

February

February

February

February

February

February

February

February
February

- 27 February

- III -

Meetings with:

* UNFPA Programme Officers

* Development Institute of the Informal

Sector

Min. of Education

* UNDP, UNFPA, UNWFP, UNICEF representa-
tives, debriefing

*

Departure Lima
Arrival Barbados

Meeting with:

* UNDP Res.Rep. and JPO responsible. for
UNIFEM activities

* Department of Extra-mural Activities,
University of the West-Indies (WAND)

Meeting with:
* NGO (Women in Development Ltd.)
* NGO (National Organization for Women)

Meetings with: :
* Min. of Employment, Women's Affairs
* UNDP, Programme Officers

Departure Barbados
Arrival Grenada

Meetings with:

* Min. of Health, Women's Affairs

* Representatives from Women in Motor
Mechanics Project

Meetings with:

* Min. of Finance, Planning

* Min. of Health

* FAO Regional Representative

Departure Grenada
Arrival New York

Meetings with:

* UNDP representatives

* UNIFEM representatives

(Ref. attached Meeting Schedule, Appen-
dix 7)
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INTRODUCTION

The Consultative Committee to the United Nations De-
velopment Fund for Women (UNIFEM) requested in Octo-
ber 1986 the Norwegian Government to sponsor a Review
of UNIFEM to establish the procedures, routines and
means by which UNIFEM operates and cooperates with
UNDP and other international agencies, governments
and non-governmental organizations (NGOs). The
assignment was accepted by the Norwegian Government
who through the Ministry of Development Cooperation
contracted the Norwegian project management company,
HIFAB International AS, through its project managers,
M. Joerstad and B. Lunge, to perform the Review.

The Review was initiated with a desk study in Novem-
ber followed by one week's interviews primo December
in New York primarily consisting of meetings with
officers from the UNDP and UNIFEM Headquarters.

The meetings confirmed the important role that the
UNDP Res.Reps. play in the cooperation between UNDP
and UNIFEM and thus underlined the importance of
visiting a selective number of UNDP Field Offices and
UNIFEM sponsored projects.

In cooperation with UNDP and UNIFEM the countries (of
the Res. Reps' offices) chosen were:

- Swaziland

- Tanzania

- Peru

- Barbados/Grenada

Four to five work days were spent in each of the four
countries with a final ten days' session in New York,
again with representatives from UNDP and UNIFEM.

This draft final report is submitted first week of
March.

The Terms of Reference (TOR) for the Mission is ap-
pended as Appendix 1.
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EXECUTIVE SUMMARY

Introduction

The Consultative Committee to the United Nations Develop-
ment Fund for Women (UNIFEM) requested in October '86 the
Norwegian Government to sponsor a vreview of the UNIFEM
organization to westablish the procedures, routines and
means by which UNIFEM operates and cooperates with UNDP and
other international agencies, governments and non-govern-
mental organizations. The assignment was accepted by the
Norwegian government who, through the Ministry of Develop-
ment Cooperation, contracted the Norwegian project manage-
ment company HIFAB International AS to perform the review.

The review was initiated with desk studies in November '86
followed by one week's visit to New York (UNIFEM and UNDP

Headquarters) primo December.

Field visits were paid to the UNDP Resident Representatives
for Swaziland, Tanzania, Peru and Barbados/Grenada, from
medio January to medio February '87. Further meetings were
then <conducted in New York the two last weeks of February,
and the Draft Final Report was submitted to the Ministry of
Development Cooperation 6 March '87.

Backgruund

The General Assembly Resolution of 1985 confirms the con-
tinuation of the activities of the voluntary fund for the
UN Decade for Women through the establishment of a separate
and identifiable entity in autonomous association with UNDP
(Appendix 2, Resolution 39/125 of 15 February '85, "The
Expanded Mandate").

UNIFEM and the Headquarter Organization and Policy

Main observations:
Six full-time professional and five general service staff.

10 contract personnel, part and/or full-time with varying
assignments and contract periods.
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250 projects in 1986.

275 projects predicted for 1987/.

6 mi1l USD turnover in 1986.

7 mill USD predicted turnover for 1987.
20 mill USD predicted for early 1990's.

The organization has with few exceptions well educated but
inexperienced personnel, the workload is too high and the
organization has not established adequate administrative
procedures. In addition, there is a need for increased dis-
semination of information about UNIFEM.

UNIFEM's objectives and policies are governed by:

Memorandum of Understanding (1980)

The forward-looking assessment

The Expanded Mandate

The PAPLAC Document

The Africa Investment Plan

The Policy Document on Asia (expected to be completed
lTate 1987)

g) Documents on Country Programming, Round Tables and
NATCAP.

Al1l these documents are far reaching and ambitious inasmuch
as they are resource demanding.

Recommendations

The overall most important and far reaching recommendations
deal with the development concept of the UNIFEM organiza-
tion, 1its growth, its professionalization and its admini-
stration. It is recommended to carry out an operational
analysis based on the agreed objectives, policies and
growth expectations. The main components of the operational
analysis are to establish:

a) ACTION PLANS for long and short term development includ-
ing priority analyses of actions and geographical areas

b) Overall staffing requirements, both short term and long

term, including cooperation with UNDP and other

resources

Policy of centralization versus decentralization

The administrative tools, procedures and systems needed

to reach the established goals.

=
B e®

In this context it is also recommended to investigate the
realistic administrative support costs necessary to reach

the desired goals and objectives.
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Project Cycle

The Project Cycle as referred to by UNIFEM and enclosed as
Appendix 4 was studied.

The main recommendations concern:

a) Improvements to the Project Manual procedures on
- Design
- Implementation reporting
- Evaluation

b) Project approval procedures including the role of the
Consultative Committee and the Administrator (ref.
chart, Appendix 2A)

UNIFEM - UNDP Headquarters

The main recommendations are:

a) UNDP Programme Review Committee
- Women's division to be represented
b) UNDP Project Appraisal Committee
- UNIFEM to be represented
c) UNDP Action Committee
- No representation from UNIFEM recommended
d) UNDP Division of Women's Programme

- The review team supports the programmed close coopera-
tion with UNIFEM and that the division not be
operational.

- It is recommended that the division <cooperates
with UNIFEM on the development of a data bank, and
that institutionalized cooperation between the
Division, UNIFEM and INSTRAW be considered.

e) UNDP Regional Bureaux
- Closer cooperation with UNIFEM should be promoted.

Planning, Monitoring and Evaluation of Projects and
Programmes

The review observed the differences in methodology, formats
and approach re Women in Development between UNDP and
UNIFEM.

The main recommendations are:

a) that Project Documents differentiate between events,
programmes and projects

b) that UNDP and UNIFEM documentation formats be harmonized
that adequate support be given in the field to monitor

c) and assess development impact.
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UNIFEM - UNDP Field Offices

Main observations:

a) The Field Offices are understaffed

b) UNIFEM projects are given low(est) priority

c) The most Jjunior professional staff is handling UNIFEM
projects

The main recommendations are:

a) General strengthening of the offices seems necessary

b) UNIFEM projects should be given the same priority as the
UNDP projects, alternatively UNIFEM must be strengthened
in the field

JPOs should be trained before going to the field

The WID issue should be included 1in all UNDP staff
training programmes.

o O
et St

UNIFEM - UN Organizations

The main obervations are:

a) There is varied knowledge about and attitude towards
UNIFEM and WID

b) Some agencies feel they could handle WID without the
assistance of UNIFEM

The main recommendations are:
a) UNIFEM should discuss and assess what constitutes
catalytic and innovative development projects

b) UNIFEM should spread information about their mandate and
the basic justification for WID.

UNIFEM - Governments and NGOs

The main observations are:

a) Most governments have established a women's desk which,
however, is not always operational

b) Most NGOs appreciate the role of UNIFEM ("the only UN
organization with a holistic view of women")

c) UNIFEM has a wide and close contact with the grass root
level through the NGOs.
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The main recommendations are:

a) UNIFEM should continue their work on data collection for
impact assessment ;

b) UNIFEM should expand their 1links with research
institutions and government departments dealing with WID

c) UNIFEM should give support to NGOs administrative costs
when this is relevant 1n connection with UNIFEM
supported project implementation.

UNIFEM and Consultants

It is recommended that UNIFEM continue a core of consul-
tants, both at HQ Tevel and in the field.

Conclusion

A main summary conclusion of the Review is that provided
the recommendations are .  accepted and implemented, UNIFEM
should -be able to operate successfully in an autonomous
association with UNDP, as <called for in the resolution
adopted by the General Assembly and reflected 1in the
Expanded mandate.



BACKGROUND

1. The United Nations Voluntary Fund for Women was
established in 1976, 1in connection with the United

Nations Decade for Women.

o In 1981 a resolution was passed that the Fund be
continued beyond the Decade for Women.

3 . In a resolution of 1983 the Secretary General of
the United Nations stated that all possible options
on the future of the Fund would be reviewed in depth.

This statement refers to a conflict of opinions on
whether the Fund should:

- organizationally be placed with the Department of
International Economic and Social Affairs of the
Secretariat of the United Nations and its Centre
for Social Development and Humanitarian Affairs,
which implied that the Fund would be moved to thE1r
Headquarters in Vienna,

- organizationally be attached to the United Nations
Development Programme, with Headquarters in New
York.

4. In 1985 the General Assembly adopted a resolution
for the Expanded Mandate (Appendix 2) of the Volun-
tary Fund for Women, deciding that:

- the activities of the Voluntary Fund for the United
Nations Decade for Women shall be continued through
establishment of a separate and identifiable entity
in autonomous association with the United Nations
Development Programme, which will play an innova-
tive and catalytic role in relation to the United
Nations overall system of development cooperation,

- the modalities for the future management arrange-
ments between the Fund and the United Nations Deve-
lopment Programme, as contained in the annex to the
present resuTutiun, decide that these arrangements
shall enter into force at the latest on 1 January
1986.

Bis The evaluation team will not attempt to analyze
or comment on the process that Ted to the present
organizational solution. The policies and interests
that surfaced during those negotiations are reflected
in the above text.



When it is said today that the text creates difficul-
ties in the communication and cooperation between
UNIFEM and various UNDP offices, it should be taken
into account that the text reflects already existing
differences on the degree of autonomy considered ne-
cessary for the Fund.

Some UNDP Headquarter officers indicated that the
sometimes strained relationship between UNIFEM and
UNDP, apart from being caused by conflicting policies
and the 1inherent controversy of the WID issue, also
was caused by a natural process: UNIFEM has grown
and become more visible, and visibility attracts cri-
ticism.

An additional difficulty is that the need for taking
special measures 1in order to involve women in main-
stream development programmes 1is considered a non-
issue or a controversial issue 1in many quarters.
There 1is, however, reason to believe that funds may
not be forthcoming from some of the major donors un-
less the Fund is given a certain degree of autonomy.
This 1s considered necessary in order to press the
issue of Women in Development, in order to be innova-
tive and 1in order to be a catalyst for governments
and the entire UN system on the issue.

6. It is outside the Terms of Reference of the eva-
luation team to discuss possible amendments or rede-
sign of the Expanded Mandate. We will, however, re-
fer to the text in the context of operational rou-
tines and regqulations as applied in the daily perfor-
mances of UNIFEM and UNDP. When assessing the degree
of function on the processes and tasks included in
our Terms of Reference, our recommendations will to
some degree reflect our interpretation, issue by
issue, on where autonomy is necessary or desirable
and where a close association seems warranted.

/. The name of the Voluntary Fund for Women has been
changed to UNIFEM, which we will consistently use in
our report.

8. The issue of Women in Development (WID) still
needs to be addressed and pursued, also within the
UN-family system. The following chart was made on
the basis of the United Nations System of Organiza-
tions and Directory of Senior Officials, 1986, by
Equal Time.
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UNIFEM AND THE HQ ORGANIZATION AND POLICY

INFORMATION AND STATISTICS

Personnel

The Fund's HQ organization as per end of January '87
consists of:

Six professional staff

Five General Service Staff

Staff financed by projects and other funds

10 professional staff, all with varying assignments
and contract periods.

General Service

ITwo general service posts.

Additional Staff

The Director has requested UNDP for additional

- 3 posts at P5 employment level
- 2 general service staff at Headquarter

Ref. Appendix 3.

Projects

The HQ staff handled:

- 250 projects in 1986, including new and ongoing
projects

and i1s expected to handle

- 275 projects in 1987

Funding

The project expenditure:

- USD 4,5 mill. for 1986
- USD 5,7 mill. for 1987 (estimated)

Total turnover for 1986:
- USD 6 mill.
Estimated turnover for 1987:

- USD 7 mill.
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Target turnover for 1988:
- USD 10 mill.
Target turnover by early 1990's:

- USD 20 mill.

THE ORGANIZATION AND ITS ADMINISTRATION

Personnel

The objectives and policies as depicted in the Expan-
ded Mandate and the subsequent policy documents call
for a mixture of innovative ingenuity and technical
professionalism, which will require well qualified
and experienced project management personnel. With a
few exceptions it may be stated that the present pro-
ject staff, although well educated, does not meet
such requirements, basically due to:

- lack of relevant project management experience,

- lack of experience from project work in developing
countries 1in general, and from the geographical
areas under their supervision in particular.

The present workload is too high for the Timited num-
ber of staff members. This observation is not only
obvious from the figures quoted under 4.1 above, but
is supported:

- through interviews with staff members,

- by observing the working hours spent in the office
by some staff members,

- through interviews with UNDP Headquarters and Field
Office staff working in close cooperation with UNI-
FEM,

- by the fact that the Financial and Administrative
Manager 1is also given responsibility as a Project
Officer,

- by the fact that the Director and her Deputy double
as Project Officers 1in addition to their admini-
strative, <coordinating, fund raising and policy
making duties.

Office Facilities

The UNIFEM office facilities are cramped and without
absorbing capacity for increased staffing, unless
short term staff is replaced by permanent staff.
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The Administration

The Fund has grown relatively fast over the 10 years
it has been in existence. Relevant administrative and
project management know-how, techniques, systems, and
appliances have not developed accordingly. This is
evident from:

- apparent Tlack of delegation (somewhat understand-
able, considering the 1inexperienced personnel
available),

- lack of clear definition of responsibilities within
the office ("everybody does a bit of everything"),

- ad hoc and infrequent, not institutionalized staff
meetings,

- no apparent wuniform system, by hand or computer,
which allows systematic and continuous time and cost
project planning and monitoring ("everything is
in the vresponsible officer's head"). Apart from
being generally unacceptable, it i.a. makes any
takeover or overlap of responsibilities difficult
or even haphazard,

- several complaints from the field of slow or no
communication on issues which at least by the field
are considered important. It should be said, how-
ever, that the complains checked by the team were
found unjust. This only goes to show, though, that
there is room for improvement in the relationship
and communication with the field,

- relatively Timited knowledge among the UNIFEM staff
members as to available services from the UNDP sys-
tem, both formal and informal, and how to approach
and wutilize/maximize such services (observation
based on statements made by members of UNDP HQ and
from interviews with UNIFEM staff). T

Accounts

The UNIFEM accounts are today kept by the UNDP Bureau
for Finance and Administration whilst the UNIFEM Ac-
count and Administration Officer provides input and
information only.

Information about UNIFEM

Interviews with UNDP Headquarters and field staff
show that the mandate, objectives and policy of UNI-
FEM are not sufficiently known in the UNDP organiza-
tion. Similarly did we come across experienced UN
field staff who were ignorant of UNIFEM's existence.
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It is primarily the duty of the Director with the
assistance of the Information Officer to prepare and
distribute information about UNIFEM and its opera-
tion. Again one must assume that the workload has
not allowed the Director to pay sufficient attention
to this item, which must be considered very important
for UNIFEM's visibility, image, fund raising activi-
ties and working relationship with UNDP, other UN
agencies, local governments and NGOs.

In this context it was noted that written information
on the organization is available from leaflets, pam-
phlets, newssheets, etc., 1in what may appear to be
arbitrary colours, shapes, forms, and sizes.

Fund Raising

As of 1987, 98 governments have contributed to UNI-
FEM, and governments will continue to be the primary
targets of resource mobilization efforts. The main
target groups are said to be:

- permanent UN missions. Need for personal contacts
with relevant ambassadors 1in New York, and other
diplomats,

- major donor Governments

- individual opinion-holders, parliamentarians who
may be reached at specific times, e.g. during Gene-
ral Assembly,

- press, TV, radio,

- international organizations and national committees
on UNIFEM,

- women's organizations, other NGOs, etc.

According to information received from the UNIFEM
Director, she spends about 5% of her working time on
fund raising, while she considers it necessary to in-
crease this effort to 50%, in order to meet her fu-
ture budgetary targets.

GOVERNING OBJECTIVES AND POLICIES

The evaluation of the need for qualified and adequate
staff and corresponding management techniques and
systems 1is closely linked with the agreed objectives
and policies of the organization's operation.

The main policy documents influencing the present and
future operation of UNIFEM are:
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(a) Memorandum of Understanding (1980)

(b) the Forward-Looking Assessment which estab-
lished "the Experience and Future Directions of
the Fund" and also influenced the development
of the:

(c) Expanded Mandate (A/RES/39/125) (Ref. Appendix 2)

(d) The PAPLAC Document
(e) The Africa Investment Plan

(f) The forthcoming policy document on Asia (expec-
ted completion ultimo '87)

(g) UNIFEM strategies on participation in Country

Programming developments, Round Table Confer-
ences and NATCAP preparations.

Memorandum of Understanding (1980)

This document stipulates the original framework for
cooperation between UNDP and the Voluntary Fund,
later to become UNIFEM.

The Forward-Looking Assessment

The relevant policy recommendations of this document
are:

- "The Fund must grow" - influencing the planned bud-
getary and professional expansion

- "The Fund must accelerate its specialized profes-
sional attention to the Project Cycle"

- "The Fund must keep pace with and contribute to the
resolution of the development issues and processes
involved in providing technical cooperation".

Apart from influencing the development and policy of
the Expanded Mandate, the above recommendations are
naturally also reflected in the ensuing policy docu-
ments and guidelines developed subsequent to the For-
ward-Looking Assessment. The Director's aspirations
for a budgetary growth pattern as depicted under
4.1.3 and her recent request for staff increase must
also be seen in the light of the above.

The Expanded Mandate

The Expanded Mandate is specific on the future objec-
tives and policy of UNIFEM:
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- "The operations of the Fund shall be conducted
taking 1into account the innovative and cataly-
tic nature of its development cooperation acti-
vities for women and its existing criteria and
operational procedures."

- "The resources of the Fund shall be used mainly
within two priority areas: First, to serve as a
catalyst, with the goal of ensuring the appro-
priate involvement of women in mainstream deve-
lopment activities, as often as possible at the
pre-investment stages; secondly, to support in-
novative and experimental activities benefiting
women in line with national and regional prio-
rities. Fund resources should be a supplement
to and not a substitute for the mandated re-
sponsibilities of other United Nations develop-

- ment cooperation organizations and agencies,
including the United Nations Development Pro-
gramme."

- "Al1 the administrative and programme support
costs of the Fund shall be met from its own re-
sources."

The PAPLAC Document

This document which specifies the policy quidelines
for UNIFEM's operations 1in Latin America and the
Caribbean is far-reaching and ambitious, and thus
great resource demanding. Its long-term objective
is "to contribute to the creation of a different
model of development, which benefits whole societies
with women as active agents in the process".

It advocates the following priority subject areas:

- Rural women as central to the peasant economy,
especially in agriculture and agro-industries:

- Urban women as workers in the informal sector, in
particular domestic service, cottage industry and
independent or family trade;

- Violence against women in the public sphere and in
the family;

- Communication systems at different levels, as means
of accomplishing PAPLAC objectives in the priority
areas.

It deals with the required administrative structure
in proposing
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- a minimum of three (3) Project Officers to desig-
nated sub-regions, positioned in the country where
the PAPLAC policy is to be initiated,

- a new working relationship with UNDP at field level
which, based on the observed low priority given to-
day to UNIFEM projects, most likely will increase
the workload of the UNDP officer considerably.

The future capacity and professional capability of
the UNDP Field Offices 1in the regions will thus
play an important role in this context,

- necessary supportive activities to be supplied at
Headquarter level.

It should be noted that the document, apart from pro-
posing sub-regional representation, does not make a
full consequential analysis as to required staff and
management techniques, 1interaction/cooperation with
other relevant agencies including UNDP, etc.

It is further observed that the document has not been
submitted to Res.Reps. in the Regions for their com-
ments. UNDP also states that the PAPLAC document was
neither discussed nor distributed to the Regional
Bureau for Latin America and the Carribean prior to
its presentation to the Consultative Committee.

This may cause operational problems later.

Africa Investment Plan (AIP)

The Africa Investment Plan is as ambitious in objec-
tives and policy as PAPLAC. It was adopted by UNIFEM
in 1984 and establishes the framework for UNIFEM's
activities 1in that region. The recommended priority
support areas are:

- activities to increase food production
- credit support systems
- activities linked to major development assistance

- management support to government ministries and
NGOs dealing with women's programmes

General priority to LDCs and close cooperation with
ECA/MULPOCS is advocated.

With reference to the management and organization of
the AIP it 1is proposed to develop an operational
framework expected to consist of:
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- a coordinator at Headquarter jointly financed by
UNIFEM and UNDP/RBA (not yet in position) |

- cooperation with the 10 programmed UNDP economists
through the development of National Resource Per-
sons and/or assistance from JPOs at field level
linked to the UNDP Field Offices.

The Policy Document on Asia

The information received would indicate that this do-
cument will be completed for presentation to the Con-
sultative Committee by the end of '87. It is reason-
able to assume that this document and its proposed
policy will be as ambitious and resource demanding as
PAPLAC and the AIP.

Country Programming, Round Tables and NATCAP

A1l of these are planning and monitoring activities
and tools institutionalized by UNDP. UNIFEM's experi-
ence of involvement in these activities has indicated
the need for a clearly defined role and a more syste-
matic approach to participation. This issue was i.a.
dealt with 1in a "Brainstorming Seminar" in Niamey,
Niger, in July '86.

The relevant operational recommendations (also ambi-
tious and resource demanding) from the Seminar may be
summarized as follows:

A. Country Programming

- UNDP Res.Reps./RBA should keep UNIFEM informed
on the programming of the Country Programme de-
velopment stages, for UNIFEM to participate as
appropriate.

- National Resource Persons should be established
to assist in the formulation of Country Program-
mes and work closely with relevant committees,
groups, the national machinery for advancement
of women and Government agencies.

- The working relationship between UNIFEM and ECA/
MULPOCS should be planned and formalized, (it is
not yet known, however, whether MULPOCS will
be funded as of July '87).
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Observation

In our limited sample survey there was a correlation
between UNIFEM's = participation in the Country Pro-
gramme Planning exercise and women's involvement in
the planned activities, as versus exercises where
UNIFEM did not participate, resulting in no mention
of women in these documents.

B. NATCAPS

- UNIFEM/ECA/MULPOCS should be involved 1in the
NATCAP exercise as an integral part of the UNDP
team.

- An international consultant should participate
in the team to work out the women's component of
the programme.

- A National Resource Person should be developed
to be responsible for the undertaking and fol-
low-up of the women's component of the NATCAP
exercise. Joint financing of the Resource Person
should be considered by UNIFEM and UNDP.

- Efforts should be made to support the national
machinery for advancement of women and to in-
volve them in the NATCAP exercise.

C. Round Table Cyclus

- Formal agreements should be reached with UNDP on
UNIFEM's and ECA/MULPOCS participation 1in the
Round Table cyclus process.

- UNIFEM should participate in the machinery
through which the women's issue will be conside-
red in the Round Table documentation.

- UNDP should inform UNIFEM of the Round Table
schedules.

- The national machinery (for women) shall be
strengthened for Round Table participation.

UNIFEM has recently commissioned a survey to estab-
lish "UNIFEM'S ACTIVITIES 1IN CONNECTION WITH ROUND
TABLES, COUNTRY PROGRAMMES AND RBA'S NATCAP EXER-
CISES". This survey has a number of recommendations
which follow the principles of the recommendations
recited above, although exemplified and elaborated in
more implementation oriented detail.
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RECOMMENDATIONS ON THE UNIFEM ORGANIZATION AND OPERA-
TIONAL POLICIES

Country Programming, Round Tables and NATCAP

We support the recommendations as depicted under A, B
and C above wunderlining the need for UNIFEM to be
Kept properly informed of the timing of the exercises
to ensure forward planning on possible input and in-
tervention in the processes. This presupposes insti-
tutionalized communication with the relevant UNDP
Field Offices.

Operational Analyses

The overall and most important and far-reaching re-
commendation deals with the development concept of
the UNIFEM organization, its growth, professionaliza-
tion and its administration. UNIFEM's aim is repor-
tedly to reach a yearly turnover of USD 20 mill. by
the end of the eighties/early nineties. It is, how-
ever, believed that unless the organization is able
to:

- refer to reasonably successful projects

- refer to feasible plans for improving and strength-
ening the organization in cooperation with UNDP, 1in
compliance with the agreed objectives and policies
and in tune with the budgetary aspirations, the WID
and UNIFEM may lose credibility and thus visibility
and funds.

It will be necessary to carry out an operational ana-
lysis of the agreed objectives and policies as depic-
ted under 4.3. above, to establish:

a) action plans for long and short term policy deve-
lopment and project support, including a careful
priority analysis

b) relevant staffing requirements and plans at Head-
quarters, regional and field levels with well de-
fined areas of responsibility, authority and Job
Descriptions, stating required qualifications and
experience.

The staffing plans must consider i.a. the most
cost effective use of:

* the UNDP machinery and relevant support ser-
vices available at Headquarters and the field:

* established or new, qualified consultants and
local resource persons who may be utilized at
all levels



c)

e)

f)

h)

This must be seen in the 1ight of c¢) below.

a policy of centralization versus decentraliza-
tion, 1.e. decision making authority at field,
regional and Headquarters 1level including the
level of advice to be sought from the Consulta-
tive Committee (ref. also para. 4.5.4)

relevant office requirements, immediate and long
term

the future employment level of the Director (D1
today) in view of:

* administrative and project management respon-
sibilities,

* established 1level for other UN Funds (all re-
ported to be at D2 level),

* the reported level of the new Division of Wo-
men's Programmes (D2)

as to whether or not UNIFEM should be solely re-
sponsible for their financial management. This
should not be considered 1in isolation, but be
seen as an important issue in this recommended
operational analysis.

In an improved administrative and project manage-
ment system there are strong arguments for inclu-
ding financial management in the organization's
daily operation. Among items to be considered
are:

Cash flow statements

Statement of source and application of funds
Statement of project budgets and revisions
Improved project cost control

Relevant software development and purchase/in-
stallation of hardware

* % % ok %

The important issue is to have easy access to re-
levant information at all time.

relevant administrative and project management
tools, procedures and systems, predicting priori-
ty areas, volume of work, size and complexity of
projects over the next number of years. Avail-
able systems and expertise within UNDP may con-
stitute valuable input in this context.

time spent on Headquarter activities as input to
the analysis.

The present UNIFEM staff should therefore imme-
diately be required to register the time spent on
daily activities (time sheet).
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In analyzing the most suitable and cost effective ad-
ministration, due consideration should be given to

- the complexity of the tasks to be performed by UNIFEM

as policy makers and influencers and as project plan-
ners and implementors. The UNDP (and GC/GA) rule of
thumb percentage of total budget to cover admini-
strative support cost necessary to reach the desired
goals and objectives and satisfy the policy
aspirations, may thus not be appropriate.

Immediate Staffing

Notwithstanding the above, an immediate strengthening
of the professional staff is considered absolutely
necessary for reasons cited under 4.2 above.

The Director has proposed to the Chief, Budget Sec-
tion and the Administrator that the Programme Budget
for the Biennium 1988-1989 included three additional
core staff at P5 level. This request is in principle
supported by us.

It also seems logical to give priority to personnel
with regional responsibilities.

Should it be difficult to find immediately the three
persons requested, priority is proposed be given to
Africa and Latin America and the Caribbean. The
personnel should have project planning,
implementation and monitoring experience from
developing countries and should be employed without
delay. To ensure a smoother cooperation with the
UNDP system than is experienced today, it is
suggested that UNDP officers with relevant
qualifications and experience and a positive and well
established professional reputation within UNDP (e.qg.
former Res.Reps.) be (permanently) seconded to the
UNIFEM Headquarters.

Alternatively, UNIFEM could approach donors with
vested 1interests 1in the organization for secondment
of or support for such personnel.

It is also recommended that in analyzing the need for
immediate additional general staff, administrative
assistance to the Director should be considered.

The above recommendation presupposes that immediate
measures be taken to restrict the workload at the
Headquarters. This may only be done by restricting
immediate future involvement in new areas in order to
consolidate and improve on evident weak points and
communication with the field. It is important that
the need for professionalization is understood and
that this may only be achieved in the short term per-
spective by not undertaking new activities until the
recommended Tong term analyses and improvements are
realized.
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Detailed Job Descriptions for required personnel
should be prepared.

It is further recommended that the personnel recrui-
ted on project contracts be specialists within prio-
rity areas, such as:

- credits

- women and agriculture
- training

- etc.

Project Management System

The Operational Analysis (4.4.1) should consider the

development of an adequate <computer based Project
Management planning and monitoring system.

This could be done with the assistance from DMIS and
e.g. CDF/OPE and possibly an outside consultant (who
may bring in new and fresh ideas from the outside
Project Management world), along the Tines already
developed for OPE, CDF and others, but adjusted to
satisfy size and complexity of typical UNIFEM
projects. (Ref. also paragraph 4.5 and 5.4 on
recommended Project Manual improvements.)

Project Manual

The Project Manual systems and routines should be
harmonized with the UNDP system and amended as pro-
posed in paragraphs 4.5 and 5.4.

Information on UNIFEM

To increase information on UNIFEM policy, mandate and
objectives the following actions are recommended:

a) Through meetings, workshops and participation in
the formulation and 1implementation of the UNDP
training programmes and by other possible means
inform UNDP staff and other relevant UN agencies
of the mandate, policy and work plans of UNIFEM.

b) Information to potential contributors, Executing
Agencies, governments, etc. about UNIFEM, 1ts
mandate, policy and action plans is also consid-
ered to be important. To this end 1t 1s recommen-
ded that professional advice be sought to stand-
ardize and professionalize the information ap-
proach, methods and material. Examples of
issues to be considered are:
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- a larger and more visible logo

- slogans

- video/TV spots

- slide shows from important programmes

- posters/calendars/postcards

- a UNIFEM colour for all papers which is easily
recognizable on overloaded desks

- UNIFEM folders and filing boxes for easy filing
of information material

- standard presentations which may be performed
by UNIFEM employees on a country/field visit

4.4.7 Fund Raising

A priority plan for fund raising in compliance with
the budgetary aspirations should be developed and
implemented. Long term plans must be closely coordi-
nated with the Operational Analyses proposed under
4.4.1.

4.5. THE PROJECT CYCLE

Statement

"The Regional Bureaux, other organizational units
and Field Offices of the United Nations Develop-
ment Programme shall continue to assist the ope-
rations of the Fund, i.a by joint programming
missions to ensure the involvement of women in
technical cooperation activities financed by the
United Nations Development Programme and by sup-
porting the project cycle activities of projects
financed by the Fund. For 1its part, the Fund
shall participate in existing machineries for co-
ordination of tecnnical cooperation at Headquar-
ters and field levels."

(From the Expanded Mandate)

Observation

The Project Cycle as referred to by UNIFEM is en-
closed as Appendix 4. Generally we are left with the
impression that the principles of the Cycle function
satisfactorily. A closer study of the process and
the management procedures and formats available has,
however, resulted in the ensuing observations, com-
ments and recommendations.






