G77 & China Summary of the “In-Principle” Management Response

General Comments

Management appreciated the recognition from the team leader that the IEE has received commendable support from FAO staff at all levels and in all locations - demonstrating the willingness of FAO management and staff to engage in an open and comprehensive assessment of the Organization’s activities, challenges and the need for change. (Par 3)
Management agrees with most of the recommendations as well as the major findings and broad thrusts of the Report. The Director-General is committed to leading a process of transformation, and to implementing the follow-up that would stem from the guidance of the governing bodies, though some recommendations would require further study and consideration while others deserve some additional elements of information for consideration by the membership. (Par 5)
Management supports the emphasis in the report of the IEE on: the need for “reform with growth” so as to have an FAO “fit for this century” that “would have set a new standard of excellence in multilateral organizations”.  (Par 6)
Compared with the situation some 20 years ago, agriculture is back on the world agenda. The present times are most favourable for far-reaching and bold decisions to strengthen multilateral institutions dealing with agriculture. The IEE constitutes a major  milestone in FAO’s history. The report offers a timely opportunity for decisions by the membership to fashion a more strategically-oriented, effective and responsive Organization. (Par 7)
The representatives of Members assembled in the governing and advisory bodies and the Secretariat should all be prepared to engage in open dialogue, as the IEE invites them to do. Together, they should seek better ways to work together to serve the purposes for which FAO was established. (Par 10)
Management and staff would welcome the introduction of measures which would make the governance process of FAO more effective and less prone to divisions, and also any steps which would allow the Organization to have a greater say and impact on world affairs, in line with its Constitution and mandate. Members should therefore expect whatever support is needed from the Secretariat to achieve these aims. (Par 11)
Comments on the Meassages in Chapter 1

The IEE Report unequivocally invites the membership to put an end to a debilitating period of stagnating resources and, in particular, real decreases in Regular Programme budgets. The need for reform with growth is a recurring theme in Chapter 1. (Par 16)
The report comments on the readiness within FAO for change. On his side, the Director- General again pledges his full commitment to implement any changes, however far-reaching in scope, as may be decided by the membership. (Par 23)
Several messages are also broadly in line with the principles of the reforms recently endorsed by the governing bodies, such as calls for a more flexible Organization and FAO’s role as a knowledge organization, with a focus on capacity building requirements in countries. Therefore, the outcome of the IEE may help accelerate momentum and lead to even more focused efforts in these areas. (Par 24)
On FAO’s role as a knowledge organization, the IEE rightly stresses its role as a facilitator of knowledge and a “doer” in its areas of comparative strength, emphasising also FAO’s advocacy function to deliver technical policy messages and help drive a global and corporate policy agenda. (Par 25)
Management supports the proposed systemic “root-and branch” review of financial and administrative systems. The emphasis on the need for appropriate tools and training to achieve delegation and empowerment is also accepted. (Par 26)
It should be stressed that the world faces the stark reality of needing to feed 50% more people by 2050 - nearly all of the population increase to take place in developing countries. This is to be achieved with diets that involve a likely doubling in meat consumption, while competition for land use from the biofuel sector is likely to increase very fast. At the same time, countries will have to maintain and manage ecosystem services and meet poverty reduction targets. Globally, they must produce twice as much from crops, the vast majority from the same land and water resources as today. This will require hard policy choices at national level. FAO should facilitate access to appropriate technical knowledge, coupled with awareness of the implications of technologies for policy frameworks. Appropriate balance is to be sought between production matters and broader technical and policy issues. (Par 28)
An important area of focus should be capacity building related to crop production and ensuring an enabling environment. In the eyes of management, the argument placed in the Report that normative work on crop production should focus solely on plant nutrition and small-scale urban and peri-urban horticulture requires further discussion. (Par 29)
Proposals for an Immediate Action Plan and a New Strategic Framework

A major recommendation (1.1) is the formulation of an Immediate Action Plan (IAP) in order to concretise the ideas and measures presented in the Report. This recommendation is fully supported, as its outcome must also be reconciled with the approved biennial budgetary envelope and other decisions of a financial nature which must be taken by the Conference. (Par 31)
The preparation of this IAP will be a challenging task. Subject to the decisions of the Conference in November 2007, there will be 109 recommendations and some 330 actionable subcomponents, the consequences of which will need to be subsequently examined in detail. In the meantime, some actions captured by the IEE team under the expression “quick wins”, would be initiated earlier in response to specific recommendations when they fall under the management’s responsibility. (Par 32)
Management endorses the principle of joint ownership of the IAP and the logic of the recommendation to convene a special session of the Conference in late 2008 to establish a workable implementation path, including further consideration of budgetary implications. (Par 35)
It is noted that the Report recommends that only an outline for a Strategic Framework be submitted at the proposed special session of the Conference in the second half of 2008. Within this tight timeframe, it will be important to foster mutual understanding about what is most important and what may be less important, both among Members and between Members and the Secretariat. The Secretariat is committed to playing fully its role in this delicate process. (Par 37)
Cluster 1: Rekindling an FAO vision through a new strategy
Cluster 1 argues the need for a new Strategic Framework to define the orientations of the Organization to at least 2015. The suggested priority themes to be highlighted in the Strategic Framework would be focused, integrating advocacy, normative work and technical cooperation, and would have a life span of at least six years. Management agrees that the three goals of the Member Nations (overcoming hunger and malnutrition, agriculture as a contribution to economic and social development, sustainable management of the natural resource base for food and agriculture) should underpin the logical framework hierarchy of means to ends analysis for FAO. (Par 41)
Management also supports and will take immediate steps where possible to initiate development of the “component strategies” to maximise the impact of FAO’s work through critical areas of activity, including resource mobilisation, cooperation with key partners such as NGOs and the private sector, knowledge management, advocacy and communication and capacity building. It notes with some satisfaction that – contrary to earlier perceptions – FAO is now considered to be a willing partner at large (message 14). The IEE recommendations on strengthening relationships with selected external partners aimed at leveraging FAO’s comparative advantage, are supported by management, and elements of these will be targeted for early action. (Par 42)

Management will provide relevant information for decision making by the governing bodies for a meaningful programme on crop production, and ensuring greater synergies between units dealing with crops and grasslands, and seeds and plant nutrition. (Par 44)

Management agrees to concentrate on capacity building for technology transfer and to facilitate access to knowledge on production technologies. (Par 44)

Management proposes to review the conditions under which the joint work with IAEA (Par 44)

Concerning “technical cooperation at country and regional level”, management agrees that  there is a need to concentrate on the countries committed to giving priority to agriculture, rural development and food security, particularly in LIFDCs, LDC countries and other UN focus countries (SIDS, landlocked, etc.).  (Par 45)

Management also agrees with the need to decentralize TCP project approval: national projects should be approved by the FAOR, projects at subregional level should be approved by the head of the subregional office, regional projects by the regional ADG, global and emergency projects by the ADG responsible for technical cooperation in consultation with relevant technical ADGs at headquarters, with some set aside funds to ensure flexibility. (Par 46)
Areas for early action
a) In the context of developing the IAP, a consultative process to formulate a new Strategic Framework will begin immediately following the 2007 Conference; it will provide clear indication of priorities and means-ends requirements in addressing the three goals of Member Nations.
b) Concurrently, action will be taken to formulate the key Component Strategies highlighted in the Report.

c) Strategic reviews will also be initiated in several technical areas where the Organization demonstrates a comparative advantage but where some programme adjustments may be required, including Support to Investment, Support to Emergencies, Statistics, Fisheries and Forestry.
d) Gender concerns will be more fully integrated in the Organization’s programme cycle.

e) Work in priority technical areas will be advanced, notably in the areas of biodiversity, plant pest and transboundary animal diseases emergency management, climate change adaptation and mitigation and bioenergy.
f) On Information Systems and Publications, efforts to make more hardcopy publications available to Least Developed Countries will be pursued. 
g) Collaboration with strategic partners on key activities, in particular the Rome-based Agencies (joint communications and advocacy and common services), CGIAR (knowledge sharing and transfer), and UNIDO (institutional support to agricultural development), will be strengthened.
h) Technical cooperation at country, subregional and regional levels will be enhanced through the establishment of subregional multidisciplinary teams and empowerment of Heads of decentralized offices.
i) TCP approvals will be decentralized once the capacity of these offices to assess and formulate TCP projects is ensured and a system of ex-post control is put in place.

Cluster 2: Investing in governance

The first theme in Cluster 2 refers to governance’s Fiduciary Role and Oversight function. The Secretariat supports the objective of enabling governing bodies to exercise independent oversight. Closely connected to this is the election of the Director-General by the FAO Conference and the rules governing the election. In 2003, the duration of the term of office was reduced and the number of terms limited to two. (Par 48)

At the macro-level, regarding the Conference itself, the Secretariat supports the need to enhance broad participation and as the Conference agenda develops, to consider facilitating a parallel global forum or fora for non-governmental interest groups. At a more micro-level, and as a way of underpinning the oversight capabilities of the Conference, the Secretariat is committed to preparing an organization-wide risk management framework, as well as studying the experience of the United Nations system and other international organizations, with a view to establishing an effective Ethics Committee with a mandate for independent review of any ethical issue brought to its attention, including any resulting from internal audits. The Secretariat is also committed to conducting an external peer review of FAO’s Internal Audit performance at least once every five years. (Par 49)

The Secretariat appreciates the IEE’s proposal, with regard to governance proceedings, to establish a framework that makes possible periodic testing of how well the governance structure is working, as well as providing information, through seminars and briefings, to promote transparency and understanding. It would also be desirable to enable the membership to gain firsthand knowledge of FAO activities in the field. (Par 50)

51. The Secretariat believes in the need for a balanced governance structure, with effectively empowered governing bodies and clearly defined lines of responsibility for leadership and management functions. However, the IEE also proposes significant measures relating to the Independent Chairperson of the Council, including a supportive secretariat and attendant budget. Management needs to draw attention to the fact that this could create potential risks of dual leadership problems and duplication of work. (Par 51)

Management considers that an enhanced mediation role for the Independent Chairperson of the Council, particularly before decisions are put to the governing bodies, would represent a positive contribution. (Par 52)

Regarding Regional Conferences, the Secretariat supports the proposal for Regional Offices to draw up concrete agendas, in close consultation with governments, focused on major regional issues. (Par 53)

The Secretariat agrees with the IEE on the need to prioritise those areas, among all international issues that arise, where FAO should be proactive in developing global consensus and that, in some cases, FAO should take an early initiative, aware that parts of the discussion are likely to become the eventual prerogative of others. FAO will also review, on behalf of its constituency, international agreements being drafted elsewhere, in order to influence the concerned decision-making fora. (Par 54)
Areas for early action
a) The Office of the Inspector General (AUD) will guide management in the systematic development of an “Enterprise Risk Management Framework” in FAO in 2008.
Direct access of the Inspector-General to the Finance Committee will be implemented, and a peer review of the functioning of the AUD will be carried out every five years.
b) The Organization will pursue the mandatory contribution of 1% of each extrabudgetary project for evaluation purposes.
c) A yearly calendar of informal, interactive seminars and/or thematic briefings on key issues of major interest to the membership will be established and meetings for the Permanent Representatives to FAO will be organised along the lines of those conducted in 2007.
Cluster 3: Institutional culture change and reform of administrative and management systems

Management agrees with the vast majority of recommendations falling under Cluster 3 in the areas of management and administration, human resources, support to changes in structure, administrative efficiency, finance and organizational culture. Management will give high priority to implementing a comprehensive root-and-branch review of management and administration with external help, the outcome of which will influence and guide many other actions under this cluster. Management supports the emphasis on more effective and innovative human resource management practices in order to attract and develop high calibre human resources and empower and motivate staff. Included among these would be improved recruitment procedures, increased delegations, better staff development and performance management systems, along with the introduction of performance incentives. Recommended interim measures to help streamline and rationalise administrative processes are also accepted, recognising that the root-and-branch review may take some time to complete. (Par 56)

57. Recognising the importance of a transformation of FAO's organizational culture, management welcomes the series of proposed direct measures designed to help catalyse culture change and develop new attitudes within the Secretariat. Management is committed to prioritising and implementing these, and related measures, as part of the overall Immediate Action Plan. (Par 57)

Pending the outcome of the root-and-branch review, management agrees with the IEE that this cluster is amenable to early action on several recommendations when they fall under the authority of management to do so. Waiting until the IAP has been completed and approved and the outcome of the root-and-branch administrative review, would unnecessarily delay a number of positive changes that would assist with further reforms. (Par 58)
Areas for early action

I. To streamline and rationalise administrative processes and support:

a) Prepare terms of reference, tender for, and initiate the comprehensive root-and-branch review of management and administration.
b) Pursue further collaboration with the Rome-based UN agencies.

c) Integrate additional administrative IT systems.

d) Merge strategic and programme accountability processes with financial management and financial reporting requirements to establish a complete Management Information System. 
e) Improve procurement and related services by completing a revision of relevant Administrative Manual Sections in 2008 and simplifying controls on proof of travel.
f) Enhance recovery of project servicing expenses, including recovery of fixed costs such as in the area of information technology infrastructure.
II. To optimise corporate financial and systems management:

a) Prepare a financial risk management strategy for the Organization.

b) Start a new Information Risk Assessment project for  IT-related risks in decentralized offices. 

c) Implement IPSAS project in line with the UN system timetable (2007-2010)

d) Develop proposals for rolling over a proportion of working funds between biennia for consideration by the Finance Committee in 2008.

e) Record the full after-service medical liability in the balance sheet as at 31 December 2007 and request appropriate levels of funding for the ASMC past service liability.
III. To attract, retain and develop high calibre human resources and to empower and

motivate staff:
a) Develop and implement a coherent human resources policy framework by end-2008 
b) Prepare an incentive-based targeted staff rotation policy by end-2008.

c) Develop a Gender Action Plan related to human resources by the end of 2007. Implement by end-2008 an enhanced recruitment strategy with the objective of improving age, gender and geographic representation profiles, and set gender and geographical representation targets for individual departments.

d) Develop a supply of suitable candidates, encourage recruitment of younger staff and conduct targeted recruitment missions and advertising.

e) Review contracting modalities, including the existing when-actually-employed consultancy contracts and hiring former FAO staff, and UN and other retirees.

f) Apply dual grading of D1 and D2 level posts to the positions of divisions head.

g) Increase the percentage of total staff costs devoted to staff development and implement a new funding model targeted towards corporate priorities.
h) Develop a delegations framework based on the principle of subsidiarity, which would include further delegation of authority to Personnel Officers and line managers.

i) Empower heads of decentralised offices through increased programme, human resources management and financial decision-making authority, and for resources mobilisation.

j) Assign responsibility for selection of professional and national officer staff to ADGs.

k) Review delegations regarding approval levels for rates offered to consultants.

l) Finalise and introduce the Performance Management System (PEMS) policy framework.

m) Strengthen the recently introduced Performance Assessment and Monitoring System (PAMS) for FAORs to include a two-way system of peer review whereby FAORs will also be in a position to evaluate the support received from headquarters.
IV. To catalyse culture change:
a) Constitute a special working group to oversee implementation of a comprehensive programme of culture change.

b) Promote ex ante planning and “mainstreaming” as the preferred practical routes to execute multidisciplinary activities and increase central catalytic funding for multidisciplinary work.

c) Develop a corporate platform for knowledge sharing.

d) Extend the current telephone directory to include knowledge groupings.

e) Expand the courses of the Joint Management Development Centre.

f) AFH to provide increased advice and support (including coaching) to line managers.

g) Remove the security surrounding the Director-General’s movements when he is in HQ.

h) Post and update monthly reports of the Director-General’s official visits and major meetings with external contacts.

i) Increase formal and informal briefings by senior staff to Permanent Representatives.
Cluster 4: Restructuring for effectiveness and efficiency in both headquarters and the field

Management notes that according to the IEE the proposed structural arrangement is only one possible model. Studies of the proposal will need to consider, among other factors, the principles and best practices on the span of control and chain of command taking due account of the direct day-to-day support received by the Director-General from the Deputy Director-General, the Directeur de Cabinet and the Director of the Office for Coordination and Decentralization (OCD), as well as the critical

functions undertaken by Assistant Directors-General as a primary executive decision-making arm of the Secretariat. (Par 60)

Management further notes the IEE statement that form should follow function. Management also endorses the principle of a more effective field presence and further decentralization of functions and authority from headquarters to the field. It concludes that to be relevant, credible and have a major development impact, further steps in the reform process must address a comprehensive set of issues. (Par 61)
Conclusions

The Director-General has emphasised that he is committed to leading a process of transformation that can build on the willingness of FAO staff to implement such reforms as may be decided by Member States, while pursuing the initiatives recommended by the IEE that are within his authority. He expresses his appreciation to Members, who have followed every step of the IEE process with great interest and involvement. (Par 63)
Management trusts that the Council and Conference will recognise the expectations generated by the IEE, and succeed in taking a balanced view of what needs to be done to provide FAO with the guidance, consensus and the means to enable the Organization to support Member States in facing the great challenges of agriculture, rural development and food security in the 21st century. (Par 64)
The Director-General once again thanks the Member States for the confidence they have shown for his leadership. He pledges to contribute fully and effectively to the process leading to a successful outcome of the IEE. (Par 65)
