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Decentralized Offices Network

Executive Summary

Updating the coverage of the Decentralized Offices of the Food and Agriculture Organization of the
United Nations’ (FAQ) is essential in order to adapt to current developments and achieve greater
flexibility, efficiency and impact in the implementation of Strategic Objectives. This review of the
decentralized offices network in the Africa region aims to strengthen the capacity of the network to
adequately support the country priorities and specific needs.

It is important for member countries in the region to support FAQ’s resource mobilization and
partnership efforts and contribute to regional funding mechanisms such as the Africa Solidarity
Trust Fund as well as Unilateral Trust Funds (UTFs) for innovation and scaling up. Partnerships
with member countries in collaboration with subregional, regional and international institutions
must be further strengthened, to provide policy advice and capacity development and building on
FAQ’s normative and standard-setting work.

Suggested actions by the Regional Conference

i) Support the proposed principles and general criteria for reviewing FAQO’s decentralized network
coverage through the adoption of flexible arrangements;

ii) Recognize the need to review FAQO’s global coverage to direct more effective support to
Members with particular regard to countries facing serious economic and social challenges;

iii) Welcome the review of country office staffing models to increase flexibility and adjust to the
emerging needs of the countries;

iv) Acknowledge efforts made by the Organization in the region to strengthen national and
international partnerships with key stakeholders for more effective normative and field support;
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v) Appreciate the strong focus and work of the Organization at country level though achievements
highlighted in the celebration of the 40th anniversary of many FAO Representations in the region;

vi) Welcome the 40th anniversary initiative as an opportunity to renew the Organization’s
commitment to its long-term presence in the field while assuring flexibility, efficiency and a high
level of technical capacity;

vii) Underline the continuing need to prioritize partnerships and resource mobilization at the
decentralized level, with emphasis on South-South and Triangular Cooperation and still closer
collaboration with Rome-based and other UN agencies.
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. Background

1. The Council, at its 153rd Session, requested that the Independent Review of Decentralized
Offices Network be reviewed by the 2016 Regional Conferences. All Regional Conferences welcomed
the document and supported the proposed principles and general criteria for reviewing the coverage of
FAO offices.

2. Taking into account the views of the Regional Conferences and of the May 2016 Programme
and Finance Committees, the 154th session of the Council:

e recognized the need to update the coverage of FAO’s Decentralized Offices in a flexible
manner and with no increase in the overall decentralized network budget. In addition, it
supported the principles and the criteria to be applied in a region-specific manner as identified
by the Independent Review of the Decentralized Offices Network;

o endorsed the region-specific recommendations arising from each of the 2016 Regional
Conferences, including the creation of new offices or support for the strengthening of existing
capacities on a cost-neutral basis, ideally on a cost-sharing agreement with the host
government concerned;

o endorsed the creation of a separate Subregional Office for West Africa (SFW), preferably
based in a Francophone country, and a Subregional Office for Mashreg Countries (SNM) in
Lebanon;

e supported the use of “Partnership and Liaison Offices (PLOs)”, as well as “Multiple
Accreditation Offices” (with the FAO Representative located in another country); and

e encouraged the Director-General to continue efforts to consolidate decentralization and
enhance capacity and internal control at decentralized locations, while maintaining the
technical capacity at headquarters and in decentralized locations to achieve the delivery of the
programme of work.

3. In July 2017, the 40th Session of the Conference endorsed the main findings of the Report on
the Independent Assessment of the Technical Capacity of the Organization that was conducted in 2016
with the following recognitions and recommendations. The Conference, amongst others:

i) appreciated the increase in technical capacity of the Organization from 2012 to 2016,
both at headquarters and in the decentralized locations, in spite of a flat nominal budget
level and overall decline in the number of positions in the period under review; and

ii) welcomed the suggestion for greater collaboration between FAO, IFAD and WFP on
administrative areas, for cost-reduction and efficiency, and to leverage FAQ’s pre-eminent
position as a repository of technical capacity.

4, The 158th Session of Council (December 2017) endorsed the updated organizational structure
and noted that further budgetary transfers could arise as a result of guidance from the Regional
Conferences, further work planning and from the most efficient modalities of implementation during
the biennium.

Il.  Common Achievements to the Five Regions

5. As noted in the Programme of Work and Budget 2018-19, the Secretariat has embarked on a
review of the scope and modalities of country coverage in each region in line with the guidance of the
Council at its 154th session in May-June 2016.

6. The current country office staffing models are not well aligned to countries’ needs. In
particular, the very high share of resources dedicated to staff costs in the FAO Representations’
network net appropriation budget limits the Organization’s flexibility to adjust to emerging needs and
invest in evolving expertise requirements. Therefore, during the biennium the Secretariat will
progressively adjust the modalities of country coverage and take measures to increase flexibility in the
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use of the budgeted resources. To achieve this, a streamlined country office staffing model will be
gradually introduced based inter alia on the size and relative complexity of the country programme
including voluntary contributions and partnerships. Over time, this approach will allow net
appropriation resources to be reallocated within the country office network budget of each region on a
cost-neutral basis, according to country-specific and emerging needs and priorities (such as Low-
income Food-deficit Countries [LIFDCs], Low- and Lower Middle-income Countries, Small Island
Developing States [SIDS]). Priority will be given to investing in technical capacities, partnership
building, outreach, and South-South and Triangular Cooperation.

7. In order to match the size of the FAO Country Offices and their resource allocation with the
level of needs and country contexts, negotiations are ongoing with some countries with limited
programme or low delivery, to change from Fully-fledged to Multiple Accreditation representations.
A first agreement was signed with Costa Rica in 2017. For those countries that have higher delivery
rates, negotiations are ongoing to change from Multiple Accreditation to Fully-fledged Country
Offices or from no presence to Multiple Accreditation on a cost-neutral basis. Partnership and Liaison
Offices (PLOs) are being negotiated with interested middle- and high-income countries. A new PLO
was established in Mexico in October 2017, raising the total number of FAO PLOs to six.

8. To further strengthen technical support to member countries, the new Subregional Office for
the Mashreq Countries (SNM) is being established in Beirut, Lebanon, with the agreement of the
Government of Lebanon to host this office. The SNM Multidisciplinary Team, to be fully covered by
extra budgetary resources, will include experts in the areas of policy, resilience, climate change, plant
protection, agro-industries, and rural organizations and extension. The Subregional Coordinator
position, shown in the SNM budgeted post establishment, is a transformation of the original FAO
Representative position in Lebanon. The new Subregional Office for West Africa (SFW) is expected
to be established in early 2018. The exact composition of the SFW Multidisciplinary Team is still
under discussion, but will be established through a combination of post transfers from the Regional
Office for Africa (RAF) which currently covers the functions for the subregion, and posts funded
under the Host Country Agreement. The Subregional Office for the Gulf Cooperation Council States
and Yemen (SNG) is being strengthened following additional support from the Government of the
United Arab Emirates. The new Multidisciplinary Team of SNG will provide expertise in the areas of
economic and social development, plant production and protection, water management and irrigation,
fisheries and aquaculture, and livestock development.

9. In addition, the programming and implementing capacities of all five FAO Regional Offices
have been strengthened with the establishment of the new senior position of Regional Programme
Leader to take overall responsibility for the substantive formulation, implementation and monitoring
of the overall programme of work in the region. This is in line with the process of consolidation of the
Strategic Programme and the Regional Initiatives.

10. In order to increase country resource allocations, the Organization is following up on the
fulfillment of the outstanding Host Country Agreement commitments of governments, such as
Government Counterpart Cash Contributions (GCCC) payments and in-kind contributions.
Meanwhile, renegotiations of some of the older Host Country Agreements are being undertaken which
include updated government contributions to reflect the economic status of the country concerned.
This exercise is ongoing but by nature this process can be lengthy.

11. It is also important to mention that Quality Reporting is emphasized as one of the key areas
where improvements for all FAO Decentralized Offices are sought. In 2017, the initial phase of the
Internal Control (IC) Reporting process was launched in all five regions. The IC Reporting has
replaced Annual Checklists for FAO Representatives. This process is a long-term commitment that
also attempts to streamline the work of the Decentralized Offices and integrates the Internal Control
Questionnaire (ICQ) with other reporting requirements including an External Risk Assessment.
Through the end of December 2017, all of the required Internal Control Questionnaires from country
offices had been submitted. Based on the ICQs, each Regional Office will prepare representation
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letters which the Director-General will use to prepare the Statement of Internal Control. Senior
management, with the strong endorsement and support of the Governing Bodies, as well as External
Audit, continues to emphasize the need for strong internal control and effective risk management.

12. The strengthening of the Rome-based Agencies (RBA) collaboration is ongoing at country,
regional and global levels. The RBAs are fully committed to jointly contributing to the 2030 Agenda
for Sustainable Development and working together to support countries in its implementation. Good
practices are being developed and replicated in a range of contexts, highlighting common challenges,
approaches and innovations, scaling up effective joint activities and developing common initiatives. In
September 2017, the Heads of the three RBAs travelled together to Ethiopia for the first-ever joint
country mission, where they made a joint call for enhanced investment in strengthening people’s
resilience to drought and the impacts of climatic shocks. At country level, the RBAs are joining in
project programming, formulation and implementation. For instance, FAO Sudan has signed a
Country Level Declaration with WFP to enhance the sustainability and impact of country programme
interventions and strengthen areas of collaboration and partnership at country level. Furthermore, the
number of countries where FAO and IFAD are sharing premises continues to grow and has now
reached eight, in line with the framework agreement signed by the two agencies in 2013.

13. In the context of the General Assembly resolution on the 2016 Quadrennial Comprehensive
Policy Review (QCPR) (71/243), the UN Secretary-General presented for consideration and
endorsement of Member States, a reform proposal for a more effective, cohesive and accountable
United Nations Development System, allowing for appropriate support to the achievement of the 2030
Agenda. The reform calls for significant adjustments in the skillsets, leadership, coordination and
accountability mechanisms of the system. The vision is articulated along seven reform streams:

i) Delivering system-wide results; ii) new generation of UN Country Teams; iii) reinvigorated UN
Resident Coordinator System; iv) a revamped regional approach; v) improved oversight and
accountability; vi) scaling up partnerships; and vii) a new funding compact. The reform entails a
variable time frame for the implementation of the different proposals, and is subject to Member States’
support. FAQ is assessing the implications of this package of reform proposals while actively
engaging with the UN Development System at country and regional levels to support the Secretary-
General’s reform initiative.

1. Achievements and Challenges in the Decentralized Offices Network in the
Africa Region

14, To further strengthen technical support to the member countries, the new SFW is being
established in Dakar, Senegal. The Host Country Agreement was signed on 28 January 2018 during
the African Union Summit and the whole establishment process should be completed by the first
quarter of 2018. The exact composition of the SFW Multidisciplinary Team is under review, but it will
be established through a combination of post transfers from RAF which currently covers the functions
for the subregion, and posts funded under the Host Country Agreement.

15. In order to strengthen technical capacity in the Subregional Office for Central Africa (SFC),
a strong multidisciplinary team will be maintained in Libreville. In view of this, the commitment of
the host government to maintain a sufficient level of support to the Office is highly commended. The
main subjects covered by SFC include forestry, fisheries, livestock, land and water, nutrition, and
policy. An expert on monitoring and evaluation has been placed in the subregion to support project
implementation, information sharing and visibility. Under the forestry domain, specific initiatives on
non-timber products and wild meat have been introduced to respond to specific demands in the
subregion.

16. The Subregional Office for Eastern Africa (SFE) has been strengthened in order to reinforce
the liaison function and partnerships with the African Union (AU) and the United Nations Economic
Commission for Africa (UNECA), headquartered in Addis Ababa. Specifically, two new posts - Food
Security Officer and Policy Officer, have been assigned to the office. FAO and UNECA have signed a
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Memorandum of Understanding (MoU) on cooperation and developed an implementation strategy and
an implementation plan for 2017-18.

17. In order to match the structures of the FAO Country Offices and their resource allocation with
the level of needs and country contexts, negotiations are ongoing with some countries with limited
programme or low delivery, to change from fully-fledged to multiple accreditation representations. For
those countries that have higher delivery rates, negotiations are ongoing to change from Multiple
Accreditation to Fully-fledged Country Offices or from no presence to Multiple Accreditation on a
cost-neutral basis. Partnership and Liaison Offices (PLOs) are being negotiated with interested
middle-and high-income countries, aiming at strengthening partnerships and providing relevant
technical expertise to service the members. Efforts are being taken to operationalize the already signed
Partnership Programmes with Cameroon (2015), Céte d’Ivoire (2016) and Equatorial Guinea (2015).
For instance, the investment function of the Abidjan office has been reinforced to develop a more
strategic collaboration with the African Development Bank.

18. The recommendation of the 29th Session of the Regional Conference for Africa (ARC) to
transform the National Correspondents’ positions in the Indian Ocean countries of Comoros, Mauritius
and Seychelles into full-time FAO National Programme Officers under the supervision and leadership
of the FAO Representative in Madagascar, was confirmed by the Council in June 2016, provided that
this exercise is implemented on a cost-neutral basis, ideally on a cost-sharing agreement with the host
government concerned. Discussions have started with Mauritius and Seychelles on developing
partnership programmes and exploring funding opportunities through UTF, while negotiation is
ongoing with Comoros, a low-income country, on the establishment of a national professional officer
(NPO) position. Further opportunities with the three countries will be explored in the framework of
ongoing formulation of the next cycle of Country Programming Framework (CPF).

19. In the course of implementation of the relevant recommendations of the 29th Session of ARC,
the planned technical officer in Gaborone, Botswana, will be responsible for liaison with the Southern
African Development Community (SADC) and be designated as the FAO Representative for
Botswana. The appointment of the FAO Representative Botswana is at an advanced stage.

20. The principle of a “one FAO’’ and one office per country is upheld and efforts are being
deployed by the Organization to apply the principle to a feasible extent. To preserve this principle,
actions have been taken to merge the project-funded resilience teams in Dakar, Nairobi and
Johannesburg with the respective FAO country office. Also, the technical capacity of the Regional
Office in Accra is being strengthened by eight additional technical posts.

IV. Options for Change in the Africa Region and Suggested Action by the
Regional Conference

21. The Conference is invited to examine and analyse the following recommendations to be
debated by the Council:

i) Appreciate measures to increase flexibility in the use of budgeted resources, thereby
allowing FAOQ in the region to respond to country-specific and emerging needs and
priorities, putting a special emphasis on such categories as LIFDCs, low- and lower
middle-income countries, and the SIDS. Priority will be given to investing in technical
capacity, partnership building, outreach, and South-South and Triangular Cooperation.
i) Support focus on strengthening the collaboration with the RBAs and other UN
organizations in the region, through developing and replicating good practices and
innovations, scaling up effective joint activities and developing common initiatives. For
instance, FAO Sudan has signed a Country Level Declaration with WFP to enhance the
sustainability and impact of country programme interventions and strengthen areas of
collaboration and partnership at country level.
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iii) Recognize FAQ’s continued efforts in developing guidelines for monitoring the
Sustainable Development Goals (SDGs) at country level, thus contributing to the
integration of SDGs in national planning and progress monitoring systems.

V. 40 Years of FAO Country Representations

22. FAQO’s Decentralized Office Network covers 155 countries. Within this network, there are

85 fully-fledged country representations, of which 55 were established between 1977 and 1979.
Approximately 70 percent of these offices, therefore, are marking their 40th anniversary between 2017
and 2019. A rolling three-year anniversary initiative is under way to celebrate “40 years of FAO
country representations”.

23. By showcasing results achieved through the Organization’s long-term country presence over
the past four decades, the initiative is proving a useful occasion to illustrate the alignment of FAO’s
expertise with government priorities while also demonstrating its agility in adapting to the evolving
needs of regions, sub regions and countries.

24. Anniversary celebrations have shown strategic partnerships and innovative resource
mobilization options, including close collaboration with Rome-based and other UN agencies, to be
integral to FAQ’s decentralization strategy and essential for supporting member countries’
achievement of the SDGs, particularly in areas concerning food security and nutrition.



