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Priorities and sequencing for management action in implementing
the IPA subject to full availability of funds
Introduction
1. At the meeting of the Conference Committee for IEE Follow-up (CoC-IEE) on 21 January
2009, Members appreciated the Management arrangements in place to implement the IPA
and requested that Management provide documentation to the next meeting on 27
February containing a clear indication of priorities, sequencing, timelines and costs.
2. To support the complementarity of work between the CoC-IEE and Finance Committee,
this paper describes IPA prioritization, sequencing and timelines. Management will
provide detailed information on revised cost estimates to the Finance Committee for its
meeting on 9/10 March.
Prioritization
3. The IEE report indicated that renewal of FAO will require implementation of a wide
ranging package of inter-related actions. Thus the IPA has a very wide scope, and covers
the introduction of changes in areas ranging from Governance reform, to the priorities and
programmes of the Organization, and reform of systems, programming and budgeting,
culture change and organizational restructuring. Reforms in other UN organizations have
typically not included such a wide range of measures. Implementation of all IPA actions
is necessary for FAO renewal, and the IPA represents a very ambitious, integrated set of
actions to be fully implemented over the next three years.
4. Linking these interrelated actions is the overarching approach to managing for results,
whereby FAO clearly articulates member needs, functions as one Organization in focusing
its programmes and activities on meeting member needs, optimises the use of human
resources, is efficient in the delivery of results, and reports back in a clear and precise
manner to members on the effective results achieved.
5. Putting in place a culture of managing for results is a long term iterative process involving
introduction of an integrated set of actions, including a new framework for results-based
programming, monitoring, reporting and resource mobilization; the root and branch
review; enterprise risk management; human resources policies and practices;
decentralization; headquarters restructuring; partnerships; and governance reform (see
figure 1).
Organization and Sequencing
6. Actions in these areas need to be implemented in an ordered and sequenced manner to
deliver an effective outcome. Management has organized the IPA actions, together with
the Root and Branch (Stage 1) recommendations into a series of 14 major Projects
grouped by Themes to provide a structure for effective implementation, and a meaningful
reporting arrangement. Management was also requested at the meeting on 21 January to
provide a list of Project leaders and Thematic Group leaders, and the structure and names
of leaders is attached at Annex 1.
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7. Management is in a position to move more rapidly on actions that can be implemented
within the approved programme of work in 2009 and thus require no additional external
cost. This represents over 50% of the total number of actions. In addition, of those
actions that do have external costs, Management wishes to assign the highest priority to
the urgent and essential actions to establish and operationalize our approach to “managing
for results”.
8. Annex 2 provides a Gantt Chart view of these actions with timelines. The planned dates
for actions are those of the original IPA approved by Conference unless marked with an
asterisk in which case the dates have been amended by the relevant Project Leader.
9. Actions that have no additional external cost in 2009 have a category “N” and are colourcoded in green, whilst those that have external costs in 2009 but form a part of the
approach to “managing for results” have a category “R” and are colour-coded in blue.
10. Management will proceed during 2009 with all “no additional cost” actions and all actions
with external costs that are part of “managing for results”.
11. Actions that have external costs in 2009 and are not an essential component part of
“managing for results” will be progressed as funding permits, and these actions have a
category “O” and have been colour-coded in red. These comprise, inter-alia,
recommendations arising from the Stage 1 report of the Root & Branch review, for which
a delay is recommended until April 2009, because the more detailed Stage 2
recommendations are due in April, and these may supercede or modify the Stage 1
recommendations. The planned dates for these category O actions are subject to change,
depending upon the availability of funds.
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12. The estimated costs in 2009 of proceeding with all actions linked to “managing for
results” is in the region of USD 16 million, whilst the items for which implementation will
await availability of funds have a total estimated cost in the region of USD 6 million.
13. This represents the first iteration of the IPA implementation plan, and changes will be
made to this plan as implementation proceeds on a broader front, and greater account can
be taken of the inter-dependencies amongst actions.
Progress
14. Management launched the “managing for results” related projects in December 2008,
although full implementation is dependent on a sequence of IPA actions to be undertaken
in 2009 and in 2010-11 as described below.
Actions completed in 2008
The Conference, in approving the IPA in November 2008 through Resolution 2008/1,
took six substantive decisions that allow Management to move forward with the first steps
in preparing the new results-based framework. It decided the application of the resultsbased framework (1.1), the vision and global goals (1.2), the in-principle strategic
objectives, functional objectives and core functions (1.3), the format for the presentation
of strategic objectives and organizational results (1.4), the requirement for Technical
Committees to report directly to Conference on global policy and regulatory matters and
to Council on programme and budgetary matters (2.56), the elimination of the Summary
PWB (3.5), and in-principle apex of the structure of Headquarters Departments and the
senior executive management (3.97).
Actions to be taken in 2009
The main actions being taken in 2009 relate to preparation of the revised programme and
budget documentation (including Strategic Framework, Medium Term Plan and PWB),
design and preparation of the results-based monitoring system, and roll-out of the staff
appraisal system (PEMS). Besides the interdependencies of the these actions, they also
depend on completion and uptake of related recommendations of the Root and Branch
Review, initiation of staff training on Results Based Management, design and decision on
the headquarters structure, and assignment of responsibilities and accountabilities at all
locations.
Actions to be taken in 2010-11
The biennium 2010-11 will see the first full application of the new cycle of preparation
and Governing Body decision making, and the results-based monitoring and reporting
system. Actions started in 2009 relating to “managing for results”, including responsibility
and accountability, training, results-based monitoring, staff appraisal, Enterprise Risk
Management and the follow-up to the Root and Branch review are interdependent and will
continue to be implemented. The starting point will be dependent on the amount of
progress made in 2009.
Deliverables
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15. Management will begin delivering IPA outputs in line with the agreed workplans of the
CoC-IEE and other Governing Body meetings. These outputs include Basic Text changes
(from February), Human Resources Management Strategy (March), Draft results matrices
- Strategic Objectives (March-June), Organizational changes (March-June), Impact Focus
Areas (April), Review of decentralized offices staffing, location and coverage (AprilSeptember), Root and Branch review - follow up to final report (May), Human Resources
reforms (May), Charter of Office of Evaluation (May), and draft Strategic Framework –
MTP 2010-13 and PWB 2010-11 (May-September).
Costs
16. Project leaders have revised original cost estimates “bottom-up” based on their assessment
of probable incremental external costs. As a result the total estimated cost for IPA
implementation is in the same order of magnitude as the original estimate, with a slightly
reduced estimate for 2009 and a very similar estimated cost for 2010-11. These revised
estimates will be presented in detail to the Finance Committee in March. The estimates
will be subject to further modification, as more projects start and estimates are confirmed
or modified. Management will report to members on a regular basis providing
information on changes to estimates and comparisons between estimated and actual costs
as projects complete.
Risks
17. Effective Implementation of the IPA as indicated above requires a full and timely
availability of funding. However, the Organization is at the end of the second month of
the period of implementation covered by voluntary contributions in 2009 and, of the USD
21.8 million funding level estimated at the time of development of the IPA, only USD 5.5
million has been pledged and, of this, USD 3 million has been received.
18. The Trust Fund situation will be discussed in greater detail by the Finance Committee in
March, but the shortage of funding is beginning to cause problems because it would be
unwise for Management to launch actions for which funding is not available. In addition,
start-stop measures, which are the result of uncertainty regarding funding, introduce
significant inefficiencies.
19. Management wishes to emphasize its commitment to renewal and to the full
implementation of the IPA. It has established management arrangements, mobilized staff
and prioritized the key IPA project and its dependencies.
20. For the March meeting of the CoC-IEE, Management will project future funding
requirements during 2009, and highlight funding constraints to full implementation of the
planned 2009 IPA actions.
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Annex 1 – Thematic Group leaders and Project leaders
IPA

Thematic Groups
1. Improved articulation of member needs
through effective governance and
oversight
Thematic group leader:
Jean-François Pulvénis
2. Focus on member needs through results
based programming, monitoring,
reporting & resource mobilization

IPA (200+
actions)

Thematic group leader:
Jutta Krause

Projects
1. Governing Body reform
Project leader: Ali Mekouar
2. Oversight
Project leader: Jim Butler
3. Reform of programming,
budgeting & results based
management
Project leader: Boyd Haight
4. Resource mobilization &
management
Project leaders: Mina
Dowlatchai/Roberto Samanez
5. Technical Cooperation
Programme
Project leader: André Hupin

3. Functioning as one organization by
aligning our structures, roles and
responsibilities to the results framework
Thematic group leader:
Shivaji Pandey

6. Decentralization
Project leaders: Daud Khan/
Deodoro Roca
7. Headquarters structure
Project leader: Jim Butler
8. Partnerships
Project leader: Mariam
Ahmed

plus
4. Efficient use of member contributions
through reform of administrative and
management systems
Root &
Branch
Stage 1
actions

Thematic group leader:
Fernanda Guerrieri

10. FAO Manual
Project leader: Serge
Nakouzi
11. IPSAS and Oracle
Project leaders: Nick
Nelson/Yasuko Hanaoka
12. Enterprise Risk
Management
Project leaders: Jim Butler/
Amalia Lo Faso

plus

plus
Outstanding
D-G Early
actions

9. Reform of administrative and
management systems
Project leader: Theresa
Panuccio

5. Optimizing human resources through
HR policy, practice and culture change
Thematic group leader:
Laurent Thomas
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13. Culture Change
Project leaders: Liliane
Kambrigi/Egle de Angelis
14. Human Resources
Project leader: Tony Alonzi
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