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Brief compendium of programming and budgeting practices 
in four comparable Specialized Agencies of the UN system
(Information document for the Conference Committee for IEE Follow-up, 23 January 2008)
In the context of the discussions carried out at that time by the Programme and Finance Committees of possible improvements to the programme planning and budgeting process in FAO, comparative information on: "programme planning and budgeting practices and experiences" in a sample of Organizations of the UN system was given to the Joint Meeting of the Programme and Finance Committees of September 2005 (Annex to document JM 05.2/3). 
This overview covered such critical dimensions as: 
.
the major planning documents used in these Organizations;

.
their scope and format (very schematically);

.
the role of the Medium-term Plan or equivalent documents;

.
the eventual practice of Summary Programme of Work and Budget (PWB) documents or equivalents;

.
key aspects of the governance process as relate to programme and budget decisions and the timing of pertinent sessions;

.
the setting of the budget level and the eventual use of scenarios; and 
.
ways to adjust the PWB to the approved budget level (if different from proposals).
In order to facilitate the work of the Conference Committee for IEE Follow-up its working groups, while keeping to the same above rubrics and to the format used in the Annex to document JM 05.2/3, the information has been updated to take account of developments since 2005. 
The resulting table below deliberately focuses on four comparable Specialized Agencies: the International Labour Organization (ILO), the World Health Organization (WHO), the United Nations Education, Science and Culture Organization (UNESCO) and the International Industrial Development Organization (UNIDO).
For ease of reference, an extract of the FAO Strategic Framework 2000-2015, Section III (paras. 138 to 145) is appended (Appendix A), describing the scope of the current planning framework and documents in FAO.
	Organization: ILO

	Main arrangements
	Additional information

	 Major planning documents

	- Biennial PWB
- Strategic Policy Framework – SPF (non rolling). Its issuance is a relatively recent practice (two versions so far covering the 2002-05 and 2006-09 periods). It is submitted every four years to the Programme, Financial and Administrative Committee (PFAC) and the Governing Body (GB) of the ILO. It contains a last section entitled: “a preview of the PWB proposals for the next biennium”.


	The ILO used to prepare a 6-year MTP (non rolling), a practice which was discontinued in the 1990s.

	Scope and format of documents

	a) The PWB is relatively short (150 pages for 2006-07, and even shorter for 2008-09 – slightly over 100 pages). Hence, ILO has been successful in reducing the size of documents, as previous PWBs were more bulky.

Efforts have been made to articulate the PWB in terms of a limited number of strategic objectives and intended outcomes (even more so in the PWB for the 2008-09 biennium). There is also due accent on key inter-disciplinary themes. More detailed tabular information is relegated to “information annexes” at the end of the document.

b) The current version of the SPF covers the period 2006-09. The SPF itself – i.e. excluding the preview of the PWB proposals for 2006-07 – is very short: 18 pages. It takes stock of all policy considerations worth bringing to the attention of the Membership. It does not contain expositions of planned activities by programmes, nor resource estimates. Albeit with a much shorter timeframe, the SPF resembles to some extent FAO’s SF.


	

	Role of MTP (or equivalents)

	Since the discontinuance of the previous MTP, there is no real equivalent to FAO’s MTP (cf. above description of the scope of the SPF).
	

	Role of SPWB (or equivalents)

	There is no direct equivalent to FAO’s SPWB. The “preview of the PWB proposals for the next biennium” submitted to the PFAC/GB as the last section of the SPF – when an SPF is issued, i.e. every 4 years – is very short (about 16 pages). It does not provide advance information of budgetary or financial nature like the SPWB of FAO. It consists mostly of textual summaries of the context and intended outcomes under the approved strategic and operational objectives of the Organization and exposes a number of requirements pertinent to the next biennium.
	

	Key aspects of the governance process relating to the PWB and timing of sessions

	The main organs involved with the PWB process besides the ILO Conference, are the PFAC which is a subsidiary body of, and meets before the GB. Both reflect the tri-partite nature of the ILO governance structure (governments, employers and workers, the latter two groups generally intervening through spokespersons).

The recommendations of the GB (and PFAC) reached at the March session of odd-numbered years (i.e. the decision-making year for the next biennial budget) are normally endorsed by the following June session of the ILO Conference (after discussion in the Finance Committee of Government Representatives, subsidiary organ of the Conference). 

As necessary, amendments to the original PWB proposals from the DG are negotiated in the PFAC and the GB and reflected in the recommendations of the latter to the ILO Conference. Hence, there is normally no further lengthy discussions or negotiations at the Conference.
Therefore, the timing of the sessions of the GB and Conference (March and June) and especially the practice of reaching firm agreement already at the GB of March is an advantage from the point of view of knowing at an early stage the resource envelope available for the next biennium.
	In ILO, key documents are accompanied by the report of the previous instance which dealt with the document, using a précis style, i.e. with the positions of every member that intervened individually summarized.

	 Setting of budget level and eventual use of scenarios

	The PWB does not contain scenarios.

As mentioned above, a strong tradition in the ILO is that the main negotiation takes place before and during the March session of the GB. 

In case substantial changes are made to the original document prepared by the Secretariat, a “revised” PWB may be reissued for the Conference.
	

	Adjustments to PWB to approved level (if different from proposals)

	If commitments for a specified amount of savings are part of the approved PWB, the actual implementation is left to the Secretariat to decide (and may of course be reported upon at subsequent sessions of the GB).
	


	Organization: WHO

	Main arrangements
	Additional information

	 Major planning documents

	- Biennial PWB.

- General Programme of Work (GPW). WHO has had for a long time a practice of preparing GPW documents covering a four year period. The last of these, the 10th GPW covered the 2002-05 period. More recently, however, the WHO decided to change its suite of major planning documents. The 11th GPW approved in early 2006 covers a ten year period: 2006-2015. It is about 30 pages long. It is not WHO-centered (except for a few pages at the end) but more in the nature of an assessment of world trends in health and recommended actions.

A Medium Term Strategic Plan 2008-13 (MTSP, apparently not intended to be of a rolling nature) was submitted in combination with the PWB 2008-09 (i.e. in the same printed document) and thus approved in 2007 by the WHA together with the PWB.
	WHO used to submit detailed and voluminous “regional PWBs” to its Regional Committees (equivalent to FAO’s Regional Conferences but with more powers).

	 Scope and format of documents

	The PWB 2006-07 was shorter that past editions: 175 pages. The Medium Term Strategic Plan 2008-13 and PWB 2008-09 have a combined total of about 180 pages.
The MTSP and PWB are presented in closely similar format, i.e. essentially in terms of 13 strategic objectives, with accent on indicators and results. Tabular information covers systematically both regular budget and extra-budgetary resources (for a 6 year period in the MTSP, and for the next biennium in the PWB). 
There is very scant information of a financial nature in the PWB (e.g. cost increases, reserve funds, posts, etc.) and limited coverage of non-technical programmes.
	

	Role of MTP (or equivalents)

	As indicated above, a 6 year Medium Term Strategic Plan was issued for the first time in 2007.
	

	Role of SPWB (or equivalent)

	There is no direct equivalent to FAO’s SPWB.
	

	Key aspects of the governance process relating to the PWB and timing of sessions

	While approval authority formally rests with the World Health Assembly (WHA), the Executive Board (EB, composed of Government representatives, in theory selected on a personal basis) appears to have considerable influence on decision-making (see below). The EB is assisted by the Programme, Budget and Administration Committee (PBAC) composed of 14 Members, with two scheduled annual meetings before the January EB and the May WHA.

A practice peculiar to WHO given its strong decentralized structure and traditions, is that the main PWB documents for 2006-07 and 2008-09 were submitted to the WHO Regional Commitees in 2004 and 2006.
The timing of the EB session in January and its practice of reaching general agreement on broad parameters, and of the WHA in May where formal approval takes place, have the obvious advantage that the Secretariat is aware of the approved budget well ahead of the start of the biennium.


	The governance pattern is somewhat more complicated in WHO, since the Regional Commitees also meet annually and are involved (at the sessions held in even-numbered years) in the consideration of PWB proposals for the following biennium. Hence, the PWB must be prepared virtually a year before it is approved.



	Setting of budget level and eventual use of scenarios

	No scenarios are formally presented in the PWB.

A “revised” PWB 2006-07 was issued by the Secretariat after the January 2005 meeting of the Executive Board, and subsequently approved by the WHA in May 2005, confirming the very important role played by the EB.

As the EB recommended to the WHA approval of the PWB 2008-09 as presented, there was no need to issue a revised version in 2007.
	

	Adjustments to PWB to approved level (if different from proposals)

	Again, in 2005, the “revised” PWB resulting from EB deliberations was approved by the WHA and in 2007, both the EB and WHA endorsed the PWB as presented by the DG. 
Otherwise, the DG would normally report needed adjustments to the EB.
	


	Organization: UNESCO

	Main arrangements
	Additional information

	Major planning documents

	Medium Term Strategy (MTS), which is practically referred to as document C/4.

PWB, called “draft PWB” and practically referred to as document C/5.
	“Approved” (somewhat shorter) versions of C/4 and C/5 documents are issued after their consideration by the General Conference.

	Scope and format of documents

	a) The MTS has a six year timeframe, with revisions foreseen every two years as necessary, and does not contain resource projections. The current version (covering the 2008-13 period) is only 35 pages long and revolves primarily around five major “overarching objectives”: attaining life long quality education for all; mobilizing science knowledge and policy for sustainable development; addressing emerging ethical challenges; fostering cultural diversity and intercultural dialogue; and building inclusive knowledge societies through information and communication. There are 14 subsidiary strategic programme objectives and statements of expected results. The MTS resembles to some extent FAO’s SF.

b) The biennal PWB document is quite large in relative terms: over 340 pages for the PWB 2008-09, issued in two volumes. The first volume (75 pages) simply contains a set of «programme resolutions » , a practice seemingly unique to UNESCO, while the second volume is effectively the usual PWB. Although shorter than previous versions (which were exceedingly voluminous) it still contains vast amounts of details and many tables. Efforts have been made to reflect more advanced RBM principles, including by showing expected results, performance indicators and benchmarks by so-called “main lines of action”.
It must be noted that a first version of the PWB 2008-09 was prepared by the DG and issued initially to the April 2007 session of the Executive Board (EX). The above described version is a modified one, taking account of the decisions of the April 2007 EX. 

The subsequent EX session of end-September/early October 2007 set the budget level which was eventually formally approved by the Conference at its session held from mid October to early November 2007.

	As is a long established practice in UNESCO, a questionnaire was issued in early 2006 seeking views of a broad range of partners on the substantive contents of the PWB 2008-09.

A draft MTS 2008-13 was also the object of a very extensive process of consultations during the year 2006, including in regional meetings with National Commissions. 
UNESCO has a gereralized system of National Commissions in Member and Associate countries, which form a link between civil society and the Organization.

	Role of MTP (or equivalents)

	Emphasis is placed on the MTS being a major guide for formulation of the biennial PWBs, but it is difficult to assess its effective influence on budget decisions.
	

	Role of SPWB (or equivalents)

	As part of the rather bulky document (last version of about 140 pages) which is normally submitted to the EX in non-Conference years (September or October) covering in the first instance views offered by Members and Partners on the substantive contents of the next PWB, preliminary proposals of the Director-General for the next biennium are presented (about 10 pages in the 2006 document).
	

	Key aspects of the governance process relating to PWB and timing of sessions

	The main bodies are the Executive Board – EX (rough equivalent to the FAO Council) and the General Conference.

The EX is composed of 58 Members appointed on a personal basis, and meets 2 or 3 times a year to ensure that decisions taken by the General Conference are implemented. It is also responsible for preparing the work of the Conference and examining the Organization’s PWB. However, the organization of its sessions is much more complicated than for the FAO Council as it is assisted by various subsidiary Commissions and Committees and a Group of Experts on Financial and Administrative Matters, which may meet concurrently. It has a permanent Secretariat.

The biennial General Conference is the supreme decision-making body, comprising representatives of all Members. The timing is somewhat earlier than for the FAO Conference (generally in October).
	

	Setting of budget level and eventual use of scenarios

	No regular practice of scenarios.

As mentioned above, the EX held two sessions in 2007 prior to the session of the General Conference, which addressed inter alia the PWB 2008-09. Two versions of the document were produced (the second one taking account of the EX decisions in April) while a final budget level was recommended by the second EX session to the General Conference for adoption. Therefore, while formal approval authority ultimately rests with the General Conference, the Executive Board appears to have much influence on decision making.
	

	Adjustments to PWB to approved level (if different from proposals)

	This problem did not arise recently. Otherwise, the DG would report to EX on needed adjustments.
	


	Organization: UNIDO

	Main arrangements
	Additional information

	Major planning documents

	In the last few years, UNIDO issued several documents which dealt in various ways with strategic orientations for the Organization. The scope of these documents generally reflects its prime function of providing technical assistance. They often feed into one another. These include:

Business Plan on the Future Role and Functions of UNIDO (endorsed by the General Conference in 1997 – the basis for major organizational and programmatic changes).

Strategic Guidelines (adopted in 2002 by the Industrial Development Board – IDB), 38 pages long and no specific timeframe.

Corporate Strategy on: "Developing Industry: Productivity Enhancement for Social Advance", 32 pages and no specific timeframe.

Strategic Long-term Vision adopted by the General Conference in 2005 (14 pages, about 10 to 15 years timeframe).
In addition, two documents are regularly prepared for the General Conference: the Medium Term Programme Framework (MTPF) covering a 4 year period (with a progress report issued at mid-term) and the biennial PWB.
	

	Scope and format of documents

	a) The MTPF covers a four year period and describes areas of programme emphasis (length of current MTPF 2006-09 is 20 pages including in Annex a summary of the above-mentioned Strategy). It does not contain resource projections.

b) The biennial PWB is about 140 pages long. It seeks to provide programme descriptions based on RBM principles: objectives, outcomes, resource inputs, outputs and indicators. It is divided in Major Programmes and constituent programmes.
	

	Role of MTP (or equivalents)

	While the MTPF has some similarities with FAO’s MTP, it does not go into programmatic details. Hence, its influence on the whole process is probably limited.
	

	Role of SPWB (or equivalents)

	No direct equivalent in UNIDO.
	

	Key aspects of the governance process relating to the PWB and timing of sessions

	UNIDO has a governance structure comprising a hierarchy of three major bodies:

- the Programme and Budget Committee (PBC) which meets once a year;

- the Industrial Development Board (IDB), the rough equivalent to FAO Council, with two sessions in even-numbered years and one in odd-numbered years; and

- the biennial General Conference.

The PWB proposals for the next biennium (generally at a single resource level) are submitted by the DG to the PBC in the Spring of odd-numbered years – the latter instance may make a recommendation (2/3 majority required of 27 Members) on budget level to the IDB.

The IDB meets subsequently in late Spring/early Summer of odd-numbered years (last pertinent session was in June 2007) and in turn adopts a programme of work and budget level (2/3 majority required of 53 Members) as it deems appropriate to recommend to the General Conference.

The General Conference meets in November of odd-numbered years and formally approves the budget for the next biennium (2/3 majority needed of all Members). The IDB recommended level for 2008-09 was endorsed by the General Conference in December 2007, as was also the case in previous biennia.
	

	Setting of budget level and eventual use of scenarios

	No practice of scenarios. As explained above, at each inter-governmental stage, modifications to the PWB are possible, i.e a recommendation is made by each of the two instances prior to the Conference (PBC and IDB) while the PWB document is modified and reissued accordingly. 

The IDB recommended level is normally endorsed by the General Conference. This practice of decisions in principle prior to the General Conference, appears to facilitate the whole process, building a consensus view on the budget level to be eventually approved.
	

	Adjustments to PWB to approved level (if different from proposals)

	This has not been a problem so far (see above).
	


APPENDIX A
Extract of the FAO Strategic Framework 2000-2015

Section III. Implementation programme for the Strategic Framework

	138


The Strategic Framework forms an essential part of the enhanced programme-budget process, now approved for the Organization. When fully implemented, this process will include the Strategic Framework, with its 10- to 15-year time dimension, a Medium-Term Plan for a six-year period and a biennial Programme of Work and Budget. The Medium-Term Plan will ensure the link between the agreed strategic objectives and FAO's programme of work. It will thus become FAO's Corporate Plan for a six-year period, while the Programme of Work and Budget will essentially become FAO's short-term Business Plan.

	139


The essential functions of implementation monitoring and programme evaluation will continue in the new process. In particular, a new evaluation regime is being developed in consultation with the Programme Committee. The proposed regime is more comprehensive and will realign the thrust of certain evaluation studies so that they address, to the extent possible, progress towards the achievement of the strategic objectives established in this framework. The new regime also envisages streamlined reporting arrangements, allowing the submission of a more concise Programme Evaluation Report to Council and Conference.

	140


The following table shows the elements of the new regime:
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	Document 
	Period
	Frequency 
	Purpose
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	Strategic Framework
	10-15 years 
	About every 6 years
	To set the strategic direction
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	Medium-Term Plan
	6 years
	Rolling plan every 2 years
	To establish programme priorities and project resource requirements
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	Programme of Work and Budget 
	2 years
	2 years
	To appropriate resources and seek approval for the two-year programme
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	Programme Implementation Report
	2 years
	2 years
	To provide quantitative post facto reporting on programme implementation
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	Programme Evaluation Report
	6 years or more
	2 years
	To provide a selective, qualitative and analytical evaluation of programme implementation
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Planning framework


The Strategic Framework

	141


The Strategic Framework establishes the overall definition of those areas in which Members of the Organization require FAO's services. It does this in the form of 12 strategic objectives with associated strategies, which will become the basis of all programme planning within the Organization. It also defines the key cross-organizational strategic issues that need to be addressed in order to ensure that the Organization has or acquires the optimum capacity to provide the services sought by Members. In addition, the Strategic Framework includes definition of the criteria for priority setting, with a view to their application in the Medium-Term Plan as described below.

	142


While the Strategic Framework has a time frame of 10 to 15 years, it is recognized that it may need to be updated periodically - either because of major events on the international scene (e.g. key international conferences) or because of the changing internal and external environment. In this regard, it is considered that the time frame for the strategies addressing cross-organizational issues is generally shorter than for those addressing Members' needs. Therefore, without intending to be too prescriptive, a revision every six years or so may be appropriate but this will be subject to review closer to the time.

 

Medium-Term Plan

	143


The Medium-Term Plan will propose programmes that address each strategic objective in the Strategic Framework. These will be accompanied by information on the planned results, including outputs, effectiveness criteria and indicators. It will be a rolling plan, to be updated every two years by deleting completed programme entities and including the new ones that are proposed to be commenced in the new planning period. The revision will also take account of the outcome of evaluations and implementation performance reporting although, in the interest of economy, it will not seek to replicate these reports.

	144


The programme entities constituting the Medium-Term Plan fall into three categories: Technical Projects, Continuing Programme Activities and Technical Service Agreements, the latter two concerning outputs and services that the Organization is committed to provide on a fairly constant or continuing basis (for a detailed definition see Planning methodology - new programme model, p. 50). As Technical Projects have a duration of up to six years, only one-third will, on average, be "new" in any one biennium, thus reducing the volume of work involved in reviewing the Plan. The document will concentrate on justifying the "new" entities proposed for introduction in the upcoming biennium while, at the same time, presenting the complete picture for each strategic objective. Each of the new entities will be accompanied by a more detailed explanation of the objectives, outputs, related time frames, inputs and estimated lifetime costs.

 

Programme of Work and Budget

	145


Rather than serving as the principal foundation of the planning and budgeting system for the Organization, as it does at present, the Programme of Work and Budget will become less of a programme and more of a budgetary document, and it will represent the detailed implementation plan for a two-year time slice of the Medium-Term Plan. As such, it will become a vehicle for fine-tuning agreed activities to match available budgetary resources.

	For reasons of economy, this document is produced in a limited number of copies. Delegates and observers are kindly requested to bring it to the meetings and to refrain from asking for additional copies, unless strictly indispensable.
Most FAO meeting documents are available on Internet at www.fao.org
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