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PRIORITY BUSINESS PRACTICE ISSUES IDENTIFIED BY RESIDENT COORDINATORS FROM ‘DELIVERING AS ONE’ PILOTS

Progress Update – December 2008
In June 2008, the pilot country RCs identified some priority business practices issues that were key bottlenecks to country level operations.  Over the course of the next six months the task teams under the Country Office Business Operations and Joint Funding, Finance and Audit Working Groups of UNDG provided support to the pilot countries.  This matrix provides a summary of the priority areas addressed, progress as at the end of December, key challenges and next steps in UNDG support to pilot countries in the area of business practices. 
	Pilot country priorities 
(UNDG 2008 Workplan)
	Progress

	PROCUREMENT

	Common services and procurement issues raised by ‘Delivering as One’ pilots analyzed and solutions proposed
Priorities highlighted by RCs:

1. Common UN procurement system at the country level

2. Guidance on joint procurement (possibility of waiver of cost recovery for joint procurement)

3. Common transport system
Lead Country - Tanzania
	ISSUES:

Although in general terms all UN agencies follow a similar procurement process, there are a number of areas that make common procurement challenging. These include:

· agencies have their own contracts committees (e.g. some eight committees are currently operating in parallel across the UN agencies in Tanzania), 
· there are differences in threshold levels for procurement in some cases resulting in a large number of transactions for procurement of small items and consequently in high transaction costs when the procurement is on behalf of one agency for another,

· to some extent, delays in procurement of small items are caused by the tendency to utilize full procurement processes on each occasion,

· differences in planning for procurement, including differences in formats used by agencies,

· long-term agreements are only used for a limited number of commodities within UN agencies and are not widely and consistently shared among the agencies. One of the cited obstacles is that for agencies trying to use the LTAs of a ‘Lead Agency’, an issue was that such an arrangement made it difficult to have direct communication with suppliers. For some Lead Agencies, there was an issue to do with the procurement of bulky items on behalf of other agencies being constrained by their own limited storage capacity.

	
	PROGRESS/SOLUTIONS:
The work in this area focused on developing recommendations and building necessary platform for common UN procurement at country level, with Tanzania leading the efforts. Models for appropriate interagency procurement, given the issues around accountability through various agencies’ financial and asset management systems were analyzed. An inter-agency support mission to Tanzania was undertaken in October in coordination with the Chair of the HLCM Procurement Network. With the mission support, the UN Country Team considered the recommendations made by a private consulting firm contracted by the RC/UNCT and arrived at the following key elements in moving forward: 
·  Establishment of One Procurement Team – immediate establishment of a once weekly co-located Core Team (consisting of members from the highest volume procuring agencies in country with the support of all other agencies, named TOPT: Tanzania One Procurement Team): WFP, UNICEF, UNHCR and UNDP;

· Kick start LTA review and gaps – collect a compendium of all LTAs (global and otherwise) in country, examine their terms and identify gaps. 

· Introduce mandatory use of LTAs and collaborative monitoring for on-going analysis.

· Harmonize procurement planning (also agreeing on a commonly agreed template) with greater involvement of procurement staff in definition of budgets.

· In January 2009, this team will be expanded to work with additional procurement staff and agency programme staff to begin to develop a common country procurement plan and deliver a preliminary analysis of the common use of existing LTAs across agencies, issues around specialized procurement (food, vaccines etc.) and potential areas for enhancing handover to the Tanzanian government per the Paris and Accra recommendations.

· In parallel, a further risk and cost analysis on the consolidation of the team (HR matters, final TORs, ad hoc procurement, etc.) for 2009 will take place, with a decision point in March 2009 for full, partial, etc. co-location of the functional team, with implementation by July 2009.

	
	KEY CHALLENGES:
· Issues related to final set up of a joint Procurement Team, including finalization of TORs, development of the relevant structure, HR issues on functional clustering, etc.

· Further clarification and definition of the concept of a ‘Lead Agency’ or other model for common use of LTAs and its relationship to benefiting agencies, as well as coordination of LTAs and information sharing and collaboration around financial rules
· Clarification and harmonization of disparities in procurement thresholds, including approvals and delegated authority 
Further work will be undertaken in order to consider outstanding issues. The results of this analysis and testing will be shared with other pilot countries and they will be further supported on a demand basis by the COBO Task Team on Procurement.  The experiences and lessons from the pilots will be synthesized by the Task Team and shared with the HLCM Procurement Network for simplification and harmonization of procurement policies and procedures on a system-wide basis.

	COMMON SERVICES

	
	ISSUES:
In the area of common services, a number of tools, instruments and guidelines have been developed and introduced, e.g. Operational Guidelines for the Implementation of Common Services, standard MOUs and governance structures for Operational Management teams. These are all available on the UNDG website.  However, since there has been uneven implementation in  common services efforts are focused on bringing about greater accountability for implementation and selective support to UN country teams.

	
	PROGRESS/SOLUTIONS:
Establishment of common services at country level requires continued support from Headquarters and regional structures. Such support is mainly focused on pursuing the existing guidance through trainings and field missions. This will be encouraged through regional structures of UN Agencies, where Common Services expertise is mainly concentrated. In addition, new tools and instruments to advance initiation and implementation of common services at country level are being explored with the support of pilot countries.  There is also increased interest by non-pilot countries in expanded training and guidance on common services.  In 2008, training and mission support have been provided to the following countries: Tanzania, Liberia, Nigeria, Ethiopia, Maldives, Namibia, Djibouti, Kenya and Viet Nam.

	
	WAY FORWARD/KEY CHALLENGES:
In light of the recent agreement to provide enhanced support to UNDAF roll-out countries and as part of UNDG Toolkit, the following issues will be considered next year:

· Review and updating of existing guidance on common services in light of new initiatives led by pilot countries and the new change management approach to the UNDAF roll out
· Systematization of on-going support to countries through established pool of Common Services experts.
· Fostering implementation of the common services through increased accountability of UNCTs to RDTs
· Mission support to pilot countries (Rwanda) on common services

	COMMON PREMISES

	Guidance note on financing options for UNCTs to cover common premises costs developed

Priorities highlighted by RCs:

1. Level of delegated authority with respect to MOU on Common Premises

2. Development of financing options for UNCTs to cover capital funding requirements

3. Guidance on the establishment of environmentally friendly UN Houses

4. Guidelines on Capital Development Fund: to access support and solutions from the private sector
Lead Countries – Tanzania, Uruguay, Albania
	ISSUES:

Funding has increasingly become a stumbling block to the successful implementation of common premises projects. To support countries’ efforts in such initiatives, there is a need to expand the existing options for financing of common premises projects. 

	
	PROGRESS/SOLUTIONS:
Currently, a guidance note on financing alternatives for common premises is being finalized. The main financing alternatives that are emerging include:
· Government – either through Government provided land and/or buildings with cost sharing arrangements for construction
· Donors:   The inclusion of green building technologies in Common Premises initiatives, to the greatest extent possible, would align this effort with the greater UN Carbon-Neutral initiative, allow these facilities to act as a concrete example of sustainable construction in developing countries, and attract donor funding.  

· Security:  For most countries, for agencies to achieve MOSS compliance requires significant financial investment.  Whether it is a MOSS-induced need for office relocation or remedial improvements, it is a critical juncture to determine if a unified common premises solution is desirable.  Significant security-related capital improvements budgets have been allotted for achieving MOSS.  
· UN Agencies’ Capital Budgets:  Individual agencies with capital budgets can plan ahead and make provision to fund capital.
· Design-Build-Operate-Transfer and Design-Build-Operate
· Financial Lending Institutions:  Given the global financial crisis, this may be more difficult to realize in the near future. 
The Common Premises TT provided support through review of documentation and technical advice on Common Premises in Tanzania and Vietnam and a number of other non-pilot countries.

	
	WAY FORWARD/KEY CHALLENGES:

Resolution of security issues in coordination with UNDSS at the HQ, regional and country level and alternative financing issues under the guidelines issued by the Common Premises Task team will need to be pursued, tested and revised as context dictates.

	HUMAN RESOURCES

	Guidance to Viet Nam on setting up One Communications Team provided 

Further HR issues in pilot countries identified and solutions for further application provided

Lead Country – Viet Nam
	ISSUES:

The ‘Delivering as One’ initiative has opened up a number of issues in human resources. Many of them are system-wide issues which would be taken up by the HLCM Human Resources Network, including harmonization of different contract modalities, posts classification in various agencies, performance assessment arrangements. The specific issue addressed by an ad-hoc human resources team that was mobilized by UNDG related to a One Communications Team in Vietnam.  A number of other pilot countries have requested support in establishing joint UN teams or functional clustering around communications and procurement.

	
	PROGRESS/SOLUTIONS:
Support was specifically provided for the One Communication Team comprising of UNDP, UNFPA and UNICEF. Various options were developed and recommended in relation to:

· the structure of the joint Communications Team ensuring the equity of roles and grade levels of its members, 

· clustering of roles and functions in the team, 

· matrixed arrangements in reporting lines with Agency Liaison roles reporting directly to the Communications Team Manager yet maintaining linkages with their respective Agency focal point(s), 

· recommendations on joint recruitment processes with cross-agency interview panels, 

· joint job classification exercise, and 

· agreement on using on agencies Performance Appraisal System for the Communications Team. 

	
	WAY FORWARD/KEY CHALLENGES:

Further work will be undertaken at Headquarters level to:

· support the implementation of the recommended way forward for Vietnam; 

· to develop generic guidance on functional clustering for the use by other countries;
· in cooperation with the HLCM HR Network, consideration of other HR issues identified by pilot countries.

	INFORMATION COMMUNICATION TECHNOLOGY

	Recommendations for a common domain name for all ‘Delivering as One’ countries in collaboration with ICT Network
Blueprints for possible inter-linkages of agencies’ networks (with support structures to be defined by UNCTs) in selected pilot countries developed 

ICT Common Directory

Lead Country – Mozambique 
	ISSUES:

Three main priorities were pursued in 2008:
· Development and operationalization of a common domain name for the RC Offices;

· Blueprints for establishing inter-linkages among agencies’ internal networks;

· Operationalization of the Common Directory.

	
	PROGRESS/SOLUTIONS:
· Development of recommendations for a common domain name for all ‘Delivering as One’ pilots - a number of options, with due consideration of the new ICAAN standard for a potential “.un” address were developed. As a result, it was agreed not to change the email domains of the RC’s office in the pilot countries. The proposal is for the RCO offices to have a separate domain using ONE.UN.ORG/COUNTRY, so Mozambique's website could be referred to as http://one.un.org/mozambique, and email addresses for the Mozambique RCO as following name@one.un.org. Implementation is yet to be determined.
· Exploring possibilities for inter-linkages of agencies’ internal networks - support was provided to Mozambique, Tanzania and Viet Nam to establish efficient connectivity across the agencies so as to make agencies’ systems ‘talk’ to each other, as well as to support establishment of virtual networks for functional clustering of various teams. For example, in Cape Verde, in order to support functional clustering, agencies’ intranets were opened to the RC. However, overall the issue is still not resolved, as some agencies are resistant to opening access to their internal information, even when functional clustering is considered. Sharing of intranets with restricted access to certain segments such as the human resources, is technically feasible but a political decision is required to grant access to other agency staff.
· Testing Common Directory - the establishment of this Directory is aimed at providing easy access to contacts of different agencies’ staff. It is currently undergoing a pilot test, which includes the consolidation of the e-mail addresses of FAO, UNDP, UNFPA, UNICEF and WFP. Currently, the Common Directory is being used by Mozambique and Pakistan Country Teams, with parallel fine-tuning of some technical links. At the same time, feedback from Pakistan and Mozambique is being sought, before further use by other pilot countries is considered.  This project is handed over to the CEB ICT Working group for the pursuit of UN wide rollout.

	
	WAY FORWARD/KEY CHALLENGES:

· Implementation of common domain in RCO working with UNDP. 
· Findings, recommendations and lessons learnt will then be suggested for system-wide application through the HLCM ICT Network.

	HACT

	HACT is adopted by the Specialized Agencies including clear timelines for implementation
Lead Country – Uruguay 
	ISSUES:

The main concern raised by pilot countries with regard to HACT implementation was the uneven application of HACT principles by Funds, Programmes and Specialized Agencies.

	
	PROGRESS/SOLUTIONS:
In response to the call from pilot countries to expand HACT beyond Funds and Programmes, and use it as a common approach applied by all UN agencies operating at country level, adoption of HACT is now agreed upon by the majority of Specialized Agencies, who are ready to follow the principle and approach of HACT implementation in pilot countries. So far, UNESCO, UNOPS, FAO, UNIDO and HABITAT have confirmed that they will use HACT where applicable to their operations. ILO has indicated that it agrees with HACT in principle; however, it would need a more detailed internal assessment before HACT is adopted. On-going support is provided to Specialized Agencies in operationalization of this agreement. Training support will be provided to pilot countries when required.  In addition, an initiative to develop a framework for cooperation and procedures in performing internal audits of the implementation of HACT was undertaken.

	
	WAY FORWARD/KEY CHALLENGES:

As the primary responsibility and accountability for the implementation of HACT as a part of Common Country Programming Process lies with the Resident Coordinators and respective agency heads at the country level, RDT follow-up will be required with each country/office that is not yet fully HACT compliant to identify the obstacles and provide timely support and assistance and ensure that oversight is fully exercised. 

HACT orientation for the Specialized Agencies will be provided at the country level by Country Focal Points and Regional Focal Points of UNDP, UNFPA, UNICEF and WFP. HACT Advisory Committee will be expanded to include representatives of Specialized agencies and can be consulted when required.

	CHANGE MANAGEMENT

	Support to ‘Delivering as One’ pilot countries, addressing their change management needs, provided
	ISSUES:

The key focus in 2008 was two-fold:

· support to pilot countries in undertaking capacity assessments; and

· development of a Change Management toolkit, as well as training of a group of UN experts to support country offices in applying and implementing the toolkit.

	
	PROGRESS/SOLUTIONS:
As of February 2009, the following results were achieved:

· Viet Nam, Mozambique, Rwanda, Tanzania and Albania completed their capacity assessment exercises. Draft assessment reports are being discussed by the IATT. About 15 missions were provided to all pilot countries on staff survey and change management. Further support is being provided to pilot countries in implementing their transition strategies.
· The UNDG Toolkit on improved functioning of the UN Development System at country level was developed and approved by UNDG. The Toolkit integrates various workstreams, including programme, operations, communications, common services, etc. The Toolkit fosters an approach of integration of these workstreams and ensuring greater coherence between programmatic priorities and business operations and communications. Tools and instruments included in the Toolkit are not being developed separately as new ones – the Toolkit is based on existing guidelines and instruments.
· Separate Change Management webspace, that includes all respective documentation to support countries in their change management efforts, was created in the UNDG Toolkit.

· Training for an inter-agency group of nominated specialists in applying the Change Management toolkit was undertaken. Necessary arrangements for ensuring coordination of next year activities were agreed upon.

	
	WAY FORWARD/KEY CHALLENGES:
Two main issues will be focused upon next year:

· Integration of Change Management support into the framework of enhanced support to UNDAF roll-out countries that is being finalized for UNDG approval;
· Further development of the Change Management Toolkit and its translation into a central knowledge management system.

	FINANCIAL ISSUES

	Policy for deployment of savings in operational activities to programmes in the same country. A harmonized definition of savings arising from reductions in transaction and support  costs. 

Harmonization issues from DaO countries in particular relating to financial policies and procedures addressed
Lead Countries – Rwanda and Tanzania
	ISSUES:

The key issues focused on the area of finance included:

· Policy recommendations on deployment of support costs into programme;
· Harmonization of cost recovery policies;

· Recommendations on harmonization of UN budget cycles with those of governments;

· Greater use of national systems;
· Guidance on UN’s involvement in non-UN managed basket funds.

	
	PROGRESS/SOLUTIONS:

Deployment of support costs into programme:

· Recommendations on harmonized definition of ‘support costs’ developed and will be considered by the respective TT in December for finalization;
· Mapping of current agencies’ practices with regard to re-allocation of support costs both into the global pot and to a specific country was undertaken;
· Key recommendations, with due consideration of existing constraints, are being developed and will be finalized in December by the respective TT.
Harmonization of cost recovery policies:

In line with the TCPR 2007, Agencies agreed to apply a harmonized cost recovery rate of 7% in MDTFs and Joint Programmes beyond DaO pilot countries.  

Harmonization of budget cycles:
Currently, discussions are on-going with regard to finding ways of harmonization of budget cycles at global level, one of the main concerns being that different governments have different budget cycles. Countries that decide to adapt the national cycle would need to report on the government budget cycle and agencies budget cycles. Options for greater alignment on the basis of annual work plans are being analyzed by Tanzania.
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