Mission report – Sandra Pellegrom/DGO
BCG/DGO reconnaissance mission to UNCT Pakistan, 21-24 February 2007
Background

The mission took place at the request of the RC to provide a quick ‘birds eye view’ of the state of affairs regarding the One UN pilot in Pakistan. Concretely, the objectives of the mission were:

1) To assist the UNCT in developing a preliminary implementation plan for the One UN pilot in Pakistan;

2) To establish an inventory of what future support is needed and what issues can be foreseen at this stage.

The outputs envisaged were a preliminary implementation plan and a draft inventory of support needs. 

The mission consisted of Alan Iny from Boston Consulting Group (BCG) and Sandra Pellegrom of DGO. The mission met with the RC and RCO staff several times and met with representatives of most resident agencies for one-on-one conversations. The mission also spoke with representatives of the Operations Management Team about activities regarding shared services and systems. One meeting took place with the complete UNCT where the mission objectives were explained and an update was provided on the preparations and support for One UN pilots at HQ level. Finally, the mission met with some of the most active donors, who are considering funding the UNCT’s Transformation Fund (UK, NL, N, D), as well as a representative of the government (Joint Secretary of EAD, the coordinating ministry for development assistance).
Major findings

The UNCT and the RCO in Pakistan are well-placed to move forward on the One UN pilot. The Pakistan UNCT members are all committed to making the One UN pilot a success, and respect and appreciate the leadership of the RC in this field. All agency representatives recognise that UN reform is a must. The UNCT has already achieved a consensus on the basic elements of the pilot during a UNCT retreat in December 2006 and have laid down their agreement in a ‘concept note’ that sets out the goals and the steps to be taken to reach them. Furthermore, the RC Office has been enlarged over the last few months to be able to fulfil a strong supporting role for the UNCT in moving ahead with the pilot. Summarizing, the Pakistan UNCT has already taken great strides in moving towards One UN. Taking full note of this positive present position, the mission was able to identify a number of issues where more support and consultation was considered useful. 
First of all, a clear mandate to experiment was considered necessary. Some agency representatives have already received clear instructions from their HQ to engage actively, while others feel they need a clearer message from their HQ giving them full freedom to participate as they see fit in the spirit of reform. In particular, there is anxiety among a number of agencies (especially SA’s but also some ExCom) about whether they will receive approval for not always ‘planting the flag’ for their agency or whether they will be considered ‘traitors’ for not doing so. 
Secondly, a need was felt for more discussion and agreement on the details of the One UN. Although the UNCT has already had a retreat in December, where an initial plan and steps to be taken were drawn up, a lack of clarity on details is felt as a cause for concern by many agency representatives. There is also a feeling that the recently enlarged RC Office may cause them to lose sight of what exactly is being planned. Strong RC leadership for the pilot is accepted, but there is a wish for more inclusiveness and more consultation from the part of the RCO on documents and plans that are drawn up. The need was recognised for more and continuous information to all agency representatives on the steps being taken and for creating adequate room for debate on each of the steps. 
A third main issues that came out of discussions was that little communication has until now been provided to UN staff in the agencies. It was recognized that this needs to be set up structurally in order to calm anxieties that may arise and to make sure all staff are on board. It was recognised that it will take a few months before the RCO will be able to take on this task more systematically. However, this communication need is urgent, so both the RC and the RCO expressed preparedness to become more active in support of agency representatives in this task. 

Support need: UNDG/DGO to ensure adequate information materials are available from website for the UNCT to use in their communication efforts, both internally and externally. 
State of play of the One UN pilot in Pakistan

UNCT has held a retreat in December 2006 to agree on the outline of the One UN pilot in Pakistan. Agreement was reached on the basic components of the One UN pilot and the broad steps to be taken to achieve it. This was laid down in the 5-page ‘Concept Note’ that was presented to the PG/MG retreat on 29/30 January 2007 in New York. It was also agreed that the RC Office would be strengthened with several experts in order to support the pilot. The state of play at present is:

One Programme: 
The present UNDAF (2004-2008) was extended by 2 years until 2010 to align with the next government long-term plan (starting 2011). However, all UNCT-members agree that the present UNDAF is too broad and unfocused. There is agreement that the UNDAF needs sharpening in order to be the basis for One Programme. The UNCTs Concept Note on “Piloting One UN in Pakistan” sets out the steps of 1) UNDAF review, 2) establish 5 Joint Programmes, 3) establish an MDG fund as pooled funding mechanism. The review of the present UNDAF is foreseen to be finalized by mid 2007; planning for the review is to start soon. The UNCT has decided that the review will lead to reformulating core activities from the present UNDAF into 5 Joint Programmes based on the existing 5 thematic Working Groups: Poverty alleviation, Health, Education (all three present UNDAF outcomes), disaster management (new because of the earthquake aftermath) and HIV/Aids (was a minor issue in present UNDAF). The 5 Joint Programmes will together form the One Programme until the next UNDAF will start in 2011. 
During its conversations with agency representatives, the mission noticed some lack of clarity about how the review would enable making the programme more strategic and how it could be prevented that the 5 JPs would just be a ‘stapling together’ of all existing programmes. There was a related uncertainty about receiving the freedom from agency HQ to decide which agency programmes and mandates were strategic and which ones not, as well as f.i. the freedom to decide not to be a lead agency in a relevant Thematic Working Group. 
Support needs: support from HQ could be useful in assisting the necessary strategic prioritization into the 5 JPs. Many agency representatives wanted to get explicit clearance from their agency HQ to decide on prioritization in programming and funding/spending for themselves as well as flexibility in cost recovery and hiring rules. Some more general issues may need to be taken up at HQ level (e.g. possible adaptation of programming/budget cycles).
One Budgetary Framework:

The Concept Note envisages the UNCT agreeing on costed results for each JP presented into one financial framework, each JP showing progress against planned results and actual expenditures, and pooled funding for the JPs with decreasing parallel funding; this whole One Budgetary Framework to be managed by the RC.
There appeared still to be some level of confusion among agency representatives on the exact implications of this set-up. Among donors there was some lack of clarity on the extent of the pooled funding and the level (national or UNDG HQ level) where funding from donors could and should take place. 

Support needs: a mission of experts on the One Budgetary Framework and the One Fund would be helpful to the RC/UNCT to better understand the modalities and possibilities. 
One Leader: 
The Concept Paper envisages 1) strengthening the RCO, 2) establishing and managing the Transformation Fund and 3) advising on mainstreaming cross-cutting issues. 
1) and 3) Strengthened RCO: since the start of February, the RCO has been strengthened by the addition of a number of thematic advisers (gender, HRBA, civil society, M&E, data collection, and strategic planning). 

As indicated above, some questions exists among the UNCT about this, as they haven’t yet been able to see how the enlarged RCO would work for them. The RCO is in need of jointly formulating their mission and responsibilities, for which a retreat will be organized in April. 

2) Transformation Fund: the Pakistan UNCT has agreed that the reform would require additional funds for coordination and research into the four ones. A proposal has been drawn up by the RCO, with support of the UNCT, and presented to donors to fund the activities needed for transforming the UN in Pakistan into a One UN. The 4 donors showed enthusiasm about the fund and the fact that funding should remain local. There seems to be a need to discuss the fund and the estimated funding needs more in detail with UNCT members.
Support needs: The mission requested the RC to pay attention to potential donor confusion when funds are being sought both at national and HQ level for the pilots; it was agreed that there should be open communication about that to donors and that the resource mobilization at country level should be well-coordinated with that at HQ level.

A list of ‘Key Authorities’ that are needed has been drawn up, which clarifies the RC, UNCT, HoA, TWGs, OMT and UN Communications Group responsibilities and authorities. It points to the need for the RC to have the final authority regarding all strategic decisions related to the One Programme as well as to manage and allocate the pooled funding, and a number of other authorities.

Practically all agency representatives expressed a strong desire for a clear firewall between the RC/UNDPs coordinating and operational activities. Some also desired to see this back in f.i. different e-mail addresses for the RCO instead of ‘undp.org’. Within the limited possibilities to ensure this firewall at country level, the RC could try to find ways to further enhance the perception and practice of such a firewall, but the most important signals in this area need to come from UNDP HQ.

Support needs: support in change management for the UNCT as a whole could be helpful to further enhance the common understanding on the pilot and institutional trust. It was suggested that a UNCT retreat might be scheduled both in spring and in autumn/winter to discuss change management and to evaluate progress in the pilot. Support could be offered from UNDG/DGO/BCG to facilitate this retreat in terms of change management and send resource persons if necessary. From HQ of UNDP, a strong signal in terms of establishing the firewall was desired by the UNCT members.
One Office: 
The Concept Paper envisages – by end 2007 – enacting common services, harmonizing key business practices (operations and management practices) for the implementation of the JPs and whenever possible establish a One Office for all UN entities. The Operations Management Team in Pakistan has started to identify many areas where it may be possible to enhance harmonization and convergence of both business practices and systems. They have planned a review of all practices and systems (procurement, HR, IT platform, financial accounting and reporting, data system, M&E system, programming system, and reviewing reporting lines in general). However, the immensity of this task and lack of knowledge of the details and possibilities seem to overburden the few people dealing with this. 

Support needs: There is a clear need for expert support on these issues; such support should also assist in prioritizing the issues to be tackled.
Management of UN reform
The UNCT is discussing setting up a High Level Committee consisting of a limited number (6) of agency representatives, donor representatives and government representatives, chaired by the government, to provide high-level guidance to the pilot in Pakistan. An Executive Panel would be formed to provide more day-to-day guidance.

There were clear doubts expressed by some agency representatives about how this limited membership in terms of UN agencies would ensure the UN’s main role in the process. The mission noted the importance of ensuring a clear understanding among all members of the UNCT on the mandate and role of the HLC before moving ahead. 
Conclusion

In accordance with the objectives of the mission, a draft road map for the implementation of the pilot and a list of support needs were drawn up and discussed with both RC/RCO and the UNCT. Support needs will be communicated to the inter-agency structures dealing with the One UN pilots to ensure the support requested is offered timely and adequately. Feedback from the UNCT is necessary on the exact timing of the support/missions envisaged, after the draft road map has been finalized by the UNCT.
Issues for Head Quarters:

· Clear message needed about freedom to experiment from agency HQ, in particular there is an anxiety among agency representatives to be penalized for not ‘planting the flag’: many agency representatives urgently requested that this desire be brought to the attention of agency HQs.

· Strong desire to see a clear ‘firewall’ in practice and in perception: many agencies (both ExCom and SAs) stressed their desire to see a working firewall, e.g.  a clear division of labour between the RC and the Country Director of UNDP, where the RC would not have the task of operational supervision over UNDP programmes anymore; they also underlined their wish to ‘see’ this firewall in terms of f.i. e-mail addresses being separate from UNDP. Some stressed that the same separation should be ensured at HQ level and encouraged DGO to change e-mail addresses away from UNDP.

· Desire for more involvement of regional level: many agency representatives expressed the wish for more involvement and support from their regional level representatives. They also saw few possibilities for UNCT to encourage this more than they are already doing (by inviting them to major events), therefore requested DGO/HQ to do so. Support and involvement from regional level was also felt to help in quieting fears for repercussions from agency HQs if participating in pilot. 

· Central role of communication, both within UNCT and to UN staff as well as government counterparts (central, line ministries and regional authorities) and donors. Besides the documentation material being uploaded on the website, should we develop more support in terms of how to handle communication (models, consultants, experts)?

· Unclarity about details of the four Ones / need for benchmarks: there is a clear case for taking the steps carefully (‘rushing slowly’ to be taken seriously) at country level in order to ensure that all agency representatives have internalised / digested what the exact changes entail. UNDG/HQ was asked to assist by providing certain basic outlines and benchmarks for the four Ones (without prejudicing the experimentation by the pilot countries) in order to ensure a level of common aim and purpose. The HLP provides the basis for such an outline, but a need was expressed for more communication on this from HQs to provide a framework for UNCTs in which to further develop the pilots.

· Differences in perceptions on what One Budgetary Framework and the One Fund are/can be: although different pilot UNCTs can take different approaches, there is a strong need for clarity about the concepts as such as well as the details in order to make progress in UNCTs possible. It would be helpful for UNCTs to be provided with definitions and baselines about this, and to ensure inclusive missions of experts to UNCTs who request this. Also among donors there seemed to be a lot of unclarity.

· Support for prioritization / programme review: support could be developed to assist UNCT in reducing the risk that the UNDAF review would become an ‘accounting exercise’ instead of real prioritization; 5 themes already chosen pre-empts prioritization from scratch, therefore only prioritization of specific outcomes and activities within these 5 themes will be possible; however, this would be necessary in view of the very broad nature of the themes chosen. There seems to be a need for more understanding of programming ‘new style’ among UNCT (present UNDAF was drafted in 2002,). 

· Working towards 5 JPs gives opportunity to test an interesting model: JPs already include operational elements, i.e. would form an operational One Programme; some interesting questions arise: what would be its relation to existing (CPDs and) CPAPs and similar documents from non ExCom agencies? What will be done about themes that are strategic, but only one agency has a comparative advantage: can they still be part of the One Programme?

· Coordinate local and global fundraising efforts. Several local donors indicated their hope that their capitals would agree to funding part of the Pakistan UNCT ´Transformation Fund` locally in view of sensitivities of the pilots at global level. They did recognize that their capitals would also be asked to fund the pilots globally through HQ. Most donors were not very clear on the MDG fund, so some explanation on this was given. In order to avoid donor confusion and hence perhaps irritation at the different layers of funding required, clear communication – in close consultation with pilot UNCTs – on the different types of funding sought at both HQ level and country level is necessary.

· UNDG still equaled to ExCom: many agency representatives considered the UNDG to represent only the ExCom agencies. DGO should therefore ensure that in all support to pilot countries it is clear that UNDG represents all agencies, e.g. by including experts from SA/NRAs in missions and by making sure that agency focal points are set up not only in ExCom but also in other agencies, and that these experts establish a regular channel of communication with their agency representatives and staff at pilot country level. In this way HQ can also ensure that a coherent message is being broadcast to UNCT-members from both DGO and agency HQs, which can serve in part to quiet anxiety about whether agency HQs approve (see above).

