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REVIEW OF THE ORGANIZATIONAL STRUCTURE
OF THE UNITED NATIONS POPULATION FUND

Report of the Advisory Commiittee on Administrative -

and Budgetary Questions

1. The Advisory Committee has considered the document dated 30 May 2007 on the
review of the organizationai structure of the United Nations Population Fund (UNFPA). -
During its consideration of the report, the Advisory Committee met with the Executive

Director and other representatives, who provided additional information and clarification.

2. The document indicates that the definition of the most appropriate orgalliiational
structure of UNFPA is crucial to the operationalization of the draft Strategic Plan for
2008-2011,which provides the overall framework for UNFPA to focus on results towards
the attainment of the recommendations of the International Conference on Population and
Development (ICPD) and of the Millennium.DeveIopment Goals (MDGs). According to
the UNFPA, it is essential to reorient the organization at the regional and global levels to

ensure that country concerns are central to its structure, processes and culture.

3. The UNFPA underlines that it has to perform key high level functions which
underline, inter alia, national capacity building and the provision of prompt and effective

support of its country offices (see paragraph 7 of the document).



4. The current organizational structure of UNFPA consists of nine Divisions located
at Headquarters (the Technical Support Division, four Geographic Divisions (Asia and
the Pacific; Afrlca Latin America and the Caribbean; and Arab States Europe and

" Central Asia), the Division for Human Resources (DHR), the Division for Management
Services (DMS), the Information, Executive Board and Resource Mobilizatibn Division
and the Division for Oversight Services), nine Technical Country Support Teams (CSTs)
focated in the regions (3 in Afr‘%ca, 3 in Asia, 2 in Arab States, Europe and Central Asia

and 1 in Latin America), and 112 country offices (COs).

5. The Committee notes that a series of evaluations and audits have concluded that

the capacity of UNFPA’s country offices is inadequate. Consequently, the UNFPA

. outlines three alternative scenarios for strengthening its capacity at the country level in

support of country led development strategies.

6. The document describes thre¢ alterhative scenarios, for which only preliminary
cost estimates are presented, fqr the organizational strucfure of UNFPA
Scenario 1 — Maintain the current organizational structure with limited changes
at Héadquarters, i.e. the Division for Arab States, Europe and Central Asia Wduld
be divided into two separate divisions, covering respectively Arab States and
Eastern Europe and Central Asia, and the Division for Human Resources would
be moved under the direct supervision of the Deputy Executive Director for

External Relations, United Nations Affairs and Management;



Scenario 2 — Relocation of the Geographic Divisions to the regions, with
expanded staffing, merged with the existing Country Support Teams;
Scenario 3~ Relocation of Geographic Divisions to the regions, merged with
streamlined Country Support Teams.
The Committee notes that, under scenario 1, monitoring and oversight on programme
implementétion, as well as follow up on audit findings, might be complicated by the

distance between the geographic divisions relocated to the field and HQ.

7. The Committee notes that, for scenario' 1, in addition to the costs incurred to
strengthen country offices directly (17 additional posts), there would be ongoing

additional requirement of $07 million per biennium to fund two posts added at

Headquarters in relation to the creation of two Divisions: one to cover Arab States and
the other to cover Eastern Europe and Central Asia. The financial implications of this
scenario would therefore be an add1t10na1 US$ 8.4 million for the first biennium (2008-

2009) and an additional US$ 13.1 million per biennium subsequently.

8. The Committee observes that the organizational structure provided for under
scenario 2 would entail financial implications that exceed the estimates under scenarios 1
and 3. Given that a significant number of posts are proposed for reduction at headquarters
(60 posts), the Committee questions whether the related financial implications under
scenarios 2 and 3 are commensurate with the reduction in human resources at HQ. The

Commiitee trusts that necessary clarifications will be provided to the Executive Board.



9. Implementation of scenario 2 would entail a one-time cost estimated at $24.9
million funded from the BSB and recurring costs estimated at $8.4 million for the first
biennium, increasing to $ 12.4 million per biennium subsequently. The recurring costs
would be funded from the Biennial support budget and fromlthe Programme budget.
Scenario 2 entails a shift of resources from Headq_uarteré to the-ﬁeld, but mostly at the
regional level: a nét reduction of 60 posts at headquarteré, an increase of 64 posts in the
regions and an increase of 14 posts in country offices. Scenario 2 also entails less top
heavy structure for UNFPA by eliminating of 6 D2/L7 posts and creating of 8 P3/L3

posts as well as 6 P2/L2 posts.

10.  The Committee notes that the organizational arrangement provided for under

scenario 3 would entail a one-time cost estimated af $25.5 millioﬁ (BSB funded) and
lrecurring' costs estimated at $8.4 million for the first biennium, decreasing to $6.7 million
per biennium for the following biennia (BSB and Programme funded). Scenario 3 entails
a shift of resources from Headquarters to the field, mostly at the regional level: a net
reduction of 60 posts in headquérters, an increase of 32 posts in the regions and an
increase of at least 14 posts in country offices. Scenario 3 also entails a less top heavy
structure for UNFPA, by foreseeing the elimination of 6 D2/L7 posts and 24 P5/L5 posts,

and the creation of 8P3/L3 posts as well as 6P2/L.2 posts.

11. At this stage, the financial implications of the three scenarios at headquarters,
regional and country level under the biennial support budget (BSB) and Programme

budgets for over a ten year period are estimated as follows (in million US dollars):



Scenario 1 Scenario 2 Scenario 3

One Time costs 0.0 24.9 25.5

- Human Resources 0.0 12.7 13.9

- Premises 0.0 12.2 11.6
Recurrent 60.8 58.0 35.2
JHQ 35 ' (73.3) (73.3)
-RO 0.0 . 784 35.6
CO . 57.3 : . 52.9 72.9
Total 60.8 82.9 60.7

12.  As indicated in the document, measures to strengthen country offices would

include increased staffing and the right mix of skills and competencies. Specifically,

UNFPA would increase the number of naﬁonal staff with the relevant competencies in
selected country offices and provide locally-recruited staff w_ith exposure to operational
procedures and substantive concerns in other UNFPA offices through temporary
assignments. The Committee welcomes the measures planned by UNFPA to achievé
sustainable institutionalized capacity in programme counfries‘ It also appreciates the

intention of the UNFPA to utilize more local staff,

13,  Inpara.25 of the document, UNFPA states that it will also enhance its
internaﬁonal staffing at the country level through upgrading the posts of selected Country
Representatives and Deputy Representatives to ensure that they have the required
knowledge and skills as well as the appropriate authority, as compared to Represehfatives

of sister agencies. The Advisory Committee points out that grading of posts should reflect



their functional responsibilities and should be based on the ICSC job classification
standards rather than on a comparison with the staffing structure of other UN Funds and

Programmes,

14.  The Committee notes that direct strengthening of country offices through
strengthening of intérnational staff capacity will be undertaken in a phased rﬁanner over a
number of biennia and, under the current budgetary assumptions, will result in estimated
additional requirements of $7.7 million for the first biennium and an additional $12.4
million per biennium thereafter. As UNFPA identifies options to strengthen national staff
capacity further, additional costs are likely to arise. The Advisory Committee points out

that these are preliminary estimates, reflecting current costs, and could go up with

inflation and fluctuation in exchange rates. More precise costing of these measures will

follow the Exéecutive Board’s final decision,' to be made at its next session in the autumn.

15.  The Committee notes that scenarios 2 and 3 provide for the establishment of a
Programme Division at Headquarters, in line with other UN agencies. The Division
would be composed of a Strategic Planning Branch, a Humanitarian Response Branch, a
Global Programme and Policy Support Branch and a Regional Desks Branch. The
Committee is of the opinion that the relationship between the proposed Programme
Division at HQ and the Technical Support Division, also remaining at HQ, ought to be

clarified.



16.  The document identifies the following six criteria on which a preliminary
assessment of the proposed organizational structure scenarios has been conducted:
¢ UNFPA capacify to respond to the challenges of the new aid environment;
e Capacity of UNFPA country offices to deliver efficiently and effectively
programimatic and managmﬁent results; |
e Achievement of the outputs of the country, regional and global
programmes, through effective programmatic and technical assistance;
¢ Advancing UN Reform through oiaerationalization of UNFPA strategy;
o Effective oversight and accounfabiiity, and efficient and transparent
utilization of"ﬁnancial resources; and

¢ Financial implications.

17.  The Committee notes that, according to the UNFPA, scenario 3, in comparison
with the other two scenarios, would involve the most relevant shift of resources to the
coﬁntry level (see para, 92 of the docunment) and would address the critical issue of
institutional capacity' building for greater ownership and leadership of country
programme interventions. Scenario 3 is also meant to address the recommendations of the
2004 Triennial Comprehensive Policy review (TCPR) such as co- locatlon and ahgnment
of regional coverage and a greater attention to the regional dimension of development. At
the same time, this scenario includes a minimum core multidisciplinary technical capacity
at the regional level to build and manage networks of regional institutions and expertise
and to provide support to country office from the regional/sub-regional hub. According to

the UNFPA, while this organizational arrangement might be suitable for areas where



adequate technical skills are available locally, its implementation would be more difficult
in other regions where such a capacity is not readily available. The Committee notes that
scenario 3 would involve a net reduction of 14 posts; it believes that clarification is

necessary on the relationship between reduced capacity and increased costs.

18.  The Committee is of the view that, under any scenario, UNFPA should explore
further possibilities for aligning its field actiﬁties closely with reform initiatives in the
development area. At the country level, such an approach would mean explloring ways of
contributing to the One UN initiative, .through rationalization of its country presence by,
inter alia, common premises and co-location of members of UN country team;

implementation of the joint office model; common shared support services, including

security, information technology, telecommunications, travel banking and administrative
and financial procedures. To the extent possible, at the regional level, the UNFPA should

* enhance co-operation with the UN Ex-Com agencies (see annex).

19. UNFPA has identified possible .funding strategies to finance the one-time cos,.ts'
assoc{ated to scenarios 2 and 3 ‘without directly affecting the pro g.rammé resources during
2008 and 2009:
e Partial use of balances carried-forward from previous years to fund the
programme portion;
s Use of funding for operational reserve for the first biennium to partially
fund the BSB portion; and,

o Earmarked contributions to fund the remaining amount.



20.  The Advisory Committee sought clarification of the envisaged use of the
operational reserve, i.e. ensuring financial stability and liquidity, including in the event of
a downturn in income. The Committee notes that financial regulation 12.2 of the UNFPA
Financial Rules and Regulations provides that the elements to be compensated for and
covered by the operétienal reserve are limited to

@ Downward fluctuations or shortfalis in resources;

(ii)  Uneven cash flows;

(iii)  Increases in actual costs as compared to planning estimates or fluctuations

in delivery; and
(iv)  Other contingencies which result in a loss Qf resources for which UNFPA

has made commitments for programming.

The Advisory Committee does not see merit in the envisaged use of the operational
reserve for one-time costs. In this regard, it points out that such use is not specifically

provided for under regulation 12.2 of the UNFPA Financial Rules and Regulations.

21.  The Committee underlines that none of the envisaged scenarios has any bearing
on the requirement to provide for the upgrade of the enterprise resource planning system
ATLAS during the implementation of the next biennial support budget 2008-2009, in

order to enable the application of IPSAS by 1 January 2010. |

22, At this stage, the Committee considers that the most appropriate means to assess
options is through their contribution to strengthening the capacity of the UNFPA at the

country level. Such strengthening need not be concurrent with the transfer of Geographic



Divisions from HQ. For example, the UNFPA could explore possibilities to relocate post

and non-post resources from its country support teams to the country offices.

23.  Inany case, the Committee emphasizes the requirement for clear measures of

accountability, so as to enable the Executive Board to reach an informed decision.

24.  The Advisory Committee trusts that its observations in paragraphs above, will be
taken into account by the Executive Board of UNFPA when deciding on a course of

action.
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