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Report of the Meeting-of Chief Executives of ECA=-spansored .-
Institutions and ECA Chiefs of Division andaPrqiect-Qgﬁicers,‘ﬁ
" ".Nazareth, Ethiopia 28 February — 1 March 1987

1. At the Slxth Conference of Chief Executlves held in Nazrobl, Kenya, Ln
January ‘1986, serious concern was. -expressed about the need to. develop a more
healthy and efficient relationship between the ECA~sponsored institutions and =
the ECA" d1v151ons. There was also a felt need for a clearer understandlng of f
the role’ of ECA as'a epoasorlng organization and as an executing agency. for e
proJects in the 1nst1tutlons funded-by UNDP and other.donorss. -An .agenda ;tem

on tﬁe subJect was not. considered..in-the required depth at the Seventh Conference
held’ 1n4Tr1p011, Libyan: Arab Jamahlrlya, from 24~27 January 198? bhecause -of

the .dbsence of most ECA division Chiefs. It was therefore. dec;ded.that a meet1ng
of the Chlef Executives and Chiefs of Division should take.place in Hazareth_
Ethlopla, from 28 February to 1l March 1987, . It-was ‘attended, by 13 Chlef Executlves
and 30 D1vzs1on Chlefs and PrOJect Offxcers, LIS G s Ll

2. The accountablllty of ECA as a sponsorlng 1nst1tut10n to- membet States was e
con51dered in: terms of ECA‘s respon51b111ty' ;;3?
(e) EIn ensurlng that the 1nst1tutlons achleve the obJectlves for whlch
+ " they were established; e : e :

(B) Im monltorlng and prov1dlng support for what goes on 1n the SR
- 1nst1tutlons, ‘ Co

S 4e) In pro;ectlng a proper image of the institutions to. member States,
oo with: @ v1ew to generating interest and support, :

) Im ascertalnlng that the 1nst1tut10ns Work harmonlously and 1n Q B
T 'complementarlty. _'_ o _ o L

~,(1) -among *‘and between themselves, B o SR
(11) between ECA d1vxs1ons and: the 1nst;tut10ns..“

3, Im dlscusslng these and related 1ssues, 1t was. repeatedly emphaSLZed that
most' member States ‘see’the institutions as- havxng been of:ECA's creation: and;.

dtherefore, ‘ECA has ‘the re3pon51b111ty to.ensure that they . survive: .and thrxve.‘
*'ECA’ was" expected to provide continued support,.lntellectual and..otherwise, to

the 1nst1tut10ns, ‘the ‘success-icases are, .in fact, those that have received:
ECA's guldance on:.a cottinuous basis.. Furthermore, member States are 1nterested
in the irnstitutions ‘being ' relevant, ‘complementary and harmonlous, healthy,
and produétive. ' ECA ‘has the responsibility to. ensure-that these. tnterests arLA(
safeguarded and to provide -information to member States to show that their )
interests are belng promoted.' Member States created the institutions as a means
towards assisting ECA attain its development goals. It was because of the
confidence. they haveé in ECA that they requested the. Executlve Secretary to play
a meJor role in the pollcyﬂmaklng organs..~ G o
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4. A dlfferlng v1ew was that ECA, in line w1th 1ts mandate, 1dent1f1ed
numerous and varied development problems. Member States accepted thls and
created the specialized institutioms, They are, therefore, the parents not

ECA, which only assisted at birth and should not be expected to stay around

for long thereafter. ECA eXxecutes funds of donors but does not contribute
flnancially ‘to their .operations as do ‘the member States. ' Where there are
institutions with ‘funds that ECA :does not execute the relatlonsth-becomes

one of mere technical ico~operation between the ECA -divisions and the. 1nst1tut10ns
concerned, - This calls: for minimal involvement in the actual runniang of the:
institutions. ' The technical aspects of the relationship deserved greater R
attention: -ECA should monitor the technical capabilities: of: Fne'lnstxtutlons,
-and where found wanting, advise member States on what: actions to: rake9 however
drastic., It was emphaszzed that one reason why member States do nokshow the
‘desired interest in the institutions is that they do not see the institutions

as theirs but as belonglng to:ECA, which encouraged this percepticn'by- its -

i excessive involvement in- their growth, Similarly, scme ‘outside erganlzatzons

have been known to be reluctant to assist some of the ingtitutions because they -
see them as ECA's. In actual fact, ECA is only a cog in the wheel, It is the
Governing Council/Boards that' should:run the institutions and menber States
should be compelled to rise to their responsibilities. In this coanection, it"
was noted that ECA still serves as the secretariat for some of the institutions
‘and this inhibits their development: The very unW1111ngness ‘of: the member
States to host the secretariats could be regarded as an indication that' the
institutions concerned are not useful to them.. . However,, it was also admitted
that if ECA terminated its guardlanshxp these 1net1tut10ns wou;d dze prnmaturely,

5, A:middle position was that. the relationship between ECA and the sponsored
institutions should not be viewed in absolute terms nor in terms of one party
belng a "parent”, "child” or “midwife”,  All the institutions were estgblished

in response to the need for providing member States with qpecxallzed technical
services through Afrlcan institutions that are not an integral part of the

United Nations system. Such capabilities eould have been developed in corres-
ponding units within ECA but the'need .for promoting autonomous, 5e1f~re11ant
African institutions was more compelling. Once the specialized insti rutlons

had been: established .and embarked on operational- activities ECA should be
dependent on’'them and fiot :duplicate their activities. The benefite 'would be
mutual and overall African‘capability would be enhanced. - -Furthermore, ECA®s-
monitoring, rationalization.ard ‘support respon31b111t1es dre-of different grades,
an effort must be made to find-'the right mix. Some institutions are’'said to’ '
be-resentful and antagonistic towards ECA'to.the’ point:where: they preiér ro deal’
with other orgenlzatlons than with ECA. Was this because of' over~mon1tor1ng
or over-suppertlng ? 0r was it because they want uncontrolled freedomr*"

6. 1«The concensus that emerged from the dlscussréns wes tnat‘-

.(a)e The. pr1mary respon51b111ty for promotlng the- 1nst1tut10ns, mobllmzzng
and sustammg support, increasing. product:.v:n.ty,-- ‘znd promoting the
right image, belong to the institutions themselves. The management
and the legislative organs of the institutions have the basic duty
to see to the success of the institutions and ensure that the
objectives set for them are realized;




E/ECA/CM.13/32/Add.L,. .. .
page 3

(b) ECA has 2 secondary. re5pon81b111ty. It is not in.the front line. .
oIt has to lend its WELght in support of the. 1nst1tutlons.” In the _
.. process it should exercise the best Judgement ~ neither overplay nor .
'-‘,underplay its role but work for the right type of balance. ECA's
3qudgement must not. undermlne the effectiveness of the partxes that
Jhaveﬁprlmary responsibility for the institutions ise0 the member
"Stetes, the polley~makzng bodies, the management and the staff of

e_;nstltutlons. ce ‘ L _

. On.the subJeet of. exxstlng relatlonshlps between ECA substantlve dlvl31onsﬁf
and the 1nst1tutlons,eccord1ng to the reports from both sldes there was a.good. -
dealgof .comoperation and stmooth worklng relations, Generally, there were

freque ;_eonsultatlons on such matters as staff. needs, main orlentatzons and .
substance of work programmes and om problems arising from timé to time. Some‘
Divisions. were actlvely involved in provision of adv1sory serVLees, fund raising,
~and assistance in, preparation of eechnlcal documents for the 1nst1tut1qns. In.
cases, d1v1szqns also provided proglammlno support.= Joint programme 1mplementat10n
activities were. undertaken prlmarlly in an effort 1o avoid dupllcatxon, ensure
that act1v1t1es are complementary and chat nach contrihutes 1nputs to the, other s
work., Exchange of publications was another fleld of co~operation, Several o
Chief Executives reported hav1ng received strong support from the de151ons in
the expansion of membership, .in- efforts to get member States to pay their
contrxbutlons, in sollc1tatlon of donor funds and, recently, in the preparatlon
of the project. documents for fundlng under the UNDP Fourth. Programmlng Cycles - ...
Through. the part1c1pat10n of dlvls1ons in meetings of the 1nst1tut10ns pollcy—
mak1ng organs.they are also able to acqulre better 1n51ghts into problems of the
institutions endato prov1de valuable contrlbutlons to .both the. substantlve and .
manager1a1 aspects. of the, -operations of the. 1nst1tutz.onso ‘The fact, that the ;=1f
Executive Secretary personally chairs many of the leglslatlve bodles also Q_
facilitates relatlons eonelderablya' In the final analys1s what really mattered o
was the extent to, whlch cloee pexeonal lelatlonshlps exlsted between the leader-:'
ships 1n both the a1v131ons and ‘the. 1nst1tutlons. s

8... On roposals for 1mp1pv1ng relarlonshlps in the future it was 1oted tha -
at the technical level a gignificant step would be to agree on Jo_nt lmplemen—'
tation of programmes, element by element, and of relevant Programme
Implementation, Plans (PIPs). . More generally, institutions should-be.encouraged’
to £ill gaps in expertlse that exist in the divisions. A dangeroue trend, wi _
a few.institutions was for them to get the divisions more and more 1nvolved in
dealing with 1nzerne1 management. problems which the .Chiefs Executives should
themselves.handle.A Though it may be that such problem« are best tackled by an

consequences both for the lﬂStluutlon and for ECA,_

9. Another proposal of note was that the divisions should be seen to be more
active ‘in Hobilizing resources for the 1nst1tutlons and in' ensuring their el
f1nane1a173ecdr1ty. One’ means’ would be _subconitracting of ‘technical’ co-operation
project’ tompdnents ‘and: grantlng of consulfency assignments of thetinstitutions,
Also, there should be'closer ‘co~operation between the divisions in™' "
fam111ar1z1ng the 1nst:tutlons with technical asgistance procedures, '’
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10, Increased twc-way lnformatlon flows was also recommended as a meahs of
promotlng greater understandlngo Informal meetlngs, such as the’ present one,
would ‘also contribute in no small measure t¢ better awareness of who is whom
and what is happenxng on all s1desa Where tonsultations between institutions
and d1v1sxons were contlnuous problems were reduced to a minimum," “‘Conversely,
where consultatlons were not regular prcblems were more’ complex. Relations
established between the individuals at the helm on both sides contrtbute more
than anything else to the creation of a proper problem-solving' env1ronment.

It was also emph351zed that project officers are very critical. Division
Chiefs’ cannot be persdnally 1nvoivxd in monltorlng the’ act1v1t1es of 1nst1tut;ons.
Tharefore, the effectivensss or otherwise of the focal points-designated for =
each instifution becomes of primary importsnce. It was recomménded that Chief
-Executlves establlsh regula; conLracts thh the1r rcspectlve prO]ect offlcers. j

10 On the subject of ‘the relat ionship betwaen the ECA DlVlSlon cf Admlnlstratmon
and Conference Services- (ACSD) and the’ 1nst1tut;ons two probiem~areas were" un
'sxngled out fcr detailed conslderatxonn. First ,problen—areas in project - _
1mplementat10n, partlcularly procuremnnt and supply and personnel recruitment, A
Second, modalities ‘for sub-contracting: speclallzed technlcal co—operatlon o o
_prOJect act1v1tles to the 1nbt1*ut10ns. o _ . o R
12, In the dlscu551ons followmg9 it was agréed that the coticern was not to- 7
havé ‘the rules ‘and regulatzona regavdlﬁg ‘proturement and supply, ‘personnel
action, financial managemeﬂt or 'any other ‘d8pects ‘of administration changed ‘
but’ to have- thlngs done speedlly end” morﬂiefﬁlclently, The fact that on any "
one admlnlstratlve matteyr 1nst1tutlons ‘Have to deal with the Bubstantive
d1v131ons, the Technical A351stanca So~ordingtion and Opuratlon Office- (TACOO)
and one or more of tﬁe secrlonq in AﬂSD does ‘Aot make it easier for them.

The procedures ‘governing procurnment flnanclal management and personnel ;
manégement must be resyected even ‘at the cost of delays. Attention should R
therefore, ‘be focussed on how to 1mprove performance.’ Joint programmxng of -
PIPs by the 1nst1tut10ns, the divisiong, and TACOO for the _mplementation of
their projects would facilitate advancad pl"ﬁulng of actions requiring the .
1nv01vement of ACSD ‘and clarlfy what role iy €o be played -at dlfferent po;nts 1n
time by all partles concefned - , S

13, To ensure that nerformance ‘o all s:.deq would be 1mprcved~“hb meetlng took
the follow1ng dec1sxon5° :

(1) ACSD should be reorganxzed go ag” to g1ve Sp&Clal attentlon to
_admlnlstzatlve actions pertaining to all’ extrabudgetary resources,
‘Measures taken to st”eamlxne the Divizion should be communicated to
the Chief Executives s¢ that they are clear as to who to deal with
‘ln future,

(ii) As.a first step, the Deputy Chlef of Admlnlstratlon qas desxgnated
© .. -.to be fully responsible for all matterg relatlng to the 1nst1tut10ns .
_and techn1ca1 co-operation projects of . the, 1nst1tut10ns. He: was to.
be the central point for follow up. and co-ordination, and, all e
correspondence should be seat to him or copied to him. . ﬂw;g AR
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(iii) ACSD should prepare guldellnes on recruitment of staff and consultants.

‘(;v) The Deputy Chief of ACSD, in his. newly asSLgned capaczty, should

' promptly send to the Chief Executlves coples ‘of 'all eirculars. based 7
,..on which dec1310ns regarding requests from’ the - 1nst1tutxons are made. ‘
. Any amendments in the future should also be sent to them. ‘ S

t

(v) Notwrthstandlng declslon (ii)- above, on.all substantlve matters

Chief Executives should+deal :with the- substantive’ divisions, .on . .
smabilization of funds with TAC00, on administrative matters with’ ACSD,
- Copies of all- communzcatlons w1th TACQO .and 'ACSD . should also be sent
to the substantlve divisions for 1nformat10n and followuup._g:f

(vl) On initial assumptlon,of duty all new Chief Executlves should be fully
y brlefed on administrative and f1nanc1al procedures ‘in "ECA and other '

matters which would ensure maximum effectlveness and mlntmum

difficultles whether w1th ACSD or any other d1v1sxon. '

(V11) The Deputy Chief of Admznlstratlon should prepare a paper on ;;-:33*”.
admlnlstratlvelflnanclal actions that should be delegated (a) to’ the
1nst1tut10ns, and {B) to“the 1oca1 UNDP offices. ' : ,

(v111) ‘When | submlttlng requests to the ECA" Contracts Commlttee, Chlef .

‘. Executives should ‘provide ‘information on local conditions’ (e.g.'”i%}
7 n-availability of maintenance facilifies or technical expertise for =
7 installing equipment,. fraglllty of “items to bé purchased) which would

assist it in deciding whéther or not the order should be: placed

~"’”Zl.olcf.illy.:

14, on’ the subJect of ECA as an executxng agency much of the d15cuss1ons
revolved around the subJect of sub—contractlng and greater ‘use of the- 1nst1tut1ons
for undertaklng consultancy assrgnments. ‘It was. polnted out that,” globally,

' ECA has a large consultancy vote and the 1nst1tutlons could be assisted to

develop further their. technlcal capacltles by assigning someconsultancies” to
them. . This should not be done for its own' sake. Rather, the-institutions s
should first be trled out and dependlng on thelr track records, sub-contractxng
could be anreased. . :

”:t was “decided that each institution should prepare a proflle of avallable
which would be used ag a guide in allocatlng consultanc1es. For

“‘°th1s urpose the Director of PADIS was requested to prepare a questiomnaire.

should be sent to all Chief Executlves. They should be returned by

Aprll and, subsequently, ccmplled in a publication for wide distribution
partlcularly to donor agencies. On the basis of experlence gained, consideration
could be given to such 1deas as formlng an assoclatlon of ECA consultancy -
1nst1tut10nsu o C '

16, wOn the subject of ECA's role in mob11121ng resources, it was- requested
thatiwhen resource mobilization missions are organized TACOO should report on
offlclal reactions to project proposals submitted to the donors concerned,
especlally those not accepted. This would save the institutions from fruitless
contracts with local donor offices and embassies. It was also considered useful
for requests for the assistance from several institutions to the same donor to
be centrally co-ordlnated, in which case the institutions concermed would be
1nv1ted to join any ECA missions to the donor country.
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- 17. The questlon was raxsed as to whether TACOO has a programme for. support1ng

the efforts of the 1nst1tutlons ‘to get their member States to pay their -
contrzbutlons. In. answer, it was explained: that an ECA pledglng conference is
held every two: yeats end Chief Executlves could request their membér States

to subséribe to UNTFAD with specific, commltment that all or pert of their
pledges should be used for a partloular 1nst1tut1on.=.

18. - Another questlon was. whether resource: moblllzatlon should be done on a
loner's. approach or on a- colleetlve approach. - The ‘concensus was that vhere
the -institutdions felt themselves capable enough to .go- it alone they ‘should

do 50 but keep ECA informed of their initiatives. ‘Assistance from ECA would
be sought 'as’. and when requlred, pertlcularly wlisre large amounts of funds are
involved, 0verco~ord1net1ng must be avoided but a greater flow of information
on what eech side is doing mist be encouraged.3 In other words, o-ordlnatlon
w1th flexlbxllty was the favoured approach. ' S : :

19. On the subJect of work programmzng Chlef Executlves were requested to
consider programmlng on a biennial basis as opposed to currently, used annual
budgets. Secondly, the introduction of programme budgeting - which '
requires. matchlng resources with programmes - as. opposed to adm1n15trst1ve

budgets. This should be done on a biennial basts wath annuel reviews., It has
the advantage of mekzng ellgnment thh the’ programmlng system 1n ECA ee31er.

‘20, Instltutlons were also encouraged to introduce Medium Term Plans, which

would serve as a framework for biennial programme budgeting, . Monltorlng was
critical. For it to be effective a Programme Implementation Plan must be
developed, . either in conjunction w1th ECA if proJects are: involved, or
1ndependent1yuf Flnelly, evaluet1on.' It was noted that given ‘the - smell size
of ‘most of the 1nst1tut10ns it should be easy to develop approprxate evaluetlon
systems whlch would, in. partlculer, produce useful - 1nformat10n on the 1mpeot

of the work of - the institutions. . TIn all these fields ECA’ could provide.

- assistance and if deslred workshops tould be. organlzed on the use of these

-management tools,

21. To meet the need for more 1nformatlon on the 1nst1tut1ons it was dectded

that Chiefs of. D1v131on should ensure that they have copies of the const;tutxons,'

staff regulet1ons, f1nanc1a1 regulatlons and all other basic documents -of their

- relevant institutions. - Chzef Executives should send copies of these documents B

to the Deputy. Chlef ACSD for dzstr1butxon to the d1v131ons concerned.__u

'22. Chlef Execut1ves were reminded to make greater use. of the ICM Return’ of

'_Skllls Programme (administered by the Public Adm1n1stret1on, Menagement end

Manpower D1v1slon) and the Unlted Net1ons Volunteers Programme.

" N -.?ﬂ




