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Reports of the ECA/UNDP evaluation missions _on the
: Multlnat1ona1 Prggrammlng and Qperatlonal Centres.

Xpthe51s

4. INTRODUCTION

1.  Fpom time to ‘time UNDP undertakes a performance evaluation of the progects
thch it finances in order to be able to assess whether or not its support for
such projects has been worthwhile dnd whether, in the ‘Iight of such an assesc—
ment, further UNDP 'support should be stopped, curtailed, maintained or
intensified, Following upon the decision of the Fourth ECA Conference of -
Minigters, ‘which was held in February/March 1977 on the setting up of the. .. =
International Programming:and Operational Centres (MULPOCs),. the UNDP. allocated
financing for the four MULPOCs; based in lusaka, Niamey, Yaoundé and Gisenyij
for thé programming cyéle 197771981, “At its Sixth Session’ held in - April=1980,
the FCA Conference of Ministers adopted resolution 384 (XV) on ECA/UNDP co-
operation,: supportihg a prioposal .that .a series. of - evaluation miszions be:
conducted: during: 1980  and .. 1981 with a:view to, inter -alia; enabling-the ECA
andUNDP to- assess’ the performance of the MULPOCs during the UNDP. Programmlng
Cycle! . 1977-1681 and: the financial requirements of the. MULPOCs.for the. rest of
UNDP -Progranming Cycle:1982~1986." This paper iz a synthesis of “the report and:.
recommenidationg. of ‘the -UNDP/ECA-Evaluation Missions ‘on the MULPCCs,-which: were.
mounted :ini ‘compliance with -the decision-of the Sixth ECA Conference of M1n19ters.

2¢ In this connection, it may be recalled that a similar evaluation of the
subregional activities of ECA was undertaken in. 1976. The mission reports and
recommerdations were submitted to the Fourth ECA Conference of Ministers. The
Conference of Ministers decided that the UNDATs, which were primarily advisory
bodies; should be transformed into new:subregional - entities that ‘would perform
both programming 'as well as: project implementation in the. fields The Conference
also-recommended that the new structure should ‘be flnanced by the UNDP, 7 - .
3a In the five 1nterven1ng yearu, that is, durlng the UNDP progrnmmxng oo
cycle 1977-1981 which has just ended, the success and indeed the very survival
of the MULPOCs nave depended heavily on UNDP financial support, as- there has
been 11t le or no uupport from other gourcess

Le By the time the evaluatlon miu¢10nﬁ or! the MULP00u were mounted, it had
become palpably clear, that the effectiveness of the MULPOCs wac hampered by. °
inadequacy ‘of financial reoources and that the time had come for the flnancing
of the" MULPOCs to be put on ari established baglu.-""' :

Se ;"mhe evaluation of the MULPOCu was confined to the four MULPOCs south’ of'
‘the Sahara ~ the MULPCC for Edstern and Southern Africa; the MULPCC for the
_“DCOROmlc Community of the ‘Countries of thé Gréat lakes, the MULPCC for the
count 5 of the iiconomic Communlty_of Weet Afrlcan States, and. the [MULPOC )
for’ the eentral Afrlcan COUHtflEU-'xTheae are referved to, for short, as the
{usaka~based WUIPCC the Glsenyl-baueo HULPOC, the ﬂlamey—baged MULPOC and the
Yaoundé—based MULPOC respectively. ~Detween’ "them they cover 4/ independent
African States.
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6. The three tHOPman evaluatlon teams,uhzch Were mounted betueen April
1981 and March 1982, consisted of the follow1ng ‘consultantss

T
Cvaluation mission T e HULPCC covered
.First Team: ,  Hr. Joseph Abbey - Leader . Lugaka—-based MULPOC,
e Mr, Dammaka Mettaferla . :
Second Team: - Mr. Bluenglmana Rwema — Ieader --ngioenyi-based and
- -Mre Ngole Kapaji T ¢ Yaoundé=based MULPCCs
" Third Teams . . Mre Hamadow A../s:— Leader: -.. | - Niamey-based MULPOC | ..
o Nri“Kalidu M. Bayo " . o E L
S The ferms:of reférencéhfop‘ééch team were broadiy-éimilar H in eachpoaoe,:

the objective waz' to. evaluate the performance of the MUIPOCs with.a view to
determining -whether agsistance beyond 1981 was. justified within the: framework.
of the third regional programming cycle.of UNDP, - The.missions were requested
to.bear in mind the short—term and long—term objectives of the MULP(Cs,. the -
approved work programmes which they were required to implement, and their
-achievements and. limitations; and make recommendations for future action.

B, THE MAIH FINDINGSAOF THE MISSIONS

8. The flndéngu uf the evaluation missions may be grOuped 1nto two general
.categories. The firs t catego“y relateg to thoge flnd1ngs which are broadly
applicable to.the MULPOCs as a. whole, the second relates to those which are
specific to a given MULPOC or, at 1eaut, which apply more part:cularly to one
MULPOC than to. another, ;

General findingsz

ey

Ja By far the most important finding that cuvs across all the MULPOCs is

the fact that the resources at their disposal, both human and financial, have
not been ddequate for the 1mplementat10n of tnelr approved work programmnes.

This constraint has made it necessary for ‘the MU[PCCS to .chooge priorities
within priorities, to concentrate on one or, at beut a few prOJectq thought .
likely to produce the maximum impact. For example, the fact ‘that the PTA
project within the Iusaka-based MULPOC has overshadowed all others =~ a point
crltlclsed by the codncerned mission - cannot be understood except in this light.
The gaite applleq to’ the other MULPOCg.’ In Heot nfrlca concentration has been
on the co—ordination and harménization of the programmeo ‘of ‘some 30 Intergovern—
mental Organlzatxona, i Central Africa concentration has been on the creation
of a ¢ubreg10nal economlc co~operation arrangenent and in the ‘economic communlty
of the Great lake on the strengthenlng of CEPGL~
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10, Secondly, the missions found that {inancial support for the MULPOCs
to—-date. came preponderantly from one source only, ndmely UNDPs The expected :
contributions from other donors; from Member States and from United Nations
regular budget had not materialized. Thus, what was originally regarded as
seed money for enabling the MULPOCs to be properly launched in their early
years had come to be looked upon as the main source of support for the MULPCCs.

1l¢ Thirdly, the missions generally found that the decentralization of staff
and resocurces from ECA headquarters to the MULPOCs, from the Specialised Agencies
of the United Nations system, as well ac from the United Nations headquarters to
ECA itself, still left much to be desired. This was a reflection of the slow
pace of the implementation of the General Assembly resolutions on the restructur-
ing and decentralization of the United Nations system. There seemed to be

a certain reluctance on the part of the United Nations system to implement the
General Assembly resolutions on decentralization to ECA and other regional
economic commissionsj and to recognise ECA and its field operational armsg
(MULPOCs) as the lead -agency in the Africa region.

12, Fourthly, it was found that the staffing of all the MULPOCs was not only
inadequate, but insecure: None of the Directors of the four MULPOCs, let alone
the other MULPCC experts, had an employment contract lasting more than one year,
and the same was true of the general service staff - except for a handful of
cecretaries or administrative assistants who had been temporarily asgigned to
the MULPOCc from ECA headquarters. Thig ungatisfactory state of affairs .
stemmed from the fact all the key posts were "project posts", and the contracts
of project staff were such that appointments could only be guaranteed for one
year at a-time, even if the prospects of renewal were virtually assured from.
one year to the next., In these circumstances, it would be difficult to attract,
let alone retain, the high-calibre of core staff that the MULPOCs needed. - The
missions noted with criticism the fact that the turnover of professional staff
in all the MUIPOCs was relatlvely highe '

13. [Fifthly, the missions generally found that the programmes. of the MULPOCs
and those of the United Nations Agencies in the field were not effectively '
harmoniged, and as a result there was unnecessary duplication of effort. The
need for a more systematic and rationalised mechanicm for co—ordinating the
programmnes of the MULPCCs and those of the United Nations Agencies in each
subregion is emphasized.in the reports of the missions.

14. Sixthly, the consensus of the missions is that the MULPOCs had made

a positive contribution to the promotion of multinational economic co-operation
in Africa notwithstanding the constraints within which they had to operate.
Everywhere they went, the members of the missions were impressed by.the enthusi--
asm with which the member 5tates expressed the usefulness of the MULPOCz as

a vehicle for subregional economic co~operaticn and integration, In all sub—
regions the member States expressed their support for the MULPOCs and urged

that they should be strengthened. ‘It was recognized that over the past four
years the mere regularity.of meetings of their policy organs, to say nothing

of the operational activities of the MULPOCs, hac had a powerful sensitizing
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effect on llember States, and contributed significantly to the creation of

a climate that was favourable to multirational economic cc-~cperation, Thus,

the view of the evalvation wiszions ic that tha problens cenfronting. the :
MULPOCs are riot those of a teething infant Lut rather those of a mature adult; - -
faced with limited means, The general mégsageuof the miszions' reports is, -
unmistakably, that The MULPOCs .are an'indiapensable instrument ‘for the
restructuring of the economies of Africa through collective action and,. ;
therefore, the MUIPCCs should be given adequate resuurces so that the programmes
already started can be implemented effectively. - :

Particular findings ) y

151,.,Wh§1e many of the problems faring. the MUIP(Cs were broadly similar, .
some did differ from MULPOC to HULPOC, depending on their individual tireum— =& i
stances, To that extent, the prescriptions or policy recommendations made by .
the various teams of the evaluation missions were not the same,. Moreover, - -«
members of_thé'evaluation.missions,ﬁid_nqt? of course, hold identical views ' Lo
or come to the same conclusions on. ali dssues. -Aceordingly; . this section ¢Vl

highlights certain firdings of particular interest to specific MUIPOCs.

The lusaka-based HULPOC -

Yo

16. (a) The mission noted that from a work progrimme consisting of a large _
number. of approved projects, the HULPCC had allowed one ﬁingle“ﬁrojeqt - viz.,
the Preferential Trade frea -’ to- dominate all its-activities. ' One result of
this had been that the lusaka-based HULPOC had not been able to implement o
effectively cther proj=cts which had been approved by itc policy organs. As

2 result some member States' had criticized the [UIPGCe for failure 5 ihplement '

projects. of special-concern to seveial countries of the subregion ;-

(b) The mizuicn felt that the short- term contrac*s of fhe'cbée:sfaifJ>
especially that of the Director had contributed to the lack of team spirit
among the staff members of the HULPOC;

(c) ' The mission noted theireccent emergence o ‘GADCC and the creatioﬁffif o
of PTA and urged that thée JUIPOC should cosdidinsti ite activities with thogé’
of the two.inter-governmental organisations’ R T

(d) The mission noted. that ne effective ‘maciiineiy veemed to have beén
established for the purpose of co—ordinating the MULPCC work programme on the
one hand, with those of the UNDE, and ‘specialized United Naticns agenctes on-- .

)

the other; and urgec that thiz-should be corrected. : RS
The Gicenyi-based MULPCC”:ﬁf._?:,”:;. B . ) ‘i" t,-;g_ N i

' ' : . ‘ TR R N oty
17. {(a) The mission noted that af all the MULPOCs, the Gisenyi-baged HMULPOC-:: . -
was the on;y_one‘notncagfed;ont'ofﬂd pre~existing UNDAT, Thus, "it had inherited:: -
no continuing activitied at the timé of. itz creation. Ilioreover, the HMULPOC .was

almost wholly land-lociced, making comaunications, even with ECA headquarters, - -
particularly difficul®, "Relations between it, the CZPGL secretariat and the
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UNDP. representatives in the subregion had. got off to a difficult start,-as . .
the MULPOC and CEPGL ~— both of them recent creations — tried.to define .
their respective roles. The mission recorded its satiscfaction that remedial
measures. talken by ECA, such as' the, replacement of the MULPOC Director, the
instillation of radio facilities to permit permanent contact with ECA. head-
quarters, and the definition of proper working relationship with CEPGL, bhad
had a constructive effect, bringing about an important change in conditions
and atmosphere of works

(b) The mission considered that problems could arise due to the fact
that the policy body for CEPGL secretariat consists of HMinisters for rorelgn
Affalrg who report to the Conference of deads of State, whereas the pollcy
"body which"approves the MULPOC work programme conf':l.stu of M1n1atera of
Development Planning. Unless proper co-ordination’ was achlevea, the
p0551b111ty of confllct in aevelopment prlorltleu could not be rulea out;

" {c) "For both the Glsenylﬂbaued and Yaoundé~based MULPOCs, the’ m1551on 
put partlcular empha51s on the rieed for decentrallwatlon of actlvltlér from
ECA headquarters; and for giving the ‘MULPOCs virtual autcnomy with' reupect
to technical, administrative and financial decisiong

e

‘The_Yaoundé-based MULPOG- - T T N T T

18, F-iriding's ‘specific to this MULPOC ine'iudekié N

Ty

political cohesion among its seven member countries, eupeclally the three '_
which were outside UDEAC. Internal political problems in one or two countries
added, to physical communication problems to reduce the effectiveness of the
MULPOC in general, _ A . e - l_;ﬂﬁs

(a), The functioning of the HULPOC was hampered by a certain lack of , .

(b) The MULPOC had excellent relatlonu Nlth UDEAC and with the host
country, and enjoyed the active support of both;

(c) "The mlcglon obuervea that the 1nut1tut10na1 frameworh of UDEAC
differed from that of CEPGL in that the Conference of Heads of tate was .,
advised by a Council of Ministers of Finance and Planning inctead of Ministers
of Foreign Affairs. . Since the former were the sane ilinisters.who approved
MULPOC . work programmes, the chance of coqflict or, 1nconu1utency between
decisions made by UBEAC . and bv the MULPOC were mlnlmlzea. The mlualon
considered that this feature was worth retalnlng if and when the seven
countries served by the  -Yaoundé MULPOC become members of the same:[Lconomic
._:Commmlty a . . . ’ .

The Niamey--ba‘.{;éd MULPOC o - :

19. (a) As the presence of a large number of IGOs was a unique feature of
the West African subregion, the need to define a proper role for the MULPOC,
as a co—ordinating body, was crucially importants
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(b) The bilingual nature of the West African countriec was a matter
which the MULPOC serving thiq subregion must be able to cope Wlth, if 1t was
to be effect1ve, R .

(c} There wag'a clear need for the creation of a mechanism that would
effectlvely co-oralnate the' activities of the MULPOC w1th those of the URDP -
and the spec“allzed agenc1e5 in the aubreglon.

Ce PRINCIPAL OBSTACLES TO THE OPCRATIONG OF THE MULPOCs

20. : The mJ...mJ.on...' report‘g demcmstr_-ated clearly tnat the lima.ted mfectlveneus
of the MULPCCs was due to a number of obstacles which hampered their ope?QF;ons,
chief of which vere the followlng o

(a) Instabillty of. leauershlp at the MULPCC Dlrector level. Directoré
had changed too frequently. The main contributing factor had been job uncertainty.
All the missions agreed that it would .never be -possible to attract and retain
MULPOC leaderq .of the requ1red calibre. and ablllty on the basis of one-year
contracts; ; . o

(b) High levels of Eiﬁff turn-over. The causes and consequences were
similar to those under (a). This aggravated the problem of manpover 4hortage;

(c) Insufficient financial and manpower resources to melement the
approved MULPOC programmess Even if leadership had been firm and stable, and
staff turn-over down to normal levels, the established staff’ ‘strength of the
MULPOCs was barely enough for the effective implementation of the work
programmes of the MULPOCs

(d) Decen,wallzatlon of staff, resources and re...ponsibil:.ty of “the c
MULPCCs from ECA headquarters had not proceéded far enough nor fast ‘encughs

This was itself partly a reflection of the slow pace of decentralization friom
New York Headquarteru to ECA4

(e) There was a general lack of informatitn on the role of the MULPOCs
and their qpechlc act Lv;tle on the part of Governments, IGOs and United
Nations agencle '

(f) The role of the MUIPOCE and’ thelr pec1flc relatiunshlpg with |
Governments, the UNDF the United’ Nations specialized agencies and other .
IGOs in the subreglonq was not yet sufficiently well understood; AN f

(g) Where this had not already been done, the institutional organs _
of the MULPOCs ~ at the official and ministerial levels — needed to be brought
into harmonious relationship with the policy organs of other multinaticnal
bodies in the subregion that had similar or overlapping objectives.
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D..;- PRINCIPAL RECOMMENDAPIONS . . . &
21, First there iz a set of recommendations on which allithree teams..of -
the evaluatlon missxonu appear to be unanlmoua. They arest

= (a) Resources at- the dlsposal of - the MULPOCS must be increased “to.

a :1eVel-commensurate with the. requlrements :of . their: work programmes -and themr
new résponsibilitides under the reéstructuring and decentralizatlon mandates,
and under the lagos Plan of Action¢  This applies both -to manpower resources
and flnanclal resources,

(b)"Flnancial resources prov1ded under the regular budget ‘of thein-
Unitéd ‘Natiohd must ‘be ‘indreaded 'to-enable ‘éxch -MULROC to attract ‘dnd- retain

' permanent Gore “of- regular staff, con51sting of -the Director: and a 'mimimum::
number-of ‘profeas§idnal: and adminintrative personnels :In particulary: 1t 18'
absolutely necessary té.putian end tc the instability of leadership at the -
Dlrector level, ‘

(c) “The - Unlfed Nations Deve10pment Programme, whlch hae hitherto bedn
the” predom;nant soiirce- of ‘funding for the- HULPOCs, should continueits’ :support,
if poseible ‘on ‘an’ increased bdsis. ‘But ‘UNDP resources ‘should- be regarded as
additicfialto: or supplementary With, ‘4nd not'as a substitute foér; regular.
budget resourdes recommended -under - (b)*abova, : o R A ”“”L

{d) BEfforts must be stepped up to mObiliZe additional resources from
.member States in cash as well as in kind, and, from . bilateral and multilateral
donors, in, support of the MUI.POCS, thus diversn_fying ‘their finéncn.al sources
as much ar poss;ble. Durlng pledging conferences for the ﬁnited Natlons Trist
Fund for, Afrlcan Deve10pment, member gtates should be urged to make gpec1f1c
pledges for the MUIPOC§'

HE N “\‘.:.-“-,»,-w . SadnE el

,,;|m|(e) Decentralizatlon of . actlvitie and resotrces from ECA to“the o
MULPOCs, and delegation ‘of authOrlty to, match the delegation of respon31b111ty,
. mu,t be epeeded up;i e etk o D iy w.”<i“¢; :.“ﬁﬂ ;
(f) At the subregicnal level, every effort must be made to have the
widest possible dissemination of information on the MULPOCs' activities, and
a shavper definition of its role vis-&—vis ‘UNDP, United Nations specialized
agencies, IGOs and other bodies operating in the subregion,

22. ' The second set’ of recommendatlons is a, mixture of (1) those recommendu'
tions whlch are. not unanimous in the sense of belng common in all’ the reports
but whlch. nevertheles;, are of” general 1nterest to all “the' MULPOCS, (117 those
recommendatlong thch apply largely, it nof solely, to pecxf;c MULPOCS

.....

recently egtablished Supervisory Committee con51at1ng of Ambassadors, High
Commissioners and Chargés d'affaires of the member States accredited to Zambia,
should be expanded and transformed into a Programming and Review Committee which
would include representatives of IGOs, the United Nations specialized agencies
and the UNDP Resident Co—ordinator in Lusaka., Its main function would not only
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be to assist in the programming, monitoring and review of MULPOC activities,
but also to ensure co~ordination and harmonization of the activities of the
various- agencies in the.subregionj : P

(b) As regards the Niamey-based MULPOC, it is recommended that the
existing official and ministerial policy organs should be retained, but have,
-in. addition, a.special subrconmittee consisting of officials of the MULPOC,
the IGOs and United Nations specialized agencies for the purpose of co—
ordinating the activities of these bodies; .

(¢) Concerning the Gisenyi-based MUIPOC, retention of the present
two—tier policy organs is recommended,, but. in order to eliminate the
possibility:of canflicting priorities between CEPGL.and the MULPOC, it is -
suggested that the ministerial council which advises the CEPGL Heads of State,
and which presently consists. of Ministers of Foreign.Affairs, should be .
expanded to include Ministers of Development Planning; . .

(d) The evaluation missions generally agree that the integration of
women. in the developrment process, which is a component part of the MULPOC
work programmes, has:been proceeding satisfactorily and should continue to
be. supported and strengthened. One member of the Niamey—based MUILPOC
evaluation team has proposed that the women compcnent should be detached
from the rest of the MULPOC work programme and turned into an autonomous
field programme directly under ECA.

23.' Flnally, the evaluat1on tean for the Gisenyi— and Yaounde-basea MULPOCs
made three further recommenaations. First, noting the somewhat arbltrary '
nature of the MULPOC boundarleg, the misgion saw the need for strengthening’
inter—HULPOC relations, and recommended the creation of an inter-HULPOC
consultative machinery. Secondly, the mission observed that member States
would be prepared to second national experts to the MULPOCs. Thirdly, the
mission recommended that ECA should tap the big reservoir of academic talent

" in the universities, where professors and doctoral students could be encouraged
to study problems relating to the implementation of MULPOC work programme.

E. - CONCLULING NOTE

24. This summary of conclusions and recommendations is a synthesis, and not

repetition of the recormnenoat:.on., 'in the ;..valuatxon reports, The pregent
synthesis hds tried no more than to highlight the major findings and conclusions,
and the principal recommendat1ons, ‘contained in the MULPOC evaluation reports.
The synthesis is not a substitute for the réports themselves, which deserve to
be read and studied in their own right.



P T ue

B/BCA/CH.G/25
Page 9

25 That being said, one cannot but be impressed by the virtual unanimity
of the reports' major conclusions and recomnendations, as summarised in the
first set of principal recommendations contained in paragraph Z1 of the
present synthesis. It is also worth noting that the main findings of the
evaluation missions, particularly with regard to the MUIPOCs' need for
increased regular budget as well as extrabudgetary resources to sustain

their increased responsibilities under the structuring and decentralization
mandates, are in full accord with the independent findings and recommendations
of the Joint Inspection Unit report on the Commission which is before this
Conference ( see document E/ECA/CM.8/9).





