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I. INTRODUCTION

1. The present conference room paper is presented to the Executive Board to outline the
proposed strategy, time frame and estimated costs of implementing the change initiatives set out
in document DP/1997/16/Add.7. UNDP does not intend to establish new structures for the
implementation of change but rather to entrust implementation to existing or new line units. The
new systems, structures, processes and procedures will be in place by the end of 1999. Costs
will be contained within existing budget parametres. Specific activities, target dates, responsible
units and estimated costs under each of three defining charactedstics for UNDP are shown in the
annex to the present document in a manner similar to the annex of document DP/1997/16/Add.7.
It is hoped that the paper will form the beginning of a reporting system that will enable the
Executive Board to monitor and assess the implementation of the UNDP 2001 change process
and its impact on the organization.

II. STRATEGY FOR IMPLEMENTATION

2. As stated in document DP/1997/16/Add.7, the main objective of the UNDP 2001 change
process is to align UNDP internal functions, processes, systems and structure with the new
mandate given by the Executive Board in decision 94/14. The strategy for implementation will
be different from that ado pted for the design phase, which lasted from July to December 1996,
and which resulted in the change initiatives presented to the Executive Board in document
DP/1997/16/Add.7. The strategy for the design phase was to establish a separate change
management structure under the direct leadership of the Administrator and his Executive
Committee, supported by a Change Management Committee representative of different levels of
staff, as well as a small core team released full-time for the process. This was intended to
ensure that new thinking and fresh ideas were not stifled by the day-to-day work of the
organization. For the implementation phase, on the other hand, it is proposed that existing line
units - as well as new units created by the process - be given leadership for implementing
specific change initiatives. Therefore, for implementation, no separate change structure is
envisaged.

A. Implementin,q chan.qe throu.qh line units

3. There are three main reasons behind the strategy of entrusting leadership for change to
line units. First change will become part of the daily work of UNDP, with managers held
accountable for results in change initiatives that are well integrated with unit and individual work
plans. Change will thus be driven through the organization by being integrated into its regular
workload, and into the overall UNDP organization-wide plan for 1998-1999. Indeed the existing
1996-1997 corporate plan will be revised to reflect and integrate the new change initiatives.

4. Second, this strategy will promote ownership of change initiatives by the majodty of
staff. As reported in document DP/1997/16/Add.7, there has been extensive staff involvement m
the change process. Moreover, as the first UNDP global staff survey has revealed, the majority
of UNDP staff surveyed want change in the organization: 80 percent of headquarters staff and
78 percent of country office staff believe the UNDP structure must be changed if the
organization is to meet the needs of the people it serves Nevertheless, change does create
uncertainty among staff and can affect staff morale and performance, It is believed that
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implementing change through line units will enhance staff ownership, encourage staff to achieve
the intended results, and minimize disruption of the work of the organization.

5. Third, implementing change through line units will enable the organization to meet its
stated objective of achieving most of the change initiatives within present budget parameters.
No funds will be required for a separate change structure. No additional staff time will be
required to manage change, and the core team can disband before the end of 1997. As change
initiatives are discussed with line managers, their existing work plans and budgets will be
amended and repriodtized to accomodate new goals and targets. Where the cost of change is
outside the scope of the budget for the line unit, then the overall UNDP budget will be reviewed
to reprioritize between units.

B. Establishin.q work plans with lead units

6. In order to implement change, the 149 specific initiatives proposed in document
DP/1997/16/Add.7 and its annexes have been grouped according to the unit responsible; the list
will be finalized after May. Assigning change initiatives by responsible unit has highlighted the
critical role that the eight line units will have in implementing change: the new Bureau for
Planning and Resource Management (BPRM); the Office of Human Resources within BPRM; the
new Operations Group (which will consist of the Associate Administrator, the regional bureaux
and country offices, and the new Operations Support Unit); the new Bureau for Development
Policy and Evaluation (which will replace the present Bureau for Policy and Programme
Support); the Bureau for Resources and External Affairs; the new Bureau for Financial and
Administrative Services; the Division of Audit and Management Review (which will be renamed
the Office of Audit and Performance Review); and the Office of United Nations System Support
and Services.

7. Initial discussions are being undertaken with existing lead units on the specific activities
that will be required to achieve the change initiatives and on reprioritizing each unit’s existing
workloads and budgets. After the annual session in 1997, the discussions with the lead units will
be finalized, and the Administrator will sign a compact with each of the eight units. The compact
will clearly state what each unit will deliver to achieve the UNDP 2001 vision, as well as what
support they require to do so. On this basis, individual staff performance plans will be adjusted.

8. Responsiblity for the monitoring and coordination of change will be assigned to the new
Bureau for Planning and Resource Management (BPRM), under the direct leadership of the
Administrator and his Executive Committee. BPRM will have responsibility for the UNDP
organization-wide plan and for gathering the data required to monitor the results achieved under
all UNDP goals and objectives. It will also have the responsibility to match UNDP plans to
available resources - human, administrative, and programme resources. BPRM will therefore be
the appropriate unit to monitor, coordinate, programme and synchronize the implementation of
change, as well as to address bottlenecks as they arise. The Administrator and his Executive
Committee would be responsible for resolving any major issues that might arise between
different units that are beyond the authority of BPRM BPRM would be responsible for
supporting the Administrator in presenting regular reports to the Executive Board on the progress
and impact of the change process in revitalizing UNDP’s structures, systems, processes and
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procedures in a culture of efficiency and results-orientation. It is proposed that a full evaluation
of the impact of the change process on UNDP be conducted in the third quarter of 1999, just
before the completion of implementation. Evaluations of key elements of the process, such as
the sub-regional resource facilities, will be presented to the Board as they are conducted.

9. The UNDP 2001 change process has focused on decentralizing decision-making,
resources and technical support to country offices, and on ensuring that headquarters is
structured in a way that enables country offices to respond rapidly and substantively to country
needs for quality sustainable human development (SHD) programmes. Much has been learned
at headquarters on the management of change that will be beneficial to country offices as they
rethink those processes which are directly under their control to achieve maximum efficiency and
effectiveness for quality response. Inspired by the overall change process, nine country offices
have already taken the initiative and launched internal change processes. As part of the
implementation strategy, it is intended to produce a handbook on change for use by country
offices that embark on such processes, and to build a database of facilitators, both from within
and outside UNDP, who can be used to support them. It is also intended to field missions to hold
workshops on change for 10 country offices, including centres of experimentation, that are willing
to serve as resources for their regions.

III. TIME FRAME AND MILESTONES

10. The initiatives proposed in document DP/1997/16/Add.7 will be fully implemented by the end
of 1999. Three phases have been identified for implementation: the launching phase; the
restructuring phase; and the consolidation phase. Milestones have been established for each
and made public so that all staff and stakeholders can monitor the progress of change.

A. The launchin.q phase: May-September 1997

11. The launching phase will lay the ground work for implementation. Preparations are under
way for the launch, which will take place after the annual session 1997 of the Executive Board. It
will last from May until August 1997 and will be monitored and coordinated by the UNDP 2001
core team under the leadership of the Administrator and his Executive Committee. During this
phase, consultations will be initiated with the Executive Board on the "focus within the focus"
paper to be submitted to the annual session, and will be brought to a conclusion by the time of
the January 1998 session. Four milestones have been identified for this phase:

(a) The new Bureau for Planning and Resource Management and the Operations Support
Unit (OSU) of the Operations Group will be established. A retreat will be organized to help the
new units to establish working methods and relationships and draw up work plans.

(b) Detailed implementation plans for change will be elaborated with the eight lead units for
change. The units will further define activities and costs and reprioritize work plans.

(c) A number of changes that can be carried out quickly will be implemented so as to make
change visible and tangible for staff. These include, for example, instituting the five-day
headquarters response time to country offices; launching a meetings-enhancement programme;
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decentralizing management of non-core staff contracts to country offices; and staffing the
Ombudsperson function.

(d) The 1996-1997 organization-wide plan will be revised to reflect any decisions of the
Executive Board on change and the 1998-1999 plan and budget will take change initiatives fully
into account.

B. The restructurin,q phase: July-December 1997

12. The restructuring phase will last until December 1997. Four milestones have been
established for this phase, which will be managed by the eight lead units, with monitoring and
coordination being gradually ceded by the UNDP 2001 core team to BPRM under the direct
supervision of the Administrator and his Executive Committee. The milestones are:

(a) All remaining headquarters units covered by the change process will be restructured and
all units will incorporate their new mandates and responsibilities;

(b) Five subregional resource facilities will be established, one per each region served 
UNDP. As noted in other documents and in response to Executive Board concerns, the
establishment of the facilities will be phased over three years and evaluated at each juncture. A
technical group has been formed to address issues arising in the sub-regional resource facility
system, and the final number and location of the facilities will depend on the results of the
evaluations. Each facility will have a core of two staff members who will manage the two
functions of expertise referral and capture and dissemination of best practice while providing the
base for organizing technical backstopping for country offices through subcontracted institutions
and experts, with particular use made of national expertise;

(c) The regional bureaux and the country offices will have their two-way compacts in place,
identifying goals, objectives and targets as well as the support they will need. The compacts will
include management performance indicators and substantive focus areas, as well as regional
and country-specific delivery and resource mobilization targets. The compacts will provide the
basis for the new regionat bureaux function of holistic oversight and management support and
control, and for delegation and decentralization with accountability;

(d) The Office of United Nations Support and Services will be strengthened, primarily
through the secondment of staff from other United Nations entities, in order to provide
substantially increased support levels and ensure its system-wide perspective. OUNS will be
dedicated to the stewardship and support of the resident coordinator system, supporting the
Administrator in the oversight of resident coordinators and in his role as convertor of the
Development Cooperation Group Executive Committee.

C. The consolidation phase: January 1998-December 1999

13. During this phase, all major aspects of UNDP 2001 will be effectively launched and
consolidated, such that the new systems, processes, procedures and structures will be fully in
place and functioning by the end of 1999. While the UNDP 2001 change process will be
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complete by 1999, it is understood that adapting to a rapidly changing external environment is an
ongoing requirement for all successful organizations. Five milestones have been established for
the consolidation phase, which will be managed by the eight lead units, and coordinated and
monitored by BPRM under the direct authority of the Administrator and his Executive
Committee. The milestones are:

(a) Based on evaluation, further subregional resource facilities will be established in 1998
and 1999, putting the full system in place by the end of 1999, including the global hub in the
Policy Bureau. While at this moment the total number envisaged is 17, the actual number and
location will depend on the results of evaluations at each stage. With the facilities in place, the
UNDP. knowledge system will be fully functioning, capturing and disseminating lessons learned
across subregions and drawing conclusions at the global level for new policies and products that
can be adapted to the country level and shared with the international development community;

(b) The core competencies idenfitied for UNDP 2001 will be put in place through 
competency definition project to define unit mandates, functions and new job descriptions;

(c) All manuals - programme, finance and administration - will be simplified and streamlined
through time-bound task forces of country office and headquarters staff, and distributed in hard
copies as well as on a CD-ROM;

(d) Management and programme performance indicators will be developed and in use, and
the oversight function of the regional bureaux will be fully operational;

(e) The redeployment of staff and/or posts to country offices and/or the sub-regional
resource facilities will have been completed.

IV. ESTIMATED COSTS

14. The costs of the UNDP 2001 change process will be covered in three ways. First, the
workplans of line units will be reviewed to incorporate the new change initiatives, with schedules
and budgets reprioritized as and where possible. Where it is not possible to accommodate
change within existing unit budgets, the overall UNDP budget will be reviewed and reallocated in
line with new priorities. Over and above the planned staff vacancy rate of three per cent over
the next three years, costs may arise as UNDP strengthens core competencies and builds new
human capital to meet its mandate. These will be addressed in the submission of the biennial
budget for 1998-1999. The strategy of implementing change through line units will enable senior
management to meet their objective of carrying out the bulk of the change initiatives within the
1996-1997 and 1998-1999 biennial budgets.

15. Second, where additional costs are envisaged, it is intended to approach those donors that
have expressed interest in strengthening the UNDP country office network and its management
capacity. For example, establishing the subregional resource facilities is expected to have a
one-time estimated cost of $2.5 million for space, equipment and relocation, which will be
difficult to accommodate within the biennial budget. Once the facilities are established,
however, their running costs can be covered by the biennial budget because the core functions

//...
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they will support are being relocated from headquarters and their costs are currently carded by
the biennial budget. It should be noted that the cost of relocation of other staff from headquarters
is expected to be covered over time by savings in rent. Another additional cost will be
investment in executive management skills.

16. Third, costs associated with facilitating the implementation of change will be met from the
Swedish Trust Fund for the Management of Change at UNDP, which supports the UNDP 2001
process as well as the streamlining of programme procedures, strategic competency areas, and
human resource development overall and in crisis countries. As regards the UNDP 2001
process, the Trust Fund will cover the cost of consultants to facilitate the first two phases of
implementation and workshops on implementation with line units, estimated at around $1.8
million.

17. The estimated costs associated with the change process and how they will be covered are
given in the annex. It should be noted that the details on costs as well as activities shown in the
annex will be further refined as discussions with the eight lead units proceed. Actual figures will
be reflected in the 1998-1999 biennial budget.

// , . .
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Annex
Implementation plan for UNDP 2001

in accordance with three definin,q characteristics for UNDP outlined
in DP/1997/16/Add.71

Change initiative Planned activities Due date Responsible Estimated
unit costs

in US$
A. Country focus See activities under 1 and 2 As below As below. Total:
strengthened for below. 925,000*
quick, responsive 2,500,000**
and high-quality
development
services to meet
SHD needs of
programme
countries
1. UNDP country
operations
empowered and
resident coordinator
system supported

Done by 12/1999

* Staff redeployed to the field in 12/99 BPRM/OHR -
three phases

* UNDP-funded project personnel
included in the UNDP family, for
example by participating in
briefings, linking to UNDP Intranet,
encouraging UNDP staff
movement to and from projects,
Issuing guidelines on country
office-project personnel relations

* Approval authority delegated
within country cooperation
frameworks

* Training manuals developed to
strengthen country-office capacity
to formulate and appraise projects

12/97

Done

5/99

Operations
Group and
BPRM/OHR

Executive
Committee

BPRM/OHR

1 Source of funds: * One asterisk refers to the Swedish Trust Fund for Management of Change ($1.8 million assigned to

UNDP 2001, and $1 million to related change initiatives); ** two asterisks refer to funds to be mobilized; - a dash indicates
that no additional cost is envisaged beyond what can be covered by the biennial budget.

Acronyms

BFAS
BPPS
BPRM
8PRM/OHR
OAPR
Operations Group
OUNS
RC
RR

Bureau for Financial and Administrative Services
Bureau for Policy and Programme Support (which will become the Bureau for Development Policy and Evaluation)
Bureau for Planning and Resource Management
Bureau for Planning and Resource Management/Office of Human Resources
Office of Audit and Performance Review (which will replace the present Division of Audit and Management Review)
Headed by the Associate Administrator, includes regional bureaux, country offices and the Operations Support Unit
Office of United Nations System Support
Resident Coordinator
Resident Representative

o ¯ ¯
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* Ratio of time country offices
spend on administration and
substance (now 60:40) reversed,
by outsourcing non-strategic tasks,
eliminating trivial rules and
procedures, cutting reporting
requirements by half, introducing
real-time headquarters monitoring
* Five-day headquarters response
time instituted
* Job descriptions for Operations
Support Unit prepared and
advertized, Unit established,
retreat held
* Up to 17 subregional resource
facilities established in three
phases, job descriptions drawn up,
staff selected
* Country offices given quicker
access to headquarters-managed
funds, and simple guidelines and
consolidated manuals prepared
* Role of Local National Officers
(LNOs) recognized and enhanced
in new charter developed with
LNOs
* Decentralized local post
classification and management of
Special Service Agreements and
Activities of Limited Duration
* Capabilities in crisis countries
improved, staff trained and
tracked, rapid deployment
mechanism in place
* Streamlined programme,
administrative and financial
manuals produced through time-
bound task forces, issued on CD-
ROM
* On a platform of internal controls
suited to the circumstances
(ranging from required, to
suggested, to tailored) and policy
guidance, shift from ex-ante
authorization to ex-post monitoring
and assessment through
implementing new accountability
framework as per C.2 below
* Compulsory rotation enforced
by tracking staff and placing in
reassignment exercises

5/99

7/97

7/97

12/97-
12/99

12/97

9/97

9/97

12/98

6/98

1/98

1/98

Operations
Group

BPRM

BPRM/OHR

Operations
Group &
BPRM/OHR

Operations
Group

BPRM/OHR

BPRM/OHR

BPRM/OHR &
OUNS

Operations
Group/BFAS

OAPR

BPRM/OHR

25,000*

2,500,000"*

$20,000*

$20,000"

$400,000"

$400,000*

//, . .
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2 Resources
mobilized on behalf
of programme
countries

Done by 12/98

* Strengthened RC function - can
be done only in conjunction with
the United Nations reform process
Pending developments,
ongoing/planned activities include:
improved systems to select and
appraise RCs, revised statement
on RC functions, mechanism to
exchange best practice in RC
function, common United Nations
positions and data bases,
increased common country
assessments, increased common
systems and services, streamlined
programming process,
strengthened OUNS
* Improved delivery by acting on
1996 delivery strategy and targets,
in line with Executive Board
decision 95/23, using joint
headquarters-country office teams
to support programme build-up
* Resource mobilization targets
negotiated with country offices in
accordance with country
circumstances and needs, and
worked into Country Cooperation
Frameworks within overall
objective of doubling resources by
2001
* Incentives established for
payment of govemment local
office contribution
* Round-table mechanism
enhanced, participation in
Consultative Groups strengthened,
Expanded Consolidated Appeals
supported by promoting
programme definition, fund-raising
and financial tracking and
reporting
* Non-core funding agreements
simplified and decentralized
* Policy to encourage private
sector funding developed
* Outreach to major and emerging
donors improved
* Funding secured for subregional
resource facilities
* Public affairs outreach improved
by targeting key constituencies
and assigning budget lines for
reporting on and advocating
project results

12/99

12/97

12/98

1/98

6/98

7/97

8/97

6/98

1 2/97

9/97

OUNS

Operations
Group

BREA/
Operations
Group

BPRM

Operations
Group/OUNS

BREA

BREA

BREA

BREA

BREA

10,000"

50,000"

. o ¯
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* Country offices supported in 12/97 BREA
resource mobilization by
establishing "hotline" for queries
on approaches and on project
presentation
* Staff seconded or exchanged 8/98 BPRM
with international financial
institutions to advance
complementarity

B. Effectiveness and See activities under 1 - 3 below. As below As below Total:
impact ensured 720,000"
1. Programme focus * Programme focus in thematic 1/98 BPPS
enhanced and areas defined, in consultation with
resourcesta~eted the Executive Board, and applied

organization-wide, to enable
Done by 12198 targeting of UNDP resources

* Complementarity with other 12/98 Operations
partners sought through common Group/OUNS
country assessments, country
strategy notes and other initiatives
within the RC system
* Support country strategy notes, 12/98 Operations
using programme approach, Group/OUNS
promoting government-civil
society-private sector partnerships
* Executive Management 11/97 - BPRM
Information System established 12/99
* Focus on poorest countries Done BPRM
maintained

2. Quality * Core competencies aligned with 3/98 BPRM/OHR
programmes
ensured and staff
capabilities
developed

Done by 12/98

new mission, through competency
definition project to define unit
mandates and functions, jobs
* Programme quality criteria
applied and monitored according
to standards approved by
Executive Board, new results-
oriented guidlines issued to
monitor and evaluate programmes
* Upstream interventions
promoted, reducing scattered
small projects, building on
programming tools, indicators and
benchmarks, and revising UNDP
capacity development guidelines
taking into account the recent
assessment of UNDP
* Country office project design and
appraisal strengthened through
pacakge, training and workshops
* HQ oversight of UNDP country
office improved through new two-
way compact between regional
bureaux and country offices

6/98

12/98

6/98

1/98

BPPS/
Operations
Group

BPPS/
Operations
Group

BPRM/OHR,
Operations
Group, BPPS
Operations
Group

° ¯ °
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3. Organizational * New practices for knowledge 6/98 BPPS/ 120,000"
learning, results- sharing and development adopted Operations
based management * Global hub of electronic learning 12/97 BPPS 600,000*
and monitoring network, based on subregional
strengthened facilities established, enabling

cross-regional packaging and
Done by 6/98 dissemination of lessons learned

and best practice 9/97 BPPS/
* Programme performance O~rations
indicators established, applied and
monitored, and evaluated after a
year in place

C. Efficiency, See activities 1 - 5 below. As below As below Total:
accountability and 1,060,000*
management skills 4,150,000"*
enhanced .

1. Efficiency gains * New meetings culture introduced 1/98 Core team & 100,000"
achieved at HQ through on-site expert BPRM/OHR

facilitation, leading to better
Done by 6/99 preparation, agendas, time

management, guidelines, video for
country offices
* Efficiency paper prepared, 7/97 BPRM/OHR 10,000"
Ombudsperson function staffed
(half-time Professional), efficiency
bulletin board and incentive award
established
* Functions of new Bureau for 12/97 BFAS 20,000*
Financial and Administrative
Services defined
* Central services overhauled 6/99 BFAS
through process reengineering and
installation of information systems
to improve services, reduce
transaction costs and shorten
response time
* Planning and budget 1 2/97 BPRM/OHR
synchronized in time for 1998-
1999 biennial budget
* Change taken to country offices, 7/97 Core team 230,000*
handbook developed, 10 missions
fielded
* Bulk purchasing expanded to 12/97 BFAS
lower annual expenditures by 5%

2. O~anizational
values,
accountability and
)erformance

measurement
strengthened

Done by 6/98

* New accountability framework
designed and implementation plan
developed
* Accountability framework
implemented, training staff on
control risk self-assessment and
justice system
* Management performance
measured by building on pilot

5/97

6/98

12/97

BPRM/OHR &
OAPR

OAPR

OAPR

250,000*
150,000~

. ° o
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3. Human resources
developed

Done by 12/99

efforts for system for performance
management and measurement in
programme, finance and
administration
* Expanded audit of programme
and management performance
and strengthened OAPR
* Organizational handbook
rewritten

* Ethical culture established
through promulgation of new
values statement (done), new
code of conduct, training designed
and implemented

* Investment in new staff
competencies carried out through
accelerated training programme,
career advisory services, and
career transition programme over
and above 3% vacancy rate
* Global staff survey designed and
piloted in 1996 and updated in
1999
* Unified nomenclature for all jobs
in UNDP, ending distinction
between professional and general
service staff
* Gender-balance policy
redesigned and implemented,
identifying high potential women,
providing career advice,
promulgating new family/work
policies
* Contractual status of career and
non-career staff clarified, through
new contract instruments
* New managerial and leadership
skills created, including
development programme for
Executive Committee,
management skills programme,
based on defined competencies
and including people management
skills
* Staff training enhanced with self-
learning 5% of time established as
norm, greater use of sabbaticals,
redefined policies
* Policy paper approved by
Executive Committe to shift from
entitlements to performance and
merit, rewarding outstanding

6/98

12/97

4/98

12/99

12/99

7/97

12/97-12/99

6/97

12/98

OAPR

Operations
Group

OHR

OHR

OHR 100,000"

12/97

3/98

OHR

OHR

20,000"

OHR

OHR

OHR

OHR

4,000,000**

// ¯ ¯ ¯



DP/1997/CRP.16
English
Page 14

achievement and separating staff
who underperform, working with
International Civil Service
Commission on pay for
performance

4. Information * Chief information officer job 9/97 BPRM/OHR 20,000*
systems developed description drawn up, advertized,
to support critical and person designated
business processes * Full Intemet connectivity for 1 2/98 BFAS
in 2001 country offices established

* Electronic document 12/97 BFAS
Done by 12/98 management system in place

* Financial Information 9/97 BFAS
Management module rolled out
* Senior managers’ understanding 12/97 BFAS
of information technology
developed (first sessions
organized)
* Subregional Information 6/98 BFAS
Manager network evaluated and
restructured

5. UNDP HQ * Bureau for Planning and 7/97 Executive 30,000*
reinvented Resource Management Committe/

established, bringing together OHR
Done by 12/97 budget, planning, OHR and chief

information officer, based on new
job descriptions, internal
advertizement of posts, retreat
* New functions for regional 12/97 Operations
bureaux elaborated and Group
implemented, retreat organized as
part of new Operations Group
* New functions for policy bureau 12/97 BPPS 30,000*
elaborated and implemented,
retreat organized
* New functions for strengthened 12/97 OUNS 30,000*
OUNS elaborated and 220,000~
implemented, retreat organized
* 1-7 span of supervision adopted 1 2/97 OHR
as management target

Total:
2,705,000*
6,650,000**


