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Summary

~Nais report is being submitted in response to Governing Council decision 89/49, paragraph 12
(e), by which the Council decided to continue the consideration of post classifications at the D-I
and D-2 levels at its thirty-seventh session and in which it requested the Executive Director to
submit a detailed report on all staff reclassifications at these levels and their functions as a basis
for the decisions still to be taken. The report describes briefly the development of the Fund
since its inception in 1969, the development of its tasks and the present challenges the Fund
is expected to meet. The report then describes the human resource requirements and the senior
management structure required to meet these challenges, as well as the resulting new tasks and
post descriptions and the new classifications of posts which are before the Council for approval.
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INTRODUCTION

1. The Governing Council, in decision 89/49, paragraph 12 (e), decided "to continue the consideration of the
classification of the remaining posts, proposed by the Executive Director at the D-1 and D-2 levels, at its
thirty-seventh session (1990), on the basis of a detailed report on all staff reclassifications at these levels and their
functions, to be submitted through the Advisory Committee for Administrative and Budgetary Questions’. This was
in response to a request of the Executive Director, put forth in her proposed administrative and programme support
services (APSS) budget for 1990/1991 (DP/1989/41), for the approval by the Council of some post classifications 
UNFPA as recommended by the UNDP/UNFPA Classification Panel.

2. After considerable discussion, the Council approved all proposed post classifications in the field and at
headquarters up to and including those at the D-1 level, with the exception of the new post of Chief of the
Resource Development Unit, which it would consider in 1990 pending a review of a detailed report by the Executive
Director on all new classifications and reclassifications at the D-1 and D-2 levels. In addition, the Council approved
the proposed classification of the post of the Chief of the Programme Co-ordination, Management and Field Support
Office (PCMFSO), which was a newly created post, at the D-2 level, but decided to continue consideration of five
other posts, also proposed at the D-2 level, in 1990, pending the above-mentioned review. These were the posts
of the Chiefs of the four Geographical Divisions and of the Chief of the Division for Finance, Personnel and
Administration. The Executive Director had been required to submit these posts for reclassification because the
duties and responsibilities of each post had changed significantly as a result of the realignment of the Fund in
September 1987.

3. This report, which has been prepared in response to the Council’s request in decision 89/49, paragraph 12 (e),
is presented in five chapters. The first chapter places the post classifications and reclassifications in perspective
by reviewing briefly the evolution of the Fund since its inception in 1969, paying particular attention to the new
directions of the Fund in the past three years. Chapter two examines the substantive experience UNFPA has gained
during the past 20 years and the implications of the lessons learned for future programming. Chapter three discusses
the consequences of these new directions on UNFPA’s personnel policy and personnel management. Chapter four
provides a comprehensive examination of the functions of the Fund’s organizational units and senior management
structure. The report concludes with a discussion of the post classifications and a request from the Executive
Director to the Council to approve the classification of the remaining six Professional posts at headquarters.

I. THE EVOLUTION OF UNFPA

4. UNFPA was created in 1967 as a Trust Fund of the Secretary-General. It began operations in 1969 and became
a subsidiary organ of the General Assembly in 1972 (General Assembly resolution 3019 (XXVII)). When it became
operational in 1969, UNFPA had accumulated resources of $2.5 million and it had a Professional staff of three.
It grew rapidly in the following years, expanding the size of its programme and increasing its staff accordingly. By
the end of 1989, the Fund had an annual income of about $190 million, a Professional staff of some 260 and
cumulative disbursements for development activities in the developing countries totalling $1.8 billion.

5. UNFPA’s operational and financial growth was paralleled by its growing role in the population field. While
continuing to emphasize its role as advocate, UNFPA, over time, developed into the major substantive organization
in the United Nations system dealing with population matters, becoming in the process the largest source of
multilateral population assistance in the world. The substantive role that UNFPA is expected to play is evidenced
not only by the tasks given to it by international fora (e.g., the World Population Conference in Bucharest, Romania,
1974; the International Conference on Population in Mexico City, Mexico, 1984; and the International Forum on
Population in the Twenty-first Century in Amsterdam, the Netherlands, 1989), but more so by the fact that
developing countries increasingly request UNFPA to assist them not only by providing financial, human and technical
resources for formulating and implementing population programmes and projects, but also by developing population
programmes for funding by other sources and by assisting developing countries in the overall co-ordination of efforts
in the population field.
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A. New directions

6. In the late 1980s, after some 20 years of UNFPA operations, it became apparent that changes in the population
field necessitated new directions at UNFPA. Indeed, while the needs for assistance continued to increase, most
notably in the sub-Saharan Africa region, the nature of these needs had changed significantly, requiring different
responses. For example, unlike in UNFPA’s early years, all countries now engage in some form of population
activities, and many are developing comprehensive, multi-faceted population policies and programmes. The current
challenge for the population community in general, and for UNFPA in specific, therefore, is to enhance the quality,
effectiveness and further outreach of population programmes, as well as to build up the capacity to provide
appropriate population assistance. This requires focusing on the following three elements, which are complementary
and closely interrelated: strengthening the substantive aspects of UNFPA’s work and strategic programming; moving
towards a higher quality of implementation of operational activities; and implementing a number of organizational
and procedural changes. Each of these has been pursued since 1987 and continues to be relevant for UNFPA’s
operations today.

Strategic programming

7. Strategic programming is the process by which all programmes are developed based on an in-depth evaluation
of past experience combined with an assessment of new and emerging needs. It also means the development of a
programme strategy to serve as a framework for setting priorities, carefully formulating projects and creating
conditions whereby monitoring can be given adequate time and attention. To this end, the Fund has reorganized
the system for programming, rearranged some of the responsibilities among its different divisions and streamlined
procedures. These changes are intended to lead to programmes of higher quality and to a more effective
performance on the part of the Fund.

8. The main objective here is a more analytical and critical approach to the Fund’s own operations. This requires
that attention be directed not only to the formulation of projects but also to the effective monitoring of their
implementation. Furthermore, it requires an understanding of why certain strategies are successful and others are
not, and how obstacles can be overcome. This knowledge can then be fed back into the formulation of future
programmes and projects. Thus, the lessons learned as a result of the more effective monitoring and evaluation of
UNFPA programmes and projects allow for a better understanding of how to design new activities. This ongoing
process of gaining new knowledge and applying it is formalized in UNFPA’s new Programme Review and Strategy
Development (PRSD) exercises, which precede the preparation of all new country programmes.

9. UNFPA is thus moving away from the previous method of programming, which at times had resulted in an
accumulation of individual, loosely interrelated projects, towards ~ new type of programming that emphasizes a more
comprehensive and more integrated programme. In this way, UNFPA, working closely with the Government
concerned, elaborates a programme strategy, identifying key areas of action, programme goals and approaches, target
groups, and implementing and executing agencies. The country programmes so developed are based upon the
combined inputs of all UNFPA units and relevant government agencies. Under this arrangement, the Fund’s
technical staff is responsible for conducting sectoral analyses to generate information appropriate to the programme
strategy, while the Government concerned remains responsible for the management of the country programme, with
the assistance of the UNFPA field staff and the staff of the Geographical Divisions at headquarters. This more
analytical approach to programming remains based on the same basic principle that has always guided the work of
UNFPA, namely, to extend assistance upon request of Governments which themselves have the responsibility for
setting priorities and designing and implementing programmes. The Fund’s role thus is to strengthen the
Government’s capacity to develop and implement population policies and programmes.

10. Countries are increasingly turning to UNFPA not only for funding of programmes and building of capacity but
also for guidance in substantive population programming. More and more, governments, institutions and the public
at large are looking to UNFPA as the leading professional multilateral organization in population policies and
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programmes. This, in turn, is necessitating an increase in the technical capacity of the Fund. UNFPA has responded
to this need by making adjustments in its organizational structure (see below) and by adding senior technical staff,
which the Council approved at its thirty-sixth session (decision 89/49). As a result, the Fund is now in a position
to serve as the repository and synthesizer of knowledge and to facilitate the exchange of experiences as regards
operational activities in the population field. This will help ensure that new knowledge gained and lessons learned
from programming in the population field will be readily available to be fed back into operational activities. It is
therefore essential that UNFPA continuously improve its substantive capacity in order to strengthen its role as a
funding organization and to enhance the quality of its programme. This will have the added advantage of
strengthening UNFPA’s capacity to utilize more fully the technical expertise for project design and implementation
of United Nations specialized agencies, other United Nations bodies and international and national
non-governmental organizations (NGOs).

Co-ordination

11. One of the requirements for strategic programming is co-ordination. Meaningful and systematic co-ordination,
spearheaded by the Government, is one of the best ways to ensure that all parties, at national and international
levels, include population as an integral part of all development activities. In addition, there is a need for a
mechanism to achieve better co-ordination of population activities at the international level. UNFPA is ready to
answer the call of the Amsterdam Declaration in this regard and to serve "as a focal point and facilitator for
channeling and co-ordinating expanded levels of international population assistance to recipient countries’, whenever
and wherever this is required. Moreover, UNFPA, insofar as is possible, follows closely the recommendations of
the General Assembly resolution on operational activities of 1987 (A/RES/42/196) and of 1989 (A/RES/44/211) 
also actively supports the co-ordination efforts of the Development Assistance Committee (DAC) of the Organisation
for Economic Co-operation and Development (OECD).

12. A further element of the Fund’s new directions is an improved and more qualitatively oriented implementation
of operational activities. In June 1987, UNFPA presented to the Governing Council a review of UNFPA’s
experience on the implementation of programmes (document DP/1987/36). The Council welcomed the report’s
frank discussion of problems in implementation and directed UNFPA to undertake the measures necessary to remove
obstacles to a more effective implementation. A main thrust of the Fund’s report was to call attention to a more
qualitative approach to implementation, thus focusing more on substance and effectiveness of activities and not just
on financial implementation rates.

13. As a follow-up to that report, UNFPA is undertaking a number of steps, such as revising programming
procedures and seeking a more effective use of monitoring and evaluation. The Fund is also holding close
consultations with UNFPA’s executing agencies on specific problem areas. As the most recently conducted PRSD
exercises show, there is already a marked improvement in programme delivery, quantitatively as well as qualitatively.

Decentralization

14. Another integral component of the new programming process is decentralization. This became operational in
1988, as UNFPA initiated the decentralization to the field of various programme functions and responsibilities, in
particular as regards programme development and project appraisal, as well as approval of some funding
arrangements in countries in which UNFPA has a Country Director in residence. Similarly, UNFPA has also to
a certain extent decentralized approval or rephasing of funds for projects within UNFPA headquarters itself as well
as to United Nations specialized agencies.

15. The Fund’s experience with decentralization is still limited, as the new policies and procedures have been in
place for only a short period of time. Nevertheless, a review of the experience to date shows that, although some
problems have been encountered, overall the feedback has been positive. One of the immediate results of the
decentralization policy is the greater involvement of UNFPA’s field staff in programming and technical appraisal
of country projects. In order to assist field staff in carrying out the new responsibilities related to project
development, appraisal, monitoring and evaluation, UNFPA is making funds available through "umbrella projects’.
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Such projects provide UNFPA’s field staff with resources to hire international and national consultants and to
organize seminars and workshops at the country level for these project activities.

16. Similarly, decentralized project approval authority has been given to relevant headquarters units, in particular
to the Geographical Divisions. The delegation to the Country Directors of authority to appraise and approve new
country projects up to a certain budget limit allows the Geographical Divisions to devote more time to the
substantive management of their country activities at the programme level. The Divisions can thus take a more
active role in programming, appraisal, monitoring and evaluation, and can channel support to the field offices in
a more effective manner.

17. Further decentralization is under way or intended in the future. This refers to project implementation, an area
in which most decisions should be taken at the country level. This includes decentralization of procurement to
UNFPA’s field offices and to Governments when they are functioning as executing agencies of UNFPA-funded
projects. Thus, UNFPA’s efforts to strengthen national execution (by Governments or by national NGOs) are
supported by further decentralization.

Resource mobilization

18. Another area which requires UNFPA’s special attention is that of increased resource mobilization. While major
responsibility for resources -- as well as for all other policy and programme elements -- rests with the Governments
of the developing countries, it has never been clearer than it is today that the international community must stand
ready to commit significantly greater financial resources in the coming decades in support of population activities
of developing countries. In fact, there is need for substantial improvement since population assistance as a
proportion of official development assistance has not increased since 1970. It remains around the modest level of
1.3 per cent and presently amounts to less than US $600 million annually. It is thus necessary that UNFPA
encourage the world community to set financial targets for international population assistance for the year 2000,
both in terms of the absolute amount and in terms of the relative share of official development assistance, and that
UNFPA similarly urges developing countries to support their own population programmes not only in terms of
political will but also with the required financial resources. UNFPA, therefore, is conducting fundraising not only
for its own activities, but also for population activities in general.

B. Response by the Council

19. The new directions described above required or were directly related to changes in two other areas. They called
for improvements in UNFPA’s personnel policies and practices (see chapter III below), and required changes in the
Fund’s organizational structure (see chapter IV below). These improvements were initiated in 1987 and have been
systematically pursued since then.

20. The Council has strongly supported the initiatives and new directions of the Fund, expressing its approval at
the thirty-fourth, thirty-fifth and thirty-sixth sessions in decisions 87/30 I, paragraph 14, 88/34 I, paragraph 2, and
89/46 A, paragraph 2. For example, in decision 87/30 I, paragraph 14, the Council: ~Notes document DP/1987/36
on implementation experience and endorses the strategies outlined in this document to continue, in close
co-operation with the agencies, to improve implementation of the United Nations Population Fund programme,
particularly in its support for strengthening of technical backstopping, including, inter alia, increased technical
resources and the strengthening of the Fund’s technical capacity; endorses further decentralization to the field offices
and the need for staff training of the recipient countries; and ur_Lg~ the United Nations Population Fund to take
technical expertise, competence and past performance into account in proposing implementing entities to recipient
Governments." Decision 88/34 I, paragraph 2, in turn, "Notes with satisfaction the new programme directions of
the Fund, in particular improved substantive analysis, strategic programming and staff development and training~.
Decision 89/46 A, paragraph 2, echoed this theme.
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II. UNFPA’S SUBSTANTIVE EXPERIENCE AND ITS IMPLICATIONS FOR THE FUTURE

21. During 1988 and 1989, UNFPA conducted a review and assessment of the experience gained in 20 years of
operational work in the field of population. The review and assessment showed that the gains made are striking:
most developing countries now have some form of population programme and many have national population
policies. Almost all Governments accept the need for birth spacing and family planning and undertake the role of
information and service providers. As a result of both government and private actions and with the assistance of
the international population community, contraceptive prevalence in the developing world is currently slightly less
than one in two couples, or 48 per cent. However, if China is excluded, the rate is only one in three couples. It
is clear that current efforts are far from reaching all individuals who want to practice family planning but do not
have the means to do so and still further away from reaching all those who must be reached if the United Nations
medium variant population projection for the year 2000 is to be realized. (This will require an increase in user
couples from 326 million to 535 million.) Also, success in population programmes, like in other development
programmes, has been uneven, varying from country to country and from region to region within countries.
Moreover, information about what works where and when has been scarce and dissemination of it even scarcer.

22. The review and assessment found that even though the social, economic, cultural and political situation varies
from country to country and each country must make its own decisions regarding its policies, strategies and
programmes there are, nevertheless, many general lessons to be learned from the accumulated experiences of all
countries as well as those of organizations active in the population field. They are, for example: that political
commitment at the national, regional and global levels is the first essential ingredient in programme success and
that, therefore, awareness-creation among policy-makers continues to be an important task; that a strategic national
population plan and programme based on appropriate data is required, providing a framework for action for all
sectors and institutions involved; that support from and complementarity with other development programmes
should be present and, in particular, that education and employment of women are two of the most critical
determinants of lower fertility rates; that programmes must be tailored to fit the needs and perceptions of th_..~.e
eoE.gp_p~ and that socio-cultural studies and community involvement are needed to assess them; that full information
and services of high quality, including a variety of safe and affordable contraceptives, must be widely available; that
Governments must enlist the aid of all relevant ministries, non-governmental organizations and the private sector
in helping meet the needs of population programmes; and that each of these entities must have a well-developed
management capacity. The final and perhaps most important finding of the review and assessment is that if
programmes are to succeed, considerably higher levels of resources, both human and financial, are urgently needed
from both national and international sources.

23. The International Forum on Population in the Twenty-first Century in Amsterdam confirmed these findings.
The Amsterdam Declaration called on all countries to set goals for reaching the United Nations medium variant
projection of world population for the year 2000, namely 6.2 billion. These should include, as a minimum, a
reduction of the average number of children born per woman by increasing the proportion of women and men using
reliable methods of family planning from the current 326 million to 535 million in the year 2000 and by reducing
the number of early marriages and teen-age pregnancies; a reduction of infant and maternal mortality; and an
increase in the average life expectancy. The Forum recognized that to achieve these goals, countries must address
the critical issues referred to in paragraph 22 above and make the necessary financial commitments. The Amsterdam
Declaration, furthermore, specified the roles that the different parties -- Governments of developing and developed
countries; parliamentarians; the United Nations system, in particular UNFPA, and the World Bank group; the NGO
and private sector, especially women’s organizations; and the communications media -- must play, emphasizing the
need for each to co-operate fully in the implementation of its recommendations. The General Assembly of the
United Nations recently took note with appreciation of the Amsterdam Declaration and asked UNFPA "to examine,
in particular, the implications for population programmes of the Amsterdam Declaration and to develop further the
analysis of resource requirements for international population assistance" (A/RES/44/210). The General Assembly
also requested that the Fund report on this through the Governing Council and the Economic and Social Council.
UNFPA has done so in document DP/1990/44.
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24. The Amsterdam Declaration, building on the key role assigned to UNFPA by the International Conference on
Population in 1984 (that of global monitoring of multilateral population programmes) and on the results of the
review and assessment, calls on UNFPA specifically:

(a) To adapt organizational and decision-making structures to accommodate the demands of an ever-expanding
international population programme;

(b) To strengthen further the capacity of UNFPA to foster international awareness creation;

(c) To strengthen and expand support to all types and levels of training, especially technical and management
training and curriculum development, thus contributing to institution building;

(d) To act as a focal point and facilitator for channeling and co-ordinating expanded levels of international
population assistance to recipient countries.

25. The new directions of UNFPA, described in chapter I of this report, and the results of the review and
assessment, described in chapter II, have implications for UNFPA’s personnel policy, described in chapter III below.
Both also confirm further the usefulness of the functional and substantive consolidation of duties and responsibilities
that resulted from the realignment at UNFPA headquarters, initiated in 1987, as described in chapter IV below.

III. CONSIDERATIONS ON UNFPA’S PERSONNEL POLICY

26. As shown above, UNFPA is not only providing technical assistance in the population field, but is also mobilizing
and co-ordinating relevant technical co-operation. UNFPA must therefore employ staff who have technical
competence in the substantive area of population and who have had hands-on experience with population activities
in the field. This, in turn, has consequences in the areas of personnel policy and personnel management, notably
the following.

27. If UNFPA is to meet the challenges that lie ahead, it must have well-defined human resource development
activities. For example, the Fund needs to identify the specific type and number of staff required to fulfil UNFPA’s
tasks in the years to come. Such succession planning is doubly important at this time, since 21 of UNFPA’s 167
international Professional staff are scheduled to retire in the next five years (1990-1995). Most of these are at senior
levels. In the following five years, 1995-2000, another 33 staff members at the international Professional level will
retire. This total of 54 staff members accounts for one-third of UNFPA’s current international Professional staff.
The successors in these 54 positions are either already staff members of UNFPA or will have to be recruited.
Well-defined staff development activities thus require a highly developed recruitment component as well as a staff
training component which identifies the training requirements of UNFPA staff. To the extent that an examination
of existing human resources shows the need for outside recruitment for specific tasks at the middle or senior
management level, a systematic search must be conducted. At the same time, the Fund must take care to ensure
that outside recruitment does not interfere unreasonably with the justified career expectations of more junior staff.
Such considerations must be combined with those related to the recruitment and promotion of women in UNFPA.
While traditionally at the forefront of the United Nations system in employing women at the Professional level,
UNFPA has observed that it has recently not progressed in this regard as much as would be desirable. The
Executive Director has thus set the goal that by the end of 1991 approximately 40 per cent of UNFPA’s
international Professional staff should be women. In addition, the Executive Director intends to increase
considerably the number of women Professionals at senior levels. In this regard, the Executive Director seeks the
assistance of Member Governments to systematically propose suitable female candidates.

28. Well-defined staff development activities also require that UNFPA anticipate future staffing needs at the
Professional level. For the biennium 1990-1991 the Council authorized 260 Professional posts, of which 104 are
located at headquarters and 156 in the field (63 international Professional posts and 93 national Professional posts).
Since these figures include a number of new Professional posts at headquarters which the Council approved in 1989
(decision 89/49), future staff increases at the Professional level are foreseen notably in the field. This includes
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national Professional staff, with which UNFPA has had very good experience. In this context, it should be noted
that the distinction between international and national Professional staff in the field is not one of quality (in both
categories an advanced degree in a relevant field is required), but one of assignment: international Professional staff
are assigned to countries other than their own, are subject to obligatory rotation and are paid according to an
international pay scJle. It should be noted, however, that the considerations on additional Professional staff
mentioned in this paragraph will need to be examined further in light of decisions on agency support costs expected
to be taken by the Council at this session.

29. UNFPA’s field establishment is currently composed as follows:

(a) According to an agreement concluded between UNDP and UNFPA, the UNDP Resident Representative
serves also as the UNFPA Representative. Thus, UNFPA is represented in all countries in which UNDP is
represented, currently 113;

(b) In 53 of these countries, the UNFPA Representative is assisted by a UNFPA Country Director, to whom
most or all programming and operational tasks are delegated. These offices also have local staff as required,
including normally at least one National Programme Officer. In 10 of these 53 countries, the UNFPA Country
Director is assisted not only by national staff but also by an International Programme Officer;

(c) In 32 other countries, UNFPA has established a Programme Support Unit. Each unit is staffed by local
staff, including normally one National Programme Officer. Although not headed by a Country Director, most of
these countries are serviced by a Country Director who resides in a neighbouring country;

(d) In sum, UNFPA has 85 field offices with its own staff, of which 77 have at least one National Programme
Officer and of which 53 have a resident Country Director.

30. An important change has occurred in the last two years in UNFPA’s recruitment policy, by placing increasing
emphasis on substantive knowledge in the population field, on managerial capacity, and on knowledge of several
languages. Thus, UNFPA requires that all new recruits (with the possible exception of specialists in Finance,
Personnel or management information systems) be knowledgeable in population and related fields, such as public
health, demography, sociology or education. In addition, UNFPA now attaches particular importance to a
candidate’s given or potential managerial capacity. This is seen as essential since most Professional staff of UNFPA
will work in the programme or technical area and, given the Fund’s new emphasis on the field, most such staff will
be expected to spend a considerable part of their careers working in a field duty station with operational
responsibilities. Hand-in-hand with this is the requirement that all new recruits be fluent in at least two United
Nations languages. In implementing this new recruitment policy, UNFPA is taking a number of formal steps to
broaden the base from which to recruit, including advertisements in major development-oriented publications.
Moreover, the decision to recruit a candidate is now normally based upon a specific analysis of whether the
prospective candidate is suitable not only for his/her initial task, but also to serve in the future in a variety of other
capacities at headquarters and in the field. This policy, which has been applied since the fall of 1987, has made the
recruitment process considerably more labour-intensive and time-consuming, but has also proven to be very effective.
The positive results of this process are reflected in the calibre of the 29 new international Professional staff who
joined UNFPA in 1988 and 1989.

31. In addition, UNFPA has introduced a new rotation and reassignment policy which stresses an exchange of
assignments at headquarters and in the field, as well as between headquarters and the field. Field experience as
Country Director is becoming increasingly important in the performance of daily responsibilities at headquarters,
in particular those of the Chiefs of the Geographical Divisions and of the senior staff in the Technical and
Evaluation Division. Thus, in future, the assignment to such senior posts will require some field experience at the
managerial level.

32. In order to improve current performance and to prepare for assignments at the senior level, UNFPA is also
developing a systematic staff training plan to which $1 million has been appropriated in the biennium 1990-1991.
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In consonance with the new emphases of UNFPA’s personnel policy, the staff training plan stresses training in
substantive aspects of UNFPA’s programme, programme management and United Nations languages. In the
substantive areas, emphasis is given to maternal and child health/family planning (MCH/FP), information, education
and communication (IEC), the interrelationship between population and development, and women in development.
In the managerial area the training focuses on programme policies and procedures, financial policies and procedures
and the improvement of supervisory skills.

33. Directly related to the succession planning and to the reassignment policy is the subject of performance appraisal
of staff and UNFPA’s promotion policy. Major efforts are currently under way to change the performance appraisal
system from a purely subjective assessment by the supervisor to a system in which the staff member and supervisor
discuss performance on the basis of a jointly developed work programme that clearly specifies what is expected of
the staff member. It is expected that this approach and a soon-to-be-developed system of peer review will
considerably improve the objectivity of the performance appraisal system.

34. The steps mentioned in the preceding paragraphs have had two immediate results. First, they have led to a
more distinct differentiation between UNDP and UNFPA in matters of personnel, notably since UNDP emphasizes
the role of the development generalist, while UNFPA requires specific knowledge in population and related fields.
This, in turn, means that work in the area of personnel management of UNFPA staff (recruitment, assignment,
training and career development) is now almost exclusively performed by UNFPA and that consequently these
substantive items on personnel management will also formally be transferred to UNFPA. At the same time, the
large administrative tasks related to staff entitlements, assignment travel, removal cost and so forth will continue
to be administered by UNDP on behalf of UNFPA.

IV. FUNCTIONS OF ORGANIZATIONAL UNITS AND SENIOR MANAGEMENT STRUCTURE

35. In a report submitted to the Council at its thirty-fifth session (DP/1988/42), the Executive Director reported 
the specific institutional arrangements that became effective 1 September 1987. This realignment was based on an
in-depth analysis of the structures and functions of the Fund as well as on extensive consultations with the heads
of numerous organizations and agencies within the United Nations system, notably with the United Nations
Development Programme, and with members of the Governing Council. The realignment was intended to enable
the Fund to meet the increasing and more complex needs of countries for population assistance and to streamline
functions and reduce the number of layers of supervision. Experience to date has shown that the realigned structure
has proven effective.

36. In the realignment, the Executive Director did not make changes in the top management structure of UNFPA,
consisting of the Executive Director, a post at the level of Under-Secretary-General, and of the Deputy Executive
Director and the Assistant Executive Director, two posts at the Assistant Secretary-General level. The Executive
Director also maintained the specific duties and responsibilities assigned to each of these posts. Hence, the Deputy
Executive Director, in addition to functioning as Deputy, remains in charge of all policy matters, of relations with
UNFPA’s governing bodies, of information and external relations matters in general and of all matters related to
finance, personnel and administration. The Assistant Executive Director remains in charge of the totality of
UNFPA’s programme planning, approval and implementation.

37. However, considerable changes were required at the next level of management, that of the divisions. Since 1981,
UNFPA had been composed of five divisions of different sizes and weight and with functions that in the meantime
had begun to overlap, namely: a Programme Division with about 40 per cent of all Professional posts at
headquarters; a Policy and Evaluation Division as well as a Technical and Planning Division; an Information and
External Relations Division; and an Administration and Finance Division. In accordance with UNFPA’s new
directions, as described above, it followed that the policy, technical and evaluative elements needed to be combined
in one division. Similarly, for purposes of decentralization and efficiency, one layer of decision-making, the
Programme Division, was abolished. Hence, the Executive Director chose a management structure at the division
level similar to that of UNDP, except that in UNDP such units are headed at the Assistant Secretary-General level.
The realigned structure of UNFPA is described below.
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A. Geographical Divisions

38. The following functions, identified in the in-depth management analysis, are mainly geographically related,
namely,

To develop and implement a regional programme strategy;
1

To manage the allocation of UNFPA’s overall technical, personnel and financial resources for the
region which vary from $25 million to $65 million per annum;

To assist Governments in the development and implementation of the overall country strategies;

To undertake strategic programming;

To oversee integration of regional and country activities;

To play an advocacy role at regional meetings and with regional institutions;

To co-ordinate population activities with recipients, as well as with other donors and with bilateral
and multilateral organizations;

To promote technical co-operation among developing countries (TCDC);

To oversee the considerably enlarged field responsibility;

To conduct evaluations and analyses of lessons learned;

To establish linkages with the substantive matters of the Technical and Evaluation Division;

To participate in fundraising;

To provide guidance in the co-ordination of technical backstopping.

39. The tasks outlined above are those of the Geographical Divisions. In line with the approach taken by UNDP
and in line with major political, economic and socio-cultural characteristics, the Executive Director decided that
UNFPA should have four such divisions, namely one for Africa, one for Arab States and Europe, one for Asia and
the Pacific and one for Latin America and the Caribbean. In this context, it should be noted that previously
UNFPA had had five geographical units. However, in line with recommendations from some Council members
in the debate on the APSS budget at the thirty-fourth session (1987) to streamline UNFPA’s structure and to avoid
fragmentation of organizational units, the Middle East Branch and the Europe Branch were merged to form the
Division for Arab States and Europe.

40. The Chiefs of these four divisions report to the Assistant Executive Director. In the performance of their
functions, the Chiefs of these four divisions have a large degree of authority for independent decision-making,
coupled with the corresponding requirement of accountability. The essential facts with regard to the realignment
at the geographical level, thus, are the following: one managerial level between the Assistant Executive Director and
the regional units, namely that of Chief of the Programme Division, has been abolished, and the geographical units
have been raised to the level of divisions. In addition to this structural change came substantive changes: the newly
created divisions were given authority for independent decision-making and were made responsible for the field staff
in their respective region. This was a significant departure from past practice, since field staff previously had
reported directly to the Assistant Executive Director. The structural and substantive changes were accompanied by
a change in programme content and procedures: the task of developing and implementing projects was largely
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decentralized to the field, while a new programme approach was developed, for which the Geographical Divisions
were made fully responsible.

41. These changes required a re-examination of the levels of posts in these divisions. Thus, the joint
UNDP/UNFPA Classification Panel for Professional posts recommended that the post levels of the Chiefs of the
four Geographical Divisions be changed from the D-1 to the D-2 level. In view of the request of the Council in
decision 89/49, paragraph 12 (e), the Executive Director provides additional information referring specifically to the
Chiefs of these four divisions.

42. The Chief of each Geographical Division plans, co-ordinates, and directs programmes and activities of a diverse
and complex nature. The Chief is also responsible for co-ordinating and directing the activities of Branch Chiefs,
UNFPA Representatives, Country Directors, and UNFPA regional advisers, among others. The specific duties and
responsibilities are as follows:

(a) The Division Chief plans, co-ordinates and directs the total performance of the division, which is responsible
for dispersing the very significant resources of the Fund’s technical co-operation programmes and for ensuring that
objectives are achieved. He/she formulates overall programme plans and strategies at the country and intercountry
level for the region as a whole, based upon an extensive knowledge of demographic, social, economic, cultural and
political realities in each country and its needs for population assistance. The Division Chief also directs and
co-ordinates the administrative activities required for the effective performance of the division. These include
supervising the staff of the division, which varies between six and twelve Professionals and a support staff of similar
size. At the field levels he/she guides UNFPA Representatives and supervises UNFPA Country Directors on all
programme matters. In the specific case of Africa, he/she also supervises UNFPA regional advisers in the region.

(b) The Division Chief initiates and supervises the planning, organization and co-ordination of development
missions for UNFPA programmes and projects at the country and intercountry levels through Programme Review
and Strategy Development missions, review and assessment exercises, and programme/project formulation missions.
In addition, the Chief assesses the viability of UNFPA programme/project objectives and recommends programmes
and projects to the Programme Committee (PC) and the Project Review Committee (PRC), respectively, 
submission to the Governing Council and for funding decisions. He/she also develops and negotiates future
co-operation activities with Governments, executing agencies and other donor agencies.

(c) The Division Chief analyzes the performance of the programme in terms of substantive and financial
activities; directs technical review and appraisal of proposals; supervises monitoring of programme implementation,
including tripartite project reviews, annual country reviews and ad hoc review exercises. He/she also directs the
development and implementation of innovative concepts and mechanisms intended to improve programme and
project design for better implementation and consequentially directs corrective and follow-up actions upon review
of monitoring reports, including modification or revision of substantive financial and personnel resources.

(d) The Division Chief represents UNFPA, as required, at regional, interregional and global meetings with
reference to his/her region and co-ordinates overall strategies and programme relationships to ensure maximum
co-operation and efficiency within the United Nations system. He/she represents the Fund in negotiations with
high-level representatives of countries in the region and also with representatives of bilateral donors, as well as of
NGOs, to ensure a concerted technical co-operation planning process and the effective achievement of related policy
and programme objectives in the countries of the region. He/she participates in the mobilization of regular, bilateral
and multilateral resources for technical co-operation programmes and as such assists the Executive Director in
raising funds from countries of the region. He/she disseminates, through media channels in the region, the aims,
purposes and activities of UNFPA. Finally, the Division Chief supervises the preparation of the Division’s reports
to the Governing Council, including country/intercountry programme submissions, annual reports and other
documents or publications, and introduces UNFPA country programme submissions for the region to the Governing
Council.
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(e) The Division Chief participates in the highly significant task of Fund-wide policy formulation as a member
of the following committees: Executive Committee; Management Committee; Policy and Planning Committee;
Programme Committee; Project Review Committee, as well as various ad hoc task forces aimed at forming or
revising policy guidelines and position papers. In his/her capacity as a UNFPA principal representative on issues
of major significance to the Fund, he/she seeks policy support from members of the Governing Council, ECOSOC,
and the United Nations General Assembly as well as from representatives of participating agencies. He/she
co-ordinates with Governments, NGOs, bilateral and multilateral agencies on resource ultilization for population
activities and guides development of strategies/activities to promote programmes.

(f) Each Division Chief has other tasks that are specific to their respective regions, i.e., participation in the
Steering Committee of the United Nations Secretary-General for the implementation of the United Nations
Programme of Action for African Recovery and Development, or as focal point for the least developed countries
(Africa); as liaison to the League of Arab States and the Organization of the Islamic Conference (Arab States); 
as participant in the Secretary-General’s Central American Peace Initiative (Latin America and the Caribbean).

43. In view of the foregoing, the Executive Director strongly believes that these posts should be established, on
qualitative as well as quantitative grounds, at the D-2 level.

B. Technical and Evaluation Division

44. The following functions identified in the in-depth management analysis of 1987 are universal in nature and of
a technical or substantive character, namely,

To contribute to the enhancement of the quality of the UNFPA programme;

To be responsible for the overall substantive role of UNFPA in the area of population;

To develop UNFPA policy and technical guidelines through reviews of UNFPA experience and of
advances in the field;

To formulate programme guidelines and appraisal aids to guarantee the application of UNFPA policies
and mandates;

To translate state-of-the-art findings into operational applications;

To systematically collect and disseminate lessons learned from sectoral evaluations and other reviews;

To develop the concept and practice of the Programme Review and Strategy Development exercises
and to undertake them in collaboration with the Geographical Divisions;

To give overall guidance to technical monitoring and to monitor selected projects requiring technical
inputs;

To fund strategic studies and research activities based upon an assessment of needs in policy
development and programme approaches;

To liaise with the specialized agencies, academic and other institutions on all technical matters, for
the purpose of strengthening the quality of UNFPA programmes;

To function as institutional memory.

45. These functions, which had previously been performed by two separate divisions, are now performed in one
division, the Technical and Evaluation Division (TED), thereby avoiding fragmentation of efforts and enhancing
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efficiency and effectiveness. Since some of these functions appeared to be of a more general nature, while others
appeared to be more sector-specific, the Executive Director decided that this Division should be composed of the
Interregional and NGO Programmes Branch, the Evaluation Branch and three Technical Branches (i.e., Maternal
and Child Health and Family Planning; Education, Communication and Youth; and Population Data, Policy and
(Demographic) Research). The distinct differences between these three substantive areas do not permit them 
be amalgamated into a smaller number of branches.

46. The Interregional and NGO Programmes Branch manages and co-ordinates the operation of a considerable
amount of UNFPA’s programme resources available for technical co-operation programmes and projects. The
Branch formulates overall strategies and programme plans for the interregional and NGO programmes supported
by the Fund. This is based on extensive knowledge of global programming needs; awareness of new concepts and
development issues, assessing their implications for population policies and programmes; and full cognizance of the
mandates and capacities of all the United Nations executing agencies and population-related NGOs. A major goal
is to ensure that programmes and projects implemented at the interregional level supplement and complement
regional and country-level programme needs. To achieve these goals the Interregionai and NGO Programmes
Branch undertakes the following tasks:

Evaluates development potentialities and constraints for the interregional population programme within
the overall UNFPA programme and the programmes of the United Nations and its specialized agencies;

Initiates and develops UNFPA programmes and projects with agencies and NGOs through the
supervision of programme/project formulation missions to agencies and NGOs;

Applies specific standards for selection and development of projects, negotiates the modality of project
implementation and xnethods of project financing. This, inter alia, includes: developing, through
inter-agency consultations, substantive and operational plans for achieving the objectives desired,
examining the adequacy of project design and assessing the implications of interregional projects on
related country programmes;

Analyzes substantive and financial data of programmes, directs technical reviews and appraisals of
proposals, supervises monitoring of programme implementation, including annual reviews and ad hoc
review exercises;

Develops and advocates innovative concepts and modalities designed to improve programme and project
design in accordance with UNFPA’s mandate;

Assesses and forecasts future requirements of the interregional programme and projects the availability
of programme funds.

47. The Evaluation Branch is responsible for the conduct of the evaluation plans of UNFPA, including the updating
of procedures and the organization of evaluation exercises. More precisely, the Evaluation Branch is to:

Design, organize, co-ordinate and participate in UNFPA evaluations and their follow-up, including
thematic evaluations, and interregional and country programme evaluations;

Provide technical advice to Governments and co-operating agencies, undertaking technical advisory
missions on evaluation as requested;

Collaborate with other units of the Fund, serving as a technical and support resource regarding
organization, implementation and use of evaluation;

Maintain and update the database of lessons learned from evaluations, analyze lessons in the database
for summary reports to UNFPA staff, Governments, and agencies;

*°°



DP/1990/52
English
Page 15

Provide technical advice on, and participate in, development and revision of various UNFPA guidelines
related to monitoring and evaluation;

Review project submissions to the PRC, providing technical comments on design and feasibility of
evaluation;

Design training modules and participate in training in monitoring and evaluation;

Prepare Governing Council reports, participate in UNFPA committees and task forces and in
international meetings.

48. The Technical Branches are responsible for a variety of tasks aimed at enhancing the scientific foundation for
the formulation, implementation and evaluation of UNFPA-supported population policies and programmes in the
developing countries. Specifically the Branches:

Conceptualize, develop and articulate the Fund’s strategy in the corresponding sectors;

Plan and implement periodic reviews and assessments of new and emerging developments in the various
sectors and develop guidelines on the introduction of new technical concepts into the programme;

Formulate and recommend to the Fund the funding guidelines for UNFPA assistance in the
corresponding sector;

Provide technical support for the implementation of the UNFPA programme, including playing a major
role in PRSD exercises, programme development, technical monitoring, evaluation, review and follow-up;

Plan, prepare and participate in thematic evaluations in the respective sector as a part of the work
programme of the Fund’s evaluation activities;

Prepare regular submissions to the Governing Council on subjects of a policy and technical nature;

Plan and organize technical meetings at the global level and provide technical advice and support to
all conferences and seminars organized by UNFPA and also provide technical representation of UNFPA
at international meetings and conferences;

Collaborate on technical matters with the specialized agencies and other organizations of the United
Nations system;

Identify consultants and participate in their briefings and debriefings.

49. The post of Chief of the former Policy and Evaluation Division had been set at the D-2 level. Given the
increased level of responsibilities of the post of Chief of the Technical and Evaluation Division, the Classification
Panel confirmed the D-2 classification of the post. The Panel also confirmed the existing D-1 classifications of two
other posts in TED, namely of the Chiefs of the Interregional and NGO Programmes Branch and of the Evaluation
Branch. In view of the strategic importance of the three Technical Branches, the Classification Panel classified the
posts of Chiefs at the D-1 level. All classification recommendations for TED were accepted by the Council in
decision 89/49, paragraph 12, and have been implemented by the Fund.

C. Programme Co-ordination, Management and Field Support Office

50. At the time of the realignment in September 1987, the Executive Director observed that there were a variety
of strategic and service functions required in order to facilitate the further decentralization of the management of
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the Fund. She also observed that such functions had to be performed for UNFPA as a whole, rather than on a
regional basis, but were by nature related to neither the tasks of the Technical and Evaluation Division (see above)
nor those of the Division for Finance, Personnel and Administration (see below). These functions are as follows:

To conduct mid-term forward planning on a Fund-wide basis of programme funds, currently totalling
more than $700 million for the four-year period, and to monitor the utilization of these funds by the
organizational units of the Fund;

To be in charge of development of policies and procedures on a Fund-wide basis;

To provide secretariat services to three Fund-wide decision-making committees in UNFPA;

To monitor field concerns and to strengthen the field office structure;

To provide for a management information system (MIS) for headquarters and field offices to ensure
more effective programme formulation and implementation and to support all major administrative
tasks in UNFPA;

To provide for statistical analysis of demographic, socio-economic and programme-related data on a
Fund-wide basis;

To provide for staff training in substantive, procedural and management areas;

To provide for library and population information services on a Fund-wide basis.

51. These tasks, which previously had either not been performed at all (MIS, staff training, secretariat services for
some major committees) or performed in an uncoordinated manner by separate organizational units, were combined
in a Programme Co-ordination, Management and Field Support Office which, in view of the strategic importance
of its tasks, was made part of the Office of the Executive Director. The PCMFSO is divided into units which
correspond to the major functions to be performed, as follows.

52. The Policy and Programme Co-ordination Unit is responsible for the development and proper application of
programme and operational policies and procedures, including the maintenance and updating of the Policies and
Procedures Manual. To this end, it organizes task forces and working groups composed of representatives of the
concerned organizational units of the Fund to review specific issues, identify problems and propose modifications
of policies and procedures to address these problems. The Unit also informs and clarifies programme policies and
procedures for the field offices. Staff training of various kinds, including orientation sessions for new staff, are
developed, organized and co-ordinated by this Unit in order to improve the technical and managerial quality of the
personnel at headquarters and in the field. The Policy and Programme Co-ordination Unit serves as the secretariat
for three key decision-making bodies of the Fund: Programme Committee (PC), Policy and Planning Committee
(PPC), and Project Review Committee (PRC).

53. The Planning and Statistics Unit is responsible for the development of annual and long-term programme
resource utilization plans taking into consideration the changing and increasing needs for UNFPA assistance at the
country and intercountry levels, as well as emerging substantive population issues. The Unit monitors, on a
continuing basis, the level and pattern of project/programme allocations in order to facilitate the optimal use of
available resources. It is also responsible for compiling relevant demographic, health and socio-economic data in
appropriate formats to be used for technical work, programme evaluation and management decisions. For this
purpose, the Unit liaises closely with the substantive units of the United Nations system, as well as with academic
and research institutions.

54. The Management Information System (MIS) Unit is responsible for the development of a Fund-wide office
automation and management information system in accordance with the strategy approved by the Governing Council
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in 1989 (document DP/1989/42). The strategy is to optimize the effectiveness of the personnel resources of UNFPA
through the automation of office and administrative functions and through the provision of financial, administrative,
programme and substantive data and information. It also seeks to facilitate the monitoring of the implementation
of policy- and programme-related decisions. These goals are to be achieved through the establishment of a
decentralized but co-ordinated information system, with a strong user orientation allowing each organizational unit
to manage and use data through a Local Area Network (LAN) and through communication links among the units
as well as between field offices and headquarters. Consequently, MIS is in the process of establishing a number of
systems, including the Programme Management System (PMS), the Funds Control System (FCS) and 
Programme/Project Monitoring and Evaluation (PPME) system. The MIS Unit is also responsible for determining
hardware and software specifications both to ensure optimal efficiency and to standardize the equipment and software
in field offices and headquarters in order to achieve maximum compatibility. The Unit is also charged with
organizing appropriate training programmes for UNFPA staff members on software.s such as WordPerfect, Lotus
1-2-3 and dBase III as well as on management information systems.

55. The Library and Population Information Services Unit is responsible for the management of the UNFPA Library
and for meeting the information needs of headquarters and field office staff, as well as of consultants, especially for
their substantive and programming work. It provides basic research, reference and clearinghouse services, including
electronic searches on population-related issues for the United Nations and development community. It also helps
establish field office libraries by providing basic population reference materials, as well as training in library services
for field staff. The Unit also provides technical backstopping for country and regional population information
networks and serves as a focal point for the global population information network.

56. Thus, the PCMFSO performs, through its organizational units, a number of critical staff functions that enhance
the effectiveness of programme development and implementation, in accordance with the strategic programme
development approach and decentralized administrative procedures. The Classification Panel recommended that the
post of Chief of PCMFSO be classified at the D-2 level and the posts of the Chiefs of the individual units at the
P-5 level. The Council, in decision 89/49, paragraph 12, approved these recommendations.

D. Division for Finance, Personnel and Administration

57. The Division for Finance, Personnel and Administration has been affected not only by UNFPA’s realignment
of functions and operations at headquarters but also very significantly by the key interrelated principles that underlie
the new directions being pursued, notably, the greater decentralization to the field of project approvals by UNFPA
Country Directors and the broader selection of Governments and NGOs as executing agencies of UNFPA projects.
As a result of these changes, the operations of the Finance Branch have increased significantly. Also, as a result
of new organizational arrangements with UNDP on the provision of financial services, with effect from June 1988,
UNFPA is wholly responsible for all financial activities under its Financial Regulations and Rules. The Division
manages all UNFPA treasury and accounting functions, assuming direct responsibility for the financial operations
of projects executed by Governments, NGOs and UNFPA itself (approximately half of all project expenditures), 
well as the consolidations of accounts of projects executed by United Nations specialized agencies. The Division
also manages all administrative budgeting functions of UNFPA headquarters and the Fund’s network of field offices,
while it relies on services provided by UNDP at headquarters and in the field for the maintenance of its accounting
records. The responsibilities of UNFPA’s Personnel Branch have also increased considerably, as described in chapter
III above. Finally, the functions of the Administrative Branch were expanded after the realignment of September
1987 with the transfer of the Procurement Unit to the Division. This Unit previously reported directly to the
Deputy Executive Director.

58. Thus, the Division furnishes budgetary, financial, personnel, management analysis, inventory, procurement and
administrative support services. It is responsible for"

The co-ordination and preparation of organizational, administrative and financial policies and procedures;

The preparation of financial, budgetary and administrative documents for external bodies;
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The approval and certification of administrative, financial and personnel actions;

The operation of UNFPA’s financial system;

The direction of UNFPA’s treasury operations;

The direction of UNFPA’s personnel policies and procedures and the management of all personnel
actions at headquarters and in the field;

The control of procurement and inventory;

- The provision of administrative services.

59. The Finance Branch is responsible for:

- Advising the management of the Fund on the formulation of financial, budgetary and accounting
policies and the interpretation and application of UNFPA Financial Regulations and Rules, as well
as financial policies and procedures;

- Formulating and applying financial, budgetary and accounting regulations, rules and procedures;

- Preparing budgetary and financial documents and reports for submission to the Governing Council and
other external bodies;

Administering budgetary allocations and the financial management control systems for all projects and
administrative accounts established for UNFPA’s regular resources and its trust funds;

Directing all treasury activities, including investments and placements of UNFPA funds;

Following up on financial and management audits by internal and external audits that bear on the
accounts and financial systems of the organization.

While the Branch receives some accounting services from the Division of Finance of UNDP, it is the Finance
Branch of UNFPA that is ultimately responsible for the financial management of UNFPA’s resources of currently
$190 million per annum.

60. The Personnel Branch is responsible for personnel management and the development and implementation of
personnel policies and procedures including recruitment, career development, placement, human resources planning,
job classification and staff benefits issues. The Branch is entrusted with the formulation and implementation of an
integrated, systematic and equitable personnel policy, aiming at optimal development and utilization of staff
resources. While the Branch receives administrative services from the Division of Personnel of UNDP in the area
of administration of entitlements, it is the Personnel Branch of UNFPA that is ultimately responsible for the
management of UNFPA’s human resources of currently between 600 and 700 staff members.

61. The Administrative Branch is responsible for the provision of effective administrative management services
covering the UNFPA activities at headquarters and in the field. It includes the Procurement and Travel Units. The
Branch:

Provides documentation, registry and communication services;

Makes arrangements for the leasing and management of office premises and for obtaining appropriate
insurance coverage;
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Provides a full range of services for official travel for headquarters staff;

Liaises with other United Nations service units to provide administrative services to field personnel.

The Procurement Unit is responsible for procuring materials and equipment for headquarters use and for providing
procurement services to government-executed projects, including preparation of specifications, obtaining of price
quotations, preparation of tender documents, evaluation of bids, issuance of purchase orders and contracts, and
maintenance of inventory records. The volume of procurement is currently at about $25 million per annum.

62. The Division Chief participates in the highly significant task of Fund-wide policy formulation as a member of
the following committees: Executive Committee; Management Committee; Policy and Planning Committee;
Programme Committee; Project Review Committee (of which he/she is a Vice-Chairman) and various ad ho____cc task
forces aimed at forming or revising policy guidelines and position papers. He/she represents UNFPA in all fora
of the United Nations system dealing with financial, personnel or administrative matters, including the Fifth
Committee of the General Assembly and the Budget and Finance Committee of the Governing Council, as well as
the relevant subsidiary organs of the Administrative Committee on Co-ordination (ACC).

63. Based on the tasks performed by the Chief of the Division, the Classification Panel has recommended the
upgrading of this post from the D-1 to the D-2 level. This level reflects more accurately the wide variety of tasks
and the quantitative and qualitative aspects of the responsibilities of the most senior officer of the Fund in charge
of all financial, personnel and administrative matters and who reports directly to the Deputy Executive Director.
The Executive Director thus reiterates her view that the post should be established at the D-2 level in order to
bring it in line with similarly rated posts in other organizations of the United Nations system.

E. Information and External Relations Division

64. In the area of information and external relations functions, which until 1987 had been the responsibility of the
Information and External Relations Division (IERD) and the Office of the Executive Director, the Executive
Director decided to consolidate all such functions administratively in the Information and External Relations
Division. This ensures increased efficiency and effectiveness and better orchestration of the Fund’s information and
external relations activities, which had increased in importance as UNFPA’s programme grew in size and complexity.
As a result of the realignment, IERD comprises three branches: the Editorial, Publications and Media Services
Branch; the Governing Council, United Nations Liaison and External Relations Branch; and the European Liaison
Office in Geneva. In addition to its primary function of promoting awareness, both in developed and developing
countries, of the social, economic and environmental implications of national and international population problems
(as mandated in ECOSOC resolution 1763 (LIV)), IERD performs the following functions:

65. The Editorial, Publications and Media Services Branch is primarily responsible for the following activities:

Functioning as an information service for UNFPA, providing information on and drawing public
attention to UNFPA activities and producing all materials for external distribution;

Providing information to and holding briefings for news media (press, radio, television, film) on the
Fund’s activities and on important population issues, encouraging these various media to undertake
their own coverage of UNFPA’s work and matters relating to the population field;

Maintaining a close working relationship with governmental information services, national and local
information media, educational and non-governmental organizations;

Providing direct support for various media and publication projects, in both developing and developed
countries, related to population and development, including project analysis, funding and implementation;
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Advising and assisting UNFPA field representatives about UNFPA information efforts, including
providing translations and adaptations of information materials into local languages, as well as briefing
and coverage arrangements for local and visiting news media representatives;

Co-ordinating global UNFPA media/information activities in conjunction with major media events
publicizing important aspects of population and related matters.

66. IERD’s Governing Council, United Nations Liaison and External Relations Branch performs the following
functions:

Oversees and co-ordinates UNFPA’s relations with each of the Fund’s three governing bodies (the
Governing Council, ECOSOC and the General Assembly), as well as with the United Nations
Administrative Committee on Co-ordination (ACC) and its principal subsidiary committees, and with
population and other non-governmental organizations that work with the United Nations;

Plays a lead role in co-ordinating the Fund’s relations with the Office of the Director-General for
Development and International Economic Co-operation and other relevant offices and divisions of the ’
United Nations Secretariat, with UNDP, and with other organizations, funds and specialized agencies
in the United Nations system;

Organizes and serves as Secretariat for special events within the United Nations system that relate to
the UNFPA mandate and operations;

Co-ordinates and/or provides substantive materials for, as well as represents UNFPA in, the
parliamentary activities of global, regional and national groups that deal with population;

Organizes and provides secretariat services for all meetings and conferences sponsored or co-sponsored
by UNr:P 

67. The European Liaison Office in Geneva is responsible for:

Maintaining UNFPA’s relations at United Nations headquarters in Geneva;

Maintaining liaison with European donor Governments in matters relating to fundraising, meetings
and parliamentarian activities;

Functioning as a regional office for Europe in lieu of Country Directors.

68. The duties and responsibilities of the Chief of the Information and External Relations Division existed previously
and had been classified at the D-2 level. The Classification Panel, when re-examining post classifications in the fall
of 1988, retained this classification, as well as the D-1 classification for the post of Chief of the European Liaison
Office. It established the post of Chief of the Governing Council, United Nations Liaison and External Relations
Branch, who also functions as Deputy to the Division Chief, at the D-1 level and the post of Chief of the Editorial,
Publications and Media Services Branch at the P-5 level. The Council, in decision 89/49, paragraph 12, approved
all these recommendations.

F. Special Unit for Women, Population and Development

69. The Special Unit for Women, Population and Development, reporting directly to the Executive Director, is
responsible for promoting the incorporation of gender considerations into all population policies and programmes
supported by the Fund to ensure that they provide for a larger role for and benefit to women. The responsibilities
of the Special Unit therefore are:
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To prepare and advise on policies and programme procedures;

To provide technical support to organizational units;

To co-ordinate and monitor the implementation of the Fund’s directives on women’s matters by all
organizational units;

To organize training on Women in Development for staff, regional advisers, national counterparts and
others involved in programme and project work;

To develop and maintain close working relationships with other agencies and organizations within the
United Nations system and other development assistance organizations, including the co-ordination of
joint activities such as training and programme development;

To work within the NGO network to promote women, population and development activities;

To prepare UNFPA’s contribution to all reports on the subject of women prepared within the United
Nations system in response to General Assembly and ECOSOC resolutions and Governing Council
decisions;

To assist Governments in the preparation of relevant policies and programmes and to aid UNFPA’s
field offices in the implementation of the Fund’s strategies in the area of women;

To undertake promotional and advocacy activities.

In addition to the above responsibilities, the Special Unit has its own budget for initiating and supporting innovative
projects designed for the advancement of women. Thus, in UNFPA, the tasks of the United Nations Development
Fund for Women (UNIFEM) and of the Division for Women in Development of UNDP are combined.

70. The posts in the Special Unit were not classified during UNFPA’s first round of classification in 1985, as the
Unit did not yet exist at that time. As part of the classification of posts in the fall of 1988, the Panel recommended
that the post of the Chief of the Special Unit be classified at the D-1 level, a recommendation which the Council
accepted in its decision 89/49.

G. Resource Development Unit

71. Resource development has always been an important function within UNFPA. However, this function has
become even more crucial following the International Forum on Population in the Twenty-first Century held in
Amsterdam last November, which through its Declaration expressed concern that "unless effective action is taken
immediately, future resources will be woefully inadequate’. The Declaration therefore called for a doubling of the
present national and international input into population programmes by the year 2000. To achieve this goal, it is
very likely that the international assistance channeled through UNFPA would increase proportionately or even much
more.

72. The Resource Development Unit (RDU) provides continuous advice to the Executive Director, the Deputy
Executive Director and the Assistant Executive Director on all aspects of fundraising. The Unit is responsible for
monitoring and evaluating trends, preferences and activities of current and potential donors and for making
recommendations on appropriate courses of action. These recommendations form the basis for UNFPA’s fundraising
strategy, a strategy that the Unit is primarily responsible for implementing and adjusting, if necessary.

73. The Resource Development Unit has also overall responsibility for UNFPA extra-budgetary financing, which
for the most part is done through multi-bilateral arrangements. The Unit is responsible for developing a systematic
approach to extra-budgetary financing and for negotiating agreements with potential donors. Once agreements have
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been reached, the Unit is responsible for the general management of the extra-budgetary programme, while the
individual projects are managed by the operating divisions in UNFPA.

74. The Resource Development Unit has an advocacy role vis-a-vis specific multi-bilateral donors and potential new
donors in so far as it is incumbent on the Unit to negotiate with all interested parties -- national donor and
recipient country representatives, as well as authorities at foreign ministries/aid agencies internationally and
appropriate executing agencies -- on matters relating to ongoing multi-bilateral projects or to new multi-bilateral
funding proposals.

75. The Resource Development Unit has a servicing role for multi-bilateral donors whereby it maintains a timely
flow of project monitoring and financial reports to those donor countries/organizations supporting ongoing
multi-bilateral activities. In general, the Unit keeps the donors informed of the progress of the projects they are
supporting and of other activities in which they may wish to participate. It is also incumbent on RDU to plan and
organize regular meetings with donor representatives to review ongoing multi-bilateral programmes and to study new
project proposals.

76. The Unit, having been created as a result of the realignment of headquarters functions in September of 1987,
was classified for the first time in the fall of 1988. The classification by the Panel of the post of the Chief of the
Unit at the D-1 level has not yet been approved by the Governing Council. The Executive Director herewith
reiterates her proposal to approve this post at the D-1 level.

V. POST CLASSIFICATIONS

77. For budgetary reasons, all regular posts in UNFPA’s APSS budget must be classified in accordance with the
grade levels as defined in the classification standards formulated by the International Civil Service Commission
(ICSC) of the United Nations. In the United Nations system, post classification is mandatory, and specific rules
have to be followed which have been developed by the ICSC and approved by the General Assembly.

78. Post classifications are based on job descriptions which in turn describe the tasks performed in a particular post
and the levels of the duties and responsibilities which the posts represent. Thus, it is essentially through the process
of post classification that a United Nations organization evaluates and determines the importance of the post and
its value -- in comparison to all other posts -- to the organization for the achievement of its objectives.

79. Given that post classifications are based upon post descriptions which in turn are based upon the functions to
be performed in the given organizational structure, UNFPA, following its realignment at headquarters, was obliged
to establish post classifications for all newly created posts. In addition, as required by ICSC methodology UNFPA
had to examine all previously existing posts affected by the realignment to determine whether the change in tasks
had an effect on the classification of the post. Thus, UNFPA did not have the option to determine whether or not
it wished to re-examine the classification of posts, since the process was mandatory.

80. The classification process functions as follows: Staff members and their supervisors jointly prepare the post
descriptions, which are then submitted to the Division Chief concerned for approval, or, in the case of more senior
posts, to the Deputy Executive Director or the Assistant Executive Director. The Division of Personnel of UNDP
and the Personnel Branch of UNFPA then make a joint technical assessment as to the grade of the posts, based
upon the Master Standard of the ICSC, and present this to the Classification Panel in the form of a proposal. In
the case of UNFPA, the Panel is a panel established jointly with UNDP, composed of four senior staff members
from UNDP and one from UNFPA. The Classification Panel reviews each job description, considers the proposal
made by UNDP’s Division of Personnel and UNFPA’s Personnel Branch and then makes a formal recommendation
to the Executive Director. The Executive Director, having accepted the recommendations of the Panel, submits
them, through the Advisory Committee on Administrative and Budgetary Questions (ACABQ), to the Governing
Council for approval.
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81. During the deliberations of both the Advisory Committee and the Governing Council, questions were raised last
year on the structure of UNFPA, which, it was said, appeared to be shaped not as a pyramid, as it should be, but
more as a diamond. This is not the case, however, if one considers three essential facts: (a) that posts at levels
P-3 and P-4 are not supposed to and do not normally have a supervisory function over posts at P-2 or P-3 levels;
(b) that headquarters and field should be seen as a combined structure; and (c) that UNFPA’s 93 national
Professional posts, established in the field at levels equivalent to P-1 to P-4, need to be included. This leads to a
structure of UNFPA with the classical pyramid shape, as follows:

Professional Posts 1_/

USG 1
ASG 2
D-2 8
D-1 16
P-5 83
P-a)
P-a) 150
P-2)
P-l)

m

260

2_/

82. At its thirty-sixth session, the Governing Council in decision 89/49, paragraph 12, approved all classification
recommendations of the Executive Director, as submitted in the proposed administrative and programme support
services (APSS) budget for the biennium 1990-1991 (document DP/1989/41 and Corr.1), up to and including the 
levels. In addition, the Council approved five out of six requested post classifications at the D-1 level (namely three
posts as Chief of a Technical Branch in the Technical and Evaluation Division, the post of Chief of the Special Unit
for Women, Population and Development, and the post of Deputy of the Chief of the Information and External
Relations Division) and one out of six requested post classifications at the D-2 level (namely the post of Chief 
the Programme Co-ordination, Management and Field Support Office). The Council decided to continue
consideration of the classification of six other posts, one at the D-1 level (Chief, Resource Development Unit) and
five at the D-2 level (four posts of Chief of a Geographical Division, one post of Chief of the Division for Finance,
Personnel and Administration) at its thirty-seventh session, to be based upon a detailed report "on all staff
reclassifications at these levels and their functions", which the Executive Director is submitting herewith. A summary
of the status of all post classifications at the D-1 and D-2 levels is presented in tabular form in Annex 1 to this
document. Another table, contained in Annex 2, shows UNFPA’s organizational structure and the post
classifications of all senior posts. The six posts mentioned above, on which the classification decision is pending,
are specially identified.

83. The Executive Director would like to add that the classification of the posts of a particular organization cannot
be seen in isolation. Rather, the same classification criteria and salary levels are applicable throughout the entire
United Nations system. Post classification is thus essentially a process based upon three criteria:

1_/

2_/

All approved Professional posts at headquarters and in the field as currently approved, plus the six
classifications requested in this paper.

Includes 57 international Professional posts at headquarters and in the field, and 93 national Professional
posts at levels NO-A to NO-D, which are roughly equivalent to P-1 to P-4, respectively.
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The level of responsibility of the assigned task;

The required level to attract or retain highly qualified staff;

The similarity of approach and the comparability of the results
of the classification process with those of other United Nations organizations.

84. In light of the mandate of UNFPA, the tasks entrusted to it by the international community and the functions
performed by its major organizational units, the Executive Director herewith reiterates the request made to the
Governing Council at its thirty-sixth session for the approval of the classification of the remaining six Professional
posts at headquarters, which she regards as essential in order to permit her to effectively manage the Fund, as
follows:

Chief, Africa Division: D-2
Chief, Division for Arab States and Europe: D-2
Chief, Asia and the Pacific Division: D-2
Chief, Latin America and the Caribbean Division: D-2
Chief, Division for Finance, Personnel and Administration: D-2
Chief, Resource Development Unit: D-1.
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Annex 1 Summary of post classifications at D-1 and D-2 levels

Previous
Rating Executive Director’s Council Decision

Post
I 0985) Proposal and Rationale taken in 1989

Chiefs of four Geographical Divisions D-1 D-2: considerably in- To be taken in 1990
creased tasks and
independence in decision-
making

’Chief, Technical and Evaluation Division" D-2 No change proposed No decision required
or taken

v
Chief, Evaluation Branch D-1 No change proposed No decision required

or taken

’"Chiefs of three Technical Branches D-l: new posts of Approved
primary importance in at the D-1 level
view of the increased
emphasis on substantive
technical work of
UNFPA

Chief, Interregional and NGO Programme$ D-1 No change proposed No decision required
Branch or taken

Chief, Programme Co-ordination, .. D-2: new post of highly Approved
Management and Field Support Office strategic importance at the D-2 level

Chief, Division for Finance, Personnel and D-1 D-2: considerably in- To be taken in 1990
Administration creased volume and

complexity of tasks

Chief, Information and External Relations D-2 No change proposed No decision required
Division or taken

Deputy Chief, IERD, and Chief, Governing °. D-l: new post Approved
Council, United Nations Liaison and at the D-1 level
External Relations Branch

Chief, European Liaison Office D-1 No change proposed No decision required
or taken

Chief, Special Unit for Women, Population .° D-l: new post of high Approved
and Development importance at the D-I level

Chief, Resource Development Unit .° D-l: new post of high To be taken in 1990
importance

Chief’ Office of the Executive Director D-1 No change proposed No decision required
or taken



DP/1990/52
English
Page 26

ANNEX 2

UNITED NATIONS POPtI~TION FUND

Se4Xe~nb~r 1988

* The posts with an asterisk are the six posts in question.


