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EXECUTIVE SUMMARY
Audit of governance and organizational structure of
ESCAP

OIOS conducted an audit of governance and organizational structure of
the Economic and Social Commission for Asia and the Pacific (ESCAP). The
overall objective of the audit was to assess whether ESCAP has established
effective governance mechanisms for the formulation, management and
monitoring of its programme of work and utilization of resources in
implementing its mandate. The audit was conducted in accordance with the
International Standards for the Professional Practice of Internal Auditing.

Overall, ESCAP has made significant efforts to improve its
intergovernmental governance processes, and to strengthen its position as a
regional hub for inclusive and sustainable development through, inter-alia: (a)
working with Member States to revise the Commission’s conference structure,
strengthen its programme monitoring and evaluation, and improve
communication with Member States; (b) conducting surveys of external
stakeholders to gauge their satisfaction and priorities, and of ESCAP staff on
employee attitudes; and (c) launching an organizational effectiveness initiative.
However, there are areas where further improvement is needed. In particular,
ESCAP should endeavor to adopt the suggestions of members of the Advisory
Committee of Permanent Representatives and Other Representatives Designated
by Members of the Commission concerning conference servicing, and to improve
communication throughout the decision-making and management processes.
ESCAP also needs to develop an action plan to revitalize the regional institutions
and better integrate their activities with the programmes of the substantive
divisions at the operational level. Moreover, Management should propose that
the Commission review the institutions’ governance structure with a view to
combining the technical and financial oversight into one governing council
meeting structure.

In the area of executive direction and management, ST/SGB/2005/11
needs to be revised to clarify the responsibilities and reporting lines of the United
Nations Information Services, library and knowledge management functions.
Furthermore, a review of the organizational placement of conference servicing
functions is necessary as the functions are currently spread across executive
direction and management, administrative support and programme support. The
Conference Services Section also needs to share its work plan and calendar with
that of the Department of General Assembly Affairs and Conference
Management. ESCAP also needs to review, in consultation with the Controller,
the delegations of authority under the Financial Rules which are currently
granted to the head of the Programme Management Division (PMD) for
certifying functions and management of trust funds, and to the head of the
Administrative Services Division for approving functions instead of combining
these functions in one authorized ESCAP official.

With respect to programme of work, ESCAP Management, in
consultation with the Member States, needs to develop a clear strategy for
implementing the Executive Secretary’s vision for the subregional offices and




integrating their work with those of the substantive divisions. There is also a
need for Management to review the organizational structure for PMD and group
distinct functions into separate organizational units with clear reporting lines and
to consider transferring the responsibilities for implementing technical
cooperation projects to the relevant substantive divisions, in order to strengthen
accountability and ensure proper segregation of duties.

ESCAP also needs to strengthen the strategic management of the
information and communication technology function, implement system
interconnectivity with the regional institutions and subregional offices, and
institute disaster recovery capability. Efforts are also required to operationalize
and test the draft Business Continuity Plan for approval by the Executive
Secretary.
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I. INTRODUCTION

1. The Office of Internal Oversight Services (OIOS) conducted an audit of
governance and organizational structure of the Economic and Social Commission
for Asia and the Pacific (“ESCAP” or “the Commission”). The audit was
conducted in accordance with the International Standards for the Professional
Practice of Internal Auditing.

2. The predecessor of ESCAP —the Economic Commission for Asia and the
Far East (ECAFE) - was established by Economic and Social Council resolution
37 (IV) of 28 March 1947 in Shanghai, China, to assist in post-war economic
reconstruction. ECAFE moved its headquarters to Bangkok in January 1949, and
was redesignated as ESCAP by the Economic and Social Council’s resolution
1895 (LVII) of 1 August 1974 to reflect both the economic and social aspects of
development and the geographic location of its member countries. ESCAP
reports to the Economic and Social Council at United Nations Headquarters in
New York.

3. ESCAP’s mandate is to promote economic and social development in the
Asia and Pacific region by fostering cooperation between its members and
associate members. The mandate of the programme derives from Economic and
Social Council resolutions 37 (1V) and 414 (XI11), by which the Commission was
established. The Shanghai Declaration, adopted by the Commission in its
resolution 60/1, emphasized the need for regional cooperation and capacity
building to meet development challenges in an era of globalization, including
those pertaining to the attainment of the Millennium Development Goals
(MDGs) targets by 2015 (A/61/6/Rev.1l). In pursuing its mandate, ESCAP
cooperates with a wide range of entities, including the Asian Development Bank
(ADB), Association of Southeast Asian Nations (ASEAN), the Economic
Cooperation Organization (ECO), the Council of Regional Organizations for the
Pacific (CROP), the Asian Clearing Union (ACU), the South Asian Association
for Regional Cooperation (SAARC), the Mekong River Commission (MRC), the
ESCAP/World Meteorological Organization Typhoon Committee and Panel on
Tropical Cyclones, and non-governmental organizations and academic
institutions, as well as the private sector.

4. The functions of the ESCAP Secretariat as described in ST/SGB/2005/11
are to:

a) Promote economic and social development through regional and
subregional cooperation and integration;

b) Serve as the main general economic and social development forum
within the United Nations system for the ESCAP region;

c) Formulate and promote development assistance activities and
projects commensurate with the needs and priorities of the region
and act as an executing agency for relevant operational projects;

d) Provide substantive and secretariat services and documentation for
the Commission and its subsidiary bodies;

e) Carry out studies, research and other activities within the terms of
reference of the Commission;

f) Provide advisory services to Governments at their request;



g) Develop and execute programmes of technical cooperation; and

h) Coordinate ESCAP activities with those of the major departments
and offices of the United Nations at Headquarters and specialized
agencies and intergovernmental organizations.

5. ESCAP’s programme of work is organized under eight subprogrammes,
which are implemented in close cooperation with the Commission’s eight
sectoral Committees and with other United Nations entities and
intergovernmental organizations in the region. ESCAP carries out its
development activities in five subregions -- the Pacific, East and North-East
Asia, North and Central Asia, South and South West Asia and South-East Asia.
An Executive Secretary at the level of Under Secretary-General heads the
ESCAP Secretariat with about 532 staff. ESCAP’s 2010-2011 programme
budget (A/64/6 (Sect. 18) proposed $94,625,800 before recosting as resource
requirements from the regular budget. The proposed budget included resources
for 440 staff; in addition, resources for 92 posts were proposed from extra-
budgetary resources. The requested resources are supplemented by those of the
regular programme of technical cooperation ($5,589,700 under Section 22) and
the Development Account (under Section 35 of Programme Budget). The
ESCAP Secretariat organizational structure and governance bodies are shown in
Annexes 2-3.

6. The current Executive Secretary of ESCAP was appointed by the
Secretary-General in August 2007. She envisioned that an institutional change
was required at all levels to ensure the efficient and effective delivery of essential
services to support the member States with sound strategic analysis, policy
options and technical cooperation to address key development challenges and to
implement innovative solutions for region-wide economic prosperity social
progress and environmental sustainability. Hence, ESCAP’s products and
services support its member States in building national capacities in:

e A more balanced multi-sectoral approach to development decision-
making and agenda-setting that integrates the region’s economies,
societies within an environment to address the multiple challenges of
poverty, inequality, climate change, sustainability and disaster risk
reduction, wealth generation and human well-being in the region.

e A stronger participation of least developed countries, land-locked
developing countries, and small island developing states to address
existing inequalities among member states and to develop stronger and
more open regional cooperation that brings practical and mutual benefits
such as transport and information and communication technology
connectivity, cross-border trade, and food, water and energy security,
inclusive green growth and technology, and the achievement of MDGs in
the region.

e A common set of standards, norms, conventions and development
approaches that when implemented would better integrate the region in
terms of social justice and gender equality, prudent energy production
and consumption, safer and greater connectivity, fair trade, responsible
and accountable finance and investment.



e A more inclusive partnership for development that recognizes the power
of genuine engagement and harnesses the energy and resources within
the UN system, governments, the private sector and civil society to form
regional and global alliances that can respond adequately to transnational
challenges and new possibilities for a more sustainable and just world.

e A stronger coordinated regional voice of member States on global issues
by building stronger collective leadership, capacities to dialogue,
negotiate and shape development agendas through compelling policy and
strategic analyses of various economic, social and environmental options
in an age of globalization, and transnational problems in need of regional
solutions.

e A more comprehensive policy advocacy framework based on statistics
and analysis that captures differences and disparities among and within
countries in order to build the economic and social formulations and
institutions for inclusive and resilient societies, and for the achievement
of the MDGs and other internationally agreed development goals.

Policymaking organs and advisory body

7. Commission. ESCAP has 53 full members and nine associate members,
which form the Commission that provides a forum for all governments of the
region to review and discuss economic and social issues and to strengthen
regional cooperation. The Commission meets annually at the ministerial level to:
discuss and decide on important issues pertaining to inclusive and sustainable
economic and social development in the region; decide on the recommendations
of its subsidiary bodies and of the Executive Secretary; review and endorse the
proposed strategic framework and programme of work; and make any other
decisions required, in conformity with its terms of reference.

8. Committees. Pursuant to the Commission’s resolution 64/1 of April
2008 on restructuring of its conference structure, the Commission now has eight
Committees as its subsidiary bodies. The conference structure moved from three
thematic Committees to eight sectoral Committees, including Committees on:
Macroeconomic Policy, Poverty Reduction and Inclusive Development; Trade
and Investment; Transport; Environment and Development; Information and
Communications Technology; Disaster Risk Reduction; Social Development;
and Statistics. The Committees review and analyze regional trends; identify
priorities and emerging issues, and consult on regional approaches; promote
regional dialogue and an exchange of experiences on policies and programmes;
and propose issues for consideration by the Commission as possible resolutions
and monitor the implementation resolutions adopted by the Commission within
their respective areas of purview.

9. The total duration of the sessions of the legislative organs amounts to a
maximum of 54 meeting days per biennium for the annual sessions of the
Commission (normally, seven calendar days) and eight biennial sessions of the
Committees (A/64/6 (Sect. 18)). In addition to the subsidiary bodies of the
Commission, the Advisory Committee of Permanent Representatives and Other
Representatives Designated by Members of the Commission (ACPR) may have a
maximum of 12 formal meetings per calendar year, to advise the Executive
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Secretary and to liaise between the Commission and the secretariat. Meetings of
the Commission and its Committees are normally held at the United Nations
Conference Centre in Bangkok. If held at any other location at the invitation of a
member Government, all additional costs are to be borne by the host country.

10. As provided for under the Commission’s resolution 64/1, the
Commission will undertake a midterm review of the functioning of the
conference structure at its sixty-seventh session in 2011, focusing on whether the
structure has served the purpose of improving efficiency and attracting higher
level and wider representation from members and associate members.

Subregional activities for development

11. Given the vast geographical coverage and diversity of the Asia-Pacific
region, ESCAP’s programme on subregional activities for development was
established to strengthen the Commission’s presence and interventions at the
subregional level in order to better target and deliver programmes that address
specific key priorities of Member States in the respective subregions.

12. ESCAP’s programme on subregional activities aims to provide more
focused and in-depth technical assistance to address key development challenges,
including capacity-building activities. ESCAP’s work on subregional activities
for development covers the following countries in five subregions:

e the Pacific: Australia, Fiji, Kiribati, Marshall Islands, the Federated
States of Micronesia, Nauru, New Zealand, Palau, Papua New Guinea,
Samoa, Solomon Islands, Tonga, Tuvalu and Vanuatu;

e East and North-East Asia: China, Democratic People’s Republic of
Korea, Japan, Mongolia, the Republic of Korea and the Russian
Federation;

e« North and Central Asia: Armenia, Azerbaijan, Georgia, Kazakhstan,
Kyrgyzstan, the Russian Federation, Tajikistan, Turkmenistan and
Uzbekistan;

e South and South-West Asia: Afghanistan, Bangladesh, Bhutan, India, the
Islamic Republic of Iran, Maldives, Nepal, Pakistan, Sri Lanka and
Turkey; and

e South-East Asia: Brunei Darussalam, Cambodia, Indonesia, Lao People’s
Democratic Republic, Malaysia, Myanmar, the Philippines, Singapore,
Thailand, Timor-Leste and Viet Nam.

Regional institutions under the auspices of the Commission

13. The five regional institutions established under the auspices of the
ESCAP include:

e Statistical Institute for Asia and the Pacific (SIAP), formerly, the Asian
Statistical Institute established in 1970 (Makuhari, Chiba Prefecture,
Japan);

e Asian and Pacific Centre for Transfer of Technology (APCTT),
established in 1977 (New Delhi, India);

e Centre for Alleviation of Poverty through Secondary Crops’
Development in Asia and the Pacific (CAPSA), formerly, the Regional
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Coordination Centre for Research and Development of Coarse Grains,
Pulses, Roots and Tuber Crops in the Humid Tropics of Asia and the
Pacific, established in 1981 (Bogor, Indonesia);

e Asian and Pacific Centre for Agricultural Engineering and Machinery
(APCAEM), established in 2003 (Beijing, China);

e Asian and Pacific Training Centre for Information and Communication
Technology for Development (APCICT), established in 2006 (Incheon

City, Korea).
14. Comments made by ESCAP are shown in italics.
II. AUDIT OBJECTIVES
15. The main objective of the audit was to assess whether ESCAP has

established effective governance mechanisms for the formulation, management
and monitoring of its programme of work and utilization of resources in
implementing its mandate. The audit also sought to determine whether ESCAP
has established an effective organizational structure defining the roles,
responsibilities and reporting lines of each of its organizational units.

1. AUDIT SCOPE AND METHODOLOGY

16. The audit scope covered the 2008-09 and 2010-2011 biennia and focused
on ESCAP’s governance and organizational structure at the levels of the policy-
making organs, executive direction and management, programme of work and
programme support.

17. The audit methodology consisted of: interviews with the Executive
Secretary and her senior management team, selected members of ACPR,
programme officers, administrative personnel, and Staff Council representatives;
and the review and analysis of relevant documents, reports and records. In
conducting its work, the audit team applied the OlOS draft Toolkit for Auditing
Strategic Management and Governance, which provided criteria for good
governance practices in many of the areas reviewed.

IV. AUDIT FINDINGS AND
RECOMMENDATIONS

A. Policymaking organs

18. ESCAP has 53 members and nine associate members. The Commission
meets annually for seven calendar days from Thursday through Wednesday,
mainly to: discuss and decide on important issues pertaining to inclusive and
sustainable and social development in the region; discuss and decide on the
recommendations of its subsidiary bodies and of the Executive Secretary; and
review and endorse the proposed strategic framework and programme of work.



19. The conference structure of the Commission consists of eight
Committees that meet biennially, with four Committees meeting each year, for a
maximum duration of five days for each session. The Committees, within their
respective areas of their purview: (a) review and analyze regional trends; (b)
identify priorities and emerging issues and consult on regional approaches, taking
into consideration subregional aspects; (c) promote regional dialogue, including
its subregional synergies, and an exchange of experiences on policies and
programmes; (d) consider common regional positions as inputs to global
processes and promote regional follow-up to their outcomes; (e) propose issues
for consideration by the Commission as possible resolutions; (f) monitor the
implementation of Commission resolutions; and (g) promote a collaborative
approach to addressing the development challenges of the region, where
appropriate, between Governments and civil society, the private sector, and the
United Nations and other international institutions at the regional and subregional
levels.

20. The Committees provide the Secretariat, including the regional
institutions, with guidance in reviewing the proposed strategic framework and
programme of work. In their work, the Committees mainstream the
implementation of the relevant internationally agreed development goals,
including MDGs; poverty reduction and sustainable development; gender
equality; and priority needs of least developed countries, landlocked developing
countries and small island developing States.

21. As an advisory organ, the ACPR’s functions are to: (a) maintain close
cooperation and consultation between the members and the secretariat of the
Commission; (b) advise and assist the Executive Secretary in drawing up
proposals for the strategic framework and programme of work, consistent with
the guidance provided by the Commission; (c) receive on a regular basis
information on the administrative and financial functioning of the Commission,
and assist and advise the Executive Secretary in monitoring and evaluating the
implementation of the Commission’s programme of work; (d) review the draft
calendar of meetings prior to its submission to the Commission at its annual
session; (e) advise the Executive Secretary on the provisional agenda for sessions
of the Commission and Committees; (f) advise the Executive Secretary on the
identification of emerging economic and social issues and other relevant issues
for incorporation into the provisional agendas of the Commission sessions; and
(9) assist the secretariat in the formulation of the annotated provisional agenda
for each session of the Commission before it is finalized. In the past ACPR
meetings were held up to 12 times a year; starting in 2010, ACPR meetings are
held bimonthly.

22. An amount of $510,800 has been allotted to cover expenses of the
policymaking organs for the first year of current biennium. ESCAP’s
Commission Secretary consults the ACPR when scheduling Commission
meetings, which have two segments: (a) senior officials segment; (b) ministerial
segment. While the ministerial segment covers meetings on thematic topics, the
senior officials segment covers the meetings on: the Special Body on Pacific
Island Developing Countries or Special Body on Least Developed and Land



Locked developing Countries; the subsidiary structure of the Commission; and
ESCAP management issues.

23. The Executive Secretary of ESCAP launched the Organizational
Effectiveness Initiative (OEIl) in early 2009 to improve the synergy and
complementarity among ESCAP’s subprogrammes, and to adapt ESCAP’s
internal governance and organizational mechanisms for achieving its objectives
more efficiently and effectively. As part of OEI, several workshops were
conducted and an employee attitudes survey, as well as interviews with external
stakeholders (including selected members of ACPR, UN partners and embassies)
were undertaken by an independent consulting group (EnCompass). The
employee attitudes survey identified ESCAP staff’s strengths and development
needs. While teamwork and accountability were among the areas of strength,
collaboration and cooperation, as well as management were identified as areas
needing improvement.

24. The outcomes of the OEI workshops, the Employee attitudes survey and
external stakeholder interviews have been translated into an action plan to
position ESCAP as a regional hub for inclusive and sustainable development.
Under the OEI, the four task forces were established to effect organizational
improvement and streamlining of processes. Staff Council representatives
interviewed by the audit team appreciated the OEI efforts and indicated no major
concerns in staff-management relations.

Areas needing improvement in ESCAP’s working methods with its policymaking
organs

25. OlOS meetings with eight members of ACPR indicated a general view
that:

e The visibility, relevance and work results of ESCAP have improved
under the current Executive Secretary; she has been very active in the
region and has helped ESCAP to be seen as influencing regional policy
formulation. She is also given high marks on keeping ACPR members
well informed and promoting ESCAP’s public image;

e ESCAP’s subprogrammes and subsidiary Committee structure
adequately cover the regional socio-economic challenges, but that
ESCAP needs to develop a more focused regional strategy to support
Member States in addressing those challenges; for instance, ESCAP’s
convening power has been mentioned as ESCAP’s strength and an area
for major focus;

e The duration (normally, seven calendar days, from Thursday to
Wednesday) of the Commission sessions could be further optimized.
Several ACPR members indicated that the length of the Commission
session may be impractical given the other official responsibilities of the
participants. OlOS notes in this regard that the Economic Commission
for Europe (ECE), the Economic Commission for Latin America and the
Caribbean (ECLAC) and the Economic and Social Commission for
Western Asia (ESCWA) sessions are held biennially and are of shorter
duration (from three to five working days);



e The overall quality of ESCAP work products and outputs is considered
to be commendably high. ACPR members also stated that they are
apprised of the results of evaluations through the ACPR website;

o Committee meetings were concentrated towards the end of 20009,
resulting in limited ability of Permanent Representatives and Committee
members to participate in meetings;

e Preparatory documents for ACPR meetings were sometimes sent late (or
even distributed on the very day of the meeting) which impeded the
members consulting with their respective capitals in order to provide
meaningful contributions to issues under discussion;

o Establishment of the eight sectoral Committees (rather than the broad
thematic focus previously) has enabled more focused substantive
discussions and also allowed for unambiguous channeling of background
documents to the relevant ministries for their contribution to the
discussions; and

e Finally, some representatives stated that in the past, the ACPR did not
see the results of its input to the biennial work planning process. They
would also appreciate receiving more periodic reports on the outcomes of
Regional Coordination Mechanism (RCM) meetings.

Recommendation 1

1) The ESCAP Management should review the
comments made by ACPR members regarding
ESCAP’s conference servicing, and where possible
incorporate their suggestions in the activities of the
Organizational Effectiveness Initiative task forces. The
task forces should also endeavor to improve
communications throughout the decision-making and
management processes.

26. The ESCAP Management accepted recommendation 1 and agreed to
implement it by 30 June 2010 stating that some issues raised by ACPR members
regarding conference servicing and decision-making and management processes
have already been addressed. For example: (a) Sectoral Committee meetings
have been scheduled over a four-month period in 2010; (b) Task forces now
coordinate work and report every two weeks to the OEI Coordination Group,
which in turn, reports to the Senior Management Team; (c) Timely issuance of
information documents (2 weeks in advance) for future ACPR sessions will be
more rigorously pursued by the secretariat; and (d) Recommendations for
Commission session duration would be addressed during mid-term review of the
conference structure in 2011. Recommendation 1 remains open pending receipt
of evidence showing actions ESCAP has taken to address comments made by
ACPR members.

Relationship of regional institutions’ Governing Councils and Technical
Committees with the sectoral Committees requires clarity

217. ESCAP has the following five regional institutions:



e Statistical Institute for Asia and the Pacific (Makuhari, Chiba Prefecture,
Japan);
Asian and Pacific Centre for Transfer of Technology (New Delhi, India);

o Centre for Alleviation of Poverty through Secondary Crops’
Development in Asia and the Pacific (Bogor, Indonesia);

e Asian and Pacific Centre for Agricultural Engineering and Machinery
(Beijing, China);

e Asian and Pacific Training Centre for Information and Communication
Technology for Development (Incheon City, Korea).

28. Each regional institute has a governing council and a technical
committee, except for APCICT and SIAP that do not have a technical committee.
Governing councils are responsible for reviewing the institutes’ administration
and financial status and the implementation of programme of work and the
technical committees advise institute directors on the formulation of the
programme of work and other technical matters. According to some ACPR
members that OIOS interviewed, generally the same members serve both the
technical committee and the governing council. The audit found no evidence of a
linkage of the work of the regional institutions’ governing councils and technical
committees to that of the sectoral Committees.

29. ESCAP’s provisional agenda for its sixty-fourth, sixty-fifth and sixty-
sixth sessions showed no coverage of the regional institutions under the sectoral
Committees. Instead, the management part of the senior officials segment
covered the regional institutions. Since the regional institutions” work is within
ESCAP’s work programme, in OlOS’ view it is necessary to bring the regional
institutions under the sectoral Committees' purview in order to establish a proper
linkage to the work of substantive divisions.

Recommendations 2 to 3

2 The ESCAP Management should develop an
action plan to better integrate the work of regional
institutions with the substantive divisions at the
operational level, and to report on same at the
relevant meetings of the subsidiary Committees to
ensure that the institutions complement ESCAP’s
mandates; and

3) The ESCAP Management should recommend
to the Commission that it further review and
rationalize the governance structure of the regional
institutions in order to revitalize their activities and
provide for their continued relevance and viability.

30. The ESCAP Management accepted recommendation 2 and agreed to
implement it by 31 December 2010 stating that the need for closer programmatic
linkages between regional institutions and the Bangkok-based substantive
divisions has been pointed out also in recent institutional programme
evaluations. In response, the secretariat is planning to develop a policy and
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guidelines for operational collaboration, including information sharing between
regional institutions and substantive backstopping divisions. Recommendation 2
remains open pending receipt of policy and guidelines for operational
collaboration between regional institutions and substantive backstopping
divisions.

31. The ESCAP Management accepted recommendation 3 and agreed to
implement it by 31 January 2011 stating that the need to rationalize the
governance structure of the regional institutions has been pointed out also in
recent evaluations of regional institutions. The overall governance of the
regional institutions under the auspices of ESCAP will be considered in the
preparations by the secretariat for the mid-term review of the conference
structure of the Commission, scheduled for 2011 (cf. Commission resolution
64/1).  Recommendation 3 remains open pending receipt of evidence
rationalizing the governance structure of the regional institutions.

B. Executive direction and management

ESCAP’s ST/SGB/2005/11 needs revision

32. Further to ST/SGB/1997/5 on the Organization of the Secretariat of the
United Nations, the Secretariat of the United Nations includes the Secretariat of
ESCAP as one of its major organizational units. The mandate, functions and
organizational structure of each of these units should be prescribed in separate
Secretary-General’s bulletins.  In line with ST/SGB/1997/5, a separate
ST/SGB/2005/11 on the organization of the Secretariat of ESCAP established
ESCAP Secretariat’s functions and organization. However, this bulletin needs to
be revised to reflect changes that have evolved since 2005, including: (i) the
restructuring of ESCAP’s conference structure; and (ii) organizational changes in
the secretariat of ESCAP, including the change in its divisional structure and the
establishment of the new subregional offices.

33. Resolution 63/1 and 63/4 adopted by the Commission in May 2007 have
reaffirmed the unique role of ESCAP as the only comprehensive
intergovernmental platform for Asian and Pacific countries to deliberate on
economic, social and other related development issues. In response to the above
mandates, the ESCAP Secretariat has been working closely with ESCAP
Member States to reposition the Commission and to revise its intergovernmental,
programme and secretariat structures in order to enable it to deliver its mandated
work and services to Member States more effectively.

34. As stated in Secretary-General’s report A/62/708, a number of external
evaluations and feedback from several Member States have expressed the view
that the ESCAP programme of work did not adequately balance the differing
needs of the Commission’s five subregions. Since its creation in 1947, the
Commission has responded to the challenges in covering a very large region in a
limited way. The majority of the ESCAP programme of work is planned and
delivered out of its headquarters in Bangkok. The Secretary-General’s report
(A/62/708) indicated that the Commission had set up only one subregional office
for the Pacific, whereas the other four subregions of ESCAP lacked similar
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offices as a base for the planning and delivery of programmes to respond to their
specific priorities.

35. Given that effective institutional and organizational capacity
development through policy advocacy and targeted technical cooperation would
require an enhanced subregional presence and programmatic focus, the
Secretary-General proposed that four additional offices (2 subregional, 1 for the
United Nations Special Programme for the Economies of Central Asia (SPECA)
and 1 for liaison) be established in addition to the strengthening of the existing
subregional office for the Pacific, as follows:

e Subregional office for East and North-East Asia (China, Democratic
People’s Republic of Korea, Japan, Mongolia and Republic of
Korea);

e SPECA office for North and Central Asia (Armenia, Azerbaijan,
Georgia, Kazakhstan, Kyrgyzstan, the Russian Federation,
Tajikistan, Turkmenistan and Uzbekistan);

e Subregional office for South and South-West Asia (Afghanistan,
Bangladesh, Bhutan, India, the Islamic Republic of Iran, Maldives,
Nepal, Pakistan, Sri Lanka and Turkey); and

o Liaison office for South-East Asia (Brunei Darussalam, Cambodia,
Indonesia, Lao People’s Democratic Republic, Malaysia, Myanmar,
Philippines, Singapore, Thailand, Timor-Leste and Viet Nam).

36. In December 2008 and effective 1 July 2009, the General Assembly
authorized the establishment of posts, as well as non-post resources, for
ESCAP’s newly-proposed four subregional offices and strengthening of the
existing office for the Pacific (A/RES/63/260). ESCAP’s four new subregional
offices are proposed to be located as follows:

e Subregional Office for East and North-East Asia: Incheon, Republic
of Korea (scheduled for opening in March 2010);

o SPECA office for North and Central Asia: Almaty, Kazakhstan;

e Subregional Office for South and South-West Asia: New Delhi,
India; and

e Liaison Office for South-East Asia: ESCAP Headquarters in
Bangkok, Thailand.

At the time of audit, host country agreements were being negotiated for the
subregional offices in New Delhi and Almaty.

Recommendation 4

(@) The ESCAP Management should revise
ST/SGB/2005/11 to reflect organizational changes
that have occurred pursuant to the implementation
of the Commission’s resolution 64/1 on restructuring
the conference structure and the General Assembly’s
resolution 63/260 on the establishment of ESCAP
subregional offices.
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37. The ESCAP Management accepted recommendation 4 and agreed to
implement it by 30 June 2010 stating that the revision of ST/SGB/2005/11 will be
aligned with efforts to address recommendations 2, 3, 5, 7, 10, 13, 14, 15, 17 and
18. Recommendation 4 remains open pending receipt of a revised ST/SGB
showing organizational changes that have occurred pursuant to the
implementation of the Commission’s resolution 64/1.

Wide span of management control at the Executive Secretary level

38. The management span of control at the Executive Secretary level is wide,
with 17 individuals reporting to her as first reporting officer and 24 as second
reporting officer. This broad span of control could affect the Executive
Secretary’s ability to provide an effective level of supervision and coaching
required by ESCAP operations and activities.

Recommendation 5

(5) The ESCAP Management should review the
Executive Secretary’s current span of management
control and consider realigning some of the reporting
relationships in the management structure.

39. The ESCAP Management accepted recommendation 5 and agreed to
implement it by 31 December 2010 stating that ESCAP will review the matter of
realigning the reporting relationships and determine the most appropriate
solution. Recommendation 5 remains open pending receipt of evidence that the
current span of the Executive Secretary’s management control and reporting
relationships have been reviewed, and necessary adjustments made.

Continuity of two critical functions is uncertain as the post of one function is
vacant while the incumbent of the other function is temporarily being reassigned

40. The post of the Chief of the Programme Management Division (PMD)
was recently vacated due to the reassignment of the former Chief in December
2009, and the Chief of the Administrative Services Division (ASD) was in the
process of being temporarily reassigned to a subregional office. Potentially,
there is risk of a managerial vacuum in these two critical areas that have the
delegated authority to perform significant functions in the management of
financial, human and physical resources.

41. An Officer-in-Charge has been temporarily appointed at the PMD,
however, the post had not yet been advertised at the time of the audit, and there
was no decision on who would temporarily replace the Chief of ASD. It is
important that there is continuity of leadership in PMD and the ASD as these
divisions are responsible for carrying out significant administration and
programme functions.
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Recommendation 6

(6) The ESCAP Management should take urgent
steps to fill the post of the Chief of Programme
Management Division and to ensure that there is no
leadership vacuum in the Administrative Services
Division.

42. The ESCAP Management accepted recommendation 6 and agreed to
implement it by 30 September 2010 stating that every effort is being made to
address this recommendation in a comprehensive manner. Recommendation 6
remains open pending receipt of evidence on efforts made to fill the post of the
Chief of Programme Management Division and to ensure that there is no
leadership vacuum in the Administrative Services Division.

Conference servicing functions and resources are spread across organizational
units

43. ESCAP’s conference servicing functions and resources are spread across:
(@) ASD’s Conference Services Section and the Conference Management Unit;
(b) the Office of the Executive Secretary where the Secretary of the Commission
resides; and (c) the PMD, which services the ACPR and the intergovernmental
working group on draft resolutions.

44, The 2010-2011 approved budget for the Conference Services Section
amounts to $3,878,400, including resources for 42 authorized posts: 20
professional level (18 professional language and 2 editorial staff), and 22 general
service local level posts. The Section is responsible for providing editorial,
translation, and interpretation services to ESCAP legislative meetings, ministerial
conferences, ACPR meetings and intergovernmental conferences. The work of
the Conference Services Section is closely linked with that of the Department for
General Assembly and Conference Management (DGACM). The Central
Planning and Coordination Service (CPCS) in DGACM provides the interface
between the UN Secretariat in New York and other UN conference facilities, and
manages the agenda of meetings and coordinates the resources and services to be
provided. OIOS found that although the ESCAP Conference Services Section
informally liaises with CPCS on an ad-hoc basis, it does not participate in
DGACM’s overall planning and coordination of conference services. In the
absence of this integration, there is no assurance that ESCAP’s conference
servicing resources are utilized optimally.

45, ASD also has a separate Conference Management Unit (CMU) whose
2010-2011 allotments totaled $1,465,500, with 17 regular budget posts: two at
the professional level and 15 at the general service level. The Unit is responsible
for the provision of administrative and logistical support to meetings in close
collaboration with other sections of ASD. In addition, the CMU also services a
large number of non-ESCAP meetings which it manages as a commercial
activity. On the other hand, the Secretary of the Commission at the P-5 level
residing with the Office of the Executive Secretary, and the PMD provide
substantive servicing of legislative meetings.
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46. The existing internal mechanism for delivering conference services lends
itself to weak governance structure and blurred accountability. Moreover, there is
an anomaly in positioning the conference services function under ASD, which
does not have substantive responsibility for conference servicing. Therefore,
there is a need to group the conference services function into one organizational
unit, and to place it appropriately within ESCAP’s organizational structure. In
the context of the restructuring of conference structure of the Commission under
resolution 64/1, it is important that a conference needs assessment is conducted
to establish a basis for grouping the conference services function. Such an
assessment is necessary to prioritize conferences and reallocate resources in order
to achieve efficiency gains and savings.

Recommendations 7 to 8

@) The ESCAP Management should review the
organizational placement of conference servicing functions
currently spread across executive direction and management
and programme support, and consider reorganizing the
functions into a single organizational unit in order to assign
clear accountability and to achieve efficiency gains; and

(8) The ESCAP Conference Services Section should
share its conference servicing work plan and calendar with
the Central Planning and Coordination Service of the
Department of General Assembly Affairs and Conference
Management in order to ensure that the utilization of global
conference servicing resources is optimized.

47. The ESCAP Management accepted recommendation 7 and agreed to
implement it by 31 December 2010 stating that the review of servicing-related
functions for inter-governmental meetings will take place in the context of the
preparation of the next biennium budget and the revision of ST/SGB/2005/I1.
Recommendation 7 remains open pending receipt of a revised ST/SGB covering
the servicing-related functions for inter-governmental meetings.

48. The ESCAP Management accepted recommendation 8 and agreed to
implement it by 30 June 2010. Recommendation 8 remains open pending
evidence that ESCAP shared its conference servicing work plan and calendar
with DGACM’s Central Planning and Coordination Service.

Strategic_management of information and communications technology (ICT)
function could be strengthened

49. The report of the Secretary-General (A/62/793) provides the ICT strategy
for the United Nations, which serves as the Organization-wide agreement on the
future direction of ICT. The report indicated a set of five cross-cutting strategic
priorities to support the ICT vision: the development of an ICT management
structure, delivery of strategic programmes, enhanced service and performance
management, implementation of global architecture and standards, and
improved financial control and reporting. The report also indicated the
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management of ICT as one of the institutional drivers of ICT, and identified a
need for improved ICT policy, standards and policies organization-wide.

50. Pursuant to this report, the General Assembly’s resolution 63/262
emphasized the need for appropriate ICT security, disaster recovery and business
continuity plans. It also stressed the need to ensure timely and secure
communications and information exchange within and between duty stations, as
well as to ensure that a robust and fault-tolerant infrastructure is in place to
continue or restart operations in the event of a natural or a man-made disaster or
disruption. Notably, the resolution also emphasized that there is no single
governance model for ICT that can be assumed to be solely appropriate for the
United Nations.

51. To ESCAP’s credit, the information security management system for
service delivery of Local Area Network resources has been certified as compliant
with ISO/IEC security standards 27001:2005. These standards specify the
requirements for establishing, implementing, operating, monitoring, reviewing,
maintaining and improving a documented information security management
system within the context of the organization's overall business risks. They also
specify requirements for the implementation of security controls customized to
the needs of individual organizations or parts thereof. In September 2008,
ESCAP has developed “UNESCAP Information and Communication
Technology Strategy for 2008-2013”, defining the approach that the organization
adopts to leverage ICT resources in an effort to achieve its vision and strategic
objectives. This strategy represented an effort to closely align ESCAP with the
UN Secretariat’s ICT strategy as outlined in the report A/62/793. However,
ESCAP Management has not yet approved this strategy.

52. The knowledge management and ICT Subcommittees of ESCAP’s
Knowledge Management / ICT Committee have been dormant since the end of
2008 and as a result, initiatives for developing an ICT strategy as well as a
strategy for website development and knowledge management have not been
moved forward. Although ESCAP prepared a proposal regarding the connectivity
of subregional offices and regional institutes there was no clear plan for
establishing interconnectivity between ESCAP headquarters, the five regional
institutions and the subregional offices due to high costs. Moreover, ESCAP’s
disaster recovery backup site is located in the same premises, which represents a
critical weakness to ESCAP’s ability to recover in the event of a disaster. Also
importantly, while a draft Business Continuity Plan has been developed by ASD,
it has yet to be operationalized, tested and approved by the Executive Secretary.

Recommendation 9

9 The ESCAP Management should make every
effort to expedite the operationalization and testing
of the draft Business Continuity Plan for approval by
the Executive Secretary, and to strengthen the
strategic management of the information and
communication technology function, including
implementing system interconnectivity with the
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regional institutions and subregional offices, and
disaster recovery capability.

53. The ESCAP Management accepted recommendation 9 and agreed to
implement it by 31 December 2010 stating that the ESCAP Business Continuity
Plan has been completed over the period January-April 2010 with the support of
a specialist consultant. ESCAP further elaborated that this matter has previously
been raised with the Office of Information and Communication Technology
(OICT) which is now focusing on a solution for enterprise applications. A global
solution involving both enterprise disaster recovery and regional disaster
recovery will need to be designed in coordination OICT. In the meantime,
ESCAP’s critical Integrated Management Information System data is sent to
UNHQ for storage on a weekly basis. This temporary solution, though imperfect,
provides ESCAP with some disaster recovery capacity. Recommendation 9
remains open pending receipt of a copy of the approved ESCAP Business
Continuity Plan, and evidence of establishing system connectivity with regional
institutions and subregional offices and developing disaster recovery capability.

The role and reporting line of the United Nations Information Services (UNIS),
library and knowledge management are unclear

54. Prior to changes in ESCAP’s organizational structure, the Chief of
ESCAP Information Services (UNIS) had a direct reporting line to the Executive
Secretary, which provided for an efficient line of communication. The Library
and web-team were under UNIS, and the knowledge management function
resided in the Office of the Executive Secretary. However, the responsibilities
and reporting lines of the ESCAP Information Services, library and knowledge
management functions are presently unclear.

55. ESCAP’s organigramme (Annex 2) shows the library as part of ESCAP’s
UNIS under the Office of the Executive Secretary. At the same time, the library
is shown within ASD in ESCAP’s 2010-2011 proposed programme budget. De-
facto, the Chief of ESCAP Information Services and head of the library have
separate reporting lines to the Office of the Executive Secretary. In addition, an
External Affairs Officer post was created, through redeployment of an existing
post, in the Office of the Executive Secretary with the primary responsibility for
external affairs with a focus on speech writing. As also reflected in ESCAP’s
2009 Employee Attitude Survey report, Ol1OS found a lack of timely feedback
from ESCAP senior management to requests/proposals seeking clarity in
reporting lines.

Recommendation 10

(10)  The ESCAP Management should clarify the
responsibilities and reporting lines of the United
Nations Information Services, library and knowledge
management functions.

56. The ESCAP Management accepted recommendation 10 and agreed to
implement it by 31 December 2010 stating that the responsibilities and reporting
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lines will be clarified during the exercise to revise ST/SGB/2005/I1.
Recommendation 10 remains open pending receipt of a copy of the revised
ST/SGB that incorporates the responsibilities and reporting lines of UNIS, library
and knowledge management functions.

Absence of a legal function

57. Currently, ESCAP’s organizational structure has no unit dedicated for
legal functions. ESCAP’s $129 million biennial budget for 2010-2011, including
about $30 million of extrabudgetary funding, does not envision resources for the
legal function. No post is authorized in ESCAP’s staffing table for performing
this function.

58. In OlOS’ view, ESCAP requires dedicated resources for the legal
function for the following reasons:

e ESCAP’s annual procurement amounts to $14 million but the
membership of its Local Committee on Contracts has no legal official.

e In total, 51 grant agreements were signed for a total amount of
$4,762,806 in 2008; 41 grant agreements were signed for a total amount
of $2,692,030 in 2009. However, there is no legal official on ESCAP’s
Grants Committee.

e ESCAP administers some 10 host country agreements and is currently
negotiating host country agreements for three new subregional offices.

59. As provided in the proposed programme budget for the biennium 2010-
2011 for Section 8 on Legal Affairs, the overall purpose of the Legal Affairs
programme is to promote better understanding by Member States of and respect
for the principles and norms of international law in order to support the
accomplishment of the objectives of the United Nations. OIOS was informed
that ESCAP obtains legal services from the Office of Legal Affairs (OLA) on ad-
hoc basis and obtains informal legal advice from its staff members who have
legal backgrounds. Although occasional reliance on OLA advice is a risk-
mitigating factor, the absence of a legal function exposes ESCAP to risk. Legal
advice is required in multiple areas, including: procurement and the Local
Committee on Contracts; Local Property Survey Board; Grants Committee;
administration of justice and support to ASD/OES.

Recommendation 11

(11) The ESCAP Management should review its
existing resources and consider allocating dedicated
funding for a legal officer post.

60. The ESCAP Management accepted recommendation 11 and agreed to
implement it by 31 December 2010 stating that the mapping of functions and
posts, particularly in the areas of programme support and executive direction
and management will be reviewed in the context of the preparation of the
proposed programme budget for the biennium 2012-2013 and aligned with the
revision of ST/SGB/2005/11. Recommendation 11 remains open pending receipt
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of the revised ST/SGB and ESCAP’s 2012-2013 proposed programme budget
showing the legal function and related resources.

Delegation of authority

61. Unlike in other regional commissions, the delegation of authority to
ESCAP is granted separately to PMD for the management of trust funds, special
accounts and certifying functions, and to ASD for approving functions. The
current structure, where the delegation of authority under the Financial
Regulations and Rules resides in two separate divisions - ASD and PMD - blurs
accountability and creates the potential for disharmony in exercising the
delegated authority for the certifying and approving functions. The blurred
accountability framework is further exacerbated by the lack of a detailed
organizational structure and reporting lines within PMD.

62. Due to the structure of the authorities delegated to PMD, the Division is
responsible for coordinating ESCAP’s strategic framework and programme plan,
preparing ESCAP’s proposed biennial programme budget, managing technical
cooperation trust funds and special accounts, issuing allotments from technical
cooperation trust funds, managing relations with donors and the ACPR, and
evaluating the programme divisions’ effectiveness. Furthermore, the Division is
also responsible for reallocating regular budget allotments received under
Sections 22, 33 and 35. While the audit found no indication that PMD has
misused any of the authorities granted to it, there is a perception among ESCAP
staff that too much decision-making power is concentrated in PMD. A
transparent budgetary and allotment distribution process for all of ESCAP’s
regular budget and extrabudgetary resources would serve to increase efficiency in
the implementation of the programme of work.

63. OIOS is of the opinion that certifying and approving functions should
reside under the overall responsibility of one authorized official who would hold
the main delegation of authority. This serves to ensure that there are clear lines
of authority and responsibility. The authorized official may of course sub-
delegate the authority as appropriate in compliance with ST/SGB/2005/7 but
ensuring proper separation of duties. The delegation of authority to ECA has
recently been amended in this way and the UN Controller’s Office indicated that
it would be interested in seeing the same model used for other regional
commissions as well.

Recommendation 12

(12)  The Controller should grant the delegation of
authority under the Financial Regulations and Rules
to one authorized ESCAP official, who may further
delegate the authority, but will be held personally
accountable for the overall delegation of authority in
terms of ST/SGB/2005/7 on the designation of staff
members performing significant functions in the
management of financial, human resources and
physical resources.
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64. The Deputy Controller accepted recommendation 12 stating that the
Controller’s Office is reviewing delegation of authority structure to ESCAP. He
further elaborated that the ESCAP model was followed in the Economic
Commission for Africa but it did not work well. The ESCAP Management also
accepted recommendation 12 and stated that ESCAP concurs with the
recommendation, and also agrees that Delegations of Authority should be
consistent with all other regional commissions and offices away from
headquarters. Recommendation 12 remains open pending receipt of the review
results from the Controller’s Office on the delegation of authority structure to the
regional commissions.

65. According to ESCAP’s 2010-2011 organizational structure, PMD is
organized into three organizational units: (a) the Office of the Chief with 4 posts
from both regular budget (RB) and extrabudgetary resources (XB) - (RB: 1 D-1,
1GS; XB: 1 P-3, 1 GS); (b) Programme Planning, Budget and Evaluation with 12
posts — (RB: 1 P-5, 2 P-4, 1 P-3, 1 P-2, 4 GS; XB 1 P-3, 2 GS); and (c) Technical
Cooperation with 12 posts — (RB: 1 P-5, 1 P-4, 1 P-3, 1 P-2, 2 GS; XB: 2 P-4, 1
L-4, 1 P-3, 2 GS). There was no further breakdown of the organizational
structure to indicate staff responsibilities and reporting lines with respect to the
evaluation function. Similarly, the organizational structure for the technical
cooperation function was not broken down to assign responsibility for the
management of trust funds and for the implementation of technical cooperation
projects under the Tsunami Regional Trust Fund. Furthermore, it was not evident
from the organizational structure which of the three organizational units in PMD
was responsible for managing relations with donors and the ACPR.

Recommendation 13

(13) The ESCAP Management should develop a
detailed divisional organizational structure for the
Programme Management Division, where possible
separating distinct functions into organizational units
with clear reporting lines in order to strengthen
accountability and ensure proper segregation of
duties.

66. The ESCAP Management accepted recommendation 13 and agreed to
implement it by 31 December 2010 stating that the existing core functions of
PMD will be re-examined, with the following phased approach: (a) An
assessment of PMD core functions, together with the existing core functions of
ASD and OES, will be carried out (May-June); (b) Based on the above, a
detailed divisional organizational structure for PMD, which is aligned with its
core functions, will be developed in line with the revision of ST/SGB/2005/11;
and (c) A revised organizational structure will be implemented gradually, as it
may have some resource implications, and as such, needs to be considered within
the overall programme budget exercise for 2012-2013. Recommendation 13
remains open pending receipt of the revised ST/SGB describing the PMD’s core
functions and its revised organizational structure.
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Decisions on human resources management overly centralized

67. Delegation of authority on human resources management requires a
distinction between appointment and promotion decisions, and staff
administration.  Currently, all decisions on appointment and promotion of
professional and general service staff, as well as the renewal of contracts,
temporary appointments, and their extension are vested with the Executive
Secretary and the Deputy Executive Secretary (ESCAP/AI/2002/1). OIOS is of
the opinion that the delegation could be better rationalized as follows:

Appointment and promotion decisions
o Decision on appointment and promotion of professional staff through
vacancy management within the delegated authority - Executive
Secretary
e Decision on appointment and promotion of general service staff through
vacancy management - Deputy Executive Secretary

Staff administration
e Renewal of contracts, temporary appointments, and extension of
temporary appointments — Chief of ASD, in coordination with
responsible Division Head and Certifying Officer

Recommendation 14

(14)  The ESCAP Management should exercise the
delegation of authority on human resources
management, distinguishing between appointment
and promotion decisions and staff administration,
and vest: (a) appointment and promotion decisions
through vacancy management within the delegated
authority to the Executive Secretary for professional
staff, and to the Deputy Executive Secretary for
General Service staff; and (b) staff administration
decisions regarding renewal of contracts, temporary
appointments and  extension of temporary
appointments with the Administrative Services
Division, in coordination with the respective
divisional heads and certifying officers.

68. The ESCAP Management accepted recommendation 14 and agreed to
implement it by 31 December 2010 stating that ESCAP agrees in principle with
a segregation of responsibilities and authorities within the overall human
resources functional area, and will hold internal discussions to determine the
most appropriate solution. ESCAP advised that the various options to do so be
left to the discretion of the Executive Secretary bearing in mind her own
priorities and interests, her HR Action Plan and her organizational effectiveness
initiatives. In this regard, ESCAP suggested that the recommendation
concentrate on the decentralization issue while leaving the method and manner
by which this is accomplished to ESCAP senior management. Recommendation
14 remains open pending receipt of a copy of ESCAP internal discussion results
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determining the most appropriate solution on the distribution of human resources
management responsibilities for appointment and promotion decisions and
routine staff administration matters.

Procurement function has a reporting line to a requisitioning office

69. Presently, the procurement function at ESCAP resides with the Central
Support Services Section of ASD. The procurement function has a reporting line
to a requisitioning office, which does not represent a proper segregation of duties.
The Procurement Officer reports to the Chief of Central Support Services Section
which is a requisitioning office for other units such as the Facilities Management
Unit and Travel Unit within the Section. This organizational structure does not
provide for proper segregation of duties in requisitioning and procurement
functions.

Recommendation 15

(15) The ESCAP Administrative Services Division
should establish a modality for the approval of
procurement actions in cases where the Central
Support Services Section is the requisitioning office
in order to provide for proper segregation of duties.

70. The ESCAP Management accepted recommendation 15 and agreed to
implement it by 31 December 2010 stating that ESCAP will review and determine
the most appropriate modality for the approval of procurement cases where
Central Support Services is the requisitioning office. = Recommendation 15
remains open pending receipt of a copy of the review results determining the
most appropriate modality for the approval of procurement cases where Central
Support Services is the requisitioning office.

No mechanism to inform substantive divisions on Section 22 and 35 allotments

71. In addition to regular budget funding from Section 18 - Economic and
Social Development in Asia and the Pacific, as well as extrabudgetary
contributions, ESCAP receives funding from centrally managed funds at UN
headquarters, specifically, regular budget Section 22 - the Regular Programme of
Technical Cooperation and Section 35 - the Development Account. Although the
division chiefs do receive information about the level of resources available for a
year via allotment advices from PMD on Section 18, reportedly, they do not
receive similar information on the level of resources available from the regular
budget Sections 22 and 35. As a consequence, towards the end of the year,
divisions were reportedly urged to apply for funding under these sections in order
to utilize the available resources before the end of the year, creating a pressure to
deliver proposals within tight timeframes. This situation could have been
avoided if complete information on the regular budget resources was made
available to the divisions at the start of the new reporting period.

72. When the audit team followed-up on this information gap on the regular
budget resources available to ESCAP, PMD advised that “In accordance to the
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established procedures on the utilization of funds under section 22, the allotment
issued by OPPBA under section 22 are not sufficient as authority to spend
funds.” PMD also provided description of the process for applying for section 22
funding. In OIOS’ view, it is indeed necessary for the divisions to have
information on the application process readily available; it is also crucial for
programme planning and implementation purposes that information on the level
of resources available for the year from Section 22 and Section 35 be provided to
the divisions early in the reporting period.

Recommendation 16

(16) The ESCAP Programme Management
Division should send to the division chiefs an advice,
for information purposes, about the level of resources
available from regular budget Section 22 - the
Regular Programme of Technical Cooperation and
Section 35 — the Development Account at the time the
respective allotment advice is issued by OPPBA.

73. The ESCAP Management accepted recommendation 16 and stated that
as part of the OEI regular budget and extra budgetary resources mapping
exercise, an overview of ESCAP resource allocations for the biennium 2010-
2011 was prepared, which included the level of resources made available to
ESCAP from Section 22 and Section 35. The information was submitted to the
Senior Management Team, comprising all Division chiefs and staff of the Office
of the Executive Secretary. This information will be provided at the beginning of
each calendar year when the relevant allotment advices are issued by OPPBA
and as required. Based on the action taken by ESCAP, recommendation 16 has
been closed.

C. Programme of work

Subregional offices’ modus operandi and contribution to ESCAP’s substantive
work is unclear

74. ESCAP’s work on subregional activities for development covers five
subregions:

e the Pacific (Australia, Fiji, Kiribati, Marshall Islands, the Federated
States of Micronesia, Nauru, New Zealand, Palau, Papua New Guinea,
Samoa, Solomon Islands, Tonga, Tuvalu and Vanuatu);

e East and North-East Asia (China, Democratic People’s Republic of
Korea, Japan, Mongolia, the Republic of Korea and the Russian
Federation);

e« North and Central Asia (Armenia, Azerbaijan, Georgia, Kazakhstan,
Kyrgyzstan, the Russian Federation, Tajikistan, Turkmenistan and
Uzbekistan);

e South and South-West Asia (Afghanistan, Bangladesh, Bhutan, India, the
Islamic Republic of Iran, Maldives, Nepal, Pakistan, Sri Lanka and
Turkey); and
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e South-East Asia (Brunei Darussalam, Cambodia, Indonesia, Lao
People’s Democratic Republic, Malaysia, Myanmar, the Philippines,
Singapore, Thailand, Timor-Leste and Viet Nam).

75. Subregional offices are to function as an extension of ESCAP to the
geographical subregions. Currently, the subregional office in the Pacific is
operational, and the subregional office in the East and North East Asia located in
the Republic of Korea is scheduled for opening in March 2010. The subregional
office in North and Central Asia will be located in Almaty, Kazakhstan, and
office premises were being developed at the time of the audit. South and South-
West Asia subregional office will be located in New Delhi and ESCAP was in
process of negotiating the host country agreement with India. The South-East
Asia subregional office will be located in ESCAP headquarters. ESCAP held
two expert group meetings in October 2009 to identify priorities for the
subregional offices in India and the Republic of Korea (E/ESCAP/SRO/IGM/1/1
and (E/ESCAP/SRO/IGM/1/2).

76. Responsibility for overall coordination is vested in the Office of the
Executive Secretary. Currently, a principal level officer in ESCAP headquarters
is coordinating the subprogramme activities for development. Substantive
responsibility is vested in the five subregional offices in cooperation with the
concerned divisions at ESCAP headquarters. According to ESCAP’s proposed
programme budget for 2010-2011 (A/64/6(Sect. 18), subprogramme 8:
Subregional activities for development is expected to provide more focused and
in-depth technical assistance to address key development challenges, including
capacity-building activities. The General Assembly’s resolution 63/260
authorized 11 regular budget posts (2 D-1, 4 P-5, 1 P-4, 2 P-3, 11 local level and
1 National Officer) for ESCAP’s subregional activities for development.

77. Although the Executive Secretary has a vision for the subregional
offices’ focus areas, the formal linkage of the subregional offices’ programme of
work with each of ESCAP’s substantive divisions, and modalities for their
management and support have not yet been sufficiently defined. Moreover,
substantive and programme support divisions at ESCAP headquarters cover
activities in the subregions. It is, therefore, feasible to assess the availability of
resources at ESCAP headquarters for possible deployment to regional offices.
ESCAP has not yet made this assessment, which is necessary to prioritize the
utilization of available resources.

Recommendations 17 to 18

(17) The ESCAP Management, in consultation
with the Member States, should develop a clear
strategy for implementing the Executive Secretary’s
vision for the subregional offices, using a matrix
approach to integrating the subregional offices with
the substantive divisions; and

(18) The ESCAP Management should also assess
the appropriateness and viability of deploying post
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resources from ESCAP headquarters to the
subregional offices in order to fully integrate and
operationalize their programme of work.

78. The ESCAP Management accepted recommendation 17 and agreed to
implement by 31 December 2010 stating that a clear strategy for implementing
the Executive Secretary’s vision for the subregional offices will be developed by
Senior Management. The secretariat will continue to ensure that the relevant
subsidiary Committees will have the opportunity to comment on programme
planning and performance, including elements pertaining to the work of the
subregional organizations. Recommendation 17 remains open pending receipt of
a copy of the strategy to implement the Executive Secretary’s vision for the
subregional offices.

79. The ESCAP Management accepted recommendation 18 and agreed to
implement it by 31 December 2010 stating that the secretariat will carry out an
initial assessment of the appropriateness and viability of deploying post
resources from ESCAP headquarters to the subregional offices, based on the
review of mandates, including those arising from the 66th Commission session.
The outcome of the initial assessment will serve as the basis for post
deployments, if any, within the 2012-2013 programme budget exercise.
Recommendation 18 remains open pending receipt of the outcome of the initial
assessment of the appropriateness and viability of deploying post resources from
ESCAP headquarters to the subregional offices.

Regional institutions’ funding is mostly limited to covering operating expenses

80. Regional institutions” source of funding is unstable, as they depend on
host country contributions for covering expenses on institutional support.
Limited voluntary contributions are available for substantive activities which are
allocated through technical cooperation projects - $460,468 for all institutions.
Table 1 shows the breakdown of 2008 expenditures for institutional support and
technical cooperation, and fund balance for each of the five institutions:

81. Technical cooperation expenditures for each of the five institutes
averaged less than $35,000 for 2008. In 2008, APCAEM'’s value of technical
cooperation activities totaled less than $10,000. Therefore, the regional
institutions’ contribution to ESCAP’s substantive activities could be considered
minimal. In order to reinforce the institutions’ activities to generate more funds
and to use the available resources of $460,468, more efforts are required by the
substantive divisions in ESCAP headquarters and the individual institutions.
O] [OK]

Recommendation 19
(19) The ESCAP Management should assess the
impact of the regional institutions’ contribution to

ESCAP’s substantive activities and strengthen the
institutions’  ability to generate  voluntary
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contributions. The institutions should also fully
utilize available technical cooperation resources.

82. The ESCAP Management accepted recommendation 19 and agreed to
implement it by 30 June 2010 stating that the evaluations of APCTT and CAPSA
(ex-CGPRT) were conducted in 2003 and that the other three regional
institutions (APCICT, SIAP and UNAPCAEM) have during the past three years
been subject to either an evaluative review or an evaluation of their
performance. The above evaluations, together with the present OIOS report,
provide a good basis for ESCAP management to assess the overall situation to
address the identified problems and constraints regarding the contribution of
these regional institutions to ESCAP’s work, including fund-raising concerns, in
close consultation with the Member States. Indeed, the ESCAP secretariat has
initiated a process to address this and related issues through the development of
a policy and guidelines for operational collaboration between regional
institutions and Bangkok-based divisions. The policy and guidelines will apply to
all offices away from Bangkok, including the five regional institutions, the
ESCAP Pacific Operations Centre (EPOC), and the three newly established
subregional offices. Recommendation 19 remains open pending receipt of an
assessment of the overall situation to address the identified problems and
constraints regarding the contribution of these regional institutions to ESCAP’s
work, including fund-raising concerns, in close consultation with the Member
States.

D. Programme support

PMD exercised incompatible functions in technical cooperation activities

83. OIOS found that PMD administered two technical cooperation projects
each in 2008 and 2009 totaling $739,900 and $676,246, respectively, from the
Tsunami Trust Fund while also exercising delegated authority for the
management of trust funds. In OIOS’ view, this is not compatible with the
internal control principle calling for the segregation of duties.

Recommendation 20

(20)  The ESCAP Management should transfer the
responsibilities  for implementing technical
cooperation  projects from the Programme
Management Division (PMD) to the relevant
substantive divisions, unless it is imperative that they
should be performed by PMD.

84. The ESCAP Management accepted recommendation 20 and agreed to
implement it by 31 December 2010 stating that ESCAP will review the most
appropriate arrangements for transfer of technical cooperation projects to the
substantive divisions. Recommendation 20 remains open pending receipt of the
review results on the most appropriate arrangements for transfer of technical
cooperation projects to the substantive divisions.
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ESCAP’s Grants Committee membership has limited representation

85. ESCAP’s Grants Committee is comprised of three members, including
one representative each from PMD, ASD and the substantive divisions. The
revised Guidelines and Procedures for Grants dated 20 October 2009 provide for
the certification and approval of grants to recipient organizations. The
procedures contain terms of reference for ESCAP’s Grants Committee, which is
an advisory body to the Chief of PMD. The procedures require that the
Committee Secretary be designated from PMD, and that the Secretary and
alternate Secretary serve as the Committee’s secretariat. The Chief of PMD also
holds the delegated authority from the Controller to approve grant agreements.
The Committee Secretary receives grant award proposals from ESCAP divisions
for entering into agreements with partner institutions. Proposals come in case
files, which include the proposed grant agreement. The fact that the secretariat of
the Committee — a structure responsible for servicing the Committee and keeping
meeting minutes - resides with PMD creates a perception among the Divisions
that extensive control and authority over grant-making process is concentrated
within PMD.

86. The Executive Secretary appoints the members, alternate members and
the Secretary of the Grants Committee who “normally serve terms of one year on
a renewable basis”. However, the Executive Secretary does not formally appoint
a Committee Chairperson although “where necessary, the Committee may decide
to appoint a Chairperson for a specific meeting. In cases where a consensus can
not be reached, the Chairperson shall be the member or alternate member present
at the meeting with the highest seniority in grade.” Appointing a Chairperson for
the term of a given Committee would provide for more structured Committee
meetings.

87. Discussions on increasing the number of Committee members to
improve representation of substantive divisions in the grants review process took
place in 2009, although they have not yet been moved forward. Furthermore, the
procedures do not require Grants Committee members to be at the professional
level, although such a requirement for having more experienced staff on the
Committee would facilitate deeper professional scrutiny in the review process.
Increasing the number of the Committee members would facilitate discussions at
the Grants Committee meetings based on a wider range of viewpoints, thereby
contributing to a more insightful review of grant applications and would also
provide for better representation of the substantive divisions in the Committee.

Recommendation 21

(21) The ESCAP Executive Secretary should
consider appointing the Chairperson of the Grants
Committee and expanding the Committee
membership  with  inclusion of  additional
representation from the substantive divisions.

88. The ESCAP Management accepted recommendation 21 and agreed to
implement it by 31 December 2010 stating that the second part of the

26



recommendation, which was to expand the Grants Committee membership with
inclusion of additional representation from the substantive divisions has been
completed. The 2010 Grants Committee was appointed by the Executive
Secretary on 23 March 2010. Regarding the appointment of a Chairperson for
the Grants Committee, ESCAP recognizes the appropriateness to do so.
Recommendation 21 remains open pending receipt of documentation showing
the appointment of the Chairperson of the 2010 Grants Committee by the
Executive Secretary.

Unclear UN-wide policy and guidelines for grants administration

89. Approved grant proposals ranged from $3,000 (Ministry of Health,
Government of Mongolia) to $2,000,000 (the United Nations Development
Programme - Indonesia) in 2008, and from $5,700 (Statistical Research and
Training Center in the Philippines) to $600,000 (the United Nations Educational,
Scientific and Cultural Organization) in 2009. In total, 51 grant agreements
amounting to $4,762,806 were signed in 2008, and 41 grant agreements
amounting to $2,692,030 were signed in 2009. The recommended grant
agreement format was the same irrespective of the grant amount, and there was
no standard template for the grant budget, which made the review process more
cumbersome and time-consuming. Given the absence of UN-wide policy and
guidelines for grants administration, including any applicable grant amount
thresholds for different levels of approval, much of the grant procedures are left
to the interpretation of the staff members involved in the process.

90. Moreover, the review process for grants funded by Tsunami Trust Fund
was different from the regular grant review process in line with the Trust Fund’s
donor agreements. Prior to being reviewed by the Committee, grant proposals
underwent technical review by an inter-divisional task force, followed by a
review for funding decision by the Advisory Council of Donor Focal Points. The
inter-divisional task force is to be replaced by an inter-agency task force for
2010, and the composition of the new task force is pending the donors’
consideration. Even after the grant proposals have already been approved for
funding by the Advisory Council, budgetary or other issues may be raised again
by the Grants Committee resulting in second-guessing of the Advisory Council’s
review and further delaying the process. ESCAP responded that the Advisory
Council does not go into verifying that proposals approved are executed in line
with the UN policies, regulations and rules but only focuses on the overall use
and objectives of proposals submitted under the Fund.

Recommendations 22 to 23

(22) The  Controller should develop a
comprehensive UN-wide policy and guidelines for
grants administration; and

(23) ESCAP Management should review the
policy for project and grant administration, and
establish interim guidelines for using the grant
modality versus establishing a formal technical
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cooperation project, and defining the approval
process and reporting requirements for each
modality.

91. The Deputy Controller accepted recommendation 22 advising OIOS that
some offices appear not complying with established procedures on grant
administration. Recommendation 22 remains open pending receipt of
comprehensive UN-wide policy and guidelines for grants administration from the
Controller.

92. The ESCAP Management accepted recommendation 23 and agreed to
implement it by 30 June 2010 stating that interim grant guidelines were issued on
23 March 2010. ESCAP will revise them further in light of OIOS
recommendations. Recommendation 23 remains open pending receipt of a copy
of the interim grant guidelines.
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STATUS OF AUDIT RECOMMENDATIONS

ANNEX 1

RSO Recommendation Risk category R'.SK C{ Actions needed to close recommendation Implemenztatlon
no. rating 6] date
1 ESCAP Management should review the | Strategy Medium O | Evidence showing actions ESCAP has | 30 June 2011
comments made by ACPR members taken to address comments made by ACPR
regarding ESCAP’s conference servicing, members.
and where possible incorporate their
suggestions in the activities of the
Organizational Effectiveness Initiative task
forces. The task forces should also
endeavor to improve communications
throughout the decision-making and
management processes.
2 ESCAP Management should develop an | Strategy Medium O | Copy of policy and guidelines for | 31 Dec 2010
action plan to better integrate the work of operational collaboration between regional
regional institutions with the substantive institutions and substantive backstopping
divisions at the operational level, and to divisions.
report on same at the relevant meetings of
the subsidiary Committees to ensure that
the institutions complement ESCAP’S
mandates.
3 ESCAP Management should recommend to | Governance High O | Copy of evidence rationalizing the | 31Jan 2011
the Commission that it further review and governance structure of the regional
rationalize the governance structure of the institutions.
regional institutions in order to revitalize
their activities and provide for their
continued relevance and viability.
4 ESCAP Management should revise | Governance High O | A revised ST/SGB showing organizational | 30 June 2011

ST/SGB/2005/11 to reflect organizational
changes that have occurred pursuant to the
implementation of the Commission’s
resolution 64/1 on restructuring the
conference structure and the General
Assembly’s resolution 63/260 on the
establishment of ESCAP subregional

changes that have occurred pursuant to the
implementation of the Commission’s
resolution 64/1.




REETL Recommendation Risk category R'.Sk C{ Actions needed to close recommendation Implemenztatlon
no. rating 0 date
offices.
5 ESCAP Management should review the | Human Medium O | Evidence that the current span of the | 31 Dec 2010
Executive Secretary’s current span of | Resources Executive Secretary’s management control
management  control and  consider and reporting relationships have been
realigning some of the reporting reviewed, and necessary adjustments made.
relationships in the management structure.
6 ESCAP Management should take urgent | Operational Medium O | Evidence on efforts made to fill the post of | 30 Sep 2010
steps to fill the post of the Chief of the Chief of Programme Management
Programme Management Division and to Division and to ensure that there is no
ensure that there is no leadership vacuum leadership vacuum in the Administrative
in the Administrative Services Division. Services Division.
7 ESCAP Management should review the | Governance Medium O | A revised ST/SGB covering the servicing- | 31 Dec 2010
organizational placement of conference related functions for inter-governmental
servicing functions currently spread across meetings.
executive direction and management and
programme  support, and  consider
reorganizing the functions into a single
organizational unit in order to assign clear
accountability and to achieve efficiency
gains.
8 The ESCAP Conference Services Section | Strategy Medium O | Evidence that ESCAP shared its [ 30 June 2010
should share its conference servicing work conference servicing work plan and
plan and calendar with the Central calendar with DGACM’s Central Planning
Planning and Coordination Service of the and Coordination Service.
Department of General Assembly Affairs
and Conference Management in order to
ensure that the utilization of global
conference  servicing  resources s
optimized.
9 ESCAP Management should make every | Information High O | Copy of the approved ESCAP Business | 31 Dec 2010
effort to expedite the operationalization | Resources Continuity Plan, and evidence of
and testing of the draft Business Continuity establishing system connectivity —with
Plan for approval by the Executive regional institutions and subregional

Secretary, and to strengthen the strategic
management of the information and
communication  technology  function,
including implementing system

offices and developing disaster recovery
capability.




REETL Recommendation Risk category R'.Sk C{ Actions needed to close recommendation Implemenztatlon
no. rating 0 date
interconnectivity ~ with  the  regional
institutions and subregional offices, and
disaster recovery capability.
10 ESCAP Management should clarify the | Strategy Medium O | A copy of the revised ST/SGB that | 31 Dec 2010
responsibilities and reporting lines of the incorporates the  responsibilities and
United Nations Information Services, reporting lines of United Nations
library and knowledge management Information ~ Services, library  and
functions. knowledge management functions.
11 ESCAP Management should review its | Operational Medium O | A revised ST/SGB and ESCAP’s 2012- | 31 Dec 2010
existing resources and consider allocating 2013 proposed programme budget showing
dedicated funding for a legal officer post. the legal function and related resources.
12 The Controller should grant the delegation | Strategy High O | Review results from the Controller’s Office | Not provided
of authority under the Financial on the delegation of authority structure to
Regulations and Rules to one authorized the regional commissions.
ESCAP official, who may further delegate
the authority, but will be held personally
accountable for the overall delegation of
authority in terms of ST/SGB/2005/7 on
the designation of staff members
performing significant functions in the
management of financial, human resources
and physical resources.
13 ESCAP Management should develop a | Governance High O | A revised ST/SGB describing the PMD’s | 31 Dec 2010
detailed divisional organizational structure core  functions and its  revised
for the Programme Management Division, organizational structure.
where possible separating distinct functions
into organizational units with clear
reporting lines in order to strengthen
accountability  and  ensure  proper
segregation of duties
14 ESCAP Management should exercise the | Human Medium O | A copy of ESCAP internal discussion | 31 Dec 2010
delegation of authority on human resources | Resources results determining the most appropriate

management,  distinguishing  between
appointment and promotion decisions and
staff administration, and vest:  (a)

solution on the distribution of human
resources management responsibilities for
the appointment and promotion decisions




Recom.
no.

Recommendation

Risk category

Risk
rating

C/

Actions needed to close recommendation

Implementation
date?

appointment and promotion decisions
through vacancy management within the
delegated authority to the Executive
Secretary for professional staff, and to the
Deputy Executive Secretary for General
Service staff; and (b) staff administration
decisions regarding renewal of contracts,
temporary appointments and extension of
temporary  appointments  with  the
Administrative ~ Services Division, in
coordination with the respective divisional
heads and certifying officers.

and routine staff administration matters.

15

The ESCAP Administrative Services
Division should establish a modality for the
approval of procurement actions in cases
where the Central Support Services Section
is the requisitioning office in order to
provide for proper segregation of duties.

Compliance

Medium

Review results determining the most
appropriate modality for the approval of
procurement cases where Central Support
Services is the requisitioning office.

31 Dec 2010

16

The ESCAP Programme Management
Division should send to the division chiefs
an advice, for information purposes, about
the level of resources available from
regular budget Section 22 - the Regular
Programme of Technical Cooperation and
Section 35 — the Development Account at
the time the respective allotment advice is
issued by OPPBA.

Strategy

Medium

Action completed

Implemented

17

ESCAP Management, in consultation with
the Member States, should develop a clear
strategy for implementing the Executive
Secretary’s vision for the subregional
offices, using a matrix approach to
integrating the subregional offices with the
substantive divisions.

Strategy

High

A copy of the strategy to implement the
Executive Secretary’s vision for the
subregional offices.

31 Dec 2010

18

ESCAP Management should also assess
the appropriateness and viability of
deploying post resources from ESCAP

Strategy

High

Outcome of the initial assessment of the
appropriateness and viability of deploying
post resources from ESCAP headquarters

31 Dec 2010




REETL Recommendation Risk category R'.Sk C{ Actions needed to close recommendation Implemenztatlon
no. rating 0 date
headquarters to the subregional offices in to the subregional offices.
order to fully integrate and operationalize
their programme of work.
19 ESCAP Management should assess the | Strategy Medium O | An assessment of the overall situation to | 30 June 2010
impact of the regional institutions’ address the identified problems and
contribution to ESCAP’s substantive constraints regarding the contribution of
activities and strengthen the institutions’ these regional institutions to ESCAP’s
ability to generate voluntary contributions. work, including fund-raising concerns, in
The institutions should also fully utilize close consultation with the Member States.
available technical cooperation resources.
20 ESCAP Management should transfer the | Strategy Medium O | Review results on the most appropriate | 31 Dec 2010
responsibilities for implementing technical arrangements for transfer of technical
cooperation projects from the Programme cooperation projects to the substantive
Management Division (PMD) to the divisions.
relevant substantive divisions, unless it is
imperative that they should be performed
by PMD.
21 The ESCAP Executive Secretary should | Strategy Medium O | A copy of evidence appointing the | 31 Dec 2010
consider appointing the Chairperson of the Chairperson of the 2010 Grants Committee
Grants Committee and expanding the by the Executive Secretary.
Committee membership with inclusion of
additional  representation  from  the
substantive divisions.
22 The Controller should develop a | Operational Medium O | A comprehensive UN-wide policy and | Not provided
comprehensive  UN-wide policy and guidelines for grants administration from
guidelines for grants administration. the Controller.
23 ESCAP Management should review the | Operational Medium O | A copy of the interim grant guidelines from | 30 June 2011

policy for project and grant administration,
and establish interim guidelines for using
the grant modality versus establishing a
formal technical cooperation project, and
defining the approval process and reporting
requirements for each modality.

ESCAP

1. C =closed, O = open
2. Date provided by ESCAP in response to recommendations.
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ANNEX 3
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