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IN 2007, the Independent External Evaluation (IEE) stated that FAO was needed as
much as when it was established in 1945, but it should be renewed to meet emerging
21" Century challenges.

The FAO reform that we have successfully brought to an anticipated conclusion fulfills one
of the five pillars that I said would orient my work as Director-General.

This booklet reviews this process and its results, complementing the Final Management
Report on Immediate Plan of Action Implementation and the FAO Reform Process.

I want to thank all those that have been involved in this effort, especially FAO Members
that have led this process, the teams involved in the preparations of the reports, and FAO
staff for their professionalism and hard work in implementing the IPA programme.

In particular, I want to thank Mohammad Saeid Noori Naeini for the role he played first as
Independent Chairperson of FAO Council (2006-2009), and Chairperson of the CoC-IEE*
(2007-2009), and most recently as my special adviser since January 2012.

The FAO reform was a necessary first step to making the Organization relevant again. With
the transformational changes that I started in 2012 we are now taking this further.

In the spirit of the IEE, we are improving the way we work, tackling issues in a crosscutting
manner, and constantly identifying and adopting ways to deliver best value for money.

These changes are no longer stand-alone projects. They represent a new mindset, a change
in culture that is being mainstreamed into the Organization.

And as a knowledge institution, I affirm to you that FAO will not stop transforming itself
in order to respond to different challenges, adapt to new situations, and that FAO will never
stop learning.

These, I believe, are essential conditions for FAO to continue to make a significant
contribution to a hunger-free and sustainable world.

José Graziano da Silva

FAO Director-General

1 Conference Committee on Follow-up to the Independent External Evaluation



AT ITS 127™ SESSION in November 2004, the FAO Council agreed to launch an Independent
External Evaluation (IEE) to strengthen and improve FAO.

This was not only the first evaluation of the Organization as a whole in the history of FAO, but it
was also the largest and most ambitious evaluation ever attempted of a global intergovernmental
organization to date.

The terms of reference instructed the evaluation... to chart the way forward, to better meet the
challenges of the future in an evolving global environment, including newly emerging needs of
member countries, and to position FAO, based on its strengths and comparative advantages ... to
help to strengthen the sense of unity and purpose among the membership of the Organization, and
to make FAO fit for the twenty-first century and the challenges ahead.

The FAO Conference in November 2005 agreed to initiate the evaluation and established a
Council Committee for the Independent Evaluation of FAO (CC-IEE).

The terms of reference for the IEE were comprehensive, dividing evaluation work into four
main areas:

e Technical Work;
¢ Management, Administration and Organization;
e Governance; and
® FAO’s Role in the Multilateral System.
The IEE team presented its final report in September 2007.

The report’s principal conclusion was stated in three words: “reform with growth”. FAO required
substantive reforms as well as additional resources, and these needed to move hand-in-hand -
neither would be possible without the other.

The IEE was convinced that the world needed FAO and that if the recommendations made
in their report were achieved, FAO would be “fit for this century” and would have set a new
standard of excellence in multilateral organizations.

The IEE recommended an Immediate Action Plan focused on four areas: rekindling an FAO
vision; investing in governance; institutional culture change and reform of administrative and
management systems; and restructuring for effectiveness and efficiency in both headquarters
and the field.
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The Immediate Plan of Action

The FAO Conference in November 2007 unanimously welcomed the IEE report and established
a Conference Committee for the Follow-up to the Independent External Evaluation of FAO (CoC-
IEE) to be chaired by the Independent Chairperson of Council, and open to full participation by
all Members.

The CoC-IEE was charged to review the IEE report and its recommendations and develop
an Immediate Plan of Action (IPA) for their implementation. The Extraordinary Session
of Conference in November 2008 unanimously approved the IPA which contained a set of
236 defined actions for implementation.

Its actions covered three main areas: Priorities and Programmes of the Organization (eight
actions); Governance Reform (101 actions); and Reform of Systems, Programming and
Budgeting, Culture Change and Organizational Restructuring (118 actions).

A Root and Branch review of FAO administrative functions was undertaken by an external
agency, and its final report was produced in April 2009. Its recommendations were incorporated
into the IPA programme in 2009, creating an Integrated IPA Programme of 2774 actions.

Reporting progress to members on 274 different

IPA actions represented a considerable challenge for FAOQ reform themes

management and the reform was divided into six themes

for the purpose of clear reporting to Members: R —

Functioning
as one

>

¢ Transform FAO into an Organization that manages
for results

¢ Changes to Human Resources policies and practices
to enable managing for results

® “Functioning as one” for improved delivery. This
included improved teamwork and collaboration
between headquarters and decentralized offices,
between Members and Management, and between
FAO and its partners.

Managing for result;

Culture change

¢ Improved efficiency and effectiveness of FAO'’s
administration, in particular to address issues
highlighted by the Root and Branch review.

¢ Reform of organizational culture following from the IEE’s observation that FAO had
a “heavy bureaucracy that creates and reinforces a rigid, risk averse and centralized
organizational culture, with weak horizontal communication’.

¢ Fundamental changes to FAO governance, recognized by the IEE as vital for overall reform
of the Organization.

These six themes provided a framework within which FAO Management organized the
274 actions and reported progress to member countries.

In addressing individual actions, Management adopted a “quick win” approach in 2009 to address
the easiest and least complex actions. By December 2009, 118 IPA actions had been completed.
Following this approach, a total of 218 IPA actions were completed by December 2011. This left
56 actions — including the most complex changes — to be completed from 2012 onwards.



Acceleration, closure and mainstreaming

In January 2012, the Director-General José Graziano da Silva acted upon the commitment made

during his campaign to bring the FAO reform to a successful and anticipated completion. In

addition, the new Director-General shifted the focus of the reform process to realization of its

benefits and mainstreaming the reform into the work of the Organization.

During the course of 2012, Management addressed the challenging components of the IPA and
reform process, and by December 2012, 92% (252) IPA actions had been completed. Of the

22 open actions, only 7 had substantial activity remaining.

In April 2013, the FAO Council reviewed the Final
Management Report on IPA implementation and the
FAO reform process

It considered that funds made available for the purpose
of IPA implementation had been spent effectively and
efficiently.

It expressed appreciation for the many actions
successfully implemented and recognized the benefits
associated with IPA implementation, especially

the impact on culture change. It looked forward to
continued internalization and mainstreaming of
these benefits and adoption of a culture of continuous
improvement.

The Final Management Report on Immediate Plan of
Action Implementation and the FAO Reform Process
presented for endorsement to the 38th FAO Conference
outlined the incorporation of the remaining IPA actions
into the regular work of the Organization, as well as
details the timing, responsibilities and reporting.

The net budget for IPA implementation in the period

IPA financials 2009 - 2013
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2009 — 2013 from voluntary and assessed contributions was of USD 91.09 million.

This represents a major investment by FAO members in reform of the Organization. As noted
by the then FAO Director-General Elect in his speech to the 143rd Session of the FAO Council in
December 2011, this amount was three times larger than the

cash-for-work component of the FAO response to the famine

situation in Somalia.

The impact of this investment is seen in the resulting
benefits, following the approach introduced in 2012. More
than 300 individual benefits identified as resulting from
FAO reform are described in full in the Annex to The
Final Management Report on Immediate Plan of Action
Implementation and the FAO Reform Process.

In this booklet it is not possible to cover these in detail, but

the graphics on the following pages highlight examples of
benefits.

Benefits can best be understood by a comparison of the
“before” and “after” situation. The graphics illustrate
examples of the “before” situation in terms of statements

made by the IEE at the time of the review and what the IPA

instructed should be undertaken. The “after” situation is

described in terms of the achievements that were made, and

the associated benefits.

IPA Benefits Framework

Develop strategic objectives to
maximize FAO's impact based on
global trends, external challenges and
Country and Regional priorities.
Develop supporting plans that exploit
FAQ’s comparative advantages

and make best use

of its resources.

Provide complete and transparent
information on FAO's performance to
support management and Governing

Bodies in their oversight and direction
roles.

Planning
— Strategic thinking
- Prioritized
planning

Improve delivery
of the FAO mandate by
optimizing the management
and use of its assets - its workforce ,

its worldwide coverage, its partners, its
knowledge base, its administrative support
services, and maximizing returns

from its finances.

Create an authoritative voice

on behalf of the Hungry with a
strengthened, streamlined and effective
governance based on accountability,
transparency and trust.



Starting point - IEE

..for all practical purposes FAO does not
have a Strategic Framework and basis
for the Medium Term Plan, and the
question “where is FAO going” lacks a
clear answer

..the system remains essentially
dysfunctional, and the architecture for
determining the Organization’s direction
and the means to arrive at its goals is
incomplete, burdensome, costly,
disconnected and poorly governed

Achievements
2012 - New Strategic Objectives
developed from global trends, main
challenges and FAO's comparative
advantages in a holistic process with
participation of staff, management,
members and external partners. Core
functions revised and functional
objectives revisited.

IPA
FAO should decide the Vision and Global
Goals of FAO, decide Strategic and
Functional Objectives and Core Functions,
adopt the format for presentation of
Strategic Objectives and Organizational
results, and develop and adopt the
Strategic Framework, MTP and PWB
applying the new model.

Benefits
Process for developing strategic direction
of FAO within the context of evolving
global trends and main challenges.
Cross-cutting strategic objectives
formulated by bottom-up regional and
country level priorities and top-down
technical and normative capacity. FAO's

basic attributes, revised core functions, and

comparative advantages. Focusing the
efforts of FAO in a truly results-oriented
manner.

Starting point - IEE
..the overall monitoring and evaluation
system suffers from major weaknesses and
does not function as a coherent whole.
..FAO’s strategy should set the
performance and results targets to which
the ization will be held acc

..a performance appraisal system be
quickly introduced as this is central to the
success of Results Based Management

Achievements

.. Evaluation function established as a

separate office and its budget increased; ..
work of the Office of the Inspector General
extended to cover all major organizational

risk areas

.full introduction of PEMS, linking staff
performance to organizational objectives.
..end of biennium assessment providing
a comprehensive assessment of
achievements against unit and
organizational results

IPA
..establish a results based framework
within which FAO can monitor the results
it achieves against its Strategic Objectives
..undertake a comprehensive enterprise
risk management study

..introduce a results based reporting
system

.. Establish the Evaluation function as a
separate office

Benefits
.improved availability of financial and
ional ir ion and imp
presentation of monitoring information
through reports and dashboards
.. FAO better able to demonstrate and
report on its performance - leading to:
.improved management and increased
member confidence

Starting point - IEE
..FAO has a serious governance problem,
and its governance system is not well

equipped to discharge its functions

..recommended measures to rebuild trust,
define the roles of governance and
management and increase the
effectiveness of FAOs work in global policy,
coherence, treaties and agreements.

Achievements
..enhanced role of Regional Conferences
and Technical committees

..opening up of Finance, Programme
Committees and CCLM to observers;
.informal quarterly briefings with
management to debate key issues
..development of Governing Body Multi
Year Programmes of Work

IPA

..recommendations relating to all aspects
of governance including:

Governance priorities;

changes to all Governing Body organs of
the Organization;

facilitation role of Independent
Chairperson of Council

nmeasures to improve the effectiveness of
FAO governance

Benefits
..greater policy coherence on global food
and agriculture situation

..an enhanced trust, unity of purpose and
continuity in the relationships between
members and between members and
management

.. Regional Conferences and Technical
Committees more effective at setting
objectives and supporting FAO in
achieving its intended outcomes

y

Starting point - IEE
..recommended a radical change in the
institutional structure, business model and
decision making processes to provide a
more efficient and effective link to
countries and regions

.. FAO’ s financial, human resources, and
general administration effective in
ensuring the application of systems,
rules, regulations and procedures, but
this was being achieved by a very heavy
and expensive bureaucracy

Achievements
.Internal Vision, local change teams

.. young professionals scheme, increased
staff rotation

.lead role of Regional Offices
consolidated, TCP decentralized,
increased delegations of authority,
improved telecommunications
infrastructure and GRMS system deployed
to all Country Offices providing a single
corporate system across all locations and a
basis for IPSAS compliance and reporting

IPA

..establish a culture change team to
develop and help implement an Internal
Vision of the enabling environment

.. introduce a staff appraisal system, young
professionals, staff rotation policy, and
increase staff training

..change reporting lines of FAORs, further
delegate authority, decentralize the TCP,
and improve telecommunications
infrastructure to Decentralized Offices
..undertake a “root and branch” review of
administration

Benefits

..enabled working environment closely
aligned to the Strategic Objectives

..better understanding by staff of their
contribution to the Organizational goals

..enhanced delivery capability of
decentralized offices..

.significant financial savings in excess of
USD 15 million across the period of the
reform

In particular, the Medium Term Plan 2014-17 and the Programme of Work and Budget 2014-15
follow the spirit of the IEE. It is based on a Strategic Framework reviewed within the evolving

global context, and proposes a results-based programme of work with crosscutting strategic

objectives and tangible results to be achieved.



I do believe that the most
valuable outcome of the FAO
renewal process is the trust

created as a result of two years
of continuous sincere and frank
dialogue among representatives
of FAO member states (CoC-
IEE), however this trust is still
in its infancy and needs to be
transformed in to a new culture
through continued dialogue
and transparency.

Mohammad Saeid Noori Naeini
Independent Chairperson of FAO Council
(2006-2009), Chairperson CoC-IEE (2007-2009),
Special advisor to the FAO Director-General
(2012-2013)

The FAO Reform was necessary
for the organization to be able
to occupy its rightful position

in the 21st Century, more so

the process enhanced member
nations common vision, trust and
dedicated ownership of FAQO.

Wilfred Ngirwa

2007 — 2011 Vice-Chairperson of the Committee
on Follow-up to the Independent External
Evaluation (CoC-IEE)

As Vice-Chair I considered that
the FAO Reforms could serve

as an inspiring example for

the whole UN that changes in
worldwide organisations can be
done. In a process of intensive
deliberations Representatives of

192 Member States in Rome were
able to build trust and consensus

aiming at culture change, more
efficiency and effectiveness and
better governance to get FAO
fit for the challenges of the 21st
century. So, who is next?

Agnes van Ardenne-van der Hoeven
2007 — 2011 Vice-Chairperson of the Committee
on Follow-up to the Independent External
Evaluation (CoC-IEE)



Looking forward

The reform process has brought to light a number of valuable lessons to be
considered in the future of FAO.

We have learnt that effective direction setting and long-term strategies are best

agreed upon by participatory discussion, based on sincere and open dialogue.

We have learnt the value of flexibility and that in an organization with over
190 Members, finding “one size fits all” solutions to problems is not possible,
because the best solution to a problem in one location or in one stage of

development might be a straightjacket in another setting.

We have learnt that the best solution is often to be found by choosing the best
available alternative for each particular case and that flexibility at all levels of

priority setting, planning and implementation is a key factor of success.

We have seen the great contribution of Member State Representatives in
building a better FAO.

We have learnt the importance of differentiating between leadership and
management, with Governing Bodies providing clear direction at a macro level
to be then implemented by the Director-General, who is accountable to the

Governing Bodies.

However, we also know that this is just a first step into making FAO relevant

again, and that our achievements are still in its infancy.

We need to nurture them and make them an integral part of our Organization

so that they can bear all their fruits.

Transformational change is doing just that by institutional strengthening of
the Organization at Headquarters and the field, so that FAO truly becomes a
knowledge Organization with its feet on the ground; by constantly pursuing
greater efficiency and best value for money; and by sharpening the focus of its
work around a small set of crosscutting objectives that clearly show what the
Organization expects to achieve and how it will do that, making the best use
of its comparative advantages and core functions and working with partners

within and outside of the UN System.

This transformational change is made possible by the renewed trust among
Members and Secretariat and it helps to strengthen this trust. This is allowing
the Organization to take a bold agenda forward, an agenda that seeks the

eradication of hunger, food insecurity and malnutrition.




	1
	2
	3
	4
	5
	6
	7
	back
	FAO Reform - Looking forward-EN_print
	FAO Reform - Looking forward-ES-print
	FAO Reform - Looking forward-FR_print



