Co-Chairs’ Aide Mémoire First Meeting of CoC-IEE Working Group II (WG II) 

Tuesday 15 January 2008 – Natalie Feistritzer and Lamya Al Saqqaf Co-Chairs WG II 

Task of the Working Group (WG II) 


1) The WG noted that it was required to complete its work for consideration by the Conference Committee for IEE Follow-up (CoC-IEE) in June 2008 but that further considerations could be fed into the Committee in July.

Schedule of Work and Deliverables for WG II 


2) The WG systematically examined the proposed schedule of work and deliverables as attached in Annex 1 and exchanged preliminary views on the recommendations of the IEE. In approving this work-plan for consideration by the CoC-IEE the WG noted that given the nature of its work considerable flexibility would be required in the light of its own negotiation on major governance issues and the need to coordinate with other WGs on shared issues.  It was also noted that while the IEE had made an in-depth analysis, members would also be bringing additional ideas and experiences to the table. 


3) Members considered that they needed a better understanding of what the IEE had intended in practical terms when it proposed that FAO secretariat and Governing Bodies should play a stronger role in Global Governance. At the request of the Co-Chairs of WG II and the Chair and Vice Chair of Working Group I, through the CoC-IEE secretariat and the Director-General’s Representative, the Evaluation Service was asked to provide a briefing and facilitate a question and answer session for both WGs on Global Governance and the issues the IEE had intended to address. The next meeting of the Working Group at the end of January will thus first of all have an informal briefing together with Working Group I to clarify thinking on FAO’s global governance function and the role of the Governing Bodies in this.
  
4) Working Group II will then continue in a discussion to explore Member’s thinking on the roles of the Conference and Council with respect to global governance and the internal executive function of exercising governance oversight on the FAO secretariat. A number of Members felt the need to first of all clarify Members’ views on this, as many of the other recommendations of the IEE were dependent upon this question.
  

5) Subject to these caveats which could have significant implications, the Working Group approved the schedule of work and deliverables as attached in Annex 1. 


Modalities for Joint Work with other WGs 

6) The WG agreed that such modalities would need to be developed flexibly and could vary with the issue. Sometimes a joint meeting would be appropriate; sometimes it could require a task force; and sometimes one WG would develop its ideas first and then bring them to the other WGs concerned. The Bureau had a role to play in ensuring this coordination.

Preliminary Conclusions on IEE Main Messages and Recommendations 


7) IEE Message 9: Increased emphasis on global governance for Food and Agriculture FAO must strengthen its global governance role, as a convener, a facilitator and a source of reference for global policy coherence and in the development of global codes, conventions and agreements. The Organization’s strategic objective must be to rebuild an authoritative and effective voice on behalf of rural people, the hungry and all those who can benefit from agriculture playing its role in the economy, including consumers. (Issue shared with WG I).

8) Members agreed that FAO clearly had an important global governance role but the priority to be given to this and the areas of emphasis within it was the subject of Working Group I. It was noted that there was an ongoing evaluation of FAO’s Work in Developing International Policy and Regulatory Instruments. The briefing and discussion with WG I discussed above (para. 3) would assist both WG II and I in moving forward. 


9) IEE Recommendation 4.2: Trust can only be restored in the Organization through the progressive and successful achievement of a series of confidence-building measures. In order to accomplish this, the various parts of the governance structure need to work together. Trust is a goal in itself, but also a basis to facilitate progress in the process of reform envisaged by the IEE.  

10) There was not consensus on the extent to which there is a lack of trust among the Membership or between sections of the Membership and the secretariat. It was agreed that the achievement of trust is not a goal in itself but a means to the end of achieving more effective services from FAO to its membership. This notwithstanding, it was agreed that there was always the potential for improvement in shared understanding of issues, positions and needs and that a key tool in this was strengthened communication. This was a wide ranging issue but the Director-General and Secretariat should undoubtedly be encouraged to continue their efforts to reach out to the Membership through seminars and the types of consultative groups employed for emergencies and for major evaluations (IEE recommendation 4.2).  More informal discussion immediately prior to and after Governing Body meetings, including those of the Programme and Finance Committees was desirable (early information to the membership at large on the outcomes of the regional conferences was a particular lacuna). This should not however follow a rigid formula. It depended upon the issues. The Independent Chairperson of the Council could play a proactive role in this regard as could the Chairs of the various bodies such as the Programme and Finance Committees. It was however premature to conclude on any further institutionalisation of an increased role for the Independent Chairperson of the Council, as the issue had not been explored by the Working Group.

11) IEE Recommendation 4.3: The respective functions of governance and management should be more clearly specified in the Basic Texts: The Working Group agreed that their needed to be clarity on the respective roles of Management and the Governing Bodies, but it was premature to discuss the roles and functions in detail and thus was not clear whether any Basic Text changes would be required.    
12) IEE Recommendation 7.3: The Conference should meet in May or June to set the budget level, so that the detailed programme of work can then be subsequently established.  Several members spoke in favour of moving the date of the Conference in order to facilitate orderly and realistic programming and budgeting and adequate oversight by the governing Bodies. It was agreed that the issues of the Strategy setting, programming and budget processes and the roles of the Governing bodies in this related to the work of all groups. Management was thus asked to provide briefing, including on the experience of other Organizations (it was noted that the IEE had made a particular comparison with WHO).  Subsequent to the meeting, in view of the requests also from WG I, it was decided to provide a briefing and the opportunity for questions and answers at the conclusion of the second meeting of the CoC-IEE (23 January). 

13) IEE Recommendation 4.13 Regional Conferences: Members agreed that regional conferences had not been fulfilling their potential and that they could play a strengthened role in FAO Governance. This role was not necessarily the same for all regions. The opportunity of the forthcoming regional conference meetings could be utilised to obtain feed-back to the Working Group on the views of the regional conferences themselves.
Meeting Schedule
14) Subject to coordination of overall meeting schedules by the Bureau, it was decided by the Co-Chairs that the Working Group would meet on 28th January (beginning with a briefing together with WG I) and the 8th February to continue its work. 

Annex I: IEE – Reccomendations Summary and Proposed Indicatice Work-Plan
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Introduction

1) The summary below is intended to provide both a basis for discussion by the Working Group of the Issues and an indicative workplan. It brings together all the recommendations and summaries of findings of the IEE in the purview of Working Group II. All quotes are referenced to the IEE report and management response to facilitate Members’ work. 
2) The “Management Response in Principle” is provided where there was a difference of view with the IEE or a difference of nuance.  Management did not comment extensively on Governance proposals and the response has not been included where, as was very often the case, it agreed with or reinforced the IEE findings and recommendations, or described steps already underway by the Organization.    
3) A number of areas concerning FAO’s role in Global Governance, which includes policy coherence, and treaties conventions and agreements fall in the joint purview of Working Groups II and I (FAO Vision and Programme Priorites). These areas have been identified for joint consideration.
4) The overall approach to timing has been driven by the need for the Working Group to produce its overall draft report in June allowing the CoC-IEE to concentrate on the draft strategic Framework and Medium-Term Plan in July. The Working Group would thus give early guidance on: 
a) Elements necessary within its purview for a preliminary draft Strategic Framework and elements of a Medium-Term Plan. Fundamental first steps for work on the Strategic Framework have thus been timetabled for January such as general agreement on FAO’s role in Global Governance for food and agriculture.  
b) Those areas where proposals for changes in the Basic Texts would be important for the 2008 Special Session of the Conference are also deadlined for early decision in principle. Particularly important is the change in the date of the Conference for 2009.
c) Joint work with other working groups, particularly Working Group I which has been envisaged mainly in March-April.
For much of the work, conclusions in principle would be completed in February and overall conclusions in April allowing work on Basic Text changes to be undertaken for consideration at the 2009 Conference.

5) The groupings of the recommendations in the paper has been dictated by subject matter, sequencing in discussion by the Working Group and identification of work which will need to be handled jointly with other groups. 

6) In addition to this paper a list of actions and deliverables by month is being developed for the assistance of the Working Group.
7) In a few cases recommendations have been marked as of Medium Priority, where it is clear that the step would be less fundamental to delivery of coherent overall change. It has not in general been possible to say that it is more important to decide one issue than another, as they are totally interlinked. 
Context – Main IEE messages and recommendations
8) (IEE para 9) Message 2: The largest contributing factor to FAO’s crisis is the low levels of trust and mutual understanding between Member Nations themselves and between some Member Nations and the Secretariat. Many senior government officials interviewed by the IEE claimed that levels of mutual trust are lower in FAO than in most other United Nations organizations. Whether or not this comparison is true, it is clear that the low levels of trust and mutual understanding that currently prevail in FAO Governing Bodies undermine the capacity to hold real dialogue and to reach decisions.
9) (IEE para 14) Message 4: The world needs FAO to fulfil the potential it has to contribute to the 21st century, but that potential will result only if a new political consensus is reached, based on renewed trust and mutual respect. FAO has many of the core elements required for a solid base to project itself successfully on the world stage. The ongoing wider UN reforms offer the opportunity, incentive and momentum that FAO needs to seize as it embarks on an institutional renewal that builds on its strengths and comparative advantages. However, this cannot be constructed from the old approaches. A transformation is required. This can only succeed if a new political consensus is reached amongst the membership, predicated on renewed trust and mutual respect. It is a precondition for successfully establishing the new outcome-oriented and client-focused mechanisms, instruments and culture required for FAO to meet the challenges of the 21st century. 
10) (IEE para 29) Message 10: FAO’s governance is weak and is failing the Organization. FAO governance has not ensured an adequate corporate strategy with realistic priorities, has not assured that means are aligned with ends and has not been measuring the Secretariat’s performance against agreed goals. The division of functions and responsibilities between Governing Bodies and management has become blurred. For those countries not able to procure their own independent advice, the lack of opportunity for such advice to the Governing Bodies on major matters can also be a disadvantage.
11) (IEE para 737)  Governance is central to a strengthened FAO if it is to meet the expectations of its Members. The Governing Bodies, working together with management, will need to develop a long-term strategic vision for the Organization and act flexibly and responsively to meet the growing challenges in FAO’s areas of mandate. Without a substantive improvement in governance the remainder of the recommendations in this evaluation will be at best sub-optimal in charting “the way forward, to better meet the challenges of the future in an evolving global environment”, as called for by the IEE terms of reference.

12) (IEE para 739) Recommendation 4.1 c): The IEE thus recommends that after six years, there should be a comprehensive review of progress on governance reforms and their effectiveness, including the possibility of initiating a further round of reforms grounded at that point in a much improved climate of trust. These measures could include, inter alia, the consideration of replacing the Council with an Executive Board open to official observers that could also absorb the functions of the Programme and Finance Committees.

Change in the Date of the Conference – Important for All Working Groups

	Recommendations
	Relative impor-tance for Decision
	Working Group Specific Actions and Deliverables
	Timing of WG Deliverables to CoC-IEE (2008)

	13) Strategy and PWB (IEE para 1206) Recommendation 7.3: The Conference should meet in May or June to set the budget level, so that the detailed programme of work can then be subsequently established. Prior to the Conference, the Council should endorse a general programme direction and agree, with some degree of political realism, on an indicative but reasonably reliable biennial budget level. The Secretariat (not necessarily the Director-General) will then need to be proactive in informally talking with key Governing Body Members to build consensus on this programme. (IEE para 1207)  This will require changing the date of the Conference to May or June, so that the executable PWB can be drawn up thereafter. It will also enable the Secretariat to streamline the programme and budget process along the lines of the WHO model and clarify programme and budget documents, eliminating elements which cause misunderstandings, such as the presentation of the lapse factor.
	
	Conclusion on change of date of Conference to May/June early to allow changes in Basic Texts for 2008 Special Conference
	February


Governance Recommendations Considered Exclusively by Working Group II
	Recommendations
	Relative impor-tance for Decision
	Working Group Specific Actions and Deliverables
	Timing of WG Deliverables to CoC-IEE (2008)

	14)  Draft text for Immediate Action Plan on Governance Reform  
	High
	Text
	June

	15) (IEE para 744) Recommendation 4.2: Trust can only be restored in the Organization through the progressive and successful achievement of a series of confidence-building measures. In order to accomplish this, the various parts of the governance structure need to work together. Trust is a goal in itself, but also a basis to facilitate progress in the process of reform envisaged by the IEE.  As discussed below, the enhanced role and functions of the Independent Chair of the Council will be of key importance in promoting and mobilizing this process. In addition: 

a) the Independent Chairperson of the Council should convene informal information seminars for Members immediately before and after each session of the Council and of the Programme and Finance Committees; and

b) the Director-General and Secretariat are also urged to continue their efforts to reach out to the membership through seminars and the types of consultative groups employed for emergencies and for major evaluations.
	High
	Conclusion on the  principle
	January

	16) (IEE paras 746-748) Recommendation 4.3: The respective functions of governance and management should be more clearly specified in the Basic Texts, and include:

17) Functions of governance:

a) keep under review the major trends of world hunger, food and agriculture, the emerging needs, problems and opportunities for agriculture in the member countries and the comparative advantages of the Organization to maximize on its potential contribution to the well being of humanity;

b) play a proactive role in global governance of food, agriculture, fisheries, forestry, livestock, natural resources and the associated natural resource bases, including the global commons of climate and oceans, contributing to and establishing policy coherence and international agreements, regulatory frameworks and codes of practice as necessary;

c) define the strategy and performance measures for the Governing Bodies themselves and transparently monitor and report performance against them (see Recommendation 4.14);

d) define the overall strategy, priorities, and budget of the Organization and agree on its overall programme of work, ensuring that the agreed budget is adequate to the agreed programme of work;

e) decide major organizational changes;

f) define the Constitution and Basic Texts of the Organization (its laws) and take necessary measures to ensure that both the rights and obligations of member countries are met;

g) monitor the implementation of governance decisions;

h) exercise oversight ensuring that:

i) the Organization operates within its financial and legal framework;

ii) there is transparent and independent evaluation of the Organization’s performance in contributing to its planned outcomes and impacts;

iii) there are functioning results-based budgeting and management systems; and

iv) policies and systems for human resources, information and communication technology, contracting and purchasing etc., are functional and fit for purpose;

i) appoint through election, the Director-General, establish performance targets for the Director-General and review performance against those measures (see Recommendation 4.20); and

j) undertake governing body to governing body contacts with other Organizations.

18) Functions of management include responsibility for all aspects of the internal workings of the Organization and its programme of work, in line with the decisions of the Governing Bodies and in conformity with the Basic Texts:

a) proactively propose to the Governing Bodies: priorities, programmes, areas for institutional improvement and areas for improvement in governance itself;

b) decide the detail of the programme of work and ensure its effective and efficient implementation;

c) appointment and management of the Organization’s staff, subject to the exceptions specified in the Basic Texts;

d) all aspects of contracting and purchasing;

e) management of all aspects of the Organization’s finances;

f) decide and undertake internal reorganizations commensurate with improved programme effectiveness which do not affect: a) the balance between staff and non-staff resources; b) the balance between headquarters and the decentralized offices; or c) the balance between administrative, oversight and technical functions;

g) support the Governing Bodies in the execution of their work;

h) monitor all aspects of the Organization’s work and its finances and report on it to the Governing Bodies; and

i) maintain and develop relations and partnering at the secretariat level with other organizations both within the UN and more widely.
	High
	Conclusion on principles
Definition of roles

Initiation of Basic Text changes for 2009 Conference


	January
February

March

	19) The Council (IEE para 760) Recommendation 4.8: The IEE recommends that, in this first phase of governance reform, the Council should emerge as the executive arm of the Governing Bodies. Thus, global governance discussions and decisions will take place in the FAO Conference and technical committees and the Council will oversee the work programme of the Organization. Costly overlaps in discussions between the Programme and Finance Committees, the Council and Conference will be reduced. In order to achieve this it is recommended that:

a) the Council should meet more frequently – up to four times a year - but for shorter sessions. This will enable it to address issues on a regular and systematic basis and with reduced agenda formality and active participation of Members in setting the agenda;

b) the Council will no longer consider items related to global governance, treaties, and conventions, including the state of food and agriculture. These will be discussed in the technical committees and the Conference. This recognizes the non-specialist and limited membership of the Council and helps to eliminates duplicate discussion;

c) the Council will discuss all items previously discussed in the Programme and Finance Committees on the basis of the Committees’ recommendations, not on the original documents, including for the Programme of Work and Budget. This will reduce the extent of duplicate discussion, promote more effective and focused decision-making and encourage more substantive and less politicized debate;

d) the Council will receive the reports of the technical committees and the Regional Conferences on work priorities and programme and budget matters. It will take these into account in its recommendations to the Conference and its final decision on the biennial programme of work. Such reports will have been previously reviewed in the Programme Committee;

e) the Council will exercise, on behalf of the Conference, the following functions of governance introduced above:

i) the major role in defining and advising on:

(1) strategy and performance measures for the Governing Bodies; 

(2) monitoring and reporting performance against these measures; and

(3) strategy, priorities and budget of the Organization;

ii) agree on the overall programme of work;

iii) decide on major organizational changes;

iv) monitor the implementation of governance decisions;

v) exercise oversight ensuring that:

(1) the Organization operates within its financial and legal framework;

(2) there is transparent and independent evaluation of the Organization’s performance in contributing to its planned outcomes and impacts;

(3) there are functioning results-based budgeting and management systems; 

(4) policies and systems for human resources, information and communication technology, contracting and purchasing, etc are functional and fit for purpose;

(5) extra-budgetary resources are effectively contributing to the Organization’s priority goals; and

(6) the performance of management is monitored against established performance targets;

f) the Council should no longer meet immediately before the Conference as this has been found to only produce discussion which is then repeated in the commissions of the Conference. Thus, the requirement for the Council to review certain documents and transmit them formally to the Conference would be dropped;

g) as the Council is intended to develop as an executive body and policy will be discussed in the technical committees and the Conference, consideration could be given to withdrawing the right to speak for observers not representing regional groups; and

h) the Council, as with other governing bodies, will have limited resources to seek independent advice (see below).
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference


	February

April

	20) (IEE para 761) Recommendation 4.9: The main support to the Council’s work will come from the Programme and Finance Committees:

a) each committee will meet more often and for shorter periods than now. Agendas and background documents will be prepared so as to highlight critical issues;

b) for the limited number of occasions when there is an overlap of agenda items, such as on the budget, the two committees will meet in joint session, thereby avoiding the duplicate discussions of the past;

c) aide-mémoires of the committees will cover only recommendations to the Council, will no longer summarize the debate and will be prepared under the authority of their Chairs (see below);

d) in order to increase transparency, in addition to the Independent Chairs’ open seminars (see above), the meetings will be web cast to FAO Members only and the tapes of meetings will be available for consultation on the website; and

e) adherence to competency criteria for selection to these committees will be reactivated in line with the Basic Texts.

21) (IEE para 762) The Committee on Constitutional and Legal Matters (CCLM) will be retained in the strengthened architecture. To increase the clear impartiality of the role, it is recommended that the appointment of the Legal Counsel be the subject of appropriate consultation with the Council.
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference


	February

April

	22) Enhanced leadership role in governance of the Independent Chairperson of the Council (IEE para 763)  Recommendation 4.10A: The Independent Chairperson of the Council would be elected, as now, for a period of two years, but with the possibility of extension limited to a single further period of two years. He/she will work to strengthen the functioning of the Governing Bodies both in their global governance and internal oversight roles. He/she will fully respect the clear delineation of lines of responsibility between FAO management and the Governing Bodies. As a result, the functions of the Independent Chair, leading governance to exercise its political authority in fixing clear strategic directions and that of the Director-General, leading the work of the Secretariat in line with the decisions of the Governing Bodies, will complement each other and provide coherence and synergies for the benefit of the Organization. He/she would seek to exercise leadership in and act as a strong catalyst towards building understanding and trust across the membership. This would require a considerably greater presence in Rome than has been recent practice. The enhanced functions envisaged for the Independent Chair comprise:

a) chair all Council meetings and the joint meetings of the Programme and Finance Committees;

b) conduct informal consultations regarding pending issues, acting as an honest broker and looking for common ground among parties; convene ad hoc meetings when required, as part of the confidence-building measures mentioned above, and ensure a better preparation and ownership by governance of all formal meetings of the Organization;

c) monitor procedures for the selection of Members to serve on governance bodies to ensure their effective working, which may include appropriate induction and training measures;

d) ensure that independent expertise is drawn upon, as necessary, for technical and governance bodies;

e) liaise with the chairs of technical committees (see below) to ensure the effective contribution of those bodies;

f) liaise frequently with the Director-General and senior managers to strengthen the relationship and build trust between governance and the management;

g) establish task forces and working groups as necessary to support the work of governance, within the operating budget established for the Governing Bodies; and

h) involve governance in the preparation and agendas of all Governing Body meetings and technical committees, and deploy efforts to improve governance proceedings by incorporating internationally accepted best practices in governance such as ownership, effectiveness, transparency, coherence and accountability.

23) (IEE para 764):  The Chair will be assisted by a small, completely independent governance secretariat, to be established with sole allegiance to the Governing Bodies. This secretariat will support the Chair and member countries to fulfil all governance functions. It will also undertake necessary research and monitor the preparation of background or policy papers. In so doing, it should ensure that issues of particular relevance to developing countries are brought forward to the attention of Governing Bodies. It is envisaged that at a minimum the secretariat would consist of four professional posts (one at the D level). The secretariat would have the final responsibility of reporting to the various chairs for the preparation of aide-mémoires recording decisions of meetings. Such reports would no longer be cleared within the FAO Secretariat.

24) (IEE para 765):  Recommendation 4.10B: In order to perform its functions, the Independent Chair and its small secretariat will be financed by an independent separate budget allotted by the Governing Bodies. The budget would also allow for the contracting of independent advice to serve the Governing Bodies including the technical committees. It should be highlighted that currently there are a number of FAO staff working partially or fully for the Governing Bodies. The establishment of the independent secretariat should therefore be seen – at least to a certain extent – as a reallocation of resources rather than additional finance.

25) (IEE para 766):  Providing for Governing Body leadership and continuity in this way, including a small separate secretariat, will be of major assistance in avoiding future ambiguity between the roles of governance and management and thus a significant contributor to the building of trust. It would comprise a ground breaking move in the UN system but parallels best practice in public institutions.
26) (Man resp paras 128 & 129):  In the opinion of management, an increasingly effective mediation role for the Independent Chairperson of the Council, particularly before key decisions are put to the governing bodies, would represent a positive development. The IEE also proposes significant measures relating to the Independent Chairperson of the Council, including a supportive Secretariat and attendant budget. Management needs to draw attention to the fact that this could create potential risks of dual leadership problems and duplication of work and division among Member States, bearing in mind that both the Independent Chairperson of the Council and the Director-General are elected by the Conference. The issue has already been raised and discussed in governing bodies several years ago. 
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference


	February

April

	27) Regional Conferences (IEE para 771) The IEE acknowledges the majority view that, as currently conceived, the performance of Regional Conferences has been inadequate. It also recognizes a broad opinion that, given certain changes, Regional Conferences could potentially play a useful role in both regional and FAO governance. (IEE para 772) Recommendation 4.13: On an experimental basis (subject to independent evaluation after six years) the Regional Conferences should be maintained and strengthened. The main aims of the Regional Conference should be to reach agreement for concerted regional or subregional action, to contribute from a regional perspective to global governance issues, and to define priority areas for policy and normative works in the region. Unlike the WHO model, they would have no direct decision-making role but act as advisers to the Council and Conference (like the technical committees), thus integrating the regional perspective into global governance and central decision-making. The following measures are proposed:

a) they should become part of the governance of FAO and report, as do the technical committees, to the Conference on global and regional governance matters and to the Council on programme and budgetary matters, including priorities at the regional level for use of extra-budgetary funds;

b) the Regional Office, in close consultation with governments, should draw up a concrete and focused agenda for the Regional Conference, dealing with major regional issues; and

c) executive summaries containing policy recommendations from all the Regional Conferences, with clear indications of priorities and costs, should be prepared under the authority of the Independent Chairperson of the Council well in advance of the Conference and sent to Members. The chairs of the Regional Conferences or their nominees should be present at the Council and Conference sessions where their reports are presented and be available to provide clarifications as needed.
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference or decision to initiate informally on trial basis


	February

April

	28) (IEE para 773)  Recommendation 4.14: A performance contract for governance: The Governing Bodies should establish a medium-term performance contract for themselves on what they intend to deliver, a set of priorities for governance, an indicative timetable and possibly efficiency targets. This contract would form part of the medium-term planning documentation of the Organization and progress would be monitored and reported with a major independent review of performance after six years (see Recommendation 4.1). Thus a framework would be provided for FAO member countries to judge not only the performance of the Organization’s Secretariat and management but also its Governing Bodies, covering both the:

a) global governance agenda; and 

b) executive governance of FAO.

(IEE para 774) Such contracts for performance are now becoming standard in the corporate world and an increasing number of non-governmental and public sector boards are also setting such targets for themselves and reporting performance against them, as are national governments. In the international community, this would place FAO in the forefront of governance reform. 
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference or decision to initiate informally on trial basis


	February

April

	29) (IEE para 776)  Recommendation 4.15: Improving governance proceedings and practice. Every effort should be made to incorporate internationally accepted best practice in governance such as ownership, effectiveness, transparency, coherence and accountability. This will include, with a proactive role for the Independent Chairperson of the Council:

a) a critical review of the performance of the Governing Bodies at least every four years, facilitated by the Independent Chairperson of the Council and utilizing independent external expertise;

b) development of proactive practices for establishing agendas, with the Basic Texts reviewed to determine if the number of standard agenda items can be reduced; and

c) reports should be developed by the chair or a rapporteur. Decisions should be agreed during meetings but not the text of the aide-mémoire, which should concentrate on those decisions. The aide-mémoire will be submitted under the authority of the chair with the assistance of the governance secretariat. Verbatim transcripts or tapes of meetings can be provided on the internet. The IEE strongly recommends the elimination of formal drafting committees. They are time-consuming, costly, cumbersome and inefficient. If member countries consider aide mémoires to be incorrect, they will be able to request a correction directly to the Chair or at the following meeting (as has been done for the Council Committee for the IEE).

30) (IEE para 777)  Recommendation 4.16 - Consensus: The desire for consensus has become an uneasy compromise and has now gone too far. If a very few Members are blocking major decisions, such as that on the budget level, the Conference should revert to voting. 
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference 


	February

April

	31) (IEE para 778)  Selection of the Chairs of all committees and the members of the Programme and Finance Committees: Maintenance of regional balance and rotation between the OECD and Group of 77 is important in selecting the Council Chairs, as well as Chairs of technical committees. Currently, and contrary to what is stipulated in the Basic Texts, the election of the chairs and members for the Programme and Finance Committees is dominated by political factors, without candidates being considered according to their competencies. Lack of the necessary broad general technical expertise by some members of the Programme Committee, and a common insufficiency of financial and administrative expertise by some members of the Finance Committee, are certainly factors that have limited the effectiveness of these bodies.  (IEE para 779)  Recommendation 4.17: The concept of regional balance among member countries as well as rotation, should be retained as important criteria in selecting the chairs of all committees and the members of the Programme and Finance Committees. Equally important criteria, if governance is to fulfil its functions efficiently, is the question of competence and experience in economic, social and technical matters pertaining to the various fields of the Organization’s activities as well as experience in administrative and financial matters. (These requirements are already indicated in the Basic Texts.) Regions should present a list of candidates to a panel of members appointed by the Council, which should represent the seven regional groups. This panel would scrutinise candidates’ competencies and advise the Members which of the proposed candidates they jointly consider to be best equipped to perform the functions. 

32) (IEE para 780)  Composition of regional groupings: The IEE has noted the various anomalies and imbalances regarding the composition of regional groupings for purposes of election to the Council and its subsidiary bodies. This issue has not been tackled in the past in the Governing Bodies, probably in view of its highly sensitive political nature and the reservations of Members that would lose influence under any new system. There is no standard practice with respect to regional groupings in the UN system. Any attempt to depart from the current structure would necessarily have to weigh the economic and political realities that led to its establishment, and the fact that it has not been officially challenged since the Organization was created. (IEE para 781)  Recommendation 4.18: The Independent Chairperson of the Council should engage in consultations with the membership regarding this important issue and set up an ad hoc group to consider different grouping options. 

33) (IEE para 782)  Involvement of civil society and private sector representatives: Registered NGOs representing civil society and the business sector participate in FAO meetings as observers and are permitted to speak after Members. FAO has also had parallel meetings for NGOs/CSOs and informal interchanges where government and NGO delegations can exchange views. For the development of some international instruments, as discussed above, NGOs have been heavily involved.  (IEE para 783)  Recommendation 4.19: For technical committees one or two-day informal meetings open to broader representation prior to the start of the formal meeting should become more standard practice. Expert panels could also feature in this architecture.  (IEE para 784) The Conference should continue being open to the participation of recognized observers from NGOs representing civil society and the business sector, and they should continue to have the right to speak. In addition, consideration should be given, as a more dynamic Conference agenda develops, to facilitating a parallel global forum or fora for non-governmental interest groups.
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference 


	February

April

	34) (IEE para 785)  Interchange between FAO and other Governing Bodies, particularly the UN in New York. Leadership on many issues in the UN system is with the UN in New York. It is important for FAO Governing Body members to interact with their counterparts there at the informal level, both on the basis of regional groups and areas of interest such as oceans and forests.
	Medium
	Conclusion on principle

Agree practical steps
	February

April

	35) (IEE para 786)  Election of the Director-General: The Director-General is currently appointed for six years, with one possible renewal for four years, although it has been subject to various changes in the past. At the end of his current term the present Director-General will have served for 18 years, as did his predecessor. A situation of two Directors-General in 36 years is clearly not in the best long-term interests of the Organization. In the past, the Director-General’s term of office has been subject to changes during the tenure of some Directors-General, as the incumbents have manoeuvred for re-election. The current Director-General was last re-elected at the 2005 Conference, at a time when a revision was made in Article VII of the Constitution that allows re-appointment thereafter only once for a further term of four years. He has made clear that he does not intend to stand again after his present term. The time is thus ripe to reinforce this decision as well as to increase the objectivity and somewhat reduce the politicization of the election and appointment process. There is scope for professionalizing the present appointment procedures in line with emerging best practice.  (IEE para 787)  Recommendation 4.20: A job description and competency profile for the post of Director-General should be professionally developed and the appointment widely advertised. Candidates should have an opportunity to address the Council to provide their reflections on their objectives, views and vision regarding the Organization, and answer questions from the membership; and

a) as regards the tenure for the post, and in line with the majority view as determined in the interviews and the governance questionnaire, the IEE recommends a four-year term, with the possibility of a single re-election for a second term of four years; and

b) in order to make it more difficult for an incumbent Director-General to seek a further change in the Constitution to prolong his/her term of office, the IEE recommends that the Basic Texts be modified to require a two-thirds majority of the total membership (rather than those present and voting) for a constitutional change on the term of office of the Director-General. 
36) (Man res para. 124) On the duration and number of terms of office of the Director-General, in 2003 the Conference reduced the duration, and the number was limited to two. In some other UN organizations, no term limitations are in place.
	High
	Conclusion on principles

Initiation of Basic Text changes for 2009 Conference 


	February

April


IEE Recommendations on FAO’s Global Governance Role - Area shared with Working Group I

	Recommendations
	Relative impor-tance for Decision
	Working Group Specific Actions and Deliverables
	Timing of WG Deliverables to CoC-IEE (2008)

	37) Increased emphasis on global governance for Food and Agriculture IEE Priority Level High. (IEE para 28)  Message 9: FAO must strengthen its global governance role, as a convener, a facilitator and a source of reference for global policy coherence and in the development of global codes, conventions and agreements. The Organization’s strategic objective must be to rebuild an authoritative and effective voice on behalf of rural people, the hungry and all those who can benefit from agriculture playing its role in the economy, including consumers. FAO is the only global organization to speak for this constituency. At best, secondary attention is accorded to global governance responsibilities – to aligning the collective action requirements for human well-being through food and agriculture. It was global governance failure that led to the creation of the UN and FAO in the first place. FAO’s Governing Bodies infrequently address the large issues of global policy envisaged as central to the role of the Organization by its architects. When they have, it has generally not been at their own initiative but in response to that of the Director-General. This, as with other areas of FAO’s work, must look to where Members’ needs lie, FAO’s comparative advantages and the potentials for partnerships and alliances. The concern is to ensure that global governance meets the needs of FAO’s constituency, not necessarily that FAO takes the lead in every respect.

38)  (IEE para 749)  FAO must retain a significant global role, as a convenor, a facilitator and a point of reference. The Organization’s strategic objective must be to rebuild an authoritative and effective voice on behalf of rural people, the hungry and all those who can benefit from agriculture playing its role in the economy. FAO is the only global organization to speak for this constituency. This, as with other areas of FAO’s work, must look to where Members’ needs lie; FAO’s comparative advantages; and the potentials for partnerships and alliances. While FAO should seek to play its role in defining and guiding the global agenda, this does not mean it should always seek to continue as the forum itself or to develop legislation itself. The concern is that the needs of FAO’s constituency are met, not necessarily that FAO does it. (IEE para 750)  FAO’s comparative strength in reaching agreements on international issues is due to its underpinning with sound science, as was shown in the Codex and IPPC evaluations. This was also found by the IEE to be the case in fisheries. This comparative strength needs to be built upon. 
	High
	Conclude on principles
	January

	39) (IEE para 751)  Recommendation 4.4: There is always going to be a degree of unpredictability in the way international issues arise and become important for member countries from a global governance perspective, but the Governing Bodies need to prioritize those areas where FAO is going to be proactive in developing the global consensus:

a) based on a study and review of the global food and agriculture situation and the state of the world’s legal frameworks on it and fully involving the technical committees of the Council, the Governing Bodies should develop a rolling strategic plan for tackling global governance issues. Criteria for this flexible agenda will include the extent of global significance for food and agriculture and the dependent populations and the extent to which other governing bodies are prepared to partner (the Codex Alimentarius Commission provides an example of such partnering). The capacity of the FAO Secretariat to support the discussion and the capacities of the Governing Bodies themselves will also be critical;

b) in some cases, FAO should take an early initiative, aware that parts of the discussion are likely to become the eventual prerogative of others. For example, bio-energy is an area where FAO could play a major governance role; on those parts of the debate most impinging on trade, leadership would be likely to move to the WTO. The whole area of climate change is likely to be one in which Governing Bodies, not just the Secretariat, must be proactive but for the most part as a junior partner; and

c) the Governing Bodies, not just the Secretariat, should seek partnerships on specific issues more often.
	High
	Conclude on whether to undertake study
	January

(an evaluation of this area of work is underway)

	40) (IEE para 756)  Recommendation 4.6: A review should be undertaken, with the objective of enabling FAO to establish bodies with a high degree of self-governance and financing, while remaining within the framework of FAO (this could entail adopting an alternative to Article XIV).

41) (IEE para 754)  Conventions and agreements which establish commissions may be concluded under Article XIV of the Constitution. Commissions and committees internal to FAO may be established under the authority of the Conference or Council under Article VI of the Constitution. There is growing dissatisfaction with certain FAO administrative provisions on the part of several commissions. Many intergovernmental global agricultural bodies have registered independently of FAO and a few others are considering severing their incorporation under FAO auspices. These administrative provisions require the use of FAO financial regulations, require that all funds be held by FAO and that the secretariats be appointed by the Director-General and subject to FAO terms and conditions of service. The IEE heard the criticism that FAO was excessively concerned with administrative control, applied to bodies which wished to be self-governing within the family of FAO. FAO was apparently not prepared to let these bodies mature while remaining in the family. Indeed, even their principal documents are generally required to pass through the same internal secretariat clearance procedures as those for FAO meetings.

42) (IEE para 755)  Servicing the existing agreements is taking a steadily rising share of FAO’s technical budget, limiting the Organization’s flexibility to work on new areas of legislation. Questions thus arise as to the extent to which such agreements should develop a greater sense of ownership among the Members and gradually move towards self-governance and self-financing.  This would require a change in FAO’s Basic Texts. The benefits from remaining within the framework of FAO can include: economies of servicing for secretariats and member countries, technical underpinning, coherence with capacity building and sometimes global access. FAO has an obvious function as regulator for bodies registered and having their legal existence under its auspices. Nevertheless, there may be a need for a half-way house between this and the present situation where they are basically administered and controlled as if part of FAO.
	Medium
	Conclude on principle

Consider changes in FAO modalities and if necessary in Basic Texts

It is not considered that it would be a priority for Basic Text changes at the Special session of the Conference but action could be taken at the 2009 Conference. Completion is thus envisaged for September
	February

March

September

	43) (IEE para 753) Recommendation 4.5: On behalf of its constituencies, FAO Governing Bodies should review international instruments being drafted elsewhere in order to influence the decision-making fora of those agencies. (IEE para 752)  As far as the IEE could ascertain, at no time have FAO Governing Bodies examined draft texts of treaties and agreements being negotiated elsewhere than in FAO itself. This deprives both national governments and the secretariats of other treaty-making organizations of useful feedback from the agricultural and food perspective. FAO is not alone in this. The IEE found no examples of other UN organizations doing this either. Some of the summits have had lead agencies for different chapters but joint work or examining the work of others in draft is not the norm, be it policy and legislation for intellectual property or the oceans.  
	High
	Conclude on principle – Review to see if this would be facilitated by any addition to the Basic Texts
	February

	44) (IEE para 767)  Recommendation 4.11: Fundamental to the development of FAO’s role in global governance for greater coherence in policy and international agreements is the role of the technical committees of the Council. They need to be less focused on the functioning of the FAO Secretariat and become the main fora for consideration of policy, legislative and technical matters and for recommending to the Governing Bodies the policies and programmes that FAO should follow in their respective areas of competence:

a) in order to prepare Conference decisions, they should continue to report on programme and budget matters to the Council and, with a change in the FAO Basic Texts, report directly to the Conference on the policy areas of their mandate. The Council, which is non-specialist and does not include the full membership, is not expected to add value in this policy area and is expected to concentrate on executive functions;

b) ministerial meetings are particularly appropriate for the forestry, fisheries and livestock sectors and when there is a major global issue on the agenda. They should deal strictly with policy issues requiring world attention and only meet when there are such issues to discuss. The technical work should remain in the committees. Ministerial meetings should take place immediately after the committees and receive the recommendations on policy of the technical committee for their endorsement. This endorsement should then be the document reviewed by the FAO Conference as having the agreement of the ministers in the sector (this requires a change in the Basic Texts);

c) consideration should be given to dividing the Committee on Agriculture (COAG) into four quite separate segments: Crops, Livestock, Natural Resources’ Management and Agricultural Policy, to ensure full attention to the totality of FAO’s agenda. Within the segments, flexible attention should be given to emerging issues. COAG should cease to discuss the Programme Implementation Report and debate on the Programme of Work and Budget should not be a general overall discussion but take place in the specialist segments;

d) greater use should be made of high-level expert panels held immediately prior to committees, with an informal occasion for the committee members to meet with the high-level experts prior to formal start of the meetings. External expertise should also be available to the committees through the Chair of the Council;
e) formal sessions should be shortened and more seminar/informal discussions held with non-governmental representatives encouraged to participate;

f) the Committee on Commodity Problems (CCP) should, from now on, hold its meetings in Geneva, thereby encouraging participation also from delegates to WTO and UNCTAD or arranging to meet jointly with those two organizations. This would add value to the current discussions on commodity problems, which figure on the agendas of all three organizations, reduce overlaps and encourage synergies and mutual understanding. The IEE noted the reservations of the Programme Committee on this recommendation of the Commodities and Trade evaluation. But it considers that the suggestion of a Geneva-based meeting does not prejudice FAO’s role on trade issues, on which there are differing views among the membership, or reduce the commodity focus. The focus of the meetings should be analysis of the problems and opportunities for international cooperation on commodities, for which FAO has a legitimate and recognized role. The Intergovernmental Groups (IGGs on hard fibres, meat, etc.) should not, as is currently the practice, be convened on a regular basis, but only when needed. Meetings on a regional basis could be called where appropriate. Convening them contiguously to the CCP would further the involvement of specialists in the main meetings. The informal seminars referred to above will be particularly important to a revitalised CCP by including industry and civil society representation. In this way the CCP would not only fulfil a policy role but a capacity building one on agricultural issues for trade negotiators and lobbyists and on trade for agricultural and commodity specialists; and
g) the governing bodies of the main agreements and treaties have no line of reporting to the FAO Governing Bodies and should have direct access to the appropriate committees of the Council.
	High
	Desirable to conclude early on questions so Basic Text changes can be initiated. This applies in particular to a), b), g) and possibly c)
	April

	45) (IEE para 757) Recommendation 4.7: No changes are proposed in the basic role of the Conference, but significant re-orientations are proposed to enable it to fulfil its role better and become more attractive for active ministerial participation. The State of Food and Agriculture should remain the key item for consideration. Conference sessions should be organized in such a manner as to stimulate debate among ministers on these key issues, leaving aside (if at all possible) the traditional speeches. If this is done, the Conference’s role as the supreme global forum for achieving global policy coherence and action in the food and agricultural sectors will be strengthened and its role in deciding the budget and overall priorities of the Organization will be rendered more efficient and effective:

a) discussion on the State of Food and Agriculture will be strengthened by:

i) concentrating each Conference on one or two major global themes;

ii) the receipt of policy inputs directly from the technical committees of the Council which will become technical committees of the Conference (see below);

iii) independent experts will be invited to address the Conference on issues in the state of food and agriculture; and

iv) side events will continue to elaborate the main themes of the Conference;

b) the Conference’s role in global governance for food and agriculture, and as advocate for the hungry and all those dependent upon agriculture, will be further strengthened by considering global legislation being developed not just by FAO but in other international fora. This will normally be considered first by one of the technical committees, which will advise the Conference; and

c) the Conference’s more effective role in deciding the budget and overall priorities of the Organization will be achieved by changing the date of the Conference to May/June of the second year of each biennium. The Conference will then decide the budget level and the more detailed programme of work will be developed for consideration by the Council in October or November, allowing for major efficiency gains in the process and smooth implementation of an agreed programme of work.
46) (IEE para 760) Recommendation 4.8.b:  The Council will no longer consider items related to global governance, treaties, and conventions, including the state of food and agriculture. These will be discussed in the technical committees and the Conference. This recognises the non-specialist and limited membership of the Council and helps to eliminates duplicate discussion.

47) (IEE para 770) Recommendation 4.12: In addition to the ministerial conferences held in concert with technical committees, the Council should continue to strengthen its role in convening ministerial meetings on subjects of global importance that could benefit from the existence of international agreements, arrangements, and codes of conduct or other means of concerted international cooperation.
	High
	Conclusion on change of date of Conference to May/June early to allow changes in Basic Texts

Conclusion on overall role of the Council and Conference. No Basic Text changes envisaged as being ready for Special Session of the Conference, except those relating to date of Conference and PWB. Changes in Basic Texts should be considered at 2009 Conference
	February

May


IEE Recommendations on Evaluation and Audit - Area shared with Working Groups I & III
	Recommendations
	Relative impor-tance for Decision
	Working Group Specific Actions and Deliverables
	Timing of WG Deliverables to CoC-IEE (2008)

	48) (IEE para 1214)  Recommendation 7.9: Ensuring the adequacy and independence of audit. (shared with Working Group III) Although performing well in many respects, several systemic weaknesses in FAO’s audit function merit attention. The IEE recommends:

c)  FAO’s internal audit work plans should be provided to the Governing Bodies as is called for in the standards of the Institute of Internal Auditors;

e)  the Inspector-General submits an annual report on his activities to the Finance Committee at the same time as it is presented to the Director-General. The Inspector-General reports to the Director-General with discretion to submit specific reports to the Finance Committee together with the Director-General’s comment. Consistent with the guidance of the JIU, this should be adjusted to afford direct access to the Finance Committee;
f)  FAO’s External Auditor should be specifically mandated by the Governing Bodies to conduct regular audits of the functions of the Organization’s senior management with adequate funding for this work to be assured by the Governing Bodies. The External Auditor should also be mandated to conduct regular oversight reviews of the functioning of internal audit, consistent with best practice.
	Medium
	Conclude on principles of functions

Conclude on any Basic Text changes required
	March

May

	49) (IEE para 1215)  Shared with Working Groups I and III Recommendation 7.10: FAO’s evaluation function should be made independent, continuing the line already set by the Governing Bodies in 2003. Institutional arrangements for this should be such as to ensure the responsiveness of the evaluation office to the needs of both the Governing Bodies and management. This would also enable easier integration of the evaluation functions of the three Rome-based agencies should this be agreed upon at a later date. This recommendation includes the following components:

a) establishment of the Evaluation Office as a separate office, with a strong consultative link to management and reporting to the Council through the Programme Committee;

b) establishment of a small expert evaluation panel to provide advice to the Governing Bodies on evaluation policy and standards;

c) the head of evaluation should prepare rolling multi-annual evaluation plans, maintaining the 'demand-led' principle to ensure that evaluation meets the immediate needs of the Governing Bodies and management, while at the same time ensuring coverage of different areas of work and that no significant body of work escapes independent evaluation in the medium term and areas of greatest risk are evaluated. The plans would be reviewed and approved by the Governing Bodies after appropriate consultation, including with management. The evaluation budget, once voted by the Governing Bodies, would be allocated directly to the Evaluation Office. To ensure continued flexibility in responding to management needs, a percentage (possibly 15 percent) of the biennial evaluation budget should be set aside in a reserve to respond to unprogrammed and unforeseen requirements;

d) the classification of the position of the head of the Evaluation Office should be reviewed to ensure it is classified on a par with the heads of evaluation in those other UN agencies with a mature evaluation function. S/he should be appointed by the Governing Bodies, following an open competitive process and screening by a panel including independent evaluation specialists, representatives of FAO management and the Governing Bodies. The Head of Evaluation would be appointed for a fixed term and not be eligible for other appointments in FAO for a suitable period after completion of this assignment. S/he would have the sole responsibility for appointment of staff and consultants, following open and competitive processes and as authorized by Governing Bodies; and

50) (IEE para 1217)  Recommendation 7.11: Evaluation Budget and Resources. Core evaluation plans approved by the Governing Bodies should be funded adequately. In line with best practice amongst the most mature evaluation services in the UN system, independent evaluation budget targets should be set at one percent of the Organization’s Regular Budget for independent corporate evaluation, and 0.3 percent for periodic independent thematic impact assessments. Further, FAO should maintain its leadership in requiring a mandatory contribution, amounting to approximately one percent of the value of each extra-budgetary contribution, for evaluation purposes. The Evaluation Service should continue to assign highest priority to strategic, corporate-level evaluation and continue to assure full evaluation of extra-budgetary programmes, in line with the new regime approved by the Council in June 2007.
	Medium
	Conclude on basic principles of functions and organizational structure for evaluation

Conclude on functions and organizational structure 
	March

May


IEE Recommendations on Arrears and Late payments shared with Working Group III
	Recommendations
	Relative impor-tance for Decision
	Working Group Specific Actions and Deliverables
	Timing of WG Deliverables to CoC-IEE (2008)

	51) (IEE paras 1365-1367) Recommendation 8.16:The consequences to FAO of arrears and of major payments arriving late in the fiscal cycle are severe, not only in the cost of borrowing but also in damage to programme efficiency and effectiveness. This is a problem that affects many multilateral organizations. The IEE is fully aware that arrears and late payments raise complex political issues that have been discussed in many fora over many years. The IEE is also convinced, however, that serious and transparent actions to address this problem are long overdue. Member country demands that FAO should demonstrate high and transparent standards of accountability should be matched by similar standards for their own accountability as Members. With this in view, the IEE recommends that:

a) FAO continue its policy and practice of borrowing in order to address liquidity shortfalls;

b) FAO’s website should show the arrears and late payments situation by country, updated on a monthly basis; and

c) the interest costs of borrowing to meet liquidity shortfalls should be met by charges against FAO investment income and not to miscellaneous income as is the current practice. Charges to miscellaneous income entail a de facto subsidy to countries that do not pay their assessed contributions on time. In addition to demonstrating clearly the financial costs of arrears and late payments, the change would establish a much more accurate baseline picture of FAO Regular Budget finances.

52) Following a review of long standing arrears, some of which may be written off, the FAO Governing Bodies give consideration to strictly enforcing provisions linking voting rights with arrears. The established practice of FAO has been to waive these provisions and this should cease. As set out in current provisions, the voting rights of countries in arrears should be suspended and no exceptions granted.  Similarly, citizens of countries in arrears should not be eligible for appointment to FAO posts.  Finally, it is recommended that eligibility for new TCP grants should be suspended for countries in arrears.
	High
	Advise on policy and any Basic Text Changes required
	March
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