Annex 8

JOINT PROGRAMME ANNUAL REPORT
- DELIVERING AS ONE TANZANIA

	Programme Description

	Joint Programme Number and Name
	One Office Component of One Programme

	Reporting Period 
	1.1.2008 – 31.12.2008

	Participating UN Agencies
	FAO, ILO, UNAIDS, UNDP, UNESCO, UNFPA, UNHCR, UNICEF, UNIDO, UNIFEM, WFP, WHO, and IOM

	Implementing Partners
	UN Agencies, Independent consultancy firms. 

	Financial Summary

	
	One Fund
	Parallel
	Pooled

	Funding allocation for programme during period 
	$1,751,778.26
	$331,886.73
	

	Budget for period (resources received for period)
	$307,568.29
	$289,758.27
	

	Programme expenditure for period
	$271,057.29
	$331,886.73
	

	Management fee 
	$20,121.29
	$18,374
	

	Executive Summary
List key results, challenges and programmatic shifts for the reporting period. (max 1000 words) 
The UN Country Team ambition to push administrative reforms forwards is being realised. 
At the beginning of 2008 the UN Country Team instructed the Operations Management Team (OMT) to make a concerted effort in the area of One Office reform. The UNCT also provided explicit guidance to focus on common procurement, one IT system, and one premises in Dar es Salaam. The OMT grasped this opportunity to undertake detailed plans for change and has provided the UNCT with clear choices for new and innovative common services by the end of 2008. 
The UNCT invested in OMT capacity and skills at the beginning of the year. The Chairperson was rotated and the Deputy Head of WFP nominated to become co-chair to add seniority and to provide a stronger programmatic element to the OMT’s work. The OMT were also sent on a common services training course to strengthen skills and to plan the year ahead. The key result was a clear and focused One Office plan that has been revised at critical points through the year.
The 2008 reviews showed the same picture in both procurement and IT: parallel structures are expensive, and provide wildly differing quality of services across the UN.  The UN Country Team made two decisions: to set up one IT network, and one Procurement team. Both processes focus on reducing parallel processes and clustering operational activities. The UN is projecting considerable costs savings and more effective services to support programme delivery in Tanzania. 

The ICT and procurement reviews were crucial in moving the One Office reform effort forwards. Little change can happen in the area of business practice change and One Office without detailed understanding about what exists today, and what might exist tomorrow. These studies helped the UNCT understand what needs to be improved within the UN system, and provided the rationale for change. 
Considerable efforts have also been made in human resources where the interim salary survey was outsourced and a review of the global salary survey methodology undertaken and sent to the ICSC. Excellent UN partnership was shown by exchanging life skills trainers which enabled staff in the North West of Tanzania to benefit from training originally undertaken by UNICEF in Dar es Salaam.  
The One fund finance has been catalytic. Common services often require investments (e.g. to review a process) to get moving. A common problem is the lack of resources at the country level from all agencies at the same time. The One Fund finance and commitment from the UNCT have overridden this common form of delay. The One fund finance is clearly catalytic in this reform story because without it most of our activities would not have got out of the planning cycle and into implementation.  Having access to finance has also sped things up, again by avoiding searching for agency finance. 
Little of this activity would have been possible without three drivers of change: being a Delivering as One pilot country, UN Country Team guidance and support, and the dedication and sheer hard work from the two co-chairs of the OMT.      


I. ALIGNMENT TO NATIONAL PRIORITIES / PURPOSE 
It is clear that an effective operations hub is central to the effective deliver of the UN’s joint programmes. The UN’s joint programmes are central to supporting the Mkukuta and Mkuza goals and are ensuring more consistent alignment with Government’s priorities.   
This first year of operations reform has focused on getting started. The OMT work plan for 2008 focused on areas that were expected to make significant impact on the programmes the UN delivers. This has been started through closer linkage between IAPC and OMT – the OMT Chair and RCO Operations adviser are full members of the IAPC. The Deputy Head of WFP is the co-Chair of the OMT. This linkage needs to be even stronger in 2009. A stronger link could ensure that the areas that UN programmes needs to be stronger (e.g. full use of national systems) and better aligned to national priorities (e.g. fewer, larger programme interventions) are well understood by operations colleagues to ensure smooth implementation, and changes in business practices. The issues paper expected from Dalberg in 2009 should provide some further direction on this possible shift.
The real interest and encouragement from the UNCT in operations reform in 2008 must now clearly move into more effective delivery of our programmes that are aligned with the Mkukuta and Mkuza goals and supporting Tanzania to reach the MDG’s faster.
II. RESULTS 
	Planned JP Results for the Reporting Period
	Progress towards Results to date

	 Key result 1: Finance
	The area of finance is the most complex area of administrative reform because of different corporate reporting systems referred to as ERP. As a result of this complexity the UNCT decided that finance would not be a priority for 2008. With this in mind the OMT decided to limit activities to consider establishing one bank for the UN and also expand the use of the harmonized approach to cash transfers (HACT) to three specialized agencies.

	Output 1.1: Common Banking arrangement for all UN
Indicator: Reduced transaction costs and bank charges
Target: One UN Bank for all agencies

	Indicator and Target: Partially Met

The UN currently uses three local banks in Dar es Salaam as well as subsidiaries in Zanzibar and N.W. Tanzania. The initial focus of this project was to collect data from the agencies to assess the volume of transactions and quantities of finance flowing through local banks. The OMT also contracted Ernst and Young to undertake a market assessment of the banks operating in Tanzania. Their report concluded that the UN is indeed a valued customer, especially when grouped as 1 UN. Ernst and Young’s report submitted the names of four banks which they recommended should be a short-list for a tender process. The finance working group reviewed the report and agreed to move forward with a joint tender exercise. With UNDP being the lead agency, colleagues contacted UNDP headquarters for a suitable template and received a very detailed request for proposal template specifically for banking. This was shared with Ernst and Young for their views and a first draft in place by the end of the year. This process has taken too long, but due to the nature of the subject, and in the current global financial crisis, due care is being taken to shift the UN agencies to one bank. 

	Output 1.2: Streamlining budgetary practices for common services.
Indicator: Number of individual financial transactions reduced
Target: Simplified and cheaper administration costs for running the UN’s offices

	Indicator and Target: Fully Met
Common services budget operational in Kinondoni premises for six agencies. The budget covers all office related needs from utilities to drinking water. Significant reduction in bills being paid most frequently from six bills to one. Process in place to review the budget and to raise concerns. Common services budget also used for longer running common services including the UN clinic, security, and the stress counselor. 
Focus also on Zanzibar where one budget was drawn up to cover the most basic common services. The budget was agreed by the agencies and included as an annex to the common services addendum to the Zanzibar premises MoU. The lessons learned from both experiences is that agencies can all administer their office budgets as one. It takes clear planning but no agency rules prohibit this managing their offices under one budget. That said having different premises in Dar es Salaam means that some agencies prefer to retain separate office budgets.  

	Output 1.3: Greater use of Government financial systems in line with the Paris Declaration Indicator 5a
Indicator and Target: 50% of UN support to Government under the One Programme reported on the Government’s budget by December 2008

	Indicator and Target: Partially Met
The Government organized formal training in April to ensure that more partners understand how to get their funds on budget in line with the GoT fiscal year. UN participation and a focus on the financial mechanism made sure that finance staff understood the mechanism and the use of dummy vouchers. This took place an increased UN agency knowledge of dummy vouchers. A key result in the lead up to the Accra meeting on aid effectiveness shows that the UN is progressing well towards the targets of “50% of one UN programme funds on budget”. We cannot precisely report on the 50% indicator without referring to the GoT budget book, but it is clear from our knowledge of managing agent ways of working that UNICEF has made the most effort to get on budget as has UNFPA. UNDP has also made great efforts but results likely to be mixed, and ILO has not been able to grasp the process as yet.

	Output 1.4: HACT and use of Exchequer system ensures greater use of Government financial systems in line with Paris Declaration Indicator 5a
Indicator and Target: Number of non ExCom agencies implementing HACT 


	Indicator and Target: Partially Met
A high level meeting amongst principals in New York led to an agreement for specialized agencies to start adopting the HACT mechanism. It was suggested that the DaO pilots take the lead and Tanzania took up this challenge. To get started key UN officials working on the HACT set up a one day training course in UNESCO to train colleagues form UNESCO, ILO, and FAO.  
The training raised a number of issues such as using the existing macro assessment, the financing needs for micro assessments, and assurance needs for implementing partners. A draft letter was prepared by RCO for agencies to dispatch to their comptrollers in HQ. It was also agreed to run a workshop for all new implementing partners in early 2009. 
There does however, remain a major concern about real buy-in at the local level to get the HACT off the ground for these new agencies. Without real commitment and incentives to implement the HACT this output may be very slow getting off the ground.

	Output 1.5: One UN programme budgetary framework
Indicator: Consultant designs and delivers web based budgetary framework
Target: Simple system ensures all UN staff can review one programme finances in real time 

	Indicator and Target: Not Met
There is a real need to ensure that the contributions from agency core finance and complimentary funds from the one fund are clear and transparently hosted. The ToR for a web based budgetary framework has been developed by RCO and shared with the finance working group. However, the lack of feedback showed little interest in this framework and little capacity to oversee implementation. As a result of weak capacity to deliver and weak inter agency buy in to this product this output is on hold.

	Output 1.6: Common Premise for the UN

Indicator: Agreements on allocation of land and premises financing
Target: Common premises in Zanzibar, Kigoma, and Dar es Salaam.

	Indicator and Target: Partially Met
Discussions on a potential UN premises in Dar es Salaam have been on-going for many years. In 2008 a reinvigorated UN-GoT taskforce on premises was established. It visited around thirteen different sites and made a clear set of site recommendations to the delivering as one Joint Steering Committee. The two preferred sites are now being considered at the highest level of Government. 
In Zanzibar, renovation work of the One UN Office started on 16 June and as of November 2008 all agencies had moved into one common office in Stone Town, Zanzibar. The focus now moves to implementing a full set of common services and one office budget.

	Key result 2: Human Resources
	Not an OMT priority but the UN Country Team decision to undertake a capacity assessment provided the best snapshot of the UN’s staff profile in March 2008. It also set the scene for innovative policy statements by the UNCT to significantly alter the staffing profile over the coming years to provide more high quality technical advice for Government and first class technical assistance. 

	Output 2.1: Optimize operational, efficiency and effectiveness through

Harmonized HR practices in Tanzania.

Indicator: Common HR practices in place
Target: HR better coordinated across the UN

	Indicator and Target: Fully Met
The 2008 interim salary survey was outsourced and thus significantly reduced UN staff inputs to collecting the data and analysis. At the same time the global salary survey methodology was reviewed highlighting a number of concerns such as the comparators used in Tanzania to set the scale and the lack of a mechanism to include significant variations in inflation. The results of the review were sent by the UNRC to the ICSC. The ICSC acknowledged the review and is stated to be including the Tanzania information as part of their wider review on setting salary scales globally. 
By contracts the OMT in-sourced the Classification of Duty Stations in August 2008. This put the onus back on agencies to fill the Classification of Duty Stations forms comprehensively. The RCO completed the summary sheets. 

ToR was developed to review HR practices and contact made with global HR network to take this forwards. Based on capacity within the team meant this was not taken forward in 2008. 
UNDP is leading on a comprehensive review of service contract. This survey is outsourced and almost complete by the end of 2008

	Output 2.2: UN Tanzania staff profile available in N.W. Tanzania (initially) to ensure capacity gaps are filled
Indicator: 80% of DaO staff needs sourced from profile source.

Target: Timely recruitment, and resourcing of JPs


	Indicator and Target: Partially Met
The focus on capacity gaps shifted once we took further stock of the realities of jobs shrinkage in many of the humanitarian operations in N.W. Tanzania. As a result the lead agency (WFP) changed the focus onto training. The training was focused on key skills suitable for career progressions such as CV writing and interview skills. By the year end an inter agency training course was completed in Kigoma and another training course is planned for early 2009. 
Recruitment is taking place to fill new positions in North West for JP6.  

	Output 2.3: Complete HR products from 2007
Indicator: Complete HR products from 2007
Target: OMT more confident in delivering inter agency HR products

	Indicator and Target: Fully Met

The HR team completed outstanding HR products from 2007. This included significant interaction with the UN LESA, and UNCT views sought on a proposal to cost share a spouse to facilitate international staff arrivals / departures. The activity on more work around common induction was shelved. 

	Output 2.4: Change management
Indicator and Target: Undertake DGO led capacity assessment


	Indicator and Target: Fully Met
Tanzania undertook a capacity assessment between January and March 2008. Assisted by a team of experts from Dalberg Global Development Advisors and members from UN agencies, the UNCT assessed the UN’s capacity in Tanzania. The analysis primarily focused on the UN’s development work while acknowledging the impact of the work undertaken by humanitarian agencies. The capacity assessment exercise proved to be one of the most useful change management processes so far, providing the UNCT in Tanzania with aggregate data to take decisions that will shape the way the UN works in the future. The results of the capacity assessment indicated that there needs to be a substantial shift of human resources from traditional project management functions, to policy advice and technical assistance. 

Based on the results of this capacity assessment, the UNCT identified the most important capacity enhancements required to achieve the objectives of Delivering as One, to support the Government and people of Tanzania, and to enable UN staff to take on roles and responsibilities most relevant to Tanzania’s development needs. To be able to change the current skills mix, the big challenge is to ensure a rapid change on 1) shifting programme assistance upstream (while maintaining strategic and focused downstream interventions) and increasingly making use of national systems, and 2) rapidly harmonizing business practices, making increased use of common services and ultimately moving into common premises. The UNCT decided to make these shifts in capacity over the period 2008-2012. The results of the capacity assessment were communicated to staff in a series of staff briefings.

As a first step to adjust the skills mix, the UNCT agreed to recruit three senior policy advisors. The main shift however is expected to come from comprehensive training to ensure that staff acquire the necessary skills to cover modified job descriptions or posts with new functions. The UNCT also set clear quantifiable targets to guide the implementation of a shift in human resource capacity over the next four years. 


	Output 2.5: One learning plan to support Delivery As One

Indicator: No. of staff trained

Target: Capacity to deliver as one enhanced
	Indicator and Target: Not Met
Initial activities focused on pulling together different agency training plans. However, this process did not develop because of weak buy-in to this output and the lack of comprehensive training plans in agencies. Most potential appears to be the possibility of sharing web based training across agencies.   

	Output 2.6: One Basic Cooperation Agreement

Indicator: Review of existing basic cooperation agreements
Target: One Basic Cooperation Agreement

	Indicator and Target: Partially Met
Clear direction for the output was provided by the Ministry of Foreign Affairs in mid 2008. Due to the legal issues inherent in this work contact was made with the UNON legal specialist in Nairobi. To start all existing basic cooperation agreements were collected by RCO and sent to the specialist in UNON. A series of discussions set the basis for a mission and the meetings required. Contact was made with the MFA legal affairs unit they key contact for basic cooperation agreements. The mission is now expected in the first half of 2009. 

	Key result 3: Procurement
	A KPMG study analyzing UN procurement provided the rationale for changing it. The study focused on reducing parallel systems and processes across the UN system. Key recommendations included the mandatory use of long term agreements, coordinated procurement planning in line with the Government’s fiscal planning cycle, and one UN procurement unit. To kick start this process the UNCT partially agreed with the KPMG analysis and approved the mandatory use of LTA and coordinated planning. This is now being spearheaded by a new Tanzania One Procurement Team (TOPT). The team is undertaking UN-wide gap analysis to identify what new long term agreements the UN needs, and designing one procurement plan template for all UN agencies to use. The first results of common procurement are already emerging with the procurement of office security bollards by one lead agency, and interagency agreements emerging on travel and customs clearance.

	Output 3.1: UN service contracts streamlined 
Indicator: Number of LTA in place
Target: Long term agreements more widely used across the UN
	Indicator and Target: Fully Met
A core part of the procurement feasibility process in 2008 has been to get a key message across to the OMT and UNCT: long term agreements work and getting them in place and institutionalized is the first step towards more effective and efficient procurement. 

By the end of 2008 eight long term agreements were in place. A dedicated workspace created to host the new and emerging LTA which were the heart of the 2008 TOPT agenda. The UNCT is fully committed to sharing and using LTA, and the TOPT has chosen a key and every day service LTA to get a good indication of LTA usage across the UN agencies.
The disappointment was the performance of the consultant hired to undertake a local market survey who did not complete the work for a number of reasons. This activity will be re-done in 2009 under much closer guidance.

	Output 3.2: Co-locate UNICEF and UNDP procurement staff. 
Indicator and Target: Establish procurement cluster
	Indicator and Target: Fully Met
The procurement options report and feasibility report completed in 2008 set clear recommendations for a procurement cluster that were approved by the UN Country Team in September. The issue of co-location is possibly the most subjective and reaching agreement represents a major achievement. The actual agreement was for the Tanzania One Procurement Team (TOPT) to be established. The TOPT cluster, composed of four agencies, started working together every Tuesday from the UN offices in Kinondoni and subsequently from UNICEF. The initial focus, as agreed with the UNCT, is to make much greater use of existing LTA (done), to map out the need for new LTA (done), to share out responsibility across the TOPT (done), collect data from the UN agencies through focused visits (done), to establish one LTA format (done), to establish the new LTA (on-going)

	Output 3.3: Shifting programme procurement from the UN to partners in line with the Paris declaration and 2007 TCPR

Indicator: 30% of UN support to the public sector using public procurement systems by December 2008
Target: Government takes ownership of programme procurement
	Indicator and Target: Partially Met
Shifting some UN procurement to implementing partners (especially GoT) is a central part of the KPMG feasibility report and fully integral to the way the UN will procure in the future. The key agreement is to make a far greater effort to procurement planning. A One UN procurement planning format was designed by the TOPT and is expected to be rolled out in 2009. Once the procurement plan is up and running the next step is for programme colleagues to advise / be challenged on shifting some procurement from being a UN activity to being undertaken by implementing partners. It became clear that this output is out of the direct control of the TOPT. The TOPT role is to support a much greater focus on procurement planning through new systems. The decision to shift procurement to partners is clear a programming decision and close ties need to be established in early 2009 to realize this output fully.

	Key result 4: ICT
	An ICT feasibility study was carried out to help UN staff to communicate more easily and to work from the different UN offices. In early November, six ICT experts from within the UN ranks visited Tanzania to validate the detailed plans and develop a rapid and detailed implementation plan for One UN ICT network. By building on the experiences from the Mozambique pilot, duplication of effort was much reduced and the new infrastructure designed according to the UN's own best practices and security guidelines. One ICT network will help UN staff communicate more easily and significantly reduce ICT costs by as much as USD 150,000 per year. 2009 is the year of implementation.


	Output 4.1: Set an agreement with the government regarding the Licenses for Frequency usage.
Indicator: All outstanding licensing fee issues resolved
Target: Clearly agreed licensing system in place
	Indicator and Target: Partially Met
During the IT feasibility process a letter was dispatched by the UNRC to Ministry of Foreign Affairs about the DaO IT project. This letter is expected to facilitate the implementation of new wireless network kit. 
Outstanding license fee issue remains unresolved and is an issue that one key agency needs to address directly with TCRA.  

	Output 4.2: Interconnect UN ICT networks to facilitate effective working practices and monetary savings

Indicator: Number of agencies interconnected 
Target: One IT network
	Indicator and Target: Partially Met
Both the options paper and IT feasibility review were completed and successfully submitted to the UNCT for approval. The feasibility review process was extremely in depth and required months of data collection and analysis. A lot of lessons were learned from the Mozambique pilot experience which started on IT design earlier. This cross learning helped refine our design in Tanzania. 

The feasibility study left some implementation and security issues unresolved and an HQ mission was requested to resolve them. This high level, and excellent mission, worked with the ICT team for a full week and addressed all security concerns and delivered a detailed network design, lead agency agreement, budget, costs savings analysis and implementation plan. The UNCT agreed on the recommendations and now allows this process to move forwards into implementation.  

	Output 4.3: Two V-Sat and One ISP
Indicator: % decrease in UN ICT running costs
Target: Reduced V-Sat and ISP
	Indicator and Target: Partially Met
Most UN agencies have now moved to the same global service provider EMC. This facilitates the way for the realization of reducing the number of V-Sat used by the UN in Dar es Salaam. The detailed feasibility study and subsequent high level HQ mission considered how to reduce the V-Sat in line with original plans. The plans are now confirmed that the UN can realize significant costs reductions by as much as USD 150,000 per year. All agencies will also at least retain the same level of connectivity, but most will have access to far greater connectivity and speed. 

	Output 4.4: Internet Provided Telephones 
Indicator: $ savings on telephone bills / agency / year
Target: Much greater use of internet based telephones across the UN
	Indicator and Target: Partially Met
This issue was thoroughly reviewed as part of the feasibility review and taken a step closer due to the expertise of the high level mission. The most likely route is that by having one global provider for most agencies, EMC, agencies will be able to make much greater use of voice over IP without the need for significant investment. Due to the focus on one network and reducing V-Sat costs this is now phase 2 of the implementation plan. 

	Output 4.5: Zanzibar One UN office has adequate ICT 
Indicator: Lower ICT running costs / agency
Target: UN staff in Zanzibar better able to coordinate programme activities
	Indicator and Target: Fully Met
One of the most significant investments made in 2008 to really test the impact of IT changes across UN agencies. The design and procurement was led by UNICEF and all kit dispatched to Zanzibar by October. However, sudden staff changes in UNICEF meant the final implementation of the project was delayed until appropriate IT skills were able to oversee the technical implementation. This was crucial because of warranty issues relating to new equipment and to protect the overall investment made via the One fund. 

	Key result 5: UN coordination in place to support UN programmes, UN operations, and Delivering as One

	Indicator and Target: Fully Met
Three core advisers in place and fully financed until the end of 2009. Contracts for all three advisers renewed and all in place until the end of 2009. Critical coordination bodies including the IAPC, OMT and UNCG all well coordinated and meeting high standards throughout 2008.


Key Implementation Issues and Lessons learned
Issues

1.
In order to increase the efficiency and effectiveness the One Office work plan focused on reducing parallel processes and duplication in the areas of Information and Communications Technology (ICT), human resources, procurement and finance. The UN country team clearly acted on the one office scoping missions in November 2007 by directing the OMT to focus on procurement an IT.

2.
OMT governance has considerably improved during 2008. There were some concerns at the beginning of the year whether the OMT could meet the challenges set by the delivering as one reforms. However, a new influx of skills alongside considerable national experience has delivered a serious work programme for 2008. The engine for the analysis has been the working groups who have focused on their work programmes outlined in the one office plan and delivered some excellent products for review by the OMT and subsequent approval by the UNCT.
3.
The major issues were living up to the challenge set by the UNCT to forge real change in ICT and procurement. Abiding by the process approach model in was clear that taking whole cadres (i.e. IT and procurement) the amount of analysis and planning that needed to be undertaken was probably misunderstood during the early planning of the one office programme. As a result real change in procurement is only just starting to emerge at the end of 2008, and IT is still a plan with real delivery now eagerly anticipated in 2009. 

4.
Substantial steps were taken to move forward on One UN premises in Dar es Salaam with the establishment of a Government-UN taskforce on One Premises and a cost benefit analysis of all UN agencies moving into One Premises. This work complimented the capacity assessment work which mapped the potential staff savings that might be realized if common UN premises were up and running in Dar es Salaam by 2012.  Key assumptions for realizing these considerable savings include establishing a full set of common services and clustering operational service providers. 
5.
The analysis around common procurement shows a picture of inherent UN inefficiency. The current system allows each agency to undertake its own procurement activities. This practice wastes considerable amounts of staff time and cash resources. The data collected makes stark reading and clearly makes the case for implementing the KPMG recommendations of mandatory use of LTA for all basic services (such as cleaning, stationery, office maintenance), much greater efforts to coordinate procurement planning and using government systems more, and moves towards one procurement unit. Implementing real changes to the current procurement business practices in Tanzania is estimated to be able to realise $3.8 million every year: 
6.
The table below shows potential savings from Delivering as One procurement. The columns shows the time savings from using long term agreements and having one contracts committee, and the cash savings from good planning and bulk procurement.

	                             Transactions                                    
	            Bulky Spend

	Agency
	 Number
	   Savings with    

       LTAs       
	Value $
	   Discount  

     (15%)
	Total Savings       

         ($)

	FAO
	125
	22,875
	766,121
	114,918
	137,793

	UNICEF
	225
	41,175
	3,256,876
	488,531
	529,706

	UNDP
	1,591
	291,153
	5,598,981
	839,847
	1,131,000

	UNHCR
	585
	107,055
	5,379,797
	806,969
	914,024

	UNFPA
	435
	79,605
	563,352
	84,503
	164,108

	UNESCO
	1,037
	189,771
	1,496,927
	224,539
	414,310

	WFP
	743
	135,969
	2,085,980
	312,897
	448,866

	WHO
	214
	39,162
	463,147
	69,472
	108,634

	Total
	4,955
	906,765
	19,611,181
	2,941,677
	3,848,442


KPMG: One UN Common Procurement: Final Report. 20 October 2008.

7.
To move forward on joint procurement, the Tanzania One Procurement Team (TOPT) was established in October 2008. The team consists of four UN agencies who meet for one day per week to undertake procurement gap analysis to identify what new long term agreements the UN needs and to develop one new procurement planning template. 
8.
In ICT, the main issue in Tanzania was to focus on improving the way UN staff communicate. Three proposed changes to existing ICT business practices were approved. The first is to establish One ICT Network to increase staff mobility, facilitate staff to work anywhere, in any office or even from home. The network will save time and increase efficiency, for example by allowing ‘virtual’ authorisation. By creating a virtual office environment the feeling and perception of being a UN staff member (as opposed to an Agency staff member) will increase and the pool of expertise will widen by providing better and more access to support. The second is to reduce the number of satellites connections. The third change is in telephone services where proposed changes will allow free inter-agency calls, and free agency-agency global calls. Together, these three One UN ICT business practice changes are expected to reduce the UN’s ICT costs by around $12,200 per month ($146,400 per year). The table below shows the potential savings by Agency:

	
	 
	Current Primary and Secondary Link (Monthly) 

	Agency
	Users Dar
	Current Cost
	Estimated Cost
	Savings

	UNICEF
	110
	$5,935.00 
	$4,600.68 
	$1,334.32 

	WFP
	68
	$2,725.00 
	$1,813.96 
	$911.04 

	UNDP
	183
	$9,108.00 
	$5,205.03 
	$3,902.97 

	UNHCR
	68
	$4,060.00 
	$2,940.96 
	$1,119.04 

	WHO
	65
	$2,700.00 
	$2,288.13 
	$411.87 

	UNESCO
	27
	$2,716.00 
	$2,339.53 
	$376.47 

	ILO
	50
	$2,200.00 
	$413.94 
	$1,786.06 

	IOM
	14
	$1,430.00 
	$115.90 
	$1,314.10 

	FAO
	21
	$1,300.00 
	$173.86 
	$1,126.14 

	
	  606
	            $ 32,174.00 
	            $ 19,891.99 
	   $ 12,282.01 


9.
Apart from the UNCT prioritized areas, a number of changes to existing business practices were proposed to reduce cost and increase efficiency. A banking review was completed with clear recommendations for the UN to pursue using one bank in Tanzania. The expected result of using one bank is lower bank charges, reduced internal UN transactions, and better rates for personal banking. For the first time three specialized agencies agreed to start using the HACT in Tanzania. Key staff were trained in September and a letter dispatched to Headquarters to clear the way for these agencies to practically start using the HACT. The OMT analysed the processes to undertake comprehensive and interim staff salary reviews and recommended changes to the International Civil Service Commission to review and update the global methodology. By undertaking this survey at country level Tanzania expects to influence Headquarters to update the global salary survey methodology. 

10.
Tanzania undertook a capacity assessment between January and March 2008. Assisted by a team of experts from Dalberg Global Development Advisors and members from UN agencies, the UNCT assessed the UN’s capacity in Tanzania. The analysis primarily focused on the UN’s development work while acknowledging the impact of the work undertaken by humanitarian agencies. The capacity assessment exercise proved to be one of the most useful change management processes so far, providing the UNCT in Tanzania with aggregate data to take decisions that will shape the way the UN works in the future. The results of the capacity assessment indicated that there needs to be a substantial shift of human resources from traditional project management functions, to policy advice and technical assistance. 

11.
Based on the results of this capacity assessment, the UNCT identified the most important capacity enhancements required to achieve the objectives of Delivering as One, to support the Government and people of Tanzania, and to enable UN staff to take on roles and responsibilities most relevant to Tanzania’s development needs. To be able to change the current skills mix, the big challenge is to ensure a rapid change on 1) shifting programme assistance upstream (while maintaining strategic and focused downstream interventions) and increasingly making use of national systems, and 2) rapidly harmonizing business practices, making increased use of common services and ultimately moving into common premises. The UNCT decided to make these shifts in capacity over the period 2008-2012. The results of the capacity assessment were communicated to staff in a series of staff briefings.

12.
As a first step to adjust the skills mix, the UNCT agreed to recruit three senior policy advisors. The main shift however is expected to come from comprehensive training to ensure that staff acquire the necessary skills to cover modified job descriptions or posts with new functions. The UNCT also set clear quantifiable targets to guide the implementation of a shift in human resource capacity over the next four years. 
13.
So far, the two first phases – outlining the HR requirements and creating a database for capacity tracking – have been completed. The outlined HR requirements indicated mainly additional “upstream” capacity and keeping programme management capacity constant. Therefore, creating a detailed HR framework and strategy is now not seen as a prerequisite because programmatic shifts must come first. The UNCT agreed that the team of experts would have more impact by providing assistance to shift the work of the UN system in specific ways, such as developing options on the programmes side including developing an issues paper on programme management modalities for development partners & HQs, as well as supporting Joint Programme Working Groups to develop indicators of relative amounts of advisory work in JPs. Based on the results of the first two phases, the UNCT agreed on actions to be taken in 2009 to increase the upstream work, change programme modalities and reduce the work of the JPs Managing Agents.
Constraints and challenges

14.
The capacity to get things done remains the biggest challenge in Tanzania. Added to that, there are still no incentives that bite to inspire operations staff to go the extra mile in operations reform. The lack of qualifications and incentives means that insufficient time is taken to change the way the UN administers itself and its programmes, reform agendas are not being prioritised, and operations reform tends to travel at the pace dictated by the slowest agency. 

15.
Co-locating UN staff that cover the same operational area makes a huge amount of theoretical sense. But every attempt is met by huge resistance. Why? As far back as the UNDG review of the common services programme at the end of 2005 commentators remain perplexed at the lack of experimentation with co-location. This issue needs to be aggressively pursued as part of the DaO pilots to test this theory. 

16.
The aid effectiveness agenda so clearly detailed in Paris and Accra is not fully influencing UN operations (it remains frustratingly locked in UN programme circles). Despite the UN trailing in aid effectiveness surveys and the serious push provided by the One UN M&E framework, using Government systems (especially finance and procurement) is only being practised by four agencies. Much clearer direction from UN programmes, such as changing aid modalities, is of course a pre-requisite, but operations staff often need their jobs re-configured to assume using government systems unless analysis tells the UN otherwise. 
17.
The lack of a coherent dialogue with the pilots around human resources is a weakness. As the UNCT embarks on an HR framework in Tanzania the lack of guidance from an interagency group at HQ poses a serious risk. The capacity assessment itself was home grown in Tanzania guided by the UNCT and DOCO. The UNCT expects far greater engagement and support for this next critical stage of drawing up an HR framework. 

18.
Translate changes taking place in business practices in the pilots into structural reform of HQ business procedures. And for HQ to rapidly implement the project for the harmonization of business practices with priority on finance issues (harmonization of instruments and procedures, allowing all agencies to use of government managed basket funds
Lessons Learned

· The general lack of understanding and lack of motivation of UN staff to engage in the Delivering as One reform was addressed by strengthening internal communication. 
· Through regular information sharing and staff briefings, staff at all levels have embraced the opportunity to share their views and engage at an individual level and be part of the change. 

· OMT governance and consensus is important. But well motivated and capable operations working groups are the catalysts that make a UN reform project work (or not).  

· Cross fertilization of technical feasibility reviews across the pilot countries works and there should be many more. The ICT project in Tanzania is more comprehensive and better planned as a result of learning from Mozambique.
· UN agencies at the country level are unlikely to alter their staffing profiles without changing their use of aid modalities. 

· Influencing the ICSC is extremely difficult. Despite sending a first class review of the global salary survey methodology to the ICSC, there does not yet appear to be any discernable impact. Did we aim to high?  

· If countries want to join forces on procurement Tanzania is now plowing a replicable model: long term agreements, agency co-location, and one procurement plan. 
· Inter agency technical task teams from headquarters make a difference to operations reform. In Tanzania, the ICT task team took the country based feasibility analysis and within 10 days turned it into an implementation plan approved by the Country Team;

· In planning sub offices it is crucial for a transition manager to be recruited at the start rather than the end of the process. We learnt this in Zanzibar the hard way.
Planning & budgeting issues
19.
The one office planning cycle is becoming a core part of the OMT business. That one office plan was established as a result of the February common services workshop. It was approved by the UNCMT in March and thereafter work began on the memorandum of understanding (MoU) for which we utilized the existing programme MoU. The key annex for managing funds was the one office work plan which included financing needs. Due to complications with HQ the MoU was not signed by either WHO or ILO which means neither Agency can receive funds from the one office programme.

20.
The mid year reporting was a very useful exercise to refine the focus of the one office programme and to re-visit lead agency capacities and the budget. Both the OMT and its working groups remain the key drivers of the programme and continue to use the one office matrix to make adjustments to our common work programme and ensure the workload remains cutting edge, living up to the spirit of delivering as one, and manageable. At the end of the reporting year it is clear that budgeting is being undertaken systematically and the OMT very much used to the One Fund mechanism.
21.
In the annual review budgeting there is an amalgamated management fee for the parallel funds from DFID and Norway which amounts to $18,374. For the purposes of this report this amount shows as expenditure under output 5.1 because it most clearly relates to coordination.
22.
There are two clear areas where the OMT significantly under budgeted. The first was the area of IT where we did not expect the costs incurred for the HQ mission. The actual costs for the UNCT in Tanzania was around $50,000 but the impact and usefulness of this mission cannot be underestimated. The mission cleared two key issues: IT security and the verification of our IT design. The second oversight was the costs incurred for the OMT common services workshop in February and also the cost recovery costs from utilizing UNDP administration. These are lessons learned and need to be incorporated in the One Office 2009 work plan and budget.   
Cross-Cutting Issues 
1. Human Rights Based Approach to Programming and Environmental Sustainability: 

a)
The major focus in the area of human rights has been in the area of procurement.  In the area of long term agreements (LTA) we recognize that the UN has been weak in thinking upfront about the human rights aspects of the companies we do business with - specifically the companies we procure goods and services from. From late 2008 we have used our common procurement work space to discuss whether the new LTA would adhere to / refer to UN Global Compact, human rights, environmental issues where applicable".  Using considerable inputs from ILO in Geneva we have noted for example that our current LTA with Kilimanjaro Blankets makes no reference at all to UN Global Compact, human rights, environmental issues. The issue was raised by ILO that working conditions in many industries in Tanzania (let alone Dar es Salaam) leave much to be desired; the same may be said of industries manufacturing buckets, jerry cans and soap all of which are covered by existing LTAs (refer to the RC's letter).  
b)
The ILO’s recommendation now being taken up by the Tanzania one procurement team (TOPT) is for an explicit article in each new LTA. This should be complimented by the Global Compact which should also be signed for each new company taking up an LTA with the UN from 2009. 
2. Gender Equality: 

a)
The OMT represents a cross section of national, international, men and women. Of concern are some of the working groups which tend to be mainly men (procurement and IT) or mainly women (human resources). These need to be reviewed in 2009, especially to ensure that women are represented in the crucial TOPT. It should be noted that the lead for the one IT network is a woman, in a notoriously male cadre.

b)
A notable success in gender equality is the nursing room set aside in the new one office in Zanzibar. This was included at the design stage and cleared early on in the architectural drawings. The nursing room is being kitted out with sofa and has access to clean water, is private, and seeks to encourage women to bring their babies or small children to either nurse or look after if the situation dictates.  

c)
As the potential for one premises becomes more realistic is of critical importance that the new working group ensures both men and women are fairly represented to pick up the key sensitive issues around premises.   

3. Results Based Management: 

a)
The one office work plan has results at its core. From the planning phase which began in February 2008 the plan has focused on results but in the context of the process approach model: assessment, planning, decision-making, and management. The key driver in all of the one office work in 2008 has been to prove that implementing or trying different ways of working does actual result in increased efficiency or effectiveness. The challenge OMT’s face globally is getting plans to actually deliver results. In Tanzania, the added impetus of delivering as one means that there is constant scrutiny from the internal governance structure for delivering as one, donors, and interested reform watchers to make sure tangible results are being delivered.  
b)
As a priority it was important to develop clear indicators in procurement to show results and impact. As a result of detailed feasibility reviews we can estimate the time and subsequently approximate cost of implementing one long term agreement. We have shown the processes that can be eliminated and we will use this analysis to show the time reduced from all of our long term agreements being implemented in 2009. We have analysis to do the same estimates once we implement systematic procurement planning.
c)
As a priority it was important to develop clear indicators in IT to show results and impact. We have verified that by reducing the number of V-Sat we will reduce costs by $150,000 per year. We can track this during the implementation phase in 2009. We know that getting one network in place provides a huge opportunity for mobility. We will track how this works in practice.  
4. Capacity Development: 

a)
The capacity of the OMT has increased in 2008. This extra capacity was provided at the instruction of the UNCT who ensured that the WFP deputy director became co-chair of the OMT and the new RCO operations adviser focusing on the one office component. That said OMT capacity remains relatively weak borne out by the fact that only three agencies really volunteer to take on reform based activities.
b)
The capacity of the OMT working group to deliver remains mixed and further efforts should be made in 2009 to review membership and to make sure that new skills and experience is brought into the working groups. The reviews in both IT and procurement have increased the knowledge and skills across the UN, and in IT is increasing skill sets beyond traditional agency focus to new technologies and supporting inter agency teams. 
c)
The OMT sees two major avenues that old the most potential for capacity building for our implementing partners: procurement and finance. In procurement the plan is now to shift procurement away from being a UN activity to an activity assumed by implementing partners. This shift is a programmatic decision but the procurement team (especially the TOPT) expects far more focus in 2009 on seeing where procurement capacity can be strengthened in our partners’ skills sets. In finance it is expected that the ‘capacity’ element of the HACT modality will be picked up far more strongly. In particular a focus on high risk partners who need training and better oversight mechanisms to adequately utilize development finance.
III. ONE UN PROCESS INDICATORS

N/A

ANNEX A: FINANCIAL REPORTS
Table 1: Annual Financial Statement 

	
	
	One Fund
	Parallel
	Pooled

	Funding allocation during period
	A
	$1,751,778
	$331,886.73
	

	
	
	

	Budget for period (resources received for period)
	B
	$307,568.29
	$289,758.27

	

	
	
	

	Expenditure
	
	
	
	

	
	
	
	
	

	1. Programme Expenditure for period
	C
	$271,057.29
	$313,512.73
	

	
	
	

	2. Management Fee 
	D
	$20,121.29
	$18,374
	

	
	
	

	Total Expenditure                           C+D
	E
	$291,178.58
	$331,886.73
	

	
	
	

	
	
	
	
	

	Budget Balance for period             B-E
	F
	$16,389.71
	($42,128.46)

	

	
	
	

	
	
	
	
	

	Funding Balance                             A-E
	G
	$1,460,599.42
	$0
	

	
	
	

	Cumulative Interest Earnings
	
	
	
	


Table 2: Annual Financial Report by Output 
	Planned JP Results for the Reporting Period
	Budget for period (based on one office budget 08) (USD)
	Total Expenditure for period
	Variance
() denotes overspend

	Key Result 1: Finance
	
	
	

	Output 1.1: Common Banking arrangement for all UN
	$21,000
	$24,298.95

	($3,298.95)

	Output 1.2: Streamlining budgetary practices for common services.
	
	
	

	Output 1.3: Greater use of Government financial systems in line with the Paris Declaration Indicator 5a
	
	
	

	Output 1.4: HACT and use of Exchequer system ensures greater use of Government financial systems in line with Paris Declaration Indicator 5a
	$12,000
	Zero expenditure
	$12,000

	Output 1.5: One UN programme budgetary framework
	$35,000
	Zero expenditure
	$35,000

	Output 1.6: Common Premise for the UN
	$2,000
	$324.15
	$1,675.85

	Key Result 2: Human Resources
	
	
	

	Output 2.1: Optimize operational efficiency and effectiveness through harmonized HR practices
	$20,000
	$20,217.5
	($217.5)

	Output 2.2: UN Tanzania staff profile available in N.W. Tanzania (initially) to ensure capacity gaps are filled
	$15,000
	$19,989

	($4,989.00)

	Output 2.3: Complete HR products from 2007
	
	
	

	Output 2.4: Change management
	$125,000
	$108,147
	$16,853.00

	Output 2.5: One learning plan to support Delivery As One
	
	
	

	Output 2.4: One Basic Cooperation Agreement
	
	
	

	Key Result 3: Procurement
	
	
	

	Output 3.1: UN procurement contracts streamlined
	$65,000
	$61,150.24
	$3,849.76

	Output 3.2: Co-locate UNICEF and UNDP procurement staff.
	
	
	

	Output 3.3: Shifting programme procurement from the UN to partners in line with the Paris declaration and 2007 TCPR
	
	
	

	Key Result 4: ICT
	
	
	

	Output 4.1: Set an agreement with the government regarding the Licenses for Frequency usage.
	
	
	

	Output 4.2: Interconnect UN ICT networks to facilitate effective working practices and monetary savings
	$31,466.56
	$91,745.59
$31,466.56 (from 1 Fund)

$60,279.03 (from Parallel)
	($60,279.03)

	Output 4.3: Two V-Sat and One ISP
	
	
	

	Output 4.4: Internet Provided Telephones
	
	
	

	Output 4.5: Zanzibar One UN office has adequate ICT
	$270,860 


	$270.753.29
$259,712.02 (from 1 Fund)

$11,041.27 (from Parallel)
	$106.71

	Key Result 5: UN coordination 
	
	
	

	Output 5.1: UN coordination in place to support UN programmes, UN operations, and Delivering as One
	
	$26,439
$8,065.59 (OMT retreat)

$18,374 (Management fee)
	($26,439)


� This budget reflects the budget the OMT set in early 2008 and revised through the year. As expenditure increased against some activities extra resources were mobilised mainly from DFID and Norway funds administered by the RCO. The OMT felt that using our existing budget was a useful way to present this financial report because it clearly shows where we budgeted well and areas where we did not.


� (…) denotes overspend.
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