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PROGRAMME COMMITTEE

Hundred and Thirteenth Session

Rome, 18 to 22 March 2013

Evaluation of FAQO's Regional and Subregional Offices
for Europe and Central Asia

MANAGEMENT RESPONSE

A. General response

1. FAO management welcomes this Evaluation, which assesses the performance of the Regional
Office for Europe (REU) and the Subregional Office for Central Asia (SEC) in servicing countries in
the region and proposing practical recommendations for strengthening their effectiveness.

2. Management endorses the Evaluation process and methodology and appreciates its forward-
looking approach in focusing on the impacts of the ongoing reform at decentralized offices level. The
Evaluation, starting in early 2012, was carried out at a time of important discussions and
transformational changes in FAQ’s approach to decentralization, thus providing in-depth evidence and
input to the process insofar as it impacted the region.

3. This Management Response was prepared under the leadership of the Assistant
Director-General/Regional Representative for Europe and Central Asia, in close collaboration with
many other concerned units.

4, The Evaluation Report contains eight high-level recommendations and 22 sub-
recommendations. Management accepts 14 of the 22 sub-recommendations, partially accepts four, and
does not accept four sub-recommendations.

B. Context and highlights of the Evaluation

5. The Evaluation provides a constructive vision on how the Organization could further
strengthen its decentralized operations in the Europe and Central Asia region, which is supported.
While Management agrees with the main Evaluation findings and recommendations, implementation
will be conditioned by ongoing transformational changes, including the reviewed Strategic Framework
and new Medium Term Plan and Programme of Work and Budget from 2014.
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6. The Evaluation confirmed the efforts made by the Organization to better support member
countries in the region in recent years, including the establishment of SEC, the increase in Regular
Programme resources to all decentralized offices in the region, and the use of TCP to compensate for
the lack of voluntary funding of FAO activities in some countries. The Evaluation, however,
concludes that the decentralization process is still work-in-progress and recognizes the complex
environment within the region, characterized by the considerable diversity of the countries with
respect to their food security, rural poverty and economic situations. The situation is also complicated
by several countries in transition, creating a “moving target” for FAQ’s intervention. The Evaluation
did recognize the good work started in early 2012 with the process of transformational changes,
however, the programme of work is conditioned by the limited resources available at country level —
the region is only now in the process of establishing two fully-fledged representations, with the other
countries served by Assistant FAO Representatives (AFAORS) or national correspondent government
staff. Moreover, the decentralization policy was only adopted at the 144™ Council when the evaluation
had just started.*

7. Management considers that these findings confirm the relevance of FAO’s recently adopted
decentralization policy and its three main pillars: (i) improved prioritization, (ii) improved
performance of the decentralized offices network, and (iii) integrated model for programme delivery
(i.e. integration of emergency and development) operations.

8. Management welcomes the fact that the Evaluation has duly considered the actions undertaken
so far by the Organization and endorsed those under implementation, notably the decentralization of
oversight of the FAOR network, TCP, greater delegation of administrative authority, the elaboration of
a Regional Priority Framework and Country Programming Frameworks (CPFs) and the allocation of
additional resources for subregional and country offices.

C. Implementation challenges

9. Follow-up to this Evaluation will require action at three levels: a) many of the
recommendations will have to be addressed by FAQ’s regional, subregional and country offices in the
region, in collaboration with headquarters units; b) the implementation of some recommendations is
contingent on the corporate enabling environment for decentralization being put in place through
transformational changes; and c) the regional membership will need to guide the Organization on
governance issues which remain open and require attention, such as the roles of, and inter-relationship
between the European Regional Conference (ERC), the European Commission on Agriculture (ECA)
and the European Regional Group (ERG) and the scheduling of their respective agendas and meetings.

10. With regard to actions at the regional level, including those to be pursued in consultation with
headquarters units, they have been assigned a 2013 timeframe, in some cases subject to additional
resources being available. Actions regarding governance need to be discussed by the regional
membership who will ultimately take a decision on them, with FAO’s support and advice to the
process, as required.

11. It is evident that the network of country offices is currently spread too thinly in the region,
with the Organization using suboptimal forms of country presence such as the National Correspondent
Scheme. While acknowledging its inadequacy, there is currently no better alternative. Any further
expansion of country coverage in the Europe and Central Asia region, would require the allocation of
additional resources. Negotiations are currently ongoing with some middle-income member countries
on the establishment of FAO presence based on the necessary contributions by the host country.

12. Recommendation 4 deals with Host Country Agreements and places strong importance in
having standard basic agreements in place for any FAO operations to take place in country. Clearly,
such a situation is advocated by FAO as the best solution to ensure the privileges and immunities for
staff and the safeguarding of operations. Such agreements are in the end up to individual member
countries to grant. This Evaluation however, is an encouragement for management to continue the

! CL 144/REP paragraphs 17-22
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progressive review of Host Country Agreements assuming that Member States will also facilitate
standard agreements, where possible.

D. Proposed follow-up actions

13. Management considers that success in the implementation of the recommendations made by
this Evaluation depends on the synergy with the transformational change processes and the willingness
and engagement of member countries to prioritize their collaboration with FAO. Many of the
Evaluation’s recommendations are interdependent and can only be dealt with in an integrated manner
(e.g. strengthened country presence, further delegations of authority in a more decentralized
environment). Therefore, management is fully committed to pursuing those changes that will result in
more focused FAO programmes, in a better performing decentralized offices network where there is
due synergy and complementarity between emergency and development programmes.

14, In view of the above, Management proposes the following approach to organizing the follow-
up to this Evaluation:

a) short-term measures stemming from approved decisions of governing bodies and which
can be accommodated within the PWB 2012-13, such as the filling of the REU Regional
Gender Officer post, pursue increased delegations of authority for FAORs and seek a
viable alternative to the National Correspondent Scheme (the comprehensive list of
proposed actions is indicated in the response matrix below);

b) longer-term governance issues (e.g. finding a more efficient and cost-effective way to
replace the Working Party on Women; and finalizing the rules and procedures for the
ERC) to be submitted to the 2014 Regional Conference.

15. Management believes that the recommendations of the Evaluation provide a good basis for
defining a consensual agenda for change for FAQO’s work in the Europe and Central Asia region. Such
agenda can only be successfully addressed if it is widely understood and supported by FAQ’s
membership in that region. It is therefore suggested that progress on the plan be reviewed by the ERC
in early 2014 so that the concerned countries remain fully informed and can provide their guidance on
the change process.
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