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1. INTRODUCTION

1.1 The external review of IUCN's 1994-86 Programme was conducted over a period of three
weeks ( mainly from March 18 to April 6, 1996) by a team consisting of Leif E. Christoffersen
{Norway), Peter Laban {The Netherlands), Ramon Perez Gil Salcido {(Mexico), Nampaa N.
Sanogho (Mali) and Arne Schiotz (Denmark]. its Terms of Reference was formulated by the
Secretariat with inputs from some of the large international development agencies which funded
broad programme support to IUCN for its 1994-96 Programme. Attachment 1 presents the full
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have been improved. However, little progress has so far been evident in regard to setting up a
monitoring and evaluation system for IUCN's field activities. in the absence of such a system,
the different donors funding JUCN activities have no other options except specifying their own
monitoring and evaluation requirements in this regard. The basic acceptance of the need for
setting up a IUCN monitoring and evaluation system was strongly endorsed in 1994. Some
steps have been taken in recent months and are mentioned in para. 8.5. in our view [UCN can
become a more effective knowledge-based institution by giving higher priority to systematic
evaluations and deriving its own lessons from field experierices.

d} Membership:

Impressive efforts have been made by the Secretariat to recruit a wider membership in IUCN and
to make [UCN more of a member-focused institution. However, the quality of its membership is
as important as its quantity. Members include a large variety of institutions which have quite
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being set aside on an annual basis. It is somewhat surprising that IUCN has not been able to
improve its finances further in the immediate period following UNCED, when considerable global
attention has been devoted to international environmental issues in the media, among the
general public, and at political levels. The longer term situation for the funding of headquarters
rtivitine epames uncartaig The need fnr ppw cnst affertive enligtinns mist be intangifisd_The




1995 reviews of the South/Southeast Asia Programme and the West Africa Programme. They
provided valuable insights into critical issues arising from program and project activities.
However, the multiplicity of external reviews seemed somewhat confusing to the external review
team. Many of these activities would have been more useful had thev been preceded by internal
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recent relatively farge increases in membership from developing countries, SSC's extensive
membership is getting a better North/South balance.

5.4 Its network of members, first and foremost the SSC Specialist Groups, has been active in
gathering data. Relations with the World Conservation Monitoring Center {(WCMC} in the UK
have been strengthened, partly through the newly established Biodiversity Conservation infor-
mation System. This is a consortium in which SSC and WCMC join up with several other
partners. Its main objective is to become an effective vehicle for gathering and disseminating
data.

5.5 Information of this kind is being derived and also put to direct use through various S5C
Action Plans. Since 1986 a total of 30 such plans have been published and several more are
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being developed and four such will be published before the next General Assembiy (renamed the
World Conservation Congress}. The principal target in the programme - to complete all mammal,
reptile and amphibian Action Plans - has not yet been met and was probably unrealistic. Most of
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5.11 The relationship between SSC and the rest of IUCN needs to be given very close scrutiny in
the context of discussions of the structure of SSC, the location of its secretariat and of the
Species Survival Group, and its links to the Sustainable Use Initiative and the National
Biodiversity Groups. A working group to adress some of these issues has recently been
established by the §SC Chair.
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advantages in having commission secretariats established outside headguarters. In order to

provide better cohesion and interaction at IUCN's gltzbangvel and 1 reﬂllrie_anguﬁﬁiﬁ rinnde
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membership has thus been activated, and many activities require little or no central support. One
of the lessons from this exercise may be that some initial central support may be needed to
activate new regionai action plans, e.g. by supporting for an initial period a well qualified
executive-type person placed in the Vice Chair's office.
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6. REGIONALIZATION AND DECENTRALIZATION

a) The Regional Programme for West Africa

6.1 The objectives of the triennium for this Region were:

* to reinforce national and local capacity to adapt to changing demands of natural resource
management, through National Conservation Strategy (NCS) related activities and the
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While the consultative structure of national coordinators for programming could be maintained, it
will be necessary to redefine their mandates, responsibilities and required qualifications. The
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emphasized wildlife activities and the Sustainable Use initiative. The social development activities
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policy formulation, communications and education, and local community invoivement. Generally,
regional activities relate to four major areas: conservation strategies, international and regional
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strongly sUpported by its members.

6.28 NGOs have a large share of IUCN’s membership in the region but there are few scientific
institutions among its members. Scientists involved in commissions seldom interact with NGOs,
in part because it is considered prestigious to belong to a commission but perhaps not so much
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capacities at the center is a necessity for IUCN, if it wants to keep up a high degree of credibility
with its different partners. Maintaining a minimum of such technical core staff to provide
independent quality control over its programmes seems to be a legitimate argument to justify
core funding by IUCN’s major financial partners. On the other hand the external review team
believes that some additional technical programme staff at headquarters {in addition to the
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Biodiversity Programme have been very timely and strategically important for the Convention.
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offices, and supported by the commtssmns, should put IUCN in 2 very advantageous position in
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Biodiversity Convention.
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7.11 The objectives for the Triennium were:
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sustainable resource management.
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on the integration of human aspects of conservation in IUCN policies and field projects, with
particular reference to the management of naturaf resources by local communities.
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professional core at its center. |s should be able to work flexibly and dynamically as a senior
technical team serving several functions - including providing general guidance and technical
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communication implies a strong capacity to capitalize the experience and lessons gained through
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Review” and should be disseminated to all elements of the IUCN system.

3 hew ’r_.l e B T R iy

Wl e

. . .a

considered during other parts of the year, on key topics of interest to IUCN. Such workshops
would be structured to come up with well defined products in terms of lessons learned,
refinement of conservation-development approaches, contributions to technical, socio-

sconomic, institutional and scientific knowledge and policy guidance. These workshops might
- ale n alf-m—al feimben iy,
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9.6 The third critical area in IUCN’s cost structure concerns the retationship between that part
. ﬁ?iﬂd- L S T P Yy Ve i-x-!_k—.k—i—l."l" 5-—-—*"-‘-"' . AL e — s ' aolas e
g ¥ Y

-

policy support to regional and country programmes. To the extent that mutual agreements are
being reached on what specific senior supports services from headquarters will be provided
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types of technical and policy work at headquarters. |t would seem appropriate to have these
services either fully, or at least predominantly, funded under each new project.

9.7 IUCN's funding strategy should be primarily based on its most interesting and attractive
feature to most internationai development assistance agencies, namely its growing global system
of regionai and country offices, membership-based National Committees, and its global and
repinnal advigsorv sprvines framp irc_rnmgise.iqas @#nd nthar cninnvifin aned [orpée-langpiests 0.
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* a continuing insecure financial structure;

« the need for improved cost control systems in work programming and budgeting and also in
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¢ a clearly articulated fund-raising strategy; and

+ an inadequate gender balance among staff at middle- and higher-level positions at
Headquarters. On this latter point we have been convinced that the Director-General will
intensify his aiready strong recruitment efforts, and hence we have not included any main
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i} Programme Focus.
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clear, and to consider field activities in countries with active members but without fully
functioning regional or country offices. The third step would focus on the work programs of the
Commissions and explore opportunities for linkages with the Secretariat programmes. The next
step retates to policy work at the headquarters. Having considered the priority signals expressed
by the regions, policy work should then be determined from an overall global management point
of view.

relocation of the staffing capacities necessary to carry out the headquarters functions
emphasized in our recommendations, inciuding the senior advisory posts for the technical
programmes and the main core of the commission secretariats.

iii} Learning functions:

10.9 The third recommendation concerns the need_for IUCN to become more of a learnin
institution. A main objective for IUCN is to 'influence societies all over the world, to encourage
and help them to conserve the integrity and diversity of nature'® . In order to meet that objective

effectively, IUCN will have invest more in its own cagacities to cagitalize on lessons iearned from
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ivl Operational approaches

10.12 Several of the Technical Programmes and the policy activities conducted by 1UCN have

had difficulties in searching for effective operational approaches. Some have been seen to be
,xnfﬁl\[ei {mr'\mn, while snme athare hava had_diffirnltiae in hainn nndaretnnd_and
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ATTACHMENT 1

TERMS OF REFERENCE

EXTERNAL REVIEW OF THE IUCN PROGRAMME AND COMMISSIONS

INTRODUCTION
Qg e nf ok seronwe-t betuincs Side =4 1ICK ax e ) e oy e S —
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review was undertaken by an international team of five members and apart from Sida, also the
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SPECIFIC TASK TO BE UNDERTAKEN

‘El ardar tn provifda an ancencsy the v L e T e R e
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i} Analyze and provide comments on the policy guiding the programme as well as the approach
and delivery system now being pursued in its programming and programme implementation

process, as spelt out in the strategic plan and reflected in the decentralization process being
pursued by the Secretariat.

i) Analyze and provide comments on the decentralization process, including its financial and



APPOINTMENT OF THE REVIEW TEAM

The evaluation team will be appointed by the Director General of [UCN in consultation with
M AL T~ B W e
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brief to review the commissions. At least two members of the team will be from developing
countries. The Team leader will be a person proposed by Sida. All team members must have

extensive develog[ng country experience; possess fjlobal knowiedqe of natural resource

will have extensive organizational experience of the type of organization that {IUCN represents.
No member of the team will have worked extensively for {UCN.




ATTACHMENT 2
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Leif E. Christoffersen (Norway} was the team leader. With a background in economics he served with
the World Bank in various management capacities until 1992, inciuding five years as head of the
Environment Duwsnon for the Afrlca Reglon in Norway h¢_ghairs the Board of GR_D Arendal_an
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ATTACHMENT 3

RECOMMENDATIONS FOR FUTURE EXTERNAL REVIEWS

1. The importance of external reviews is well recognized by both IUCN and its General Assembly.
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