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Executive Summary 
 
This Stocktaking report reflects the progresses that have been achieved during 2008 by the 
Government and the United Nations System (UNS) in Uruguay in the “Delivering as One” 
(DaO) pilot experience.  It shows that the pilot process has generated significant shifts in 
the way cooperation for development is managed and coordinated in Uruguay.  Both the 
Government and the UNS have dramatically increased and enhanced their joint 
cooperation efforts.  Given that the majority of the countries in the world are considered 
“middle income”, the DaO experience being developed in Uruguay is especially relevant 
as it provides inputs for the development of possible alternatives to the present cooperation 
modalities.   
 
In 2008, the DaO pilot experience has been the framework for significant contributions to 
rethinking the cooperation with and for Uruguay, to better coordinating cooperation, and 
to the country’s own visibility on the international stage.  The DaO experience in Uruguay 
has influenced the debate about middle income countries (MICs) – middle development 
countries as we now use and prefer to call them – and has positioned international 
cooperation and the UN reform on the international and national agenda of Uruguay.  The 
DaO experience has generated important synergies as well as coherence and allowed for a 
greater mobilization of resources to address strategic national priorities while 
strengthening the coordination both by the UNS Agencies and the Government and among 
them.   
 
During 2008, implementing the One UN Programme in Uruguay was one of the most 
important goals of the DaO experience.  This generated an increase in the exchanges and 
interactions between the different Government organizations (ministries, directorates, 
divisions) and the UNS, and enabled to achieve synergies and enhancements to the already 
ongoing joint activities.  More than 30 State institutions were involved in the execution of 
the joint projects being financed through the One UN Coherence Fund.  In addition, 19 
UNS Agencies have signed the One UN Programme; 10 of which are non-resident.   

Mobilisation of resources and financial delivery by the UNS in Uruguay is one of the most 
significant achievements.  In terms of total execution by the UNS in Uruguay, there has 
been an increase from USD 20,380 million in 2006 (baseline year, previous to the pilot) to 
USD 23,218 million in 2007, before reaching USD 31,638 million in 2008.  By the end of 
the One UN Programme cycle in December 2010, it is estimated that the total amount of 
cooperation funds executed by the UNS in the One UN Programme could exceed the 
mobilization target of USD 95 million.  

Closely working with funding partners has proved to be a key element of the reform.  
Resources mobilization toward a common un-earmarked pool of funds is a major 
innovation that represents a shift in the way international cooperation operates in a country 
like Uruguay, it could even become a change in the cooperation paradigm for countries 
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with similar characteristics.  In addition, the “tripartite framework” established between 
the Government, the donor countries and the UNS seeks to ensure funding predictability.  
The coordinated funding contribution by donors that have not earmarked their contribution 
is a central element of the DaO experience. This innovative mechanism is different from 
the budgetary support and reflects a fundamental change in how cooperation is conceived. 
 
The UNS joint operational capacities have become more efficient during 2008.  
Interagency collaboration has enabled the UN System to identify potential savings and 
efficiency gains on the following common services: telecommunications (land, mobile and 
data transmission), courier services, travel services, lodging and meetings, purchase of 
office items, etc.  In addition, the following processes have been identified for further 
harmonization processes: system-wide negotiations with the Government on tax 
exemptions/reimbursements, establishment of a common salary scale for project 
personnel, setting up common procedures for hiring and evaluation, an inter-agency 
intranet for information sharing and publishing, etc.   
 
The UNS in Uruguay has developed a greater capacity to lead and coordinate efforts as a 
system and with the Government.  Building trust among the United Nations Country Team 
(UNCT) members has strengthened the collective leadership and the ability of speaking as 
One Voice.  As a result, the Resident Coordinator is empowered by the UNCT and 
recognized as the UNS interlocutor.   
 
Building consensus and agreements between the Government and the UNS, as well as 
within the UNS, has been key for the design and establishment of execution criteria for the 
One UN Programme and the newly formulated joint projects, as well as for their 
implementation and monitoring.  It is worthwhile to highlight the strong leadership of the 
Government through the Directorate of the OPP, and the UNS.  Without these leaderships, 
no retooling of the international cooperation in Uruguay would have been possible. 
 
Building trust and leadership has also resulted from the staff survey promoted by the 
Resident Coordinator.  The survey involved and encouraged participation from the UN 
staff members in the pilot process, brought transparency, and gathered their opinion on 
sensitive issues.  An open dialogue was held between staff members, the Federation of the 
UN Staff Associations in Uruguay, the Agency Representatives and the Resident 
Coordinator.  The Townhall was an opportunity to ask questions and express concerns as 
well as share information and opinions among all the UN Staff involved in the pilot 
process at all levels. 

A common framework for the UNS communication activities in Uruguay has been 
designed.  The joint work of a UN communication group has facilitated and enhanced the 
communication strategy implementation.   A communications guide is widely used by all 
the UN Agencies. An Intranet enables the UNCT to easily share and communicate a 
greater amount of information without having to use the traditional email.  
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The lessons learned and best practices that have been identified through the DaO process 
are documented in this report.  The 2009 challenges have been identified.  Among the 
most important, it is worthwhile to mention continuing and consolidating the UNS joint 
work and the achievement of the established common objectives in Uruguay, harmonising 
the operational activities among the UNS Agencies, deepening a common vision as well as 
advancing towards a One Office and One UN House; and creating more awareness among 
the broader public about the UNS achievements in Uruguay. 
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Uruguay, a middle development country in the pilot “Delivering as One”. 
Theoretical justification of its circumstances 

 
1.  Based on the traditional classification of countries by their per capita income, Uruguay 
is in the “High Middle Income” category.  Although classifying countries by income is a 
technical tool utilized to evaluate the country credit eligibility, this seems to be of less 
relevance to the development community and for those guided by the values of the United 
Nations System (UNS).  Countries do not graduate from development and they should not 
be excluded from the development cooperation benefits.  Graduation should be replaced by 
gradation and specific cooperation mechanisms be designed for specific and complex 
development situations that require a demand driven cooperation approach. 
 

n

2. Countries should be grouped and 
analyzed from the perspective of their 
development cooperation needs, in 
order to adequately address their 
structural vulnerabilities and support 
their efforts to overcome them. 
Countries ranking as middle income 
are particularly concerned with the 
amount of grants or subsidized 
cooperation they are benefitting.        
This concern could become second to 
the cooperation mechanisms itself, 
should the international community 
as well as these countries adequately 
assess how much a cooperation effor
borderline situations.  Indeed most of th
where borderline structural vulnerabilit
in terms of long term and sustained de
economic context, both the Internatio
national stability and funding predictab
vulnerabilities is compatible with the “c
of the development assistance needs b
more sense than the present approach.   
 
3.  When a borderline structural vulner
early and preventive stage, are conside
crisis.  Such specific and cost effective
structural vulnerability.  Many countrie
from this type of intervention and othe
way, the contribution to development is
strengthen the development process th

 

Steering Committee of the Joint Programme in actio
t contributes to mitigate/reduce vulnerabilities in 
e middle income countries are vulnerable countries, 
ies should be individually and adequately addressed 
velopment cooperation.  In the current political and 
nal Financial Institutions and the UNS promote 

ility.  Furthermore, to focus on borderline structural 
ost-benefit” approach.  It seems that a classification 
ased on borderline structural vulnerabilities makes 

ability is identified, the costs of intervention, in an 
rably less than the costs required to recover from a 
 cooperation can efficiently contribute overcome a 
s in the world, from all income levels, could benefit 
rs could benefit from the learning experience.  This 
 close to a model of strategic steps and actions that 
rough overcoming vulnerabilities that are on the 
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verge of becoming critical.  This is also coherent with security concerns independently of 
its aspects. 
 
4.  Development cooperation has on the one hand allowed for the identification of key 
aspects of each country’s economic, social, cultural and political structures that contribute 
to improvements in the quality of life (health, education, employment, citizen participation, 
etc.).  On the other hand, development cooperation has also allowed for the assessment of a 
country’s strengths and weaknesses.  The construction and improvement of capacities, 
institutions, sharing of experiences and good practices, accompanied (or not) by the transfer 
of resources, allow for international experiences to be replicated at the local level.  In 
addition, there is greater awareness and understanding about the importance of national 
ownership of the cooperation projects by both the governments and the population. 
Structural vulnerabilities are identified with the tools currently available (HDI, Gini index, 
etc.).  The risk factors that could trigger a crisis (economic, social, humanitarian, 
environmental, or institutional) also deserve the international cooperation attention. 
 
5.  Given that the majority of the countries in the world are considered “middle income”, 
the DaO experience being developed in Uruguay is especially relevant as it provides 
inputs for the development of possible alternatives to the present cooperation modalities. It 
could become a source of lessons learned and good practices that could be replicated. This 
way, the UN can continue to be relevant for those countries as well as achieve the 
objectives of the Organization in a universal manner, strengthening national ownership in 
line with the strategic objectives of governments in the execution of public policies.  
 
6.  In addition, the Government has highlighted the country’s continuous commitment 
with the UN since its inception as a founding member. This commitment has been 
manifest through the country’s involvement with UN activities, as its active participation 
on peace keeping operations, the UN Peacebuilding Commission, and the Human Rights 
Council (for which Uruguay was also active in the negotiations conducive to their 
establishment). This commitment with the UN, as well as its increasing role in the world 
arena, motivated the government in December 2006 to become a candidate for the pilot 
experience for the UN’s operational reform. 
 
 
 
 
 
 
 
 
 
 
 
 

 7



 

Stocktaking "Delivering as One” in Uruguay 2008

 
Part I – Progress review of the pilot since the previous Stocktaking 
 
 
A1. Global context: Changes in the international system 

 
7.  As stated in the report “Delivering on the Global Partnership for Achieving the 
Millennium Development Goals” regarding objective number 8:  

 
“In 2007, net aid disbursements were [USD] 103.7 billion, representing 0.28% of 
the combined national income of the developed countries, an 8.4% fall in real terms 
as compared with 2006 after correcting for price and exchange rate adjustments. . . 
Excluding debt-relief grants, net aid rose in real terms by 2.4% in 2007. But this is 
the second year in which this underlying growth has been slower than during the 
period 2000 to 2005, which makes fulfilling the commitments made for 2010 an 
even bigger challenge.”1

 
This situation became even more critic with the worldwide economic crisis. 

 

 

8.  Since there is a general trend to 
a decrease of the development 
assistance, the need to rethink 
cooperation strategies for countries 
is more acute.  It is a fact that 
official development assistance 
(ODA) has continuously decreased 
in the last years. Uruguay is not an 
exception to this rule.  In 2004, it 
received USD 22 million in net 
disbursements of ODA in current 
prices; nonetheless, in 2005, the 
amount fell to USD 14.6 million.  
The ODA as a percentage of 
country GDP fell from 0.6% in 1990 to 0.1% in
 
9.  In this sense, the Delivering as One pilo
framework for significant contributions to rethi
to better coordinating cooperation, and to the 
stage.  The pilot experience has also influence
(MICs) – countries with middle development 
international cooperation and the UN reform o
                                                 
1 Millennium Development Goal 8: Delivering on the Global Partners
Task Force, United Nations, 2008, pg. 8. 

 

Environment protection: a present topic 
 2005. 

t experience initiated in 2007 has been the 
nking the cooperation with and for Uruguay, 
country’s own visibility on the international 
d the debate about middle income countries 
as we prefer to call them – and has placed 

n the international and national agenda.  The 

hip for Achieving the Millennium Development Goals. MDG Gap 
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pilot experience has generated important synergies and allowed for a greater mobilization 
of resources to address strategic national priorities while being channelled through an 
increased coordination by the UNS Agencies with the Government.  At the 
intergovernmental level, significant advances have been recorded through the approval of 
the TCPR 2007 by the General Assembly and the resolution approving the report presented 
by the Co-Chairs on System Wide Coherence.  There has also been a surge of opinions on 
the role of the UNS within the context of changes in the international system; this implies 
an analysis, among other things, of the role that the UN and international cooperation 
should play in this new context.  It is worthwhile to ask if one of its roles should be to 
facilitate technical-political consensus building processes, implemented and strategically 
led by the governments. 
 
There have been successful experiences in Uruguay in this regard; particularly, there have 
been dialogues about the social security reform as well as the following reforms: citizen 
security, defence and the armed forces, and the protection of human rights. 
 
10.  The pilot experience has demonstrated that cooperation with middle income countries, 
such as Uruguay, is not only essential to their development.  It also provides the 
opportunity for the country to develop a good practice for a new form of cooperation that is 
demand driven, that is based on the specific needs of the country, with a reciprocal transfer 
of knowledge, expertise, and experience using a multilateral and decentralized 
methodology.  The experience also seeks to demonstrate the relevant role that the UNS 
plays in countries traditionally considered as “middle income”.  By definition, these 
countries become NCCC and do not benefit any longer from international cooperation, 
although in fact, they still suffer, behind relatively good average economic performances 
from structural vulnerabilities and internal inequalities that can (and must) be confronted 
with specific and adequate cooperation from the UNS while applying the principle of 
universality that is the foundation of the Organization. 

 
 

A.2.  Advances in the experience at the country level 
 
11. In addition to the political process of negotiating and signing a One UN Programme in 
October 2007, that first year had been dedicated to building and defining of overarching 
framework agreements, policy approaches, as well as putting into place the foundations of 
the “Delivering as One” (DaO) pilot experience.  The achievements of 2008 mainly 
consisted in creating and/or consolidating legal and institutional frameworks (operations 
groups, group of communicators, thematic groups, Resident Coordinator’s Office [RCO]) 
and the implementation of general policy agreements (agreement on terms of reference 
[TORs] for the One UN Coherence Fund, agreement on disbursements, etc.) that allowed 
for the onset of related activities.  An achievement has been the consolidation of the 
institutional infrastructure which was required for the good governance of the pilot 
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experience.  These achievements permeated throughout the whole structure of the pilot 
experience.  
 
12.  In 2008, the Government of Uruguay and the UNS initiated 12 new joint projects.2  
The joint design, formulation and implementation of these new initiatives represented an 
opportunity to change the way of thinking and coordinating the cooperation.  Indeed, prior 
to the launching of these new joint projects, the UNS and the Government had not 
participated in similar inter-agency initiatives.  Joint programming is one of the objectives 
promoted by the DaO experience, and one of the significant progress achieved in Uruguay 
on this issue. 
 
13.  Along the same lines of promoting changes in the management of international 
cooperation while performing an internal analysis, the Government has reiterated the 
importance of the DaO process as an exercise that has generated knowledge and enhanced 
the capacities of various State organizations to work jointly.  As stated by the Director of 
the Office of Planning and Budget (OPP for its acronym in Spanish): 

 
“...there is a greater ownership and leadership, by the Government.  This is not a 
small feat because we have been able to enhance coherence within the Government 
and to resolve several internal issues...”3  

 
The Office of Planning and Budget has shown great commitment towards joint work 
with the UNS in the pilot experience, as well as to connecting the different national 
counterparts in the different projects4 and focus and align its activities along the different 
strategic areas that the Government defined from the beginning. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                 
2 Eleven are specifically financed through the One UN Coherence Fund and the 12th one is being financed through the Culture and 
Development window of the UNDP-Spain MDG achievement fund. 
3 Speech by the Director of the Office of Budget and Planning at the public presentation of the new joint projects as part of the One UN 
Programme on October 17, 2008. 
4 Refers specifically to the projects financed through the Coherence Fund.  

 10



 

Stocktaking "Delivering as One” in Uruguay 2008

 
B.  The response to the experience “Delivering as One” 
 
One UN Programme 
 

Joint Projects signature at Government’s House  

14.  The above mentioned changes in the mechanisms of international assistance affected 
the ways of thinking about cooperation and paved the way, in Uruguay, to sign the 
UNDAF and later the One UN Programme as one of the pillars of the DaO pilot 
experience.  In Uruguay, although the UNDAF was not required because the country is 
considered of “middle income”, it was jointly decided by the Government and the UNS to 

carry out the UNDAF exercise in 
2005.  The UNDAF was signed on 
28 April 2006 for the period 2007-
2010.  Early 2007, when Uruguay 
was selected as a DaO pilot country, 
work began – in a jointly manner as 
well – on the One UN Programme.  
In the transition from UNDAF to 
the One UN Programme, priority 
was given to the outputs that were 
being achieved through interagency 
work.  Out of the 100 outputs of the 
UNDAF, 54 were identified as 
strategic priorities for the One UN 
Programme (25 with interagency 
work and 29 were thematically 

strategic and linked to interagency work) and given priority into the One UN Programme.  
At the same time, the Government of Uruguay (through the OPP) requested the 
incorporation of nine new outputs given that they were then viewed and assessed as 
strategic priorities  for the country’s development.5   
 

This, in itself, is a change in the way of thinking of multilateral cooperation, where 
the relationship of the entire UNS with the Government as a whole is prioritized while also 
recognizing the importance of bilateral relations between UNS Agencies and their line 
ministries.  In total, the One UN Programme resources mobilization target for 2007-2010 
amounts to approximately USD 95 million6.  Both the Government and the UNS consider 
the One UN Programme as a relevant and strategic programmatic tool for cooperation.  
Within the One UN Programme, particularly innovative were the processes of joint 

                                                 
5 New joint projects financed through the One UN Coherence Fund were developed to attain these nine new outputs. 
6 Of which 37.9 million (39.7%) correspond to resources provided by the government and loans from international financial institutions; 
36 million (37.7%) correspond to decentralized bilateral cooperation; 6.7 million (6.9%) correspond to regular resources provided by 
Agencies and 15 million (15.7%) correspond to the funding gap.  
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programming that were carried out since the One UN Programme approval and resulted 
into 12 new initiatives financed through the One UN Coherence Fund.   
 
15.  Uruguay’s intention to change its strategy for cooperation was clearly marked in the 
new joint projects drafted for the One UN Programme, through the nine new outputs that 
were incorporated as initiatives by the national ministries.  These joint projects were 
financed completely by the One UN Coherence Fund which was created specifically to 
mobilise resources in order to cover the US$ 15 million funding gap of the One UN 
Programme.  As an example, one of the components of a joint project is the strengthening 
of the recently created through legislation, Uruguayan Institute for Cooperation whose 
main role is to coordinate the country’s international cooperation policies.  As part of the 
institute, a specific unit (Coordination Unit, OPP) was created to work on the UNS reform 
pilot experience.  At the same time, the development of these new joint projects allows for 
a greater alignment of the cooperation with the national priorities.  In the current context 
of decreases in development assistance, the pilot experience processes are examples of 
how cooperation could be channelled to have a greater impact on the specific national 
priorities of each country.  
 
16.  During the second semester of 2008, the mid-term review of the UNDAF started.  A 
UN working group was created with two ExCom Agencies (UNDP and UNFPA) and two 
specialized Agencies (PAHO/WHO and UNIDO).  A joint team was established between 
the UNS and the Government (OPP) to complete the review during the first semester of 
2009. 

 
17.  There is a concern to advance in evaluating the programmatic activities jointly 
developed by the UNS with the State institutions and the civil society, particularly the One 
UN Programme and its new initiatives.  For that reason, and parallel to the UNDAF mid-
term review, the UNS and the Government (represented by the OPP) are moving forward 
in fine-tuning the instruments for monitoring and evaluating the pilot experience.  The 
creation or fine-tuning of evaluation instruments is framed within the general evaluation of 
the pilot process with the objective of measuring the progress made, which include the 
evolution of delivery since 2006 (base-line year prior to the beginning of the pilot) and 
improvements in terms of financial efficiency and programmatic impact.   

 
18.  Around the establishment of the One UN Programme Steering Committee, it is 
worthwhile to observe a strengthening of the relationship between both the Government 
and the UNS as well as the creation of a mechanism conducive to greater flows of 
information, with stronger levels of national ownership and leadership of the pilot 
experience.  However, it is necessary to continue consolidating the institutional 
mechanisms for enhanced efficient and effective networking. 
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19. Since early 2008, the 
participating Agencies in the One 
UN Programme, along with the 
Government, drafted the new joint 
projects financed through the One 
UN Coherence Fund and drafted a 
joint project that was approved for 
the “Culture and Development” 
thematic window of the UNDP-
Spain MDG Achievement Fund.   

 

Poverty reduction is one of the key objectives of the Joint 
Programme 

20.  The Government recognizes as 
highly positive the process of 
building leadership and ownership 
in the pilot experience.  It points 
out the following stages: first the 
design of new joint initiatives until July 2008 and later on, the subsequent implementation 
of these new initiatives. 

 
21.  It should also be noted that, throughout the formulation of each new joint project, the 
following three cross-cutting themes were always considered as national priorities:   
 

-  The strengthening of State capacity to plan sustainable development strategies. 
-  The promotion of citizen participation throughout the country territory and the 

local development. 
-  The strengthening of sectoral social policies, programmes of social inclusion, 

and plans to fight the different sources of inequities and discrimination. 
 
22.  Also, the first semester of implementation for the joint projects were concentrated on 
launching their management structures and kick-off activities.  This could not have been 
accomplished in such a short time without a joint and coordinated work between the 
Government (the OPP, the Ministry of Foreign Affairs, and the National Associates in the 
Implementation), the UNS Agencies, the RCO, as well as the donor countries.  The 
technical capacities of all parties involved as well as their commitment to achieve the 
objectives, identify obstacles, and take full advantage of the DaO process must be 
highlighted.  This experience is also highly valued since its key partners share the common 
goal of improving the coordination and management of the international cooperation. 
 
23.  With the objective of improving coordination and efficiency for the joint projects, a 
coordination unit was created for each joint project that was lead by a coordinator jointly 
selected by the Government, the leading UNS Agency, and the RCO. 
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24.  Strict selection processes were conducted for the selection of these coordinators.  
Although they were not hired at the same time, the coordinators have formed a cordial and 
efficient working team, and have been involved closely in executing the activities of their 
respective joint projects.  Moreover, they have made significant contributions to the 
Coordination Unit and Management in common and cross-cutting areas to the pilot as a 
whole. 
 
25.  One of the strengths of the team of coordinators is the diverse professional 
backgrounds and expertise available within it.  This has enriched the experience with 
different ways of approaching management and learning process.  

 
26.  The onset of the joint projects, financed through the One UN Coherence Fund, was 
also marked by the constitution of respective Management Committees for each project; 
these represent the levels of involvement that all organisms involved have made to the 
process.7  Exchanges and interactions have increased between the different Government 
organizations (ministries, directorates, divisions) with the UNS as well as with each other; 
this achieved a level of synergies that generated positive contributions and enhancements 
to the joint work activities already in progress in Uruguay.  More than 30 State institutions 
are involved in the execution of the 11 joint projects.  In addition, 19 UNS Agencies have 
signed the One UN Programme; of which, 10 are non-resident.  Since the UNDAF had 
been signed by 11 UN Agencies, the stronger and greater involvement of UN Agencies is 
in itself highly significant.   

 
27.  Through this Management Committees mechanism, the involvement of all ministries 
was secured. Indeed, the Management Committees meetings are opportunities for better 
coordination, communication, sharing information and results, as well as generating 
consensus on how to do joint programming.  In the case of Uruguay, several concrete 
examples could be mentioned; one of them is the project that aims at designing productive 
promotion pilot initiatives.  The Management Committee of this project has decided to 
seek opportunities for cooperation with other existing projects, therefore generating a 
possibility for sustainability mechanisms as well as developing a coordinating potential 
among government entities and the different cooperation organizations.  This approach 
aims at generating sustainability beyond the established time-frame of the pilot 
experience.  In the long term, this should also result in a better use of resources.  This 
approach also enables different initiatives, financed through diverse cooperation 
mechanisms, to establish collaborative and coordination linkages.   
 
 A second example is the National Emergency System (NES); the NES requested 
the coordinator of the project responsible for strengthening the NES to contact the 
coordinator of project on gender indicators in order to incorporate indicators that measure 
gender equality into risk management policies.  This particular case not only highlights the 

                                                 
7 As established in the One UN Programme document, such committees are integrated by the Agencies that execute the activities of each 
project as well as the national counterparts and the associated Agencies. 
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potential synergies between different components of different projects, but also the 
potential for fully integrating cross-cutting issues such as environment, gender and human 
rights8 into the interagency supported new priority projects. 
 
28.  It is also worthwhile mentioning that these 
specific projects examples, far from being isolated 
cases, highlight how strategic and key national 
priorities underpin the development planning, 
although all the potential linkages are difficult to 
assess at the beginning of a process.9   
 

Institutional strengthening will improve 
emergencies combat 

29.  In addition, mechanisms and strategies for 
monitoring have been generated to value the 
execution and advance of the joint projects, this 
pillar and the pilot experience.  The UNS worked 
closely with the Government in guaranteeing that 
each joint project included a monitoring and 
evaluation matrix that was reasonable and that 
demonstrated the progress towards the expected 
results of each project.  Also, the UNS and the 
Government established execution goals for the 
joint projects that would be applied on 
determining the continuity of each joint project.  
In addition, the OPP (through the Coordination 
Unit within the Institute for Cooperation to 
address issues related to the pilot experience) works closely with the joint project 
coordinators in monitoring of the projects. 
 
30.  The Government has sometimes indicated that, while some UNS Agencies have made 
progress in harmonizing their operations and management, other Agencies have 
confronted difficulties.  Nonetheless, the UNS is committed to harmonizing the tools 
required to execute the projects, as well as the reporting and information process.  
 
31.  The Government and the UNS established execution benchmarks and goals for the 
joint projects to be used by the Management Committees for determining the continuity of 
each project. The Management Committees as well as the coordinators of the joint projects 
are part of a consolidated and coordinated strategy to monitor and evaluate the projects, 
the One UN Programme, and – by extension – the pilot experience. 
                                                 
8 The National Emergency System requested the coordinator of the Project aiming at gender mainstreaming to contact the coordinator of 
another Project (aiming at designing gender indicators) to collaborate in the incorporation of indicators to measure gender equality in risk 
management policies.  
9 “Efforts should be taken so that the United Nations System and the Government of Uruguay adjust the complex programme and, in 
particular, the new joint projects to make them operational; that is to say, translate the components and into concrete subprojects with 
their corresponding outputs and activities.”  Evaluability mission report from the United Nations Evaluation Group (UNEG) for Uruguay 
in 2007.    
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32.  Furthermore, the newly created structures and the pilot experience revitalized the 
work of the thematic groups; constituting greater coordination between the activities of the 
UNS.  It thus represents an additional effort to achieve a true transversal application of key 
issues.  Concretely, the execution of an Action 2 project (as part of the work of the 
thematic group on “Civil Society, Human Rights and MDGs”) contributed to the wider 
implementation of a human rights based focus to the Agencies’ programming frameworks 
(through a workshop where representatives from the UNS and the Government 
participated) as well as to the creation of new synergies with the civil society 
organizations.  MDG roundtables were also held providing continuity to similar events 
held in 2003, 2004 and 2007.  In addition, a project was approved (with the participation 
of civil society organizations) for the strengthening of civil society organizations.  This 
project is financed through the Coherence Fund in 2009 and 2010. 
 
33.  One of the distinctive signs of DaO in Uruguay is the sustained presence of a human 
rights based approach (HRBA) on several important issues that are being channelled 
through the joint projects and activities.  The HRBA was present, with a strong symbolic 
and communicational impact, in the celebrations of the 60th anniversary of the Universal 
Declaration of Human Rights.  This human rights perspective does not only constitute an 
enriching perspective to programming and evaluation, it rather acts as a unifying factor 
and a shared perspective of unquestionable and all encompassing ethics and intrinsic 
values for all the participating UNS Agencies. 
 
34.  The joint work that led to the creation of ad hoc interagency working groups with the 
participation of Government and donors in the elaboration of several concept notes 
presented to the UNDP-Spain MDG Achievement Fund have been catalysts for 
strengthening the effects of the DaO experience in Uruguay.  Along with the designation 
of one or two “Leading Agency(ies)”, the participation of other UNS Agencies that the 
UN Country Team (UNCT) considered relevant to involve (including Non-resident 
Agencies), and with the active, instrumental and technical collaboration of the RCO 
completely new products were generated that were operational and consistent.  The joint 
project that is being implemented and financed through the “Culture and Development” 
thematic window of the Fund was assembled in harmony with the One UN Programme 
and it is considered as the joint project that is closest to the new interagency method of 
working. 
 
35.  In terms of the food crisis, the thematic group on “Food security” organized an event 
on 11 November 2008, which was supported by several ministries and the Technical 
Secretariat of MERCOSUR.  Its’ objective was to address the crisis as an opportunity to 
incorporate the country internationally with a cooperation logic whereby Uruguay could 
not only receive cooperation but also to provide it. 

 
36.  These institutional changes implied that the UNS had initiated several mechanisms of 
monitoring and evaluation (attending meetings, requests and consolidation of reports, 
monitoring of execution of each project) to ensure adherence to the commitments made in 
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the TORs for the One UN Coherence Fund.  All these activities were articulated and 
coordinated thanks to an enhanced and strengthened RCO.  The RCO was tasked with 
coordinating the inputs produced by the working groups and committees for the execution 
of the different joint projects (good practices, eventual difficulties, etc.).  At the same time, 
the RCO has monitored the levels of execution of each joint project to guarantee that the 
individual projects meet the commitments made in the TORs of the One UN Coherence 
Fund and to provide assistance in addressing any difficulties that could arise.  
Furthermore, the RCO supported the completion of the development of the joint project 
documents10 and played a key role in checking and improving the quality of concept notes 
and project documents that were presented to the UNDP-Spain MDG Fund.  In both cases, 
the RCO collaborated directly in drafting documents, supporting and facilitating meetings 
between all the involved partners.      
 
37.  Finally, the Government noted that, in general terms and from its perspective, it has 
attained a strong ownership of the process.  The OPP in particular is fully committed to 
coordinate and manage the pilot experience as well as articulate and coordinate each joint 
project within the strategic areas and with the national associates. 
 
 
Budgetary Framework 

38.  Mobilisation of resources and financial delivery by the UNS in Uruguay is one of the 
most significant achievements.  In terms of total execution by the UNS in Uruguay, there 
has been an increase from USD 20,380 million in 2006 (baseline year, previous to the pilot) 
to USD 23,218 million in 2007, before reaching USD 31,638 million in 2008.  By the end 
of the One UN Programme cycle in December 2010, it is estimated that the total amount of 
cooperation funds executed by the UNS in the One UN Programme could exceed the 
mobilization target of USD 95 million.11

39.  The increase in the resources mobilized by the UNS constitutes, in itself, a change 
from previous year commitments.  Of the USD 15 million funding gap to be bridged for the 
2007-2010 period, USD 4.43 million were mobilized in the first year (resources provided 
by Spain and Norway) that represent almost 30% of the total funding gap.  Of these funds, 
USD 3.3 million were disbursed in 2008 for the joint projects financed through the One UN 
Coherence Fund.12  This represents 75% of the funds received that year.  Of these funds, 
approximately USD 2.3 million or 72% have been spent in only four months of their 
execution.  This is a very significant result considering that in general new projects suffer 
from low levels of execution during the first months. 
                                                 
10 Support that was requested by the One UN Steering Committee at its meeting of 15 May 2008 particularly in reviewing the budgets 
and annual work plans. 
11 Of which 37.9 million (39.7%) correspond to resources provided by the government and loans from international financial institutions; 
36 million (37.7%) correspond to decentralized bilateral cooperation; 6.7 million (6.9%) correspond to regular resources provided by 
Agencies and 15 million (15.7%) correspond to the funding gap. 
12 This fund collects the resources received from donor countries (Spain and Norway) and seeks to bridge the USD 15 million funding 
gap for the 2007-2010 period for financing the new joint projects of the One UN Programme. 
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n 

40.  Closely working with funding 
partners has proved to be a key 
element of the reform.  Resources 
mobilization toward a common 
un-earmarked pool of funds is a 
major innovation that represents a 
shift in the way international 
cooperation operates in a country 
like Uruguay, it could even 
become a change in the 
cooperation paradigm for 
countries with similar 
characteristics.  In addition, the 
“tripartite framework” established 
between the Government, the 
donor countries and the UNS seeks 
to ensure funding predictability.  
The coordinated funding contribution by do
is a central element of the DaO experience
the budgetary support and reflects a fundam
At the Consultative Committee for the O
interest in learning more about the multilate
enhance the coordination with it and achiev
evidence of the change that is being generat
 
41.  The risk is that, as anticipated by th
report, “many organizations see that the O
access to additional funding, instead of 
Nonetheless, as will be explained below
participate in projects to obtain additional r
by the Agencies themselves also incremente
 
42.  Since UN Resident Coordinators are al
another potentially negative element is the
funds.  It is important to note that more tha
assessment elements should be their effectiv
of the country under consideration as w
resources against the yearly target year after
 
43.  The budgetary framework, materiali
constitutes a strategic tool as it allows for th
 
                                                 
13 Evaluability mission report from the UNEG for Uruguay in 200

 

Innovative spaces for youth participatio
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. This innovative mechanism is different from 
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ne UN Programme, several donors showed 
ral cooperation in Uruguay and, as a whole, to 
e a greater impact in the country.  This is also 
ed in the way of thinking about cooperation.  

e United Nations Evaluation Group (UNEG) 
ne UN Programme is an opportunity to gain 
a means to provide additional finances.”13  

, the Agencies did not necessarily seek to 
esources as the amount of resources provided 
d.  

so based on their ability to mobilise resources, 
 increased pressure on them to mobilize more 
n the amount of resources mobilized, the key 
e allocation and use based on the specificities 
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 year, instead of the global absolute amounts. 

zed through the One UN Coherence Fund, 
e Agencies to better coordinate their work. 

7.   Paragraph 125, pg 40. 
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44.  The creation of the One UN Coherence Fund involved a process of developing 
institutional governance.  Negotiations on the design of its TORs were the result of 
commitments at the levels of execution required to obtain the subsequent disbursements.  
Beyond the fact that adherence to specific Executing Agency rules and procedures should 
be respected during the execution of the funds,14 the commitments made in the TORs for 
the One UN Coherence Fund provide a basis for a gradual harmonization of management 
practices.  To this end, several meetings were held between programme and operations 
officers throughout 2008; from the meetings emerged opportunities of exchanging 
information on the procedures used by several Agencies as well as room for harmonising 
these procedures. 
 
45.  For the consolidation of institutional changes required for a successful pilot 
experience, the creation of the Transformation Fund with the support of The Netherlands 
constituted a key element of the process given that changes require development of 
capacities, a solid structure, human resources, and materials to make it possible. 
 
46.  To summarize, it can be said that the role of the UN in countries such as Uruguay is 
not only through financial support, but also through its capacity to provide technical 
assistance that promotes coherence and coordination.  It has been demonstrated that the 
flow of funds through un-earmarked funds has dramatically increased in comparison with 
previous years. 
 
 
One Office 
 
47.  Early 2008, the OMT was strengthened with the approval of its TORs and annual 
work plan.  The work group involves 12 UNS Agencies (FAO, ILO, IMF, IOM, 
PAHO/WHO, UNDP, UNEP, UNESCO, UNFPA, UNICEF, UNIDO, and UNOPS).  A 
Memorandum of Understanding (MOU) was drafted according to the needs of the UNS 
Agencies in Uruguay and signed as a mechanism to strengthen the harmonization process. 

 
48.  Currently, the group operates under the co-leadership of two Agencies; the leadership 
is on an annual rotation basis.  Up to date, 22 activities have been identified that can be 
conducted in a joint manner and they range from the purchase of equipment or paper to the 
possibility to jointly obtain international flight-tickets.  There are new areas being 
explored that could result in new agreements.  Once again, this shows that the interagency 
work being performed by the UNS Agencies has allowed for an exchange of information, 
identification of common points of interest and easy reaching of agreements.  To attain 
greater, simpler and more effective communications, an intranet was created fro the OMT 
to share information in a faster and easier way. 

 

                                                 
14 As established in the One UN Prgoramme, signed by the Government and the UNS, as well as the corresponding joint project 
documents. 
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49.  An additional point that has shown progress towards greater coordination in the 
administrative practices is the implementation of the Harmonized Approach to Cash 
Transfers (HACT).  Uruguay is an example of early successful implementation of HACT 
by the ExCom Agencies.  Nonetheless, since no other Agency has joined this effort, 
greater support from each specialized Agency’s Headquarters to their country offices is 
needed as clear instructions should be issued to their Country Representatives on the 
importance and the modalities of implementing HACT.   
 
50.  The DaO pilot of Uruguay, through the Montevideo Centre15 housed within the UNDP 
office, developed a web-based system for the Multi Donors Trust Fund (MDTF) Office 
where all participating UN organizations will present their financial and narrative reports 
for over 18 funds.  This new version of UNEX for the MDTF is ready to be launched, 
enabling all UN Organizations to report back their financial statements to UNDP - in its 
capacity as Administrative Agent of the MDTF sponsored Programmes – in a smooth, 
simple and common way. This tool will enable the MDTF Office to provide more and 
better services to the UN Agencies by strengthening the current management procedures of 
Joint Programmes worldwide. It will also improve the capacity of reporting to donors and 
governments on the advances and impact of the UN reform. 

  

View of the future “One House” 

51.  Of singular importance, 
for this year, is the challenge 
of developing a construction 
project for the “One UN 
House”.  In fact, the 
Municipal Government of 
Montevideo (IMM, for its 
acronym in Spanish) has 
confirmed its willingness to 
donate to the UNS in 
Uruguay a prime location 
parcel of land located in the 
“Plaza de España” in the Old 
City, a place of strategic 
significance and singular 
beauty on the Rio de la Plata. 
The carbon neutral and 
environmental friendly One UN House is being designed.  Currently, the technology and 
requirements necessary are being studied.  Fulfilling the different steps required by UNDG 
Task Team on Common Premises (TTCP) implies an important effort for the OMT, as 
well as an opportunity for close coordination of the different operational areas of the 
Agencies towards that effort.  The Government and the IMM have demonstrated their 

                                                 
15 An office of UNDP Uruguay dedicated to the development and maintenance of several types of software that supports regional level 
offices. 
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commitment and interest to building a Carbon Neutral UN House through donating this 
prime location parcel.  Partnerships and resources mobilization as well as innovative 
mechanisms should be sought to achieve this goal. 
 
 
Joint Leadership 

 
52.  Through the pilot experience in Uruguay, the Government has promoted the 
discussion of a new way of managing international cooperation within the 
intergovernmental agenda.  This became evident with the visit to Uruguay by the co-chairs 
on System-Wide Coherence that took place in June 2008.  Following the visit, the Co-
chairs developed a report presented to the General Assembly, which included an annex on 
the role that middle income countries play in the reform, worth emphasis on the case of 
Uruguay.  The report was affirmed without modifications by the General Assembly, which 
sends a clear signal from the intergovernmental perspective of a strong commitment and 
support to the process and to the changes it brings. 
 
53.  Furthermore, the agreements reached between the Government and the UNS – and 
internally in both cases – were essential to the design and for the establishment of 
execution criteria by the joint projects, their implementation and monitoring.  The strong 
political will and commitment from the Government (through the Directorate of the OPP) 
and the UNS should also be noted; without them, it would not have been possible to 
develop the instruments that allowed the reformulation of providing international 
cooperation to Uruguay. 
 

Past and future: the UN Country Team held a session at the 
Memorial Museum 

54.  Building trust and leadership has also resulted from the staff survey promoted by the 
Resident Coordinator.  The survey 
involved and encouraged 
participation from the UN staff 
members in the pilot process, 
brought transparency, and gathered 
their opinion on sensitive issues.  
The survey was redesigned to 
account for the specific 
characteristics of the Uruguay 
incorporating the suggestions by the 
Federation of Associations of 
United Nations Staff in Uruguay 
(FAPNUU for its acronym in 
Spanish) and Representatives from 
UNS Agencies.  An open dialogue 
was held between staff members, the 
FAPNUU, the Agency 
Representatives and the Resident Coordinator.  The Townhall of 3 November 2008 was an 
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opportunity to ask questions and express concerns as well as share information and 
opinions among all the UN Staff involved in the pilot process at all levels.   
 
55.  The UNCT in Uruguay regularly considers all the issues that arise in the pilot 
experience by prioritizing dialogue and consensus over expeditiousness; thus reaching a 
balance between these requirements Headquarters provided document on “Dispute 
resolution mechanisms” that has been useful in preventing, minimizing and overcoming 
any contradictions, dissent and conflicts.  
 
56.  The need to improve coordination within the UNS helped build and provide 
legitimacy to the institutional support provided by the RCO through joint work and team 
efforts. Many of these activities have been described above (consolidation of reports, 
collaboration in the drafting of joint projects, among others It should be stressed that the 
coordination and organization have emerged as two key successes in this process, which 
essentially guarantee the sustainability (in a country with middle development) of a 
structure that has the capacity to face the challenges of coordination.  In order to guarantee 
its continuity and sustainability, it would be desirable that its financing were more 
predictable, sustained and therefore tied to a lesser degree to the additional support from 
donors. 

 
 

Communication Strategy 
 

57.  Communications is a central aspect 
that works as a nexus of all the activities 
of the pilot experience.  A common 
framework for the UNS communication 
activities in Uruguay has been designed.  
The joint work of a UN communication 
group has facilitated and enhanced the 
communication strategy implementation.   
A communications guide is widely used 
by all the UN Agencies. An Intranet 
enables the UNCT to easily share and 
communicate a greater amount of 
information without having to use the 
traditional email. 

Concert in commemoration of the Human Rights Day 

 
58.  Communication activities have contributed to the promotion and dissemination of the 
pilot experience as well as the mainstreaming of key issues such as MDG’s and Human 
Rights.  On 10 December the third annual edition of a concert was organised.  On that 
occasion, the festival commemorated the 60th anniversary of the Universal Declaration of 
Human Rights.  
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59.  A booklet, entitled What are the United Nations?, which informs about the 
Organization and about the pilot experience “Delivering as One” in Uruguay, was 
published. 
 
 60.  Concerning internal communications, several mechanisms have been explored to make 
it more fluid.  The amount of informative communications directed toward the personnel 
has increased through the creation of a newsletter.  Staff meetings are systematically 
organised to promote transparency and the staff participation.  Through these and other 
activities, the group of communications focal points has been strengthened. 
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Part II – Analysis of the country level changes and results in 2008 
 

From the onset of the pilot experience to date, the following changes – of which 
some were already outlined above - could be highlighted as follows: 
 
61. Strengthening the Government’s leadership, as expressed at the intergovernmental 
level through the report made by the co-chairs on the System-Wide Coherence and as a way 
of setting the international cooperation agenda. The need to rethink the international 
cooperation strategies of the countries has to put in a context of general ODA decrease. 
 
 The DaO pilot experience decision making process received a strong institutional 
support upon their incorporation into the Department of International Cooperation of the 
OPP.   Beyond the specific impact of the joint projects, the DaO experience has also 
become a true “laboratory” for the procedures needed to implement these projects.  The 
Government considers that the lessons learned from this experience are very useful for 
future cooperation. 
 
 These elements make the DaO process a truly innovative experience for the country, 
whose lessons and impact clearly transcend the traditional realm of international 
cooperation and have resulted in a highly positive experience for the Government of 
Uruguay and the other pilot countries.    
 

The resources that have been mobilized due to the UN reform pilot experience in 
Uruguay and the implementation of new joint projects (programming, execution and 
monitoring that ensure greater coherence, efficiency and efficacy) constitute the first steps 
toward the design of a multilateral cooperation strategy that assures greater effectiveness 
and impact for all forms of cooperation. Achieving a change in managing international 
cooperation is also promoted by the Uruguayan Government; this has been reiterated on 
several occasions and constitutes one of the main engines that drive the pilot experience in 
Uruguay.  Should the objective be achieved in the short-term, then the long-term impact on 
the cooperation will be beneficial beyond the pilot experience.  
 
62.  Setting strategic priorities on the Government’s part contributed to the realignment 
of the objectives of the UNS Agencies in relation to these priorities.  Meanwhile, the 
coordinated work by the Agencies generated a multiplier effect and brought greater levels 
of coordination with the Government. 
 
63.  Work coordination within the UNS Agencies and the Government (as well as 
between both groups) was essential to the design and implementation of the joint projects 
through the Projects Management Committee meetings.  The Government has stated that 
joint project implementation and the Management Committee meetings have created, for its 
part, a space for the coordination of other existing projects and programmes. Coordination 
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has brought continuity to them beyond the pilot experience and constitutes a notable 
contribution to capacity building for the State regarding public policy-design and 
coordination as well as a deepening on the ownership process.  To the UNS, the pilot 
experience has consolidated the drive toward joint work that was present among UNS 
Agencies in Uruguay.  If deepened and settled, the focus on joint work could signal an 
essential change to the provision of cooperation to Uruguay.  In this sense, new joint 
projects will be designed and executed in 2009 to broaden and strengthen this effort while 
deepening the programmatic approach.  The new joint programmes will address cross-
cutting issues: an example is the project on civil society that will be executed in 2009-2010; 
another is a planned joint programme on environmental vulnerability and sustainability, to 
be partially financed through the One UN Coherence Fund.  
 

With public presentations, projects were presented to 
citizens 

The Government notes that to date, the clear majority of joint projects have reached 
the objective of executing at least 
70% of the assigned resources during 
the first semester of execution of 
joint projects financed through the 
One UN Coherence Fund, which was 
a condition required to obtain the 
disbursement for a second semester 
and continue the project 
implementation.  In this regard, there 
was an important effort made during 
the first semester of 2008 to develop 
the 11 new joint projects.  They were 
drafted with a common logic, 
following the Results Matrix 
approach, with Annual Work Plans 
established, and an initial set of 
indicators for monitoring and 
evaluation to be further developed.  

Meanwhile, continuous efforts were carried out to achieve consistency and adherence to a 
common budget standard, adapting them in order to reach a consensus with all the 
counterparts.  The Government has also underscored the efforts undertaken by all involved 
parties in the pilot experience to execute the funds within a tight timeframe, in some cases 
less than six months. 
 

Throughout the second semester of 2008, the first period of implementation of these 
projects, national associates were actively involved in the process, thereby developing 
country ownership through implementation.  The national associates ranged from ministries 
with previous experience of and capacity to manage international cooperation to 
organizations with little or no previous experience.  The Government and the designated 
focal points for each national associate demonstrated a high degree of involvement and 
availability, which were necessary to effectively launch each of the joint projects. 
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64.  Donors´ participation has been essential to the process and has generated a change in 
comparison to the traditional way of cooperating.  By definition, their contributions to the 
One UN Coherence Fund are non-earmarked, they are not directed toward any specific 
project; instead they cover the funding gap of the One UN Programme.  Donors are kept 
informed about overall progress.  The Consultative Committee includes the donors to the 
One UN Coherence Fund and the Transformation Fund and also other countries and 
organizations with significant presence in the Uruguay.16  The synergies attained may 
indeed allow for a better coordination and prioritization of bilateral cooperation, which is 
similar to the multilateral logic proposed by the Government and the UNS.  On the other 
hand, the Spanish Cooperation has directly participated in drafting the concept notes 
submitted to the UNDP-Spain MDG Achievement Fund, thus becoming involved in all the 
aspects of the projects that are financed through that Fund.  
 
65.  Civil Society participation and contributions to the DaO process has been promoted 
through the existing traditional channels, the Consultative Committee and through an 
Action 2 project.  Since the role of the civil society is key for the DaO process and in 
particular for the One UN Programme, a joint project geared specifically to strengthen the 
civil society capacities has been designed with the civil society inputs and approved.    
 
66.  The active participation of UNS staff, through FAPNUU, is another positive example 
of the pilot process in Uruguay, which has generated channels for dialogue based on 
understanding, commitment, support and empathy.  A sign of this was the FAPNUU inputs 
in the staff survey design as well as the Staff strong participation in the survey and the 
discussion of its results.  Another sign is the participation by FAPNUU, as an observer, at 
all the meetings of the OMT.  FAPNUU is also invited to the UNCT meetings where 
human resources issues are discussed. 
 
67.  Institution building process: a significant change is linked to the strengthening of 
existing institutions and the emergence of new ones.  Among the new institutions are some 
directly required by the governance of the One UN Programme, such as the Steering 
Committee (that is in charge of defining and implementing the framework policies) and the 
Management Committees of each joint project.  The One UN Coherence Fund with its 
agreed upon disbursement procedures is another strategic new institution involving the 
OPP, the UN Participating Agencies, the Administrative Agent as well as the RCO as 
facilitator. 
 

Within the UNS and its existing working modalities, several thematic groups have 
been strengthened, due to the need of coordinating the issues common to both the thematic 
groups and One UN Programme, specially the new joint projects.  Another institution that 
has been strengthened in the pilot experience is the RCO that is involved in many important 

                                                 
16 Italy, the European Union (EU) and the Interamerican Development Bank (IDB) were present at the Consultative Committee of 17 
December 2008. 
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activities requiring different roles, from supporting coordination and facilitating processes, 
to making substantive contributions to the drafting of joint projects, including monitoring, 
compilation, and dissemination of information.  The RCO is rightly perceived as a support 
entity for both the UNCT and the RC.  The RCO neutrality vis-a-vis the UN Agencies is 
fundamental for building trust.  
 

Regarding the new joint projects, the UN Participating Agencies as well as the 
national associates in their implementation have been fully participating in the newly 
established Management Committees. At these committees meetings with debates, 
proposals and decision making process being carried out, everything is made with the 
participation of all the partners of each joint project (OPP, national associates in the 
implementation, UN Executing Agencies, Associated Agencies, and the RCO).  The 
Management Committees are a key instrument for generating and maintaining a strategic 
and programmatic view of the priority projects of the pilot process. 
 

The Management Committee meetings are also an essential tool for each project as 
they have become the ideal space for joint working activities as well as for interacting and 
discussing changes and strategies and coordinating tasks among the different participating 
institutions.  It is also worth mentioning the good disposition by the UNS Agencies and the 
national implementing associates to participate, resolve, and facilitate solutions to issues 
and problems that have risen. 

 
The Coordination Unit of the Department of International Cooperation of the OPP 

works jointly with the RCO in facilitating the coordination efforts.  Work has advanced in 
the systematization of good practices such as: 

 
-  Political and institutional coordination role that has improved the synergies 

between the National Associates in the Implementation and the UNS Agencies, 
as well as within the Government. 

-  Systematization of financial monitoring of the activities for each of the joint 
projects. 

-  Drafting of new strategies to cross-cutting the Government’s and UNS’s 
strategic issues. 

-  The elaboration of a document of lessons learned on the first semester of 
implementation of the joint projects. 

 
68.  A major organizational change is reflected in the increased solidarity among UNS 
Agencies.  Corporate logic of competitive resource mobilisation has been replaced by more 
collaborative and cooperative behaviours.  This is linked to the Agencies capacities, their 
staffing, and a cost-benefit analysis that, even without a proper capacity assessment, many 
Agencies have reviewed when they did not meet the conditions to execute a project or an 
activity, or if it is more effective or collaborative that another Agency should do it instead.  
There are other indications of this organizational change, e.g. the fact that the distribution 
of resources of the One UN Coherence Fund is not proportional to the contributions made 
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by the UNS Agencies to the One UN Programme as a whole; which indicates a qualitative 
change of great significance (see annex). 
 
69.  The process of change management initiated within the UNS has generated 
constructive spaces for dialogue and greater internal trust.   Progress is still being made on 
transparency, openness and sharing of information on sensitive issues such as the delivery, 
transaction costs, administrative processes, selection mechanisms, creation of common 
consultant rosters, among others.  This shows the presence of a strong relationship 
between political trust-building and the development of shared business practices.  
Although this is true, a capacity assessment has not yet been conducted.  It is expect3ed to 
be carried out in 2009 taking into account the operational, programmatic and advocacy 
concrete reality of each UN Agency. 
 
70.  A good capacity to communicate about change and its positive impacts generate an 
atmosphere of openness to innovations and allow the creation of a virtuous cycle.  New 
ways of communication were developed and in addition to the new UNS website17 and its 
monthly Newsletter, several official materials were distributed that contained specific 
information on the UN reform.  In some cases, the distribution of materials was used as a 
collective action to inform the public about the pilot experience.  The following are 
examples of this communication strategy: the Book Fair which attracted 12,000 visitors, 
the printing of the booklet What are the United Nations? and the printing and massive 
distribution of the Universal Declaration of Human Rights. 
  
71.  To achieve greater efficiency, greater harmonization of the administrative 
procedures used by the UNS Agencies is required.  To that effect, agreements at the 
headquarter levels are necessary as well as the commitments to advance as far as possible 
at the country level. A pending issue is the use of HACT by the UNS Agencies, as already 
mentioned. 
 
72.  The participation of the RCO in facilitating the implementation of the joint projects 
has been instrumental for managing the UNS coherence, to the consensus building, and as a 
nexus of communication with the central Government. 
 
73.  Greater involvement by Non-Resident Agencies:  the Non-Resident Agencies have 
been strongly involved in the process contributing to a wider joint experience by the UNS. 
They have been incorporated into the joint processes and work atmosphere that were 
nascent in Uruguay before the pilot experience.  Since 2007, 10 of them have signed the 
One UN Programme.  Several have participated in the joint projects; one of them even is a 
Lead (convening) Agency.  They have also participated in the drafting of concept notes that 
have recently been submitted for the UNDP-Spain MDG achievement fund.   
 

                                                 
17 www.onu.org.uy 
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The Government has acknowledged that the process has incorporated many UNS 
Agencies (Resident and Non Resident alike) with which it previously did not have a full 
working relationship.  Their inclusion has certainly contributed positively to the process, 
and the Government has benefited from additional technical assistance and resources; 
nonetheless, it notes that further advancement in the harmonization processes is still 
necessary.  
 
74.  Greater coordination of operational practices by the Agencies, through the creation 
of the OMT.  Benefits and savings generated by the joint work have begun to appear, and 
similarities in the administrative processes by the different agencies have been identified 
with the subsequent potential for harmonisation.  This is an additional sign of the 
importance that coordination and exchange of information within in the OMT has 
generated.  All the while, enhanced joint programming has also generated a greater 
coordination in the operational practices. 
 

The community as a space to develop capacities 

The Government has 
valued positively the willingness 
to unify action criteria and 
strategies at the UNS level; 
nonetheless, it has recognized 
that the DaO process is not an 
easy task and that it is a 
challenge for 2009.  It 
understands that the results have 
not been achieved completely 
and finds that some UNS 
Agencies need to make further 
adjustments.  Fundamentally, 
greater harmonization on 
administrative and accounting 
procedures that affect the joint 
projects is needed.  The Government suggests advancing within an agreed timeframe for 
the development of tools and mechanisms that enhance the UNS coherence being built. 
 
75.  Implementing a coordinated mechanism of delivering consolidated reports for the 
MDTF; that will lead to the homogenization of presenting information, facilitating 
systematization and allowing for a better joint vision of the work that has been performed.  
Nonetheless, the format of the financial report presented by each Agency (instead of by 
project) could generate a trade-off with respect to the Agencies’ joint work.  Therefore, 
finding mechanisms for joint reporting – that provide greater incentives for this new joint 
work dynamics– is essential for consolidating and perpetuating the results already achieved 
beyond 2010. 
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76.  On predictability of the flow of funds: although a certain level of support has been 
achieved for the period of implementation of the pilot (2007-2010), its sustainability 
depends greatly on achieving with donors the objective of an agreement on a new 
cooperation strategy for countries like Uruguay.  This continues to be a challenge that, as 
mentioned, is being understood and addressed but requires further consolidation.  
 
77. On transaction costs: fundamental savings can be achieved through greater 
coordination between the different entities as mentioned above.  The possibility to interact 
and increase in-depth knowledge about the Government and UNS policies, procedures or 
activities could promote savings and a better use of resources. 
 
78.  Incorporating monitoring and evaluation mechanisms: since the onset of the pilot 
experience, several monitoring activities have taken place.  The evaluability mission to 
Uruguay, in 2008, was carried out in order to determine the existence of indicators that 
allowed for the evaluation of the pilot experience.18  Although the DaO pilot partners in 
Uruguay indicated that one year is too short to observe results, the contributions made by 
the evaluability mission were appreciated.  
 
 In addition, the audit of the UNDP in Uruguay carried out in May 2008, dedicated 
time to analyze the activities related to the pilot experience from an audit administrative 
perspective. The feedback received was positive, which indicates that the necessary tools 
related to the work at hand were present and complied with the policies, rules and 
procedures.  The year was marked with the collection of information for the development 
of indicators for monitoring the DaO process.  A validation of the indicators to use in the 
UNDAF and for the One UN Programme was initiated; and the UNS Agencies and the 
Government have participated and contributed to this effort. 
 
 In the framework of the Action 2 missions and related seminars, technical staff from 
both the Government and UNS Agencies was trained in the approach HRBA for 
programming.  The HRBA dimension was also incorporated into the monitoring and 
evaluation system.  The level of participation in the monitoring and evaluation of the joint 
projects, the One UN Programme, as well as the pilot experience, greatly benefitted from 
this increased involvement of duly trained technical staff.  
 
79.  Regarding achievements reached in development matters, two examples have 
already been mentioned above: the implementation of gender indicators and the long-term 
coordination of cooperation projects.  Another example is the implementation of the 
Uruguayan Cooperation Institute that will coordinate the national policies on international 
cooperation.  This constitutes a major contribution to capacity development. 

                                                 
18 On this regard, the Government notes that as mentioned in the UNEG report, “building a monitoring and evaluation system is an 
exercise that demands resources.  All available knowledge and expertise of the Resident and Non Resident UN Agencies at the national, 
regional, and headquarters level should be combined.  Financial resources are also needed to implement the system.  It should be 
determined how to finance the design of the system, and sufficient resources need to be allocated.  Once the operating cost of the 
monitoring and evaluation system is determined, this should be assigned to the One UN Programme” pp 12-13.  
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 As far as progress can be measured regarding the DaO pilot in Uruguay, 
expectations have already been largely exceeded.  The pre-established levels of execution 
were reached and surpassed, while the work teams were consolidated, and trust was built 
among national associates, within the UNS, and between all the partners. 
 

The Government has stated that the pilot experience has highlighted the different 
levels of resources and capacities that the UNS Agencies have in Uruguay for coordinating 
and working jointly with the Government. In some cases, the existing Uruguayan State 
capacities have been perceived as greater than that of UNS Agencies or greater than 
expected. These are lessons learned when assessing a new articulation and coordination 
between the UNS Agencies and the programme country.  
 

Moreover, according to the Government, the heterogeneity of the new joint 
projects of the One UN Programme reflect that the DaO pilot responds to a holistic 
approach integrating economic and social development issues.  In this respect, the 
Government is evaluating the implementation with the national associates in order to 
gather their impressions in order to have a more comprehensive view of the DaO 
achievements for the benefit of Uruguay. The main advantage is the team work and the 
networking activities that allow for greater cooperation in the process of formulating 
public policies.  The inter-agency work has at the same time facilitated consensus building 
on results, impacts and criteria that harmonize the work performed by the UNS and further 
coherence.   
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Part III – Looking ahead: overcoming challenges 
 
 

Some key challenges have already been detailed.  Other challenges are as follows: 
 
80.  There is a trade-off between the political, economic, and bureaucratic timing when 
dealing with transferring reached agreements or decisions, which have been taken at 
headquarters levels; these are not transmitted with the due diligence to the local 
representations.  Similarly, agreements reached at the local level require authorizations 
from headquarters that are not always obtained in a timely manner.  In addition, one of the 
features of the Uruguay DaO pilot being so inclusive, there is a necessary trade off since 
inclusiveness requires time and effort.  On the other hand, the DaO should be allowed to 
carry out activities in a quick and efficient manner.  This apparent contradiction is a 
permanent challenge that is likely to continue during the DaO pilot.  A possible solution 
lies in building mechanisms that would grant greater autonomy to the local representations 
of the UN Agencies in Uruguay with respect to their headquarters or identify clearly the 
issues that need to be consulted with headquarters and those that could be agreed upon by 
the UNCT and approved by the UN Agencies local representatives.  
 
81.  Regarding the projects, their approval processes, and reporting are Agency 
specific, which hinders the ability to 
report on a project-by-project basis 
as a whole as well as is in 
contradiction with the joint 
programming approach. A 
possibility of compiling reports per 
project will be explored while trying 
to comply with the reporting 
requirements of individual 
Agencies. 
 

Interagency efforts as a key to better the impact of actions 

82.Some Agencies Representatives 
are very depended from their 
headquarters´ authorising them to 
approve joint projects, budgets, 
common services, etc. This 
dependency contributes, eventually, to a slow execution of activities. 
 
83.  It is also necessary to continue the dialogue with the Government to achieve the 
exemption, remission, or reimbursement of the value added tax (generally at 22%) of the 
value of goods and services procured by the UNS.  This would be consistent with the spirit 
of the Convention on Privileges and Immunity of the United Nations and of the Convention 
on Privileges and Immunity of Specialized Organizations of the United Nations.  It is also 
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in line with the spirit of the pilot experience that incorporates a flow of additional funds 
within a new logic for cooperation.  The UNS Agencies and the donors are deeply 
concerned that a significant share (18%) of the resources mobilised for development are 
diverted to pay domestic taxes.  It is desirable that a general tax exemption, remission or 
reimbursement be granted.  It should benefit all the UNS organizations through a simple, 
practical and cost-efficient mechanism.  It should include acquisitions of goods and 
services alike.19  It is estimated that approximately 18% of the mobilized resources by the 
UNS are paid as VAT.  Only on the One UN Programme 2007-2010, of a total of USD 95 
million expected for execution, USD 17 million would be paid as VAT.  This constitutes a 
lower flow of resources for development cooperation.   
 
It is important to note that the OPP, as national counterpart in cooperation issues follows 
the instructions provided by the Ministry of Economy and Finance in this regard.  The 
Ministry of Economy and Finance has indicated that it is considering reviewing its position 
on this issue in order to fully comply with Uruguay international commitments.   
 
84.  For the UNS in Uruguay, the leadership/change management pillar has been one 
of the most politically complex areas.  Although the exercise of change management had 
lacked from sufficient planning, guidance or support mechanisms from the respective 
Headquarters, progress were achieved through the creation of consensus within the UNCT 
and further empowerment by the UNCT of the Resident Coordinator as the interlocutor, the 
One UN voice with the Government.  
 

The Government has highlighted the importance and the need to have one 
interlocutor for the UNS, namely the Resident Coordinator.  It has also underscored that 
the role of the Agencies as technical advisors should be reinforced, noting the leadership 
by the Government in the execution of the joint projects.  Additional work should be done 
in this direction. 
 
85.  About the firewall, when monitoring the implementation of the joint projects, an 
excellent and clear complementarity of functions between the Resident Coordinator 
(supported by the RCO) and the UNDP Country Director (who acts as Administrative 
Agent for the drafting financial and narrative reports, notifications, etc.) has been achieved.   
 
86.  Although the “One Leader” and “One Budgetary Framework” pillars were 
innovative concepts at the onset of the DaO pilot process, there is a perception of 
growing lack of consistent support or encouragement from the Headquarters as time 
progresses; this is particularly apparent in recent key documents.   
 
                                                 
19 Currently, only UNDP has obtained, in practice, the recognition of tributary prerogative in 2006 that allows for reimbursement of the 
VAT in transactions conducted within the country through credit certificates.  Nonetheless, the established system has not been 
satisfactory in terms of effectiveness because it involves a complex periodic process that adds costs and efforts to the UNDP and the 
State.  On the other hand, the basic cooperation agreement between the Government of Uruguay and UNICEF, in its Article XI, 2, a, 
states that the Fund, its assets, income and other property shall  “be exempt from all direct taxes, value-added tax, fees or duties”; an 
allowance that has not been regulated nor put into practice. 
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87.  In the relationship with the donors, it is necessary to insist on the differences 
between countries such as Uruguay and other countries with lesser levels of development or 
different characteristics.  Their needs and possibilities are different. Different countries 
with different development situation require different treatment.  Countries like Uruguay 
need a cooperation that is more qualitative than quantitative.  Although very positive results 
have been achieved, they should be reflected in the performance indicators used to evaluate 
the process.  This requires more political will to be translated at the level of the 
international forums with enhanced opportunities for countries to participate and debate on 
these issues. 
 

Multiple strengths and weaknesses of a middle income country 

88.  The fact that the UNDAF and the One UN Programme do not coincide implies, in 
the case of Uruguay, that 
there is no fully complete 
information available on  
resources mobilisation, 
programming and individual 
Agency activities.  To 
achieve greater levels of 
coherence, the pilot process 
should be the framework to 
build consensus on the 
design of a single new 
unified UNDAF 2011-2015, 
fully aligned with the One 
UN Programme.  The 
elaboration of the 
forthcoming UNDAF should 
reflect the change of the 
organisational culture and the 
solidarity that have been achieved among UNS Agencies.  To this effect, the UNDAF/One 
UN Programme midterm review is the opportunity to record the progress made by Uruguay 
as well as the new guidelines that will frame the UNS contributions to greater levels of 
development. 
 
89.  The need to reach greater levels of national execution was made explicit at different 
opportunities.  The Government has requested that UNS Agencies utilize this modality with 
the national counterparts.  This constitutes a shift given that the Government has noticed 
that the UNS Agencies involve the national institutions in their projects in different ways 
and to differing degrees, in some cases having direct contact with UNS Agency 
Headquarters.  There is a clear expectation of greater joint management; this political-
administrative request aims at modifying the terms of reference (TORs) for the One UN 
Coherence Fund in order to specify that the minimum requirements needed to request new 
disbursements should be applied by project and not by individual UNS Agencies.  
Adequately managing the bilateral relationship between the UNS as a whole and the 
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Government is not an easy task and it is not the exclusive role of the UNS as long as the 
line Ministries and other Government organizations also have the initiative and 
expectations to maintain bilateral relations with UNS Agencies. 

 
This point illustrates that the concepts of “priorities for development” and 

“priorities for international cooperation” are not synonyms but rather complementary.  
Therefore, the challenge is to build a national programme that coordinates with the different 
modes of cooperation so that they each complement the national programme.  Along the 
same lines, the new UNDAF that would be drafted as outlined above should serve as a tool 
to coordinate the existing cooperation and at the same time depict the paths of cooperation. 
 
90.  Although the pilot experience has generated an increase in the information that the 
Government has about the levels of resource mobilization by the UNS, this information is 
not yet complete.  It is therefore necessary to build joint UNS strategies in this regard. 
 
91.  Although the recommendations provided by the evaluability mission for the pilot 
were received, it is sustained that it was still too early to visualize results.  Indeed one of the 
observations made by the mission referred to the lack of clarity in the connection between 
the different levels of the One UN Programme and its complex design for coordination.  
However the benefits generated by the coordination architecture and the simplification of 
the DaO mechanisms in Uruguay have proved to be adequate and have been mentioned     
throughout the report. 
 
92.  The monitoring and evaluation of the joint projects, the One UN Programme, and 
the pilot experience need indicators that represent the contribution of the UNS to 
Uruguay.  This challenge is important to highlight given that several outcomes and 
identified objectives for the joint projects, the One UN Programme, and the pilot 
experience could be considered too broad and outside the scope of the efforts that are being 
undertaken.  For that reason, a consensus agreement should be reached on the indicators 
(quantitative and qualitative) to adequately express the activities and achievements attained. 
 
93.  In the current political and economic context, the search for stability and 
predictability are values shared by the International Financial Institutions within and 
outside the UNS.  In Uruguay, there has been an effort to incorporate as many of these 
institutions into the different activities of 2007 and 2008.  For example, at the food security 
seminar held in November 2008, there was a significant level of participation and support 
from the World Bank thus demonstrating a level of commitment to build ties with these 
institutions (the World Bank being a member of the UNCT in Uruguay). 
 
94.  The political decision of the UNCT not to conduct a capacity assessment and 
organizational mapping of staff positions and job descriptions originated in the 
prioritization of the process to build trust within the UNCT.  This decision was taken 
despite that it lead to an uneven distribution of the additional work required by the pilot 
experience.  Although this challenge implies the achievement of deeper organizational 
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changes, the capacity assessment and organizational mapping tool should be used to plan 
future recruitments and the structure of new personnel and their tasks in order to acquire the 
knowledge, experience, skills and training needed.   
 

Personalized communication spreads the principles and concrete 
action of the United Nations 

95.  Unifying practices.  There 
are difficulties on the national 
associates and UNS Agencies 
alike in unifying practices.  It is 
thus necessary to continue 
working with the operational 
logistics such as closing of 
accounts dates, calendar 
harmonization, and instruction 
manuals.  In addition, it is also 
necessary to establish 
mechanisms that guarantee a 
greater participation of the 
UNS Agencies that are 
associated with the joint 
projects. 
 
96.  Another challenge is the following phase in the development of the pilot 
experience:  monitoring and evaluation of results of the joint projects and their impact 
upon development as well as the identification of internal “savings” of the UNS.  Although 
adjustments need to be made, the joint projects included, through their design phase, 
indicators that account for their results.  The monitoring and evaluation of “savings” or 
changes internal to the UNS probably constitute a greater challenge.  Among the elements 
of this challenge is the need to clearly define what a “reduction of transaction costs” 
implies in order to design indicators accordingly.  Is it only pecuniary savings?  Could 
process indicators be used?  How to account for qualitative changes in cooperation that are 
not necessarily reflected in short term cost reductions? 
 

The Government has indicated that there is a need to advance further with the UNS 
in the challenge of building greater coherence and coordination of the joint projects, their 
reach to the interior of Uruguay, as well as the instruments of execution and monitoring 
common to them all. 

 
97.  On the relationship with the respective Headquarters, it is necessary to continue 
seeking additional support and commitment to obtain greater levels of efficiency and 
effectiveness, reassigning tasks and improving quality and quantity of human resources, 
wherever necessary, and support for carrying out the pilot experience. 
 

 36



 

Stocktaking "Delivering as One” in Uruguay 2008

98. More and varied communications. Change should be communicated in a more 
diverse and fluid manner so that a critical mass of excellent activities, products and results 
are shared in a user friendly way.  The importance of the results of the process relies on the 
availability of information.  It is necessary to keep exploring the line of attractive and 
innovative communication products.  These products should continue to consolidate the 
presence of the UNS as a role player in the main national issues and as a useful tool, 
accessible to resolve diverse issues, that contributes to the development of the country. 
 

The Government has set as a challenge for 2009 the elaboration of a new internal 
and external communications strategy for the One UN Programme while utilizing new 
online communications and monitoring tools for the achievements.  A webpage is being 
designed specifically for the One UN Programme. 

 
The Government has also indicated the need to hold a citizenship awareness 

campaign about the pilot experience as a whole in order to promote and organize 
monitoring and evaluation, to generate transparency in the management and, to make 
visible the results of the pilot process to the different national associates in the 
implementation, including the civil society. The Government understands the role of the 
RCO as instrumental as it transmits across the overall lines of action of the UNS and should 
be further enhanced.  
 
99.  For 2009, one of the biggest challenges for the UNS and the “Delivering as One” 
experience is related to the initiation of the One UN House project.  This effort will provide 
a greater opportunity for daily interaction between the UNS Agencies in terms of 
coherence, joint programming and advocacy, enhanced coordination, greater efficiency, 
lower transaction costs and substantive savings in several areas.  The successful attainment 
of this objective implies overcoming objective and subjective obstacles, and will constitute 
a great achievement of the DaO experience.20

 
 Another central objective for 2009 is generating the perspective that the One UN 
Programme and the UNDAF are tools that “organize” the cooperation of the UNS.  The 
objective is to transform these documents into a true “road map” for international 
cooperation in Uruguay that can be shared with the Government as well as with donors.  To 
that end, the mid-term review and its results are essential. 
 
 On the same token, work will continue on the monitoring and evaluation 
mechanisms of the pilot experience generating a basis for future systematization.  Timely 
execution of the joint projects and the development of new ones will continue to be key 
objectives until the end of 2010: They are regarded as good practices that contribute to the 
development of a cooperation that would over time become more effective.  To this end, 
the strengthening of multiple institutional cooperation mechanisms is fundamental. 
                                                 
20 Although most of the Agencies have manifested an affirmative participation in sharing the building, there are several inertias and 
administrative obstacles such as fears from staff related to an eventual decrease in staff positions.  On the other hand, the challenge 
consists on gathering the resources to construct the building and its equipment. 

 37



 

Stocktaking "Delivering as One” in Uruguay 2008

 
 
Part IV – Lessons learned and good practices that can be shared with 
other countries 
 
 
 

A new cooperation paradigm with visible results for everyone 

100.  On greater coordination at the programmatic level, the creation of the 
Management Committees 
for each joint project was 
a key element for this 
effort.  These Committees 
and the joint projects 
have generated frequent 
contacts between the 
programming officers by 
the UNS Agencies and 
allowed the sharing of 
administrative and 
programming practices 
information between the 
Agencies and the 
Government.  In addition, 
the figure of 
“coordinator” of the joint 
projects worked as a channel for doubts or difficulties faced by the national associates in 
the implementation.  The Government has stated that the Management Committees 
constituted real tools for inter-institutional coordination because they allowed State 
institutions to communicate and share information that resulted in greater opportunities for 
joint planning.  An added value of these committees is their composition as a broad 
number of stakeholders participate.  This makes them rich in opportunities and opinions.  
Another key element was the establishment of a monthly schedule for the meetings of all 
the joint projects. 
 

In addition, the Government has noted that the empowerment of each joint project’s 
Management Committee has been a key tool in the “Delivering as One” process.  That they 
have become privileged spaces to share lessons learned and best practices that should be 
implemented. 

      
101.  On the programmatic coordination and the activities of the UNS, designating 
“leading Agencies” to undertake the dialogue with the Government in each of the joint 
projects, the drafting of concept notes submitted for the UNDP-Spain MDG Achievement 
Fund, as well as to take on the responsibility for the development of the agreed activities, 
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has been a good practice that has been institutionalized despite the ad hoc character granted 
by the UNCT. 
 
102.  A lesson learned linked to a change in the paradigm for cooperation.  It is 
crucial to phase out the supply driven cooperation and replace it by a demand driven one, 
one oriented and geared by demand, one that responds to the demands and needs of ex-
beneficiaries (shift from being beneficiaries of assistance to becoming the subjects, actors, 
and partners of cooperation).  This objective is present through the design of the joint 
projects of the One UN Programme with the strong participation of Government ministries 
as well as the creation of the One UN Coherence Fund. 
 
103.  Creating new joint projects for the One UN Programme, financed through the 
One UN Coherence Fund, is a good practice.  Although the Fund could have been used to 
finance the funding gaps of existing initiatives, the opportunity was seized that a non-
earmarked mechanism of funds allocation was available to generate innovative, inter-
agency and inter-institutional joint projects with a new focus starting from scratch and 
going through the full formulation process.  This allowed for a point of comparison of the 
joint work between the projects already existing in the One UN Programme in relation to 
the joint programming process in the new joint projects, their results and impact.  In the 
process of designing the new joint projects, the OPP requested that the Ministries to be 
proactive and develop new initiatives.  It resulted in a strong national ownership of the 
whole process.  
 

The Government recognizes that there are implementation difficulties with some 
national associates that do not always have the required tools or resources to manage some 
of the planned activities.  In this aspect, the management committees´ work has been key in 
guiding and advising each national associate in the implementation of the projects in order 
to perform the planned activities and attain the expected results.   

 
In addition, the Government has noted the teamwork that is being developed by the 

coordinators along with the Management Unit in the OPP to harmonize criteria, protocols, 
and ways forward in the joint projects.  Also, it places special emphasis on the work that 
has been done on the cross-cutting issues, the strategic lines, and the monitoring of the 
development of the One UN Programme by the Government and the UNS. 

 
The Government has also underscored that the Management Committee meetings 

are very useful tools to generate discussions on and definitions of substantive issues for 
each joint project.  They should be meeting every two months to avoid routine meetings.    

 
Nonetheless, the Government has noted the need to efficiently and effectively adjust 

the annual work plans with each national associate in the implementation and to adjust 
them to changing priorities or needs. 
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The Government has also noted as a difficulty the fact that since the formulation 
process of the new joint projects started at different moments and followed different pace, 
these projects´ execution began at different times. 
 

 

104.  The effort in unifying the UNS Agencies’ administrative systems is essential 
given that the existence of 
differing parallel systems, 
that do not communicate, 
inevitably produce 
inefficiencies.  In this 
regard, the creation of the 
Operations Managers Team 
(OMT) is a good practice 
that allows for better 
operational coordination.  
It also helped building 
stronger ties between the 
operations and 
administrative managers 
from the different UNS 
Agencies.  The 
administrative officers 
integrating this group are, in the case of Uru
the longest experience within the UNS; tha
knowledge of the tools and mechanisms and 
imagine and create mechanisms that generate
procurement of goods and services (represen
creating general administrative processes for 
the Government in the medium and long term
 
105.  The simple mechanisms adopted for 
as well as the coordinated work between the
for 89% of the funds received through the O
participating UNS Agencies. 
 
106.  On communication for greater visibi
phases, a manual that detailed the use of logo
although still being studied by all the UNS
harmonize communication efforts.  In additio
considered in which information would be sh
as the general public; this would be a mec
process. 

 

 

A new citizenship is given place
guay, those with the highest levels and with 
t is to say that the participants have good 
are, in consequence, the ideal participants to 
 synergies.  This group has advanced in joint 
ting savings for the UNS internally) and in 
the joint projects, which represent a gain for 
.  

approving and making the disbursements 
 Administrative Agent and the RCO allowed 

ne UN Coherence Fund to be disbursed to 

lity for the joint projects in their following 
s (UNS and Government) was designed that, 
 Agencies, has been accepted as an idea to 
n, the design of a common webpage is being 
ared with Government organizations as well 
hanism to increase the transparency of the 
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107.  The enhanced communication is a good practice for the development of this 
process given that communication uses to play the role of “making sense” of a process to 
its participants; it also enhances interactions that take place within the process.  The 
existence of several communications channels (in particular: the Newsletter, the webpage, 
specific communications, events, joint initiatives and the thematic groups) have allowed 
greater policy generating discussions for the UNCT, among UNS Agencies, as well as 
between the Government and the UNS.  In addition, the purpose of the joint project for the 
strengthening of civil society, recently approved, consists precisely in promoting greater 
and better communication with these organizations. 
 
108.  Generating events of wider media participation and impact are a good practice 
to be repeated given the successful results.  An example of this was the mural contest 
“On the skin of our cities”, commemorating the 60th anniversary of the Universal 
Declaration on Human Rights in which more than 2,500 people participated painting 131 
murals.  The outcome of the context and the winners were announced at a public concert 
on 10 December, 2008, attended by more than 4,000 spectators.  The contest and its 
massive dissemination (through press, radio, television, Internet, banners, flyers, and a 
book that shows the whole process and the completed works) brought the UNS and its 
activities to a broad, varied, mostly young and creative public that is almost a new 
constituency.  In addition of giving visibility to the UNS, these events put the UN Reform 
and the Delivering as One pilot on the public agenda and send a signal of vitality, 
openness and commitment to the reform.  
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Part V – Final Comments  
 
 
109.  The following elements are worth to be highlighted: 
 

a) It is essential to consolidate the inputs from the Government and the UNS into one 
joint document avoiding duplicate evaluations.  In 2007, different communications 
were required and therefore generated by the Government and the UNS. 

b) There is a general need to establish clear and strategic direction from Headquarters 
on corresponding issues – for example: reviewing levels of delegation of authority, 
autonomy, initiative and the corresponding issuing authority – and reasonable 
deadlines for responding requests by respective Headquarters. 

c) It is important to promote dialogue and exchange opportunities between the pilot 
countries at all levels, including different initiatives for voluntaries. 

d) A study should be carried out about the institutionalization of the RCO as a 
structure with a highly professional, technical and programmatic profile, providing 
services to the UNCT, the Non-resident Agencies and the RC; supporting the RC in 
articulating partners, with a role and mission that, in middle income (or 
development) countries, that have specific needs and are structurally vulnerable, 
should also be specific to this situation.  In fact, in countries such as Uruguay, most 
of the UNS Agencies were not able to assume the costs of detailing or assigning 
technical human resources to the RCO.  To the contrary, these Agencies expect to 
receive support from the RCO for the tasks that they have to assume in the DaO 
pilot experience.  Up to now, the RCO has been able to meet this need due to a 
successful mobilization of resources by the Resident Coordinator.   

e) There is a need for additional time to visualize the results, to weigh the work that 
has been done, and to document the lessons learned through the DaO pilot 
experience.  Otherwise, there is a risk of inadvertently leaving behind important 
processes.  Concretely, defining the most appropriate time to evaluate the process 
should be conducted jointly with the pilot countries who are the ones that can better 
assess the right time and the requirements for this activity.  Taking this into account, 
the UNEG’s statement that “it can certainly be supposed that the ‘Delivering as 
One’ has increased – and not decreased – costs” is based on partial and untimely 
information and it is clearly inconclusive.21  The results of the Delivering as One 
Pilot in Uruguay are just unfolding and they are impressive. Regarding the impact 
on the development of Uruguay, the major conclusion is that there is a need to 
change the way of thinking the international cooperation for countries such as 
Uruguay.  Uruguay can and should, as development partner, benefit and at the same 
time, provide cooperation. The UN has certainly a role to play in helping the 
countries to develop this new paradigm of cooperation.  

            
21 Evaluability mission report from the United Nations Evaluation Group (UNEG) for Uruguay in 2007.    
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Annex 1. Execution Levels for the One UN Coherence Fund financed and approved Joint Projects 
Disbursement for the Second Semester of 2008 

Disbursed for SII 2008  
Project Title * 

Executing 
Agencies 

Associated Agencies 
Amount in 

USD  
Total Spent or 

Committed 
Percentage 

Project A: Institutional Strengthening for the design of economic 
development strategies: country international insertion and long term 
energy policies development 

UNIDO FAO, UNDP, UNEP, 
UNESCO, UNWTO 

213.385 159.165 75% 

Project B: Technical assistance for the design of public policies that 
promote sustainable production and employment 

FAO, UNEP, 
UNIDO 

ECLAC, ILO, UNDP 270.988 234.394 86% 

Project C: Development of instruments for monitoring the 
environment and territory 

UNEP, 
UNESCO 

FAO, IOM, 
PAHO/WHO, UNDP 

217.788 180.410 83% 

Project D: Design and implementation of pilot projects that promote 
development throughout the country 

FAO, ILO, 
UNDP, 

UNICEF 

ECLAC, IFAD, 
PAHO/WHO, UNAIDS, 
UNEP, UNESCO, 
UNFPA, UNIFEM 

468.553 314.299 67% 

Project E: Support to the policies for social integration and food 
security 

FAO, UNDP ILO, PAHO/WHO, 
UNESCO, UNFPA, 
UNIFEM 

205.948 173.508 84% 

Project F1: Support for the strengthening of education policies UNESCO, 
UNICEF 

UNAIDS, UNFPA y 
UNIFEM 

101.463 88.514 87% 

Project F2: Support for the strengthening of public institutions that 
work in the social area 

ILO, UNFPA, 
UNOPS 

ONUDD, PAHO/WHO,  
UNAIDS, UNDP, 
UNIFEM 

660.672 214.107 32% 

Project G: Support for the public policies for the reduction of 
inequities of gender and generations 

UNFPA, 
UNIFEM 

ECLAC, FAO, ILO, 
IOM, PAHO/WHO, 
UNAIDS, UNDP, 
UNICEF,  UNESCO 

368.294 309.813 84% 

Project H: Support of the modernization processes of public 
management as part of the democratization of the State and the 
promotion of citizens’ rights 

IOM, UNDP UNFPA, UNIFEM, 
UNICEF 

511.888 431.787 84% 

Project I: Support for the decentralization processes and promotion of 
citizen participation as part of the reform of the State 

UNDP, 
UNESCO 

FAO, ILO/Cinterfor, 
IOM, PAHO/WHO, 
UNAIDS, UNFPA, 
UNIFEM 

304.555 289.102 95% 

Total    3.323.534 2.395.099 72% 
* Project J - Strengthening the capacities of civil society organizations in Uruguay - was approved in Dec 2008 and is being implemented in 2009. 
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Annex 2. Funding Status of Approved Joint Projects Financed Through the Uruguay One UN Coherence 
Fund 
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