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he first edition of the Architecture of National Commissions was published in 2003 and
warmly received by Member States and National Commissions. It contained insightful
information on the status, composition and resources of National Commissions across
the regions. It highlighted what were optimal ways for Member States to establish or re-
organize their National Commissions in the light of best practices existing in the world.

The current, second edition of “Architecture” pursues similar objectives. It focuses on the fundamental
requirements and structural components that every Commission needs to perform successfully.
The brochure provides an overall analysis of the current structural arrangements and operational
capacities of National Commissions worldwide. There is also specific and detailed information on
eighty Commissions which were selected on the basis of various factors, such as geographical
representation, status, size, composition, and resources. Efforts were made to make this list as
representative as possible while providing a vast variety of models.

| hope that the document will help the reader to better understand the concept of National
Commissions. The analysis and statistics used in the brochure are based on the information obtained
through a global survey. | should like to take this opportunity to thank all National Commissions which
have contributed to the survey and helped the UNESCO Secretariat to finalize the brochure.

The outcomes of the global survey indicate, once again, that there are no two National Commissions
which are identical. The National Commissions are different from one another, although they all work
for the same objective — to promote international intellectual solidarity. It is not UNESCQO's intention
either to make all National Commissions look the same. This is neither possible nor desirable. The
brochure however contains a set of suggestions on how a National Commission could be better
structured and managed, and describes some basic principles which would contribute to the
enhancement of its efficiency.

UNESCO and Member States have shared responsibilities to strengthen the National Commissions,
so that they can better contribute to the promaotion of UNESCO'’s mission at the national level. What
should be done to ensure that National Commissions are both solid and functional? What action
has been taken so far to enhance their status and operational capacities and what is still desirable
to be accomplished? | hope that the answers to these and other similar questions can be found in
this brochure.

Ahmed Sayyad
Assistant Director-General for External Relations and Cooperation
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NESCO is the only UN Agency to have a global network of national cooperating bodies
known as National Commissions for UNESCO. The National Commissions are part
of the overall constitutional architecture of the Organization as it was conceived by its
founding fathers. Presently, the National Commissions operate in all Member States
of UNESCO. They constitute a truly global family which includes a vast network of
stakeholders, partners and experts. They offer a comparative advantage to the Organization within

the United Nations system.

Why UNESCO adopted
the concept of National
Commissions

When the International Institute of Intellectual
Cooperation (llIC) was established under the
League of Nations in Paris in 1924, it developed
the concept of National Commissions. Those
Commissions were set up in some 30 countries
to promote international cooperation and were
mainly composed of educators, scientists
and representatives of non-governmental
organizations. Based on this experience, the
draft proposal for the Constitution of UNESCO,
elaborated by the Conference of Allied Ministers
of Education (CAME) and adopted in London
in November 1945, also included provisions for
the establishment of National Commissions for
UNESCO.

UNESCO became the successor to the IlIC,
with a mandate to promote peace and mutual
understanding through intellectual cooperation
based on moral solidarity with the clear intention
of involving individuals and non-governmental
bodies dealing with education, science and
culture in its work and of associating them in
its decision-making organs. Without an active
contribution of teachers, scholars, writers and
artists, governments alone would not make much

progress in advancing mutual understanding
between the peoples of the world and in
dispelling suspicion, mistrust and ignorance
which caused wars and destructions throughout
human history.

At its founding, UNESCO gave much latitude
to Governments in fuffilling their duties as
members of the Organization and included a
general statement on the nature of National
Commissions in the Constitution in order to
ensure that the representatives of government
and non-governmental organizations would
work hand in hand to promote UNESCO’s goals
at the national level and sit side by side at the
Executive Board and the General Conference
to jointly voice or promote the position of their
countries. It was truly forward-looking approach
to permit non-governmental organizations to
have a say in an inter-governmental institution.

Why a Member State
should establish a National
Commission

Article VII of the UNESCO Constitution stipulates
that “each Member State shall make such
arrangements as suit its particular conditions for
the purpose of associating its principal bodies




interested in educational, scientific and cultural
matters with the work of the Organization,
preferably by the formation of a National
Commission broadly representative of the
government and such bodies”. It further states
that the Commissions “shall act in advisory
capacity to their Governments in matters relating
to the Organization” and “shall function as
agencies of liaison in all matters of interest to it”.

Thus, it is the constitutional obligation of each
Member State to set up a National Commission,
the principal objective of which ought to be the
involvement of various ministries, agencies,
institutions, universities, NGOs and individuals
in the work of the Organization. Established
by their respective governments, National
Commissions should act as “meeting places”
and “connecting bridges” between national
authorities and a broad range of national bodies
and experts in UNESCO’s fields of competence.
While the realization of UNESCO’s goals is
primarily entrusted to governments, the National
Commissions are expected to function as an
indispensible platform where national interests,
ideas and cultures are represented and interact.

Why the identity of the
National Commissions is so
complex

National Commissions have an identity based on
their dual nature and functions. They are set up
by the government in the Member States and
expected to mobilize and work together with
non-governmental actors (academia, civil society,
etc.). Being national bodies, they are to be
mainly engaged in the pursuit of the objectives of
UNESCO as an international organization. They
are directly responsible to their governments but
called upon to ensure the permanent presence
of UNESCO at the national level and contribute
to its programme activities.

This situation explains the uniqueness of National
Commissions within the UN system. National
Commissions should be equally successful
on two fronts: first in their interaction with their
governments and civil society at national level

and second, in their relations with the UNESCO
Secretariat, and its Field Offices. National
Commissions must meet this double requirement
simultaneously, to be recognized as efficient and
credible entities.

National Commissions play a crucial role in
contributing to shaping public perception of
UNESCO, to increasing the Organization’s profile
in Member States, and to mobilizing educational
scientific and artistic communities to the cause
of “building peace in the minds of men”. They are
the principal link between the national priorities
of their countries and the multilateral agenda
of the Organization. The network of National
Commissions presents a great asset for any
nation that endeavors to promote international
understanding through intellectual cooperation.

Why a model National
Commission does not exist

As of May 2009, all UNESCO Member States
(193) as well as three Associate Members (Aruba,
British Virgin Islands and Netherlands Antilles)
have set up Commissions for UNESCO, making
this unique network genuinely universal. These
Commissions are different from one another in
terms of their status, composition, membership
and management capacities. There are
Commissions which are strong, well-equipped
and possess substantial financial means,
while others have modest human and material
resources. Some of them have developed strong
links with educational, scientific and artistic
communities, whereas others function solely
within ministerial structures.

UNESCO doesnotadvocate that all Commissions
look identical. It does not impose the adoption
of ready-made models. It promotes the respect
for the structural diversity amongst National
Commissions, which reflects the reality existing
withinits Member States, with their varied political
settings, administrative structures, and socio-
economic circumstances. There is no ready-
made “universal” model and the Constitution
leaves the final decision on the structural
arrangements of a National Commission to the
discretion of each government.



What fundamentals
constitute a National
Commission’s architecture

Although UNESCQO’s Constitution  provides
governments with flexibility in deciding how to
establish their respective Commissions, there
are some essential requirements which must be
respected if their Commissions are to operate
effectively and efficiently. These fundamental
components, which constitute the “architecture”
of any National Commission, are specified in
Article IV of the Charter of National Commissions
(adopted at the 20th session of the General
Conference in 1978) and include the following
components:

e alegalstatus which clearly defines the authority
and structure of a National Commission,
the conditions governing its operations and
resources on which it may draw;

e an inclusive membership and composition,
based on the broad representation of

governmental and  non-governmental
agencies;
e a permanent secretariat comprising

competent staff; and

e sufficient financial means and other facilities
to enable it to carry out its functions
efficiently.

It is the responsibility of governments of
Member States to provide these facilities to
their Commissions, so that they have a strong
foundation. UNESCO as an organization can
contribute to the reinforcement of the capacities
of National Commissions through expert advice
and training but the basic architecture is the
responsibility of the Member State. UNESCO’s
intervention could be only supplementary to the
efforts deployed by governments (see Chart |).

Framework of shared responsibilities towards
the National Commissions

Government’s responsibilities

By virtue of Article VIl of UNESCQ’s Constitution and
Article IV of the Charter of National Commissions
for UNESCO, it is incumbent upon Member States
to provide their National Commissions with the
status, structure and resources necessary to
enable them to discharge their duties efficiently.

Each government should ensure that its National
Commission is composed of representatives of
ministries, intellectual communities, civil society
partners and individuals dealing with matters of
education, science, culture and communication.
The status, position and degree of the functional
autonomy of the Commission should be clearly
defined.

It should be provided with a permanent secretariat
with sufficient authority so that it can efficiently
collaborate with all concerned governmental
and non-governmental segments of society; an
adequate number of high level staff to be able to
cover essential areas of competence (these staff
should be appointed for a sufficiently long period);
and a regular budget to cover salaries, running
costs and, if possible, operational activities.

UNESCO'’s responsibilities

As stated in Article V of the Charter of National
Commissions, as well as in various resolutions of
the General Conference, UNESCO is called upon to
contribute to the reinforcement of the operational
capacities of National Commissions.

UNESCO does it by providing expert advice in the
establishment and/or re-organization of National
Commissions; training for their staff; financial
assistance in the acquisition of equipment; support
in the translation and dissemination of documents,
and in the production of their own publications;
assistance in staff and information exchange
between and among National Commissions; and
financialandtechnical assistanceinthe organization
of sub-regional and regional meetings.

The assistance of UNESCO Field Offices is
particularly important, notably in the strengthening
of the communication capacities of National
Commissions, in providing them with regular
briefings on new developments in policy and
working methods of UNESCO and hosting short-
term attachments and internships of the staff of
National Commissions.




PART 1

CHART 1

How Member States and UNESCO can help strengthen the
status and capacities of National Commissions: sharing of
responsibilities in accordance with the Charter of National
Commissions for UNESCO adopted by
the General Conference in 1978
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n legal terms, National Commissions are national entities set up by Member States. Their primary
loyalty is therefore to their governments and to the national educational, scientific and artistic
communities they represent. UNESCQO’s Constitution leaves it up to each Member State to
define the legal status of its Commission and decide its place within the national administration.
Consequently, each government approves the nature of its Commission for UNESCO and its

positioning within the national administration.

Why a National Commission
needs a legal instrument

Once a government decides to establish or re-
establish its National Commission for UNESCO, it
usuallyformalizesits decisionthroughgovernment
orders, decrees or laws, or by way of a ministerial
resolution of the “supervising” Ministry. It is also
common for National Commissions to have their
own Charter or Constitution endorsed by their
governments. In some cases, the constituting
legal instruments of National Commissions are
approved by National Parliaments.

Ideally, it is desirable for each National
Commission to have a legal instrument, which
sets forth its positioning, composition, resources
and conditions governing its work, preferably in
the form of a Charter or a Constitution. UNESCO
strongly encourages this approach because such
a document helps a Commission to ascertain
its authority among partner organizations and
to consolidate its place within the national
administration. It is preferable to review and
if necessary revise, the legal instrument on a
regular basis with a view to adapting the structure
and working methods of the Commission in a
rapidly-changing environment.

How National Commissions
are positioned vis-a-vis their
governments

The positioning of National Commissions in
relation to their governments and partner
agencies is at the core of their interests. In reality,
it is difficult to categorize National Commissions
in terms of their position within national
administrations because their relations with
government authorities often depend not only on
their status laid down “on paper” (i.e. on the legal
instruments of the Commissions) but also on
the operational relations they have established
with various ministries (particularly, with the one
to which they are attached) and other national
agencies and partner organizations.

Nevertheless, it is commonly accepted to group
National Commissions generally into three main
categories, namely:

e Governmental Commissions, which are
structurally attached to ministries or other
governmental bodies and their secretariats
and which often function as an integral
part of these ministries’ structure. Such




Commissions not only receive sustained
supportandguidancefromtheir Governments
but also have direct access to policy-makers
responsible for relations with UNESCO.

e Semi-Governmental Commissions, which
could be, but not necessarily, separate from
governmental structures but with permanent
backing and support, for human and financial
resources from “supervising” ministries or
other governmental authorities, which often
host the secretariats of these Commissions.

e Autonomous Commissions which function as
independentinstitutions. SuchCommissions
have their own secretariat and enjoy an
extended degree of autonomy in managing
their activities in accordance with policy
decisions taken by their governing bodies
in line with national interests.

This classification is quite relative and theoretical.
In reality, the mode of functioning of National
Commissions is diverse and often complex. A
National Commission may be governmental “on
paper”, and in practice, enjoy an extended degree of
functional autonomy. Alternatively, despite the legal
instrument of a Commission conferring autonomous
status, it may work as a purely governmental unit'.
Recent reviews suggest that National Commissions
themselves have difficulty in qualifying themselves
according to this classification.

It is hard to recommend which category of a
National Commission is preferable. The decision
on this matter should be taken by each Member
State according to its circumstances and way
of operating. A fully autonomous Commission
may not “survive” and succeed in a highly
administratively-centralized country, where civil
society is only emerging as a factor of power while
a totally governmental Commission can become
inefficient or marginalized in a country which has
powerful civil society movements and traditions.
What is most important is not a nominal status
but the real capacity of a Commission to perform

1 In fact, a predominant majority of National Commissions
identify themselves as being either governmental or semi-
governmental entities. Moreover, the regular budgets of
all types of Commissions, including autonomous ones,
are provided by the Governments.

in an efficient and effective way. This in its turn
depends on a number of factors, such as:

e Responsible relations with “supervising”
Ministry

e  Degree of functional autonomy

e Capacity to promote inter-ministerial and
cross-sectoral cooperation

e Sound moral authority within a national
administration

e Effective leadership

e  Mutually-supportive relations with Permanent
Delegations.

What responsibilities
assigned to a “supervising”
Ministry

Governmental and semi-governmental Com-
missions are usually structurally affiliated with
a “supervising” ministry or another similar
governmental institution. This approach is
advantageous for purely practical reasons: a
“supervising” body hosts the secretariat of a
National Commission and/or provides it with
human and financial resources?. Autonomous
Commissions do not have this type of arrangement
but still coordinate their action with competent
governmental authorities responsible for relations
with  UNESCO. Indeed, although autonomous
Commissions are not legally or administratively
attached to any specific ministry, their budgets
essentially come from a designated ministry or
agency. In addition, these Commissions maintain
regular and formal relations with government
departments, which are often represented in
the membership of the Commission and/or its
Executive Committee. It is worth noting that in
a few countries, National Commissions have or
strive to obtain a NGO status, in order to be more
independent in the pursuit of their objectives.

The functional performance of a Commission
depends, to a large extent, on its relations with
the “supervising” body. Therefore, in the process

2 Although in certain countries, the budgets of National
Commissions are provided by several institutions, there
is always one governmental entity which provides most of
the resources.



of their establishment or re-organization, the
question of a “supervising” body should be
seriously considered. When a Ministry or Agency
becomes a “supervising” body, it assumes
certain responsibilities. There should be a clear
understanding onthe part ofthe “supervising” body
that a National Commission is to be an entity to
serve not only one Ministry but the entire range of
governmentalandnon-governmentalcommunities
in a given Member State. Also, the “supervising”
body should have, at the outset, full awareness
of its obligations towards the Commission and
provide it with autonomy, resources and facilities
for the efficient implementation of tasks.

Some statistics

According to the latest available data, 74% of
National Commissions identify themselves as
governmental, 20% as semi-governmental and
6% as autonomous ones. It should be noted that
at the global level, the share of semi-governmental
Commissions is gradually growing at the expense
of governmental ones.

60% of National Commissions are affiliated with
Ministries of Education; 14% with Ministries of
Foreign Affairs; 13% joint Ministries (e.g. a Ministry
of Education, Science and Research; a Ministry of
Education and Culture; a Ministry of Culture, Youth
and Sports; etc.); 7% with Ministries of Culture,
and the remaining 6% are attached to various other
governmental departments and agencies.

Why operational autonomy
is so essential for National
Commissions

One of the essential features of the “best”
or “optimal” legal instrument for a National
Commission would be its provisions for functional
independence. Regardless of what type of
National Commission Member States decide to
establish (i.e. governmental, semi-governmental
or autonomous), it is important to include in its
statutes or legal framework some provisions
allowing for a degree of operational autonomy.
This is essential for any Commission to achieve
its constitutional objectives. If every action of a
National Commission was “controlled” by the
“supervising” ministry/agency, the Commission
would have difficulty in gaining credibility among

its partners and its efficiency would visibly
suffer.

An “ideal” National Commission should act in
accordance with the decisions taken by its elected
or designated governing bodies, and its statutes
should allow it to (i) define its policy and its strategy
of action, (i) manage its funds, (i) cooperate with
the UNESCO Secretariat, including with Field
Offices, (iv) implement its activities, (v) engage
and consult with civil society at the national level
and (vi) raise extra-budgetary funds in support of
its own operations. In the context of the UN wide
reform, it should be also capable, when relevant,
to (vii) participate in UN Country Team programme
planning discussions. Only then can a Commission
operate as a genuine relay between UNESCO, its
Government and civil society.

Why a Commission should
promote inter-ministerial and
cross-sectoral cooperation

UNESCQO’s  programmes are  becoming
increasingly  multi-disciplinary.  Cross-cutting
focuses are being encouraged along with sectoral
approaches. To work efficiently, a National
Commission should establish close working
relations with relevant stakeholders, representing
every domain of UNESCO’s competence at the
national level. Another important aspect of a
National Commission’s planning should be its
capacity to promote effective inter-ministerial
and cross-sectoral cooperation. This would
allow it to engage with a wide range of ministries,
governmental departments and civil society
organizations in its work and also generate
greater national input to UNESCO'’s activities.

Such an objective can be achieved through
(i) carefully designing the membership of a
National Commission, in order to ensure that
all line ministries and concerned government
departments — particularly, the ministries of
foreign affairs, finance, planning and multilateral
cooperation — are adequately represented on it.
Other ways of doing it could be by (i) affiliating
the National Commission with the Cabinet of
Ministers or the Office of the Prime Minister,




in order to avoid its “dependence” on a single
ministry, or (iiij granting autonomous status to
the Commission. (iv) Attaching the National
Commissions to Ministries of Foreign Affairs has
also its advantages, as it gives them greater
outreach across line ministries and access to
multilateral development programmes although
this arrangement may affect the functional
flexibility of the Commission as Foreign Affairs
are usually politically sensitive ministries.

How a Commission can
be better positioned

in the Delivering as
One UN process

Inter-ministerial outreach capacity is becoming
especially needed in the context of UNESCO’s
participation in the Delivering as One UN process.
UNESCO is working with other UN Agencies in
orderto create platforms for National Commissions
to participate in the discussions of the UN Country
Team (UNCT) when relevant programming issues
are discussed and Commissions’ participation is
considered useful.

The cooperation of National Commissions with
other UN Programmes was foreseen in their
Charter. Articlel, para3ofthatdocumentstipulated
that “National Commissions may participate in
planning and execution of activities. .. undertaken
with the assistance of the United Nations
Development Programme (UNDP), the United
Nations Environmental Programme (UNEP), and
other international programmes”. Over the years,
the National Commissions’ cooperation with
other UN Agencies has been sporadic, based
on a few exceptional initiatives. According to the
latest survey, only 15% of National Commissions
have had some kind of partnership relation with
UN Agencies/Programmes.

The two recent agreements that UNESCO
concluded with  UNDP (October 2008) and
UNEP (April 2009) created new momentum and
opportunities to achieve that objective as part of
the on-going UN-wide reform. However, in order
to effectively cooperate with UNCT, the National
Commissions should engage all relevant agencies

at the national level to foster their relevance.
The National Commission’s position in relation
to key ministries in charge of national planning
and international cooperation and to civil society
is particularly important for consolidating their
credibility and relevance to UNCT deliberations.

Why a National Commission
needs solid authority within
national administration

The next important element in the status of a
National Commission is its moral authority within
national administrations. In performing their daily
work, National Commissions interact with a large
number of governmental and non-governmental
institutions. They need a sufficiently high level of
authority to make UNESCQ'’s objectives better
known, broaden its range of influence and
promote the execution of its programmes.

Ideally a National Commission should be
respected on merit by virtue of its achievements.
However, this may take several years to happen.
Therefore, practical measures should be taken at
the earliest stages to facilitate the process. The
careful positioning of National Commissions within
government structures is the first important step
in that direction. Another indispensible measure
should be upgrading the role and stature of the
Commission’s leadership particularly, that of its
Chairperson and Secretary-General.

Why effective leadership
is important for National
Commissions

The role of the Chairperson

The Chairperson is a key figure in assuring
an enhanced authority and respected
moral leadership for a Commission. In most
Commissions, chairpersonship is assumed
ex-officio by senior officials (mainly Ministers
or Deputy-Ministers) of the ministries to which



these bodies are attached. There are also a few
exceptional cases when the Chairpersons are
Deputy Prime Ministers, Prime Ministers or even
Heads of States. Such an arrangement certainly
helps to expand the outreach capacity of National
Commissions within governmental circles and
thus upgrade their status and operation.

In situations when the Commissions are led
by senior government officials, two important
prerequisites should be respected. First, the person,
who automatically becomes the Chairperson of the
Commission due to his or her appointment to a
cabinet position, should devote sufficient attention,
time and effort to provide sustained and proactive
intellectual leadership to the Commission. Second,
he or she should endeavor to ensure that the
National Commission has not become a subsidiary
organ of the relevant ministry implementing only the
instructions and directives of the latter but serve
the interests of relevant line ministries and national
intellectual communities.

The Chairperson can also be designated on merit
in a personal capacity. In such a case, he or she
is often elected from among the members of the
Commissionandthenappointedbythe Government
or the “supervising” Minister for a specific period of
time. This person may or may not be remunerated
for services but the Commission should pay for
travel and other expenses relating to the job. This
arrangement is often seen in autonomous and
semi-governmental Commissions.

When the Chairperson is appointed on a personal
basis, he or she should be a person who has
attained outstanding achievements in his or her
areas of specialization and has demonstrated
enduring commitment to UNESCO’s ideals and
objectives. Most importantly, he or she should
command sufficient intellectual and moral authority
in the country to be able to mobilize national
scientific and cultural resources and capacities in
support of UNESCO’s mission, and to make the
Commission’s voice heard within the government.

In a very few cases, governments create both
the position of President and Chairperson of the
Commission - the President being a Minister in
an ex-officio capacity, and the Chairperson a
person selected in his or her personal capacity.
This distribution of responsibility could be also
arranged through the creation of the positions

of Chairperson (a Minister) and Vice-Chairperson
(an intellectual) with delegated authority.

Some statistics

According to the latest available data, 64% of
National Commissions are chaired by Ministers in
their ex-officio capacities and 78 % of Secretaries-
General work on a full-time basis.

The role of the Secretary-General

Experience shows that the dynamism of every
National Commission greatly depends on the
work of its Secretary-General. The Secretary-
General is responsible for the implementation
of the Commission’s activities and the overall
management of the Secretariat. The personality
of the Secretary-General, his or her sense of
enthusiasm and openness to innovations are
important factors in effective management.
In general, the Secretaries-General are Ccivil
servants and therefore, apart from personal
qualities, the capacity of the Secretary-General
to act efficiently depends also on his/her position
within the national administration.

The Secretaries-General are appointed by the
governments with paid salaries. In general,
their term of office is not pre-determined, which
perhaps explains the great turnover in that job.
30% of Secretaries-General change jobs every
two years, the main cause being professional
transfer or promotion. Their positions are also
affected by government changes or reshuffles.
In some cases, the position of Secretary-General
is ex-officio, related to a specific position in
“supervising” Ministries. This puts additional
work pressure on the person and the efficiency
of the National Commission may suffer unless
he/she is backed up by a competent staff.

Ideally there are three basic principles with
regard to the position of Secretary-General,
notably: () he/she should be appointed on a
full-time basis for a sufficiently long period — at
least for four years, (i) enjoy a higher-level grade
within the national administration, and (iii) have
easy access to the relevant policy-makers in the
Government. It is preferable that he or she has
a clearly defined job description, outlining duties
and responsibilities. Most importantly, he or she




should develop close working relations with the
Chairperson of the Commission with whom he/
she should meet regularly.

Why good relations with
Permanent Delegations are
so vital

More than 180 Member States have appointed
their Permanent Delegations to UNESCO.
Nurturing effective mechanisms of interaction
between National Commissions and Permanent
Delegations to UNESCO is a key requirement,
in particular to enhance the Commission’s moral
authority at UNESCO HQs. In general, the National
Commissions are active and visible at the national
level, whereas the Permanent Delegations have
capacity to influence UNESCO at HQs level.
Therefore, the constructive relations between the
two bodies help a Member State to make the most
of its membership to the Organization and to ensure
that the common positions of national bodies in
education, sciences and culture are adequately
and permanently represented at UNESCO HQs,
in addition to the positions of governments.
Strong links between National Commissions and
Permanent Delegations are essential to maximize
National Commissions’ capacity to act as advisory
and liaison organs. This is especially important
when a Member State is elected to the Executive
Board of UNESCO.

There are multiple ways of strengthening
relationships between these two institutions. For
example, in some countries, there exists a well-
established staff rotation policy between National
Commissions and Permanent Delegations. The
personnel of the National Commissions come to
Paris to work in the Permanent Delegation or the
Permanent Delegation’s staff continue their service
in the National Commission after the end of their
term in Paris. This arrangement, which helps to
cement institutional as well as personal bonds
between National Commissions and Permanent
Delegations, is particularly easy to implement when
these bodies are supervised by the same Ministry.

Inotherscases, Permanent Delegatesto UNESCO
are ex-officio members of National Commissions.
This practice is particularly encouraged as
the Permanent Delegate’s participation in the
general assembly meetings of the National
Commission would be extremely useful to
brief the Commissioners of developments at
UNESCO and the Governing Bodies. According
to the latest survey, an overwhelming majority
of National Commissions declare that they have
direct interface with their Permanent Delegations
to UNESCO. Of significance is the importance of
personal relationships. The role of the Secretary-
General is crucial to maintain the functional and
personal relationships between the National
Commission and the Permanent Delegation
through concerted and balanced exchange of
information and coordination.

In brief, in order to have an enhanced status, a National Commission needs:

Freedom of action and functional autonomy,

Ability to outreach and mobilize governmental and non-governmental actors,

Capacity to promote inter-ministerial and cross-disciplinary cooperation,

Upgraded moral authority within the national administration,

An effective mechanism for cooperation with the Permanent Delegation,

as well as:

[ | A Chairperson who commands moral respect at the country level and deploys sufficient time to ensure

proactive intellectual leadership,

[ | An energetic Secretary-General appointed for a sufficiently long period with a high-level grade.
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= or National Commissions, there are mainly three levels for action, notably: their relationship
with their government agencies, stakeholders and national partners; their interaction with
=== the UNESCO Secretariat and in perspective, with the UN Country Team where it exists;
and their cooperation with other National Commissions especially at regional level. A
Commission needs to be equally active in all three areas. In defining the range and level of

their Commission’s responsibilities, Governments should take into account (i) national priorities within
their countries and (i) universal objectives and characteristics which are common to all UNESCO
National Commissions. These two aspects are complementary and an effective National Commission
will discharge its “dual loyalties” as a national body with an international vocation.

Why a Commission’s
mandate should be defined
by the national context

As national entities, the National Commissions
should define their mandates primarily within the
context of the national priorities of the Member
State. Their terms of reference/protocols should
reflect the historical dimension of the country’s
development, its intellectual potential and its
strategic objectives at the sub-regional, regional
and international levels. A National Commission
is a platform that embodies the nation’s diverse
capacities and aspirations in all sectors of
UNESCQO’s competence. Being closely aligned
with national interests should give it credibility
and attract support at the country level.

The scope of responsibilities entrusted to a National
Commission should be comprehensive in their
coverage but realistic in their targets. Each National
Commission should have an annual or biennial
action or strategic plan outlining its purpose,
objectives, action plans and measureable expected
outcomes. Such a plan could include answers
to the questions such as “what contribution can
UNESCO make to the national agenda and how

can the country’s input advance the Organization’s
objectives?” Regular reviews of the benefits of
belonging to UNESCO, possibly every six years
and discussions on priority settings may also
assist new members of commissions attuned to
the responsibilities of the National Commission.

What universal objectives
common to all National
Commissions

As soon as a National Commission for UNESCO
is set up, it automatically joins the network of
the 196 National Commissions. The strength
of this global network is that all its members
work for the same purpose, and often, in
similar conditions. Despite the diversity in their
capacities, composition and resources, they all
pursue common objectives, which include:

e ensuring the permanent presence of
UNESCO in Member States and Associate
Members;




e raising UNESCOQO’s profile at the national
level and increasing public awareness of its
goals and ideals;

e linkingnational priorities oftheir countries with
the international mission of the Organization
and in so doing, convince relevant state
authorities and other stakeholders of the
benefits of belonging to UNESCO;

e associating intellectual and  cultural
resources and capacities of Member States
to the activities of the Organization.

In the process of establishing a National
Commission or in its re-organization, the
Government should ensure that it contributes
to these universal objectives and even expand
them where appropriate to its priorities.

What basic functions for
a National Commission

To achieve the twin goals based on national
priorities and universal objectives, National
Commissions are to discharge in cooperation
with a number of ministerial departments,
organizations, and individuals, as well as the
UNESCO Secretariat, specific functions which
should be clearly outlined in their statutes or legal
instruments. In accordance with Article VIl of
UNESCOQO’s Constitution, the Charter of National
Commissions and the relevant Resolutions of the
General Conference, the National Commissions
are expected to perform the following duties:

e Advisory, by providing expert advice
on UNESCO and its programmes to
their governments and their respective
delegations to the UNESCO Governing
Bodies;

— Modalities of discharging this
function include: (1) consulting relevant
national bodies in order to prepare
the inputs of a Member State to
UNESCOQO’s Strategy and Programme,
(2) informing concerned national
bodies of UNESCO'’s international
standard-setting instruments and of

their advantages, (3) making proposals
on the position of a Member State
regarding key issues discussed at
the Executive Board and General
Conference, etc.

e Liaison and coordination, by providing
permanent linkage between the UNESCO
Secretariat and relevant  government
agencies, institutions, organizations, national
affiliated partners, NGOs and individuals in
Member States;

— Modalities of discharging this
function include: (1) keeping regular
contacts with local partners and
members of UNESCO’s broader
family at the national level (e.g. NGOs,
UNESCO Clubs, parliamentarians,
municipalities, UNESCO Chairs,
ASP Schools, National Committees
for Intergovernmental Programmes,
Goodwill  Ambassadors, etc.) and
coordinating their interaction with
UNESCO, (2) assisting UNESCO to
map local experts and cooperate
with them, (3) widely diffusing relevant
information relating to UNESCO among
local partners and help to organize their
activities, (4) protecting UNESCO’s
name and logo at the national level,
etc.

e Information, by making known the goals
and activities of UNESCO at the local level,
increasing its visibility and by channelling
national inputs to the Organization’s
activities;

— Modalities of discharging this
function include: (1) undertaking active
public information activities to keep the
public aware of UNESCO’s activities,
(2) keeping close contacts with
journalists so that UNESCO’s topics
are adequately covered in the media,
(3) publishing books, periodicals,
reports and setting up websites,
(4) participating in UNESCOQO'’s surveys
and studies, etc.

e Participation, in cooperation with the
UNESCO Secretariat at and away from



Headquarters, in the elaboration,

execution and evaluation of the

Organization’s programme.

— Modalities of discharging this
function include: (1) taking active

part in the Director-General’s regional
consultations, (2) signing contracts
with the Secretariat to implement
projects in line with C/5, (3) carrying
out Participation Programme activities,
(4) assisting the Secretariat to assess
UNESCOQO’s action and programmes,
etc.

In addition, Article | of the Charter specifies
that National Commissions () can be involved

In the context of the on-going UN-wide reform,
the cooperation of National Commissions, as
advisory, liaison and programme implementation
agencies, with the UN Country Team is
particularly relevant, especially in the countries
where UNESCO does not have an Office.

Regional priorities and partnerships should also
be a focus for National Commissions to enhance
their coordination and participation roles. For
example it is noted that in the Arab States region,
most National Commissions play coordinating
roles not only with UNESCO but also with
ALECSO (Arab League Educational, Cultural
and Scientific Organization) and ISESCO (Islamic
Educational, Scientific and Cultural Organization).
Likewise, the National Commissions from many

Islamic countries deal with ISESCO in addition
to UNESCO.

in activities undertaken in cooperation with
other institutions of the UN System, (i) assume
responsibility for the operation of UNESCO
projects, (i) collaborate with other National
Commissions in joint programmes, and (iv) carry
out their own activities.

Evolution of the functions of National Commissions

As outlined in Document 155 EX/37, the Constitution of the Organization initially entrusted
the National Commissions with the tasks of consultation and liaison, to which were added the
functions of information and execution at the 14th Session of the General Conference in 1966.

The Charter of National Commissions for UNESCO, adopted in 1978, broadened their mandate by
adding the functions of preparation and evaluation of the programmes of UNESCO. Subsequently,
at its 26th Session in 1991, the General Conference designated them as chief participants in the
decentralization process.

Political and economic realities have gradually induced the National Commissions to extend their
fields of action to fund-raising in the private and public sectors; a diversification of the partnerships;
and an intensification of collaboration among themselves. It is against this background that the
General Conference at its 27th Session in 1993 declared them to be “UNESCO’s most important
partners.

The 31st Session of the General Conference in 2001, through Document 31 C/4, recognized
National Commissions as constituent elements of UNESCO and the 34th Session in 2007
reinforced their roles in the protection of the Organization’s name and logo at the national level,
thus recognizing National Commissions as significant entities within UNESCO.



https://unesdoc.unesco.org/ark:/48223/pf0000113418_eng
https://unesdoc.unesco.org/ark:/48223/pf0000125434_eng

How to cope with growing
responsibilities when
resources are limited

Although the list of objectives and functions is not
exhaustive and comprehensive, it may still pose
a challenge for some National Commissions,
particularly for the newly-established ones with
limited experience and resources. In such cases,
the concentration of effort and resources on a
few core functions is important even if it is a
temporary solution.

In alonger term, Commissions should endeavour
to cover all the basic functions. There are
several examples of small Commissions with
limited resources which succeed in carrying
out their functions efficiently. They achieve
this by employing innovative approaches,
delegating tasks and using new technologies.
They are active and respected members of the
network, contributing knowledge, expertise and
initiatives as an equal among large National
Commissions.

In brief:

How to strike a good
balance between objectives
and capacities

A balance should be struck between
the responsibilities assigned to National
Commissions, and the human/financial resources
available to them. Pursuing ambitious objectives
with insufficient capacity and resources could
lead to a loss of authority and credibility.

It is desirable to review and if necessary revise,
fromtimetotime, possibly every sixyears, the level
of responsibilities and tasks of individual National
Commissions against their human and financial
resources. When appropriate, a Commission may
also look for partners to whom to delegate some
of its responsibilities. In so doing, it can act as a
catalyst for new partnerships with government
institutions, universities, NGOs, UNESCO Clubs
and other organizations as well as dedicated
individuals. By skilfully coordinating their input,
the Commission can multiply its capacities and
further achieve its own objectives.

[ | The responsibilities of each National Commission should be defined while taking into account the
national priorities of the Member State concerned and its intellectual potential on the one hand, and the
universal objectives and basic functions common to all National Commissions on the other.

In the context of limited resources, concentration on core functions and priorities could be seen as a
temporary solution. In a longer term, however, efforts should be made to be active in discharging all

basic functions.

A balance should be retained between the range of responsibilities entrusted to a National Commission
and the resources available to achieve them.

A regular revision of its tasks and resources should be carried out, preferably every six years.
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he core of every National Commission is Commissioners. A National Commission is essentially

a group of individuals designated to work together in either institutional or personal capacities.

The membership brings together and aligns local expertise and specialized networks. Assisted

by a secretariat, Commissioners interact among themselves and with other national and

international counterparts. They generally participate in the work of the National Commission
on a voluntary basis and do not claim, as a rule, financial remuneration for their input.

Why the Commission should
be as broadly representative
as possible

The composition of National Commissions is
usually outlined in the statutes or legal documents
issued by Governments. Itis the duty of a Member
State to ensure that its Commission is “broadly
representative” of the Government and civil
society, as stipulated in Article VII of UNESCO'’s
Constitution in order to reflect the constitutional
spirit of UNESCO.

The Commission’s members could be either
elected by its General Assembly for a specific
period of time or designated by a “supervising”
Minister  following the recommendations
made by the secretariat on the basis of broad
consultations. For the sake of efficiency and
intersectoral coverage, it is desirable that each
key ministry and government agency dealing with
matters within UNESCOQO's fields of competence
is represented in a National Commission or on its
Programme Committees. These representatives
could later act as focal points liaising the National
Commission with their own ministries, and in
so doing, increase its capacity for networking,
outreach and influence. Assuring intersectoral
coverage is essential for the success of any
National Commission.

It is also vital to keep a balance in the proportion
of members representing government authorities
on the one hand and non-governmental circles
on the other.8. When civil society organizations
make active and direct contributions, it reduces
the risk for the Commission to become a “narrow
governmental body”.

What size should be optimal
for the membership

There is no predefined or preferable figure for the
size of a National Commission’s membership.
The latest studies confirm that the size of
Commissions greatly differs from one country to
another. There are National Commissions with
over 300 members and others with fewer than
ten full-fledged Commissioners, who have the
right to vote in the General Assembly. The “Info
Sheets” in Part Il show the variability in the size of
National Commissions.

3 In a few countries, there exist options that exclude
public servants (e.g. ex-officio members) from formal
membership, in order ensure that the Commission has not
become a bureaucratic entity and that there is no conflict
of interests. Such an approach certainly needs careful
consideration case by case within national contexts.




Two general principles are recommended in
designing the size of the Commission, namely (i)
comprehensiveness and (i) manageability.

It is always desirable that the Commission’s
membership is sufficiently comprehensive to
ensure that it represents a cross section of the
country’s intellectual resources from government
and non-government sectors. If a Member State
is a federal entity, it is important to ensure that
all participants in the federation are represented
on the National Commission. In some countries,
Governments include representatives of various
political parties and movements as well as major
groups of stakeholders and national partners on
their Commissions.

At the same time, the Commission must remain
manageable with its activities developed in
relation to its resources and with effective control
of all its undertakings. In some cases, National
Commissions have corresponding members
who can actively take part in the work of the
Commission and attend its meetings but without
the right of vote. In a few Commissions, Ministries
are not officially represented in the Commission’s
membership but can attend the Commissions
meetings and speak.

Some statistics

35% of National Commissions have small-size
membership (5-15 members); 45% have medium-
size (16-40 members); 20% have large-size (more
than 40 members).

Whom to select as the
members of the Commission

Article IV of the Charter of National Commissions
gives general indications on who could be ideally
sitting on National Commissions. The Handbook
for National Commissions also provides further
guidance based on best practices and the
available information. It is recommended that
Governments consider the following list of
persons to include in the membership, in addition
to representatives of line ministries and other key
governmental institutions:

()  Permanent Delegates to UNESCO;
(i) Representatives on the Executive Board;

(i)  Members of UNESCQ'’s intergovernmental
councils and committees;

(iv) Representatives of national committees of
major intergovernmental programmes, such
as MOST, MAB, etc.;

(v) Representatives of national branches of
international NGOs having official relations
with UNESCO;

(vi) Representatives of national coordinating
bodies of UNESCO Clubs, Centres and
Associations;

(vii) Representatives of national NGOs and

professional unions;
Parliamentarians;
(ix) Representatives of municipalities;

(x) Representatives of youth and women
organizations;

(xiy UNESCO Chairs;

(xi) Eminent scientists, writers, journalists and
artists;

Representatives of the media;

(xiv) UNESCO “Goodwill Ambassadors”
UNESCO Prize Winners;

and

Former members of the Organization’s
Secretariat.



While the list is not exhaustive, it is recommended
that wherever possible, parliamentarians and
governors/mayors of cities in the Commission are
included in order to promote new partnerships.
The inclusion of the country’s representatives on
the UNESCO Executive Board and Permanent
Delegates to UNESCO is also strongly
encouraged. The Board representatives and
Ambassadors/Permanent Delegates will keep
the Commission members informed of major
policy developments in the governing body
as well as to communicate the Commission’s
views and positions to the Executive Board and
other decision-making bodies at HQs. Such
arrangements give the Commission additional
power for outreach.

“Each National Commission will normally include
representatives of ministerial departments,
services and other bodies interested in matters
of education, science, culture and information, as
well as representative individuals belonging to the
specialized communities involved. Its members
should be sufficiently senior and competent to
secure for it the support and co-operation of
ministries, services, national institutions and
persons capable of contributing to UNESCO’s
work”.

Article IV (2) of
Commissions.

the Charter of National

What terms of office for the
Commissioners

There is no specific duration for the term of
office for the Commissioners and each country
should decide independently according to its
requirements. In practice, the duration varies
from one Commission to another but in general,
members are appointed from three to six years.
However, there are numerous Commissions
whose statutes do not fix any time-framework, in
order to leave room for flexibility. Depending on
the situation, some or all members of the National
Commission could be eligible for renewal for a
further term of office.

In order to retain a certain degree of stability, it
is strongly recommended that the membership
does not change too often. The minimum duration

could be three years, but it is difficult to determine
the maximum. While it could be difficult to respect
this benchmark for the members in “institutional/
ex-officio capacity” representing their Ministries
or Organizations in the Commission who may
change their main jobs, this criteria could
be easily applied for the members who are
designated in “personal capacities”. Ideally, a
proportion of the membership should change at
a given interval — for instance, every two-three
years —in order to ensure continuity of experience
within the Commission while benefiting from new
expertise.

Why regular meetings are so
important

A National Commission is by nature a platform
for interaction between institutional entities and
individuals. In order to keep the Commission
“alive” and dynamic, its members -- especially
its Executive Committee and its Programme/
Specialized Committees -- should meet regularly.
If the members do not have ongoing permanent
interaction and if the Commission does not
benefit from the regular work of its Committees,
this Commission risks becoming a dormant
bureaucratic body to lose its permanent contact
with the nation’s intellectual circles. The annual
or biennial meetings of all members in plenary
sessions (i.e. General Assembly) should be a
must for all National Commissions.

Two factors are essential for assuring that
a National Commission and its Programme
Committees meet systematically. First, theleaders
of the Commission — the Chairperson, Chairs of
Programme or Specialized Committees and the
Secretary-General — should put time and effort
into planning and organizing meetings. Second,
minimum financial and human resources should
be available in the budget of the Commission to
cover the administrative costs relating to such
meetings. It is not possible to hold systematic
organisational meetings without adequate
funding and resources.

The meetings should be well planned and
devoted to the discussion of priority issues
and focussed on specific topics. Participation




of international experts and specialists as well
as representatives on the Executive Board and
Ambassadors/Permanent Delegates in such
meetings would encourage members to engage
and participate. In view of the rapid development

In brief:

of new information and communication
technologies, the leaders should also plan,
wherever appropriate, virtual meetings of the
Commission or its Programme Committees in
the form of electronic discussion forums.

| Membership of a National Commission should be as broadly representative as possible, in order to

include all key stakeholders.

A balance should be retained in the proportion of members representing the government on the one

hand and non-governmental circles on the other.

The members of a National Commission should be appointed for at least three years and when there is
a change in membership, the continuity of experience should be maintained while paving the way for
new expertise.

Members should meet as often as possible, in order to keep the Commission a dynamic entity.
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ike theirmembership, the structure of most National Commissions is set out in their statutes/
founding legal documents. There are numerous variations in structural arrangements
and it is aimost impossible to find two identically structured Commissions for UNESCO.
The structure of a National Commission depends on three factors, (i) the priorities of
the concerned Member State in the fields of UNESCQO’s competence, (ii) the size of the
Commission’s membership and its resources, and (i) the level of the country’s intellectual potential

and its commitment to international cooperation.

What basic structural
components are common to
the National Commissions

In general, and for efficiency and clarity, most
National Commissions try to align their structures
with UNESCQO’s own structure and programme
activities.  Consequently, many  National
Commissions have some or all of the following
structural components

e A General Assembly,

e An Executive Committee (or Bureau,
Council, etc.),

e Programme  Committees  (or  Sub-
Commissions, Sub-Committees, etc.),

e Working Groups (or Advisory Groups, Ad
hoc Groups, etc.),

e National or Specialized Committees for
UNESCO’s Intergovernmental Programmes,
and

e A secretariat.

It should be noted, however, that not all
National Commissions have or should have
these structural components. As stipulated in
UNESCO’s Constitution, each Member State
is free to organize the work of its National
Commission in a way it finds most appropriate.

It is recommended that each Member State
carefully design the structure of its Commission
based on its national priorities, the country’s
intellectual potential and the Commission’s
membership, capacity and financial resources.
For that reason, it would be useful to have
an overview of the traditional components of
National Commissions’ structure, based on the
global survey.

General Assembly

The General Assembly is made up of all members
of the Commission and is its highest decision-
making body. The members of the General
Assembly are usually called the Commissioners,
with the right to vote. The Chairperson of the
Commission, who is either appointed by the
Government or elected from among the members
of the Commission, presides the sessions of the
General Assembly. Such meetings are usually
convened once or twice a year.

The regular or extra-ordinary sessions of the
General Assembly represent opportunities to:

()  inform the members of the Commission of
latest developments at UNESCO, including
the most relevant decisions of its governing
bodies;




(i)  examine the general policy and programme
activities of the National Commission;

(i) approve reports of past activities and future
orientations and perspectives; and

(iv) discuss thematic issues in the fields of the
Organization’s competence.

The costs relating to the organization of the
General Assembly meetings are covered by the
regular budget of the Commissions.

Executive Committee

It is composed of a limited number of the
Commission’s senior and influential members, for
example the Chairperson, Vice-Chairperson(s),
Chairpersons of Programme Committees,
and the Secretary-General. The Executive
Committee is a Coordinating Body of the National
Commission. Its meetings are chaired by the
Chairperson of the Commission or by a person
designated by him/her. The Executive Committee
meets frequently — depending on a country, from
3 to 10 times a year — in order to address policy
issues in a quick and timely manner.

The Executive Committee is the most formal
body of a National Commission. Between two
plenary sessions of the General Assembly, the
Executive Committee is expected to:

()  provide guidance to the leadership of the
Commission on questions relating to policy
and programme;

(i) set specific priorities for the Commission
within the framework of available resources;
and

(i)  supervise the implementation of the National
Commission’s activities.

Programme Committees

Programme  Committees are composed
of members of the Commission and/or
representatives of relevant organizations and
individual experts who may not necessarily
be formal members of the Commission. They
are usually established on a permanent basis
in areas corresponding to UNESCO’s fields
of competence (education, sciences, culture,
communication and interdisciplinary themes) and
are considered as the principal intellectual arm
of the Commission where all available expertise
comes together and interacts. Programme
Committees are involved in the reflection and
implementation of programme activities. They
are also well placed to advise on their country’s
preparation for the participation in UNESCQO'’s
General Conference.

It is important to note that it is not mandatory to
form Programme Committees in line with the major
sectors of UNESCQO’s competence. Each National
Commission should decide on the priorities of its
country in a particular area and where the most
interest is expressed. No quota should be set up
for the number of Committees. The Commissions
should again decide on the number according to
their need and agreed priorities. There are cases
where the Commission has only two programme
committees whereas others have as many as 14.
It is recommended that the number of Programme
Committees is manageable and also that these
Committees work regularly.

The size of Programme Committees could be
also defined in accordance with needs. Each
Committee should have its own Chairperson
designated/elected from among the members
of the Commission. The period of individual
membership in Programme Committees is
different from one Commission to another. In
this respect, it is advisable to be flexible while
still respecting the principle of the continuity of
experience. Usually, the meetings of Programme
Committees are convened three or four times
a year. Often, for practical reasons, they are
scheduled immediately before or after the
General Assembly of the Commission.



Ad hoc Working Groups

National Commissions are creative in establishing
Committees. They often set up Working Groups,
Advisory Panels and Expert Boards, which are
made up of leading specialists and individual
experts in certain areas who normally have no
formalmembershiprelationswiththe Commission.
These groups are usually established on an ad
hoc basis with clearly defined terms of reference
and duration and help the Commission to achieve
its specific objectives, for example to generate
national input to the UN Decade on Education
for Sustainable Development.

A National Commission may establish as many
working groups as it thinks necessary. These
groups should not however become permanent
bodies; otherwise they risk losing their flexibility.
For the sake of efficiency, the size of each
working group should remain manageable (e.g.
maximum 20 members). In general, such groups
are led by a member of the Commission and
their meetings are held as often as required.
Depending on needs and resources, National
Commissions may also establish Virtual Working
Groups that interact using new IC technologies.

National Committees for
Intergovernmental Programmes

National Commissions frequently initiate and/
or coordinate the establishment of National
or Specialized Committees for UNESCO’s
Intergovernmental Programmes and Com-
missions (such as MOST, MAB, IHE 10C,
etc.). These Committees are often regarded
as structural parts of National Commissions,
although this might not, from a legal point of
view, always be the case. While coordinating
their activities with National Commissions, the
National Committees may work independently
and closely with UNESCQO’s Secretariat.

The main objective of National Committees for
Intergovernmental Programmes is to involve
national experts and expertise to the specific
objectives ofagiveninternational programme. The
National Commissions are encouraged to create

these bodies and support their functioning, in
close cooperation with the UNESCO Secretariat.
Representative(s) of the National Commissions
concerned can be included in the membership
of National Committees. Often, the secretariats
of National Commissions provide secretarial and
organizational assistance to these Committees.

Secretariat of
the National Commission

The secretariat is an executive body engaged ona
daily basis in the organization and implementation
of the activities of a National Commission. The
credibility of the National Commission as an
efficient entity largely depends on the functioning
of its secretariat. The secretariat ensures the
Commission’s permanent contact with UNESCO
as well as with national and international partner
organizations. The staff of the secretariat is made
up of civil servants and led by a Secretary-General
or by an official with an equivalent mandate.

The size, structure, resources and location of
the secretariat vary from one country to another.
Ideally, the secretariat should employ at least
one programme specialist to be responsible for
each sector/field of UNESCQO’s competence as
well as for the coordination of the work of the
Commission’s relevant Programme Committees.
The secretariats of most National Commissions
run their documentation centres which hold
UNESCO publications (more information on the
secretariat is provided in the next chapter).

“Decentralized” Units

A few Member States, which have large territories
with several administrative regions, establish one
or more “decentralized unit(s)” of their National
Commissions. While this arrangement may require
additional financial and human resources, it also
creates further opportunities especially for the
intellectual communities and individuals in remote
areas of the country to participate directly and
regularly inthe activities of the National Commission,
as well as to contribute to making UNESCO’s ideals
better known at community level.




Why flexibility is so
important

Leaving room for flexibility and rapid adaptation
should be a guiding principle in designing the
structure of a National Commission. Ideally, this
principle should be enshrined in the statutes/legal
document of the Commission. Such a provision

In brief:

would allow the Commission to adapt timely
and easily to new changes related to UNESCO’s
programmes as well as to national priorities of
the Member State. The capacity to undertake
structural adjustments quickly would be an
advantage for any Commission that wishes to
advance its activities in accordance with rapidly-
changing circumstances.

[ | Each Member State should define the structure of its Commission in accordance with its own needs and

priorities.

Most National Commissions have similar structural charts which resemble, to a large extent, UNESCO’s
own structure, but this should not be seen as mandatory.

Leaving room for rapid adjustments should be a guiding principle in defining the structure of a National
Commission.
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t is expected that each National Commission will have its own secretariat. Depending on the
situation, the secretariat could either be an integral structural part of the “supervising” body to
which the National Commission is attached, or a separate entity with its premises located within
the building of the “supervising” authority or outside. The secretariat is an essential functional
pillar of the architecture of any Commission. It needs to be equipped with human, technical and
financial resources. The efficiency of a National Commission, particularly in its interface with UNESCO
and its Government, often depends on the operational capacity of its secretariat. Lack of human and
financial resources is reported to be the most common constraint of National Commissions.

What minimum staffing
a National Commission
requires

The most important resource of a secretariat is its
staff who undertakes, under the leadership of a
Secretary-General, the daily work of the National
Commission. When a secretariat is an integral part
of the “supervising” ministry or authority, its staff is
subject to the overall personnel policy of this body.
In autonomous Commissions, the Secretary-
General may have the right to decide on staffing
which is to be endorsed by the Chairperson and/
or the governing bodies of the Commission.

The permanent staff members of National
Commissions are usually considered public or
civil servants. Some National Commissions with
modest staffing resources also employ temporary
personnel on an ad hoc basis for specific tasks
or events, for instance to organize meetings
and conferences. This type of structure enables
the National Commission to be flexible and to
function efficiently with limited resources by
reducing permanently-employed staff costs.*

4 A number of National Commissions, who are not in a
position to have a required number of permanent staff,
try to find solutions by (i) recruiting temporary staff for

In deciding on personnel policy or in establishing
a staffing table, three important requirements
are essential to ensure efficiency. These factors
could be termed as a “CCC Stipulation”:

e Competence. To perform their duties
efficiently, the personnel, particularly
professional staff, should have good
knowledge, experience and expertise in their
field of specialization. They should be able
to use new information technologies and
speak and write in at least one of the working
languages of UNESCO ( English or French).

e Continuity. It takes time to acquire a sound
knowledge of UNESCO and its working
methods. Lack of stability as a result of
frequent personnel changes can make
the human resources of the secretariat
vulnerable and endanger its capacity to
operate efficiently. This becomes particularly
serious in small secretariats with a few staff
members. The stability and continuity of
experience in the secretariat is therefore
vital.

specific projects, (i) hiring specialists on a part-time basis
and thus increasing the number of available personnel,
(i) enhancing the role of focal points from various
ministries and agencies in the work of the Commission,
and/or (iv) involving students and volunteers from
universities, UNESCO Clubs and other organizations.




e Critical mass. To be active and operational,
the secretariat needs a sufficient number of
specialists to adequately cover all areas of
UNESCO'’s fields of competence. Ideally,
a secretariat should have one professional
staff member for each major programme
area who could also provide secretarial
support to Programme Committees of the
Commission. The secretariat also requires
general support staff to provide secretarial
assistance, run a documentation centre
and undertake the accounting.

Experience shows that the operational success
of the National Commission does not solely
depend on the quantity of its staff but rather on
their dedication, competence and hard work.
There are several examples of Commissions with
a small-sized secretariat achieving remarkable
results due to the efficient work of its staff. As
such cases remain rather exceptional, UNESCO
recommends to governments that the National
Commission’s secretariat be staffed with the
minimum number of personnel, as indicated
here.

UNESCO’s assistance. UNESCO contributes
to the strengthening of human resources of
the National Commissions. Every biennium, a
substantial amount of funding is spent on the
capacity building programme, which is managed
by the National Commissions Section of the
UNESCO Secretariat. This support is made
available through:

(i)  offeringtraining opportunities to their officials
at the national, regional and interregional
levels, and

(i)  providing information, counsel, guidelines
and reference materials to be used in their
daily work.

What technical facilities a
National Commission needs

To operate efficiently, the secretariat of a National
Commission needs to be adequately housed and
equipped. The secretariat’s premises should be
easily accessible to the general public looking for
information on UNESCO or wishing to participate
in its activities. In some developing countries,
it is important to ensure that the premises are
connected to reliable telephone lines and have a
permanent supply of electricity.

Location of National Commissions’
secretariats

As mentioned in previous chapters, it is essential
to provide functional autonomy to National
Commissions. One way of doing this — especially in
the case of governmental and semi-governmental
Commissions — would be to locate the secretariat
of a Commission outside of the premises of
the “supervising” Ministry or Agency. When the
secretariat is housed within ministerial premises,
there is a risk of it becoming a governmental
entity, with limited accessibility for the public at
large. Solutions could be made by renting offices
in universities, libraries or other similar locations.
In a few countries, the secretariat of the National
Commission occupies an entire building, which is
either rented or owned.

It is important for a secretariat to be equipped
with modern information and communication
tools and services, in addition to office furniture.
The secretariat’s computers should be regularly
renewed. Having telephone, fax and e-mail
facilities should be considered essential and
indispensable. Further, Governments should
endeavour to provide their Commission with
permanent access to Internet, in order to
enable them to operate efficiently in the age of
information. It is also strongly recommended that
National Commissions set up and manage their
own Websites.

UNESCO’s assistance. The Organization
supports National Commissions in enhancing
their material and technical resources. This
is usually done through the Participation
Programme. When appropriate, National
Commissions may submit requests for funds for
the purchase of office equipment (e.g. computers,
printers, fax machines, photocopy machines,



etc.), the acquisition of access to Internet, the
establishment of documentation centres, and for
the publication and dissemination of information
bulletins.

Why financial resources
are so important for a
Commission’s efficiency

It is the responsibility of a government to provide
a National Commission with an annual budget,
which is managed by its secretariat. The availability
of sufficient financial means is an important
prerequisite for the National Commission to
reinforce its identity, demonstrate its strength
and justify its existence. Without proper funding
at its disposal, the National Commission cannot
discharge its functions. In practice, the size of
the National Commission’s budget differs from
one country to another with huge variations. One
National Commission has an annual budget of less
than US$ 7 thousand, while another Commission
has a budget exceeding US$ 7 million.

A National Commission has two main funding
sources - the regular budget of the Commission
and extra-budgetary resources.

As a rule, the regular budget of a National
Commission is provided by the Government
through annual allocations. Depending on the
situation, it could be merged with the budget of the
“supervising” body® or managed independently
by the Commission itself. The regular budget
should be sufficient to cover personnel costs
(staff salaries, remunerations,), running costs
(rent, electricity, communication, equipment) and
operational costs (projects, meetings, missions)
of the National Commission.

Having a regular budget allocation for its
programme  activites allows a National
Commission to organize the meetings of
its members, hold national seminars and

5 Numerous National Commissions, the secretariats of
which are integral part of a “supervising” Ministries, do
not have their own regular budget as such. In such cases,
the Commission has no funds for its operational activities,
the staff salaries, rentals and running costs make part of
the Ministry’s overall budget.

workshops, send national specialists to
UNESCO’s international conferences, launch
projects and involve experts in its activities,
produce books, reports and other publications,
undertake missions, etc. In short, possession of
programme funds, even in a modest amount,
significantly helps a National Commission to
operate effectively and realize its potential.

In addition to regular government allocations,
a National Commission may mobilize extra-
budgetary assistance from various state
institutions and agencies, international
organizations, the private sector or individuals.
This support is seldom in the form of direct cash.
When National Commissions mobilize extra-
budgetary funds, they usually do it for specific
and targeted activities, often in the form of co-
funding and co-organizing in partnership with
governmental or non-governmental partners.

The practice shows that some Commissions are
very good at mobilizing funds while others are just
discovering the potential and challenges of this
type of exercise. The results of the recent global
survey show that in general fund-raising remains
a limited practice which a majority of National
Commissions do not utilize. In developing
partnership relations, particularly with the private
sector, a National Commission should make sure
that its name and integrity and that of UNESCO
are not compromised.

Some statistics

According to the latest data, National Commissions
employ, on average, 9 staff members including
both professional and support staff, with a range
from no full-time staff to 60 staff members.

35% of National Commissions have small-size
Secretariats (1-5 staff members); 44% medium-
size (6-15 staff members) and 19% large-size (more
than 15 staff members).

41% of National Commissions publish information
bulletins, 67% produce annual reports, and 53%
have established their own websites.

Budgets of National Commissions vary from
one country to another. There is, for instance,
one Commission which has an annual budget of
US$ 7 million whereas another one has only US$
7 thousand in its regular budget.

Every biennium, UNESCO invests more than
US$ 2 million to support the network of National
Commissions, including the financial assistance
provided under the Participation Programme.




Funding from UNESCO. National Commissions
can also receive funds from UNESCO. It is done
under two specific forms. First, the Organization
can co-finance national activities undertaken by
National Commissions through the Participation
Programme (PP). In such cases, UNESCO’s
financial contribution is channeled through the
National Commissions which are the principle
bodies presenting PP requests, with responsibility
for the financial and activity reports relating to the
approved projects.

Second, National Commissions can enter
into contractual relations with the UNESCO
Secretariat to carry out specific activities funded
under the Organization’s regular programme or
extra-budgetary resources.

As the recent global survey shows, some
National Commissions erroneously consider
the funding received from UNESCO, through
the Participation Programme, to be part of
their regular budget. This is incorrect. Financial
contributions of UNESCO are provided only
and exclusively for specific projects and cannot
be regarded as part of National Commissions’
regular budget and cannot substitute it.

There are certain conditions to be respected
when a National Commission secures funds from
UNESCO. In order to receive financial allocations,
a National Commission should

(i)  have its own bank account;

(i)  use UNESCO funds only to cover operational
costs related to approved activities;

(i) beaccountable andto prove, when required,
that UNESCO’s funds have been spent with
maximum efficiency and effectiveness.
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115 out of 196 National Commissions participated in the global survey; the below statistics are
based on the analysis of their replies to the questionnaire.

Status, “Supervising” Ministries and Chairpersons

I S N S I T (o B N

Autonomous 3.3% Education 90% Minister of Education 76.7%

Africa Semi-autonomous 4 13.3% Foreign Affairs 0 0% Minister of Foreign Affairs 0 0%
Governmental 25 83.4% Culture 1 3.3% Minister of Culture 1 3.3%
30 out of 46 Joint Ministries® 2 6.7% Minister of Joint Ministries 1 3.3%
Natlpc:jms Others* 0 0% Personal Capacity 5 16.7%
et Others 0 0%
Total 30 Total 30 Total 30
Autonomous 0 0% Education 11 84.6% Minister of Education 10 76.9%
Arab States Semi-autonomous 1 7.7% Foreign Affairs 0 0% Minister of Foreign Affairs 0 0%
Governmental 12 92.3% Culture 1 7.7% Minister of Culture 0 0%
13 out of 18 Joint Ministries 0 0% Minister of Joint Ministries 0 0%
NatI.Cc;ms Others 1 7.7% Personal Capacity 3 23,1%
Pl Others 0 0%
Total 13 Total 13 Total 13
Autonomous 1 5.2% Education 10 52.6% Minister of Education 9 47.4%
Asia and Semi-autonomous 4 21% Foreign Affairs 2 10.5% Minister of Foreign Affairs 1 5.2%
Pacific Governmental 14 73.7% Culture 1 5.3% Minister of Culture 0 0%
Joint Ministries 3 15.8% Minister of Joint Ministries 2 10.5%
19 out of 46
NatComs Others 3 15.8% Personal Capacity 4 21%
replied Others 3 15.8%
Total 19 Total 19 Total 19
Autonomous 5 16.1% Education 7 22.6% Minister of Education 1 3.2%
::;oﬂzrth Semi-autonomous 1 35.5% Foreign Affairs 11 35.5% Minister of Foreign Affairs 2 6.5%
LGTETE Gover