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Memorandum 
 
To: IBE Council 
From: Peter Smith, ADG/ED 
Topic: Speech Notes 
Date: 30/1/06 
 
Introduction 
At the meeting on 27 January, I was asked by several people to circulate my outline for the 
comments I made on 26 January to the Council of IBE. I have taken the outline from which I 
spoke and attempted to further explain and develop the subject areas in line with the spirit and 
substance of my remarks on Thursday, January 26th. I hope you find them useful and I look 
forward to hearing from you on any items or issues that need further discussion. Please 
remember that this is a work in progress and my attempt here is to be transparent at this 
moment in time.  
I hope they are useful. Please contact me if you have further items to discuss.  
p.smith@unesco.org 
 
------------------------------------------------------------------------------------------------ 
 
Remarks – IBE Council 
Ed Sector Reform and IBE: Implications  
26/1/06 
 
I. Introduction 
  My conviction that the end result of our work, wherever we sit in the Ed Sector, 
should be learning. Schools exist to change learners’ lives through the things – knowledge, 
skills, and abilities – that they learn. Everything else, while important, is subsidiary to student 
learning. 
 

A. Scope of remarks today 
 

1. It is important that the reform process clarify and strengthen the relationship 
between the Institutes and the HQ. 

 
a. Meeting two weeks ago there was strong agreement. 

At the initial leadership team meeting for the reform process in Paris, at 
which all Institutes were represented by their directors, there was strong 
agreement that the communication was poor between the Institutes and the 
HQ as well as with the field. This extended to planning, budgeting, 
teamwork, shared priorities, and mutual support.  
 

b. Under the UNESCO Umbrella. 
The challenge is how to develop cooperative working relationships that 
meet UNESCO’s and the ED Sectors needs without compromising the 
autonomy of the Institute. I believe that the Institutes are more valuable to 
UNESCO in their autonomous state. 
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2. Ed Sector and the Institutes need to integrate budget, planning, program focus, and 
evaluation. 
At the heart of the reform effort lies the need for the sector, and all its entities, to 
do a far better job of integrating their budgets, plans, and accountabilities under a 
much clearer priority focus than before. The object is a transparent, integrated 
process that delivers decentralized services in a more effective manner to countries 
and regions.  

   
II. Overview of IBE 
 This was my attempt to give my analysis of the current situation at IBE from my 
limited exposure over the last six months and the documents I have read.  
 

A. History and evaluations point to strength and credibility. IBE is a star in the crown 
of UNESCO, by its history as well as recent evaluations. Despite the well-known 
budget and organizational issues that have beset the Institute over the last 2-3 
years, it persists with several high quality programs (communities of learning, 
networks, capacity building program) and an extremely good international 
reputation. 

 
B. Much like the agency under whose umbrella it operates, IBE has a strong history 

and flashes of brilliance with a few strong features. But, like UNESCO’s Ed 
Sector, the whole is less than the sum of its parts. Indicators of that problem 
include:  

a. poor communication w/rest of Ed Sector 
b. budget flat and  
c. ambiguous connection  between actual activities and the strategic plan of   
the ED Sector. 
 

 I believe that there is a need in IBE to focus on the core priorities that emerge from 
your mission and purpose and the priorities of the general conference, and do them well. 
 
III. Budget 
  

A. Analysis shows core income down; Expenditures down; and liabilities, reserves 
and fund balances are down – three signs for concern. Even thought the UNESCO 
contribution is flat, that is in effect a net reduction when increasing costs are taken 
into account. On the other hand, the Institute budgets were held harmless, while 
the ED Sector’s core staff and RP budget were actually reduced. The good news is 
that you have, to date, managed the situation well. You have reduced program 
efforts and kept the budget in balance. But with your fund reserve almost 
exhausted, you cannot use it in the future to cushion against excessive budget 
liabilities in relationship to revenues. Usually, when budgets are going sideways or 
backwards, there is a relationship to program. So, a key challenge to the new 
director and the staff is to understand why funders are not finding IBE as attractive 
as they used to and respond to it. Also, I commit to bringing IBE closer to our 
budget process, including contracting appropriate work to IBE on contract within 
the normal budget cycle.  

 
B. Poor articulation between regular and EXB funding. It is a problem throughout the 

sector. We hope to do a far better job of integrating Extra-budgetary funding, 
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solicitation and expenditures, into the program priorities. We are ready to show 
IBE as a strong part of UNESCO’s Ed Sector and to support their fundraising 
accordingly.  

 
C. Not clear whether you have the right combination of flexibility, coupled with 

stability, to retain and hold the world-class staff that you need. Again, this is a 
House-wide problem. How do we balance the critical need for stable, long term 
high quality people, with the need for a flexible and responsive flow of 
professionals through the program in response to articulated needs?  

 
D. Is ICE being delayed in the calendar for budgetary or programme reasons? This 

was discussed at length and I indicated our willingness to support ICE as a partner, 
with money and people, in order to be able to offer it every three years. The next 
meeting will be in 2008, I think. 

 
IV. IBE’s Work Programme 
 

A. Falls comfortably under the umbrella of the 33C/5 and the mid-term Plan. 
 

B. Does not connect tightly to the themes and projects in the field identified by the 
sector. Why?  

 
1. They are not clear. We need to do a better job of stating what our 

strategic objectives are in order to meet the priorities set out by the 
general conference.  

2. Planning is not shared. As stated earlier, planning and budgeting 
need to be integrated around common priorities.  

3. The sector has not given IBE, or the other institutes, targets to point 
for or $ to achieve them.  

 
C. IBE’s Curricular orientation is not clear – for example 
 

1. Engaged Learning? Is the Institute focusing on engaged pedagogies and the 
curricula which support them? Or more traditional curricular approaches?  

2. Formal v. informal learning? Does the Institute’s scope of actual work 
think about incorporating informal learning into the formal school 
curriculum? 

3. The “experienced” curriculum vs. the planned curriculum. Does the IBE 
work focus on the curriculum that is actually experienced by learners or 
only the planned curriculum that professionals look at.  

4. Role of outcomes as pedagogy, not just assessment. Is IBE considering the 
role of learning outcomes as a part of the pedagogy and learning rather than 
solely a measurement exercise? Good assessment as a part of pedagogy lies 
at the heart of good learning.  

5. New cognitive science – roles and applications. What is the “home of 
Piaget” doing to operationalize, in useful ways, the newly emerging 
knowledge about cognitive science so that learners can and will stay in 
school and learn more? 
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D. ICE is valuable, we need it, and we (Headquarters) will help to organize it as a 
major global event in education.  

 
E. IBE’s Bright lights 

 
1. communities of practice 
2. Resource banks and related monitoring and reporting 
3. clearinghouse functions 
4. specific contract work 

 
F. Conclusion 
 

1. IBE has fulfilled several of the missions, but not all. 
2. IBE operates at the edge of, but not as a part of, the Ed Sector Team 

 
V. Global Action Plan 
 
 Although this is a separate piece of work, it is strongly influenced by the Education 
reform project. The Global Action Plan (GAP), requested by decision of the Executive Board, 
seeks to clarify and improve the UNESCO leadership role as well as the activities of our 
major partners in EFA. The plan is aimed at achieving success by 2015 in meeting the EFA 
goals. Some elements are: 
 
 A.  EFA –related. Everything the Ed Sector does is related to achieving success in the 
EFA goals by 2015.  
 
 B. Components 
 

1. 10 year focus. All our planning, even that ultimately expressed in the 
biannial (C/5) and mid-term (C/4) plans and budgets, is pointed towards 
success in 2015, the year that EFA concludes. We must break away from the 
“project” mentality of the recent past and work on long term objectives.  
 
2. Strategic Objectives for all major partners. In the GAP, we will ask our 
major partners what their strategic objectives for EFA success are. UNESCO’s 
Ed Sector’s objectives, for the next ten years might well address the following 
areas. These are examples only.  

 
a. capacity building: developing professional and agency capacity in 
partner countries. 
  
b. access to success: expand our focus from that of getting learners into 
school or school-related programs to getting them through those 
programs to a successful conclusion.  
 
c. Workforce: thinkers Who work and workers who Think. We need to 
work with countries to create the workforce that a knowledge society 
needs.  
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d. Technology as transformation agent. We need to focus on the 
potential of technology to change the way we understand time, space, 
and responsibility in education.  
 
e. Monitoring. UNESCO’s Ed Sector needs to expand and deepen its 
monitoring, evaluation, and assessment capabilities.  
 

   f. Standard setting and clearinghouse activities. 
 
   g. Accountability for countries and for the sector 
 
VI. Ed Sector Reform 

A. This reform, directed by the Executive Board and endorsed by the General 
Conference, is the means by which we make the Ed sector truly decentralized, more 
focused, more effective, and more accountable. 
 
B. History – since 2002-2003. Evaluations and reports since early 2002 have indicated 
that the decentralization policy, while desirable, was not working well. Hence, as the 
incoming ADG/ED, I was asked to undertake a serious reform to achieve improved 
results through more effective decentralization. 
 
C. Components of reform –  

1. Global Leadership. UNESCO has a global leadership role.  
2. Regional and country support. UNESCO delivers services to regions and 
countries.  
3. UNESCO’s Ed Sector has a serious need for better management , within the 
guidelines and parameters established by the General Conference.  

 
D. Global Leadership/Regional Support. The regional bureaux, field offices, and 
Institutes will take the lead in delivering regional and country-level service with the 
formal support of the HQ. The HQ will take the lead in providing global leadership 
with the active support of the regional offices, field offices, and Institutes.  
 
E. The reform process has established leadership teams including all the HQ directors, 
the regional bureaux directors, the institute directors, and selected others to do this 
work. They are divided into teams, each of which is researching a specific 
management process assisted by a trained consultant. The teams are:  
 
 1. Budget 
 2. Planning 
 3. Personnel 
 4. MIS 
 5. Institutes and Field Offices 
 6. Reorganizing and Restructuring 
 
The project is led by Peter Smith, Qian Tang, Ann-Therese Ndong Jatta, Georges 
Haddad, and Ramzi Salame.  
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G. Implications for Institutes 
 

1. Integrate budget – RP and EXB in planning and execution. We need to do a 
better job of understanding both budget needs and work needs on both 
sides.  

 
2. Using GC direction and assessed needs from the field; Establish a 10 year 

strategic direction with clear focus. 
 
3. Establish contracts with the Institutes for extended research and 

development beyond base appropriation. I intend and hope to commit to 
multiple year contracts with Institutes to do long term work, within their 
scope, that helps meet the ten year strategic objectives and succeed in EFA.  

 
4. Office in HQ to manage coordination and communication. We will, in all 

likelihood, establish an Institute office, led by a P-5, to work full-time on 
Institute budgets, planning, communications, fund-raising, etc.  

 
5. Common vision, mission, and objectives. We will all operate under a 

consistent set of vision, mission, and strategic objectives to create overall 
coherence and lack of redundancy within the Ed sector, between the Sector 
and the Institutes, and between all of them and the FO’s. 

 
Conclusion 
This is fairly sketchy. I hope, however, that it fills in the picture established by my previous 
remarks  and gives you a little more substance. Please remember that this is not a prepared 
speech text and that the thinking in this project will continue to evolve.    
 

 
 


