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The UNCT in Brazil went a step farther in the harmonization of business operations, choosing to 
supplement the BOS initiative in the country with an integrated service delivery platform – the Joint 
Operations Facility (JOF)1. The JOF business model, which was launched on 18 January 2016, is based on 
three core premises: a) the simplification of business processes; b) the integration of operational 
services across agencies, and c) flexibility and adaptation of practice accordingly to country context.  
 
The JOF realizes the QCPR 2012 request to harmonize UN operational policies and procedures. This 
integrated UN service center is a step towards a common UN back office, for all UN entities operating in 
Brazil. JOF will be implemented in phases. In the first, it has seven participating UN entities (out of a UN 
Country Team with an operational presence of 22 agencies). The JOF is designed to allow UN 
participating organizations to take a strategic result-oriented approach to the planning, management 
and implementation of projects and programmes, and to do so more effectively and with cost savings.  
 
The JOF will provide 14 services in the following areas which will be rolled out sequentially over time: 

• Procurement (all procurement services with the exception of strategic programme 
procurement). 

• Travel (for staff, non-staff and project personnel (consultants). 
• Human Resources (recruitment and selection, contracting and common training for staff and 

non-staff). 
• Information, Communications, Technology (ICTs for helpdesk, printing services, 

videoconferencing and software development). 
 

 
 
 
 

                                                 
1 Seven United Nations organizations are participating in the JOF initiative: UNDP, UNESCO, UNDSS, UNEP, UNFPA, UNOPS and 

UN Women. Another five entities – UNAIDS, FAO, PAHO/WHO, UNICEF and WFP – are observing and considering participation. 
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Expected benefits to national stakeholders and participating agencies 

 Integrated back office support for seven agencies in a single service center. It is expected to 

reduce transactions costs for both participating UN entities and clients. 

 With a combined volume, the JOF is expected to generate economies of scale, lowering direct 

cost for common operations at the country level. 

 The JOF allows maximum leverage for common procurement and delivers the same volumes of 

services with fewer staff, and hence lowers cost of labor. 

 The JOF model is particularly useful for smaller agencies as it will allow them to outsource their 

support services to the JOF and focus their limited staff capacity on strategic functions. 

 The JOF is a service delivery set-up to complement the Business Operations Strategy (BOS), 

providing a standard quality control and quality assurance standards across the service lines. 

 The JOF services are designed on international transparency standards (IATI), and drives for 

coherence amongst UN entities and between the UN System and the government and partners 

on transparency and accountability measures.  

Issues to consider going forward: 

 Will more agencies come on board? Some may perceive a loss of control over their non-

strategic operations as a risk or are not convinced the JOF is a lower cost alternative that can 

realize the benefits it plans to achieve, and this has to be addressed through demonstration of 

the JOF in practice (proof of concept). 

 Regrettably, there is no HQ’s Inter-agency harmonized manual for Procurement, Travel, ICT and 

Human Resources. The lack of these manuals create huge challenges to harmonize functions at 

the country level. 

 The JOF is drafting an Operations Handbook with policies and procedures governing the JOF’s 

services (Procurement, Travel, ICT and Human Resources) that are delivered in Brazil. The 

UNFPA procurement manual was selected as a core manual and other participating agencies are 

looking at their differences.  We still need endorsement from each agency in terms of accepting 

these differences and approving the locally harmonized manual as the UN harmonized manual 

in Brazil.  Subsequently, there is still a need to negotiate with the Government its acceptance of 

this manual to replace the Government’s convergence manual or make necessary adjustments if 

required (customization).  The UN harmonized manual in Brazil could be used anywhere. 

 The design of the JOF required a significant upfront investment in labor and funds. While this is 

likely to be much lower if the model is scaled as the core blueprint is now available, it would still 

require an upfront resource commitment by each UNCT, to design a JOF that meets local needs. 

 The JOF resulted in a reduction of total number of operations staff across agencies, which is a 

process that needs to be carefully and transparently managed by each agency, to ensure all 

human resources practices and staff contractual obligations are adhered to. 

 There is an impatience to review the JOF as a business model, and to understand its scalability. 

The JOF went ‘live’ in Brazil in Jan 2016, and needs at least one full year to mature as an 

institutional practice, before being evaluated and a full cost benefit analysis conducted. It is 

understood that this needs to happen before such decisions are made.  


