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i ANNEX

Comments of the Secretary-General

General observations

1. The Secretary-General welcomes the report of the Joint Inspection Unit on

"Common services of United Nations organizations at the Vienna International

X Centre". The study was carried out pursuant to a recommendation contained in the
report of the formal meeting on the conversion of the United Nations Industrial

' Development Organization into a specialized agency, held at Vienna from 16 to

| 20 May 1983, the relevant paragraphs of which state as follows: :

"It was recognized that any changes in the existing working arrangements

M between the United Nations and UNIDO and the common services at the Vienna

i International Centre as -a consequence of UNIDO's transformation into &

) specialized ‘agency were a matter to be worked out, after UNIDO has become a

et ' : : speciaiized4agency7-by;themapprepriatewauthorities of the organizations )

PF““T . .. __concerned, taking into account_the need_to ensure efficiency and effectiveness
in the United Nations system. It was recommended that the Joint Inspection

Unit be asked to conduct a study of the matter and to submit its report to the

competent authorities. of the new. UNIDO and the other ggganizations concerned.

‘ If changes in the exis;inglar;angements are deemed necessary they will be
i undertaken, in any case, taking into account the interests of the

! organizations concerned, the United Nations, UNIDO and the International

T  Atomic Energy Agency (IAEA), and in conformity with established procedures
governing such arrangements.” ' '

i
M“‘ 2.  The Secretary-General recognizes that the current scope and configuration of
ﬂ} common services at each of the duty stations where arrangements of this nature are
h in place - New York, Geneva, Vienna, and most recently, Nairobi - add up to produce
. a specific character that is a product of a complex of variables that are unique to
“ﬂw~-w .. _each location.. . The Secretary-General therefore appreciates that the Inspectors
' have seen a reed to review carefully, and in some detail, the .-particular series of
develophietits that have led tothe management pattern that has been adopted for
i common Services at the Vienna International Centre. These arrangements have been
!l strongly influenced by the fact that the several organizations &oncerned became
N established at Vienna at different times over a period of more han 20 years. As
- —the Inspectors-have noted, a system of common services for IAEX and UNIDO was

—ire i P e B z s cansfariio. Vienna. of reral United
Nations offices and before the move of all these organizations in 1979 to new
premises—at—the—Centres . —
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3. Prior to the location of United Nations:units at Vienna, IAEA and UNIDO

in 1974 formed a joint working group to determine which among a wide range of

services could be operated on a COmMon basis, Onte thetwo organizations—eccupied
their new premises at the Vienna International Centre. The working group also

examined several options regarding the management arrangements for the provision of
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the selected services. It recommended that the method of "allocated
administration" be adopted, by which each common service was assigned as the
responsibility of one or other organization, being fully assimilated into that
o;ganization's management structure. The specific drrangements at the Centre,
which continue to be in effect, were governed by the provisions of a Memorandum of
Understanding that was signed on 31 March 1977 by the Secretary-General of the
United Nations, the Director-General of IAEA and the Executive Director of UNIDO.
This Memorandum set ocut the principles and procedures regarding the provision of
common sServices at the Centre. It also established the basis on which costs would
| . be shared- and provided fbrrthe-allocationﬁamong the participants of the
responsibilities for the operation and management of common services.

4., The allocation of common services is as follows:

' IAEA: commissary, printing and reproduction, computer services, library
" - TTTT  service, medical service; - T

UNIDO: catering service, buildings management, language training;

r ._United_Nations: ...security and: safety service.

The Memorandum of Understanding envisaged that several other areas were to be

—= provided separately, -though subject-to further study as to the feasibility of their
being rendered on a common service basis, These include. procurement. and
contracting services, conference services, receiving, storage and inventory control
services and the areas of mail, pouch, visa$ and insurance.

5. © On the basis of their review of the organization and management of the current
common services arrangements in section III of the report, the Inspectors indicate

‘ as their conclusion that, "notwithstanding some weaknesses, these services function
generally well"™. ~They indi¢ate, téo, that had such arrangements not been in place,
the cost to Member States would. likely have been higher. The fact that valuabie
experience in the operation and management. of common services has been gained by
the participants. is-also acknowledged.  -Overal 7 the Inspectors’ draw the conclusion
that .there should be--"no-change--in—existing common Service arrangements unless it

\ is demonstrated that a realignment of responsibilities would lead to more efficient
and cost-effective results®., T T

Fd
£

6. The Secretary-General considers the report to be a useful contribution to
further efforts to rationalize and carry out on as efficient a bas;@ as possible
| mtheﬂrange*ofJprbgrammé;suppbttffctivftiés:ig;ggminis;ration,mfinance, conference
. SErVITES and general Services at the Vienna International Centre. In the view of
the Secretary-General the strength of the report lies in the fact that it sets out
& conceptudl framework within which the further evoiution of common services should
be considered. The Inspectors have approached the subject from an evolutionary
\ standpoint, perhaps as a reflection of their understanding of the desires of Member
_ ' ... ©States as expressed at the formal megting,vra;hetnthan_fzgm_a_more_nannowly
~ analytical perspective. This approach is apparent notably  in- section  T1i of the
-7 repéort, in which the Inspectors describe the organization and management of common
services at the Centre, and highlight features of these operations, both those that
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are regarded by the users as satisfactory as well as those aspects that are not
fully satisfactory, as reported to the Inspectors by the partlclpatlng
organizations and units. -

7. It is in this context that the Secretary-General appreciates the relevance -of
the five criteria that the Inspectors have developed. By these criteria, a given
activity would be assessed as to its potentlal as a common service in accordance
with whether: =

(a) The service in question would reguire the gsetting of Policy objectives,
and if so, would such policy objectives be incompatible between organizations;

(b) The common arrangement would impinge on the ability of the individual
organizations to discharge their .responsibilities;

Requlrements ‘of confidentiality might be abrldged,

(c) '

{a)

Conflicts of prlorlty mlght arise between the prov1der and users of a
common “serivcey — v =

(e) Employer/employee relatlonshlps mlght be adversely affected.

These criteria for the selection of funetions amenable  to-common service: Sensi
arrangements are put forward in the context of several basic pr1nc1ples. As stated
by the Inspectors, for any common service there must be cost benefit for the
participants, effectiveness, efficiency and quality in the serv1ces prov1ded, and -
partnershlp in their operatlon.

8. The Secretary—General considers that these criteria form a useful basis for
the consideration of the suitability of a function for provision under a common
" arrangement, "though™ in practice they may lead more readily to conclusions regarding
the identification of activities that are not suitable to be provided on a common
basis, rather than to the assessment of the benefits to be derived from carrying’
out.@:particular activity as- a common service. -The-Secretary-General -does agree *
-with the Inspectors-in theirvobservation—in'paragtaph*ﬂ7”1cj*thatﬂin'selecting the
approprlate organization to prov;de such a serlvce, particular emphasis should be
- given t6 the guestion of experience and’ resources to carry out the service in
question. He would also agree with the general principle expressad in
paragraph 87 (a) that whenever more than one organization is based ih the same
city, the ‘use of common service arrangements should be con51der;d as a matter of

e ~—coursethough "inthis-regard it would be only prudent to aVOld prejudglng the

reSﬁIfE OL SUCh assessnent.
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Comments on the recommendations

Recommendation 1

(a) A joint co-~ordination committee of the three organizations at the
level of chiefs of administraticn should be established with a clearly defined
role. They should have responsibility for reaching agreement on policy issues
concerning financial and“budgetary guestions, including the budgetary
inplications of common service arrangements; and for the. revxew of costlng
procedures and cost-sharlng patterns.

{b) All user organizations should be represented on common service
advisory committees. The level of representation on these bodies should be
high enough to ensure that thelr recommendatlons can be effectlvely translated

——— —-into-practice; -~~~

9. As the Inspectors have noted, common services in Vienna have been established
on'the pr1nc1ple -of- "allocated~adm1nlstrat10n WJ*Accordlngly,ﬁthe auvthority and
rs§EQ£§£9$L}$23£9;d$hgrgpe;ategn,gt“a common. sefVice ‘rests with thé particular
organization to which it is entrusted. Each common service would therefore be
managed in accordance with the administrative, financial and budgetary rules, and
form part of the managerial system of the organization hawing the responsibility
for its provision. 1In this regard, the Secretary-General would agree with the
Inspectors' observation that this’ approach has both advantages and disadvantages,
the former be1ng pr1nc1pally the assurance .of accountability and a clear line of
responsibility 1n ‘the provision of a common service. The main disadvantage of this
arrangement lies, as the Inspectors have noted, on the side of the users, and
arises as a consequence of the fact that they do not have direct control of the
service for which they are paying. On balance, however, the Secretary-General

-—believes - that-the advantages of the allocated administration approach have

outweighed the disadVantages, and he would share the assessment of the Inspectors
that this approach has "stood the test of time and experience". As regards the
functions that have been provided on a common.service.basis.in Vienna, the
_Secretary-General holds the v;enethat_the-record -of .experience.has-been..a. good
one., It should, however, be borne in mind that under this system the managerial
responsibility for each common  service rests- ultlmately with the executlve head of
the organlzatlon that prov1des it. P
£
10. The Secretary-General is in agreemént with thé Inspectors regarding the
Almportantmrolewthateshould be played by a 301nt co—ord}natlon comnittee of the type
; ervice arrangement
'is enhanced to the extent that there is a- fully functlonlng consultative machinery
—avaidable—to—the-participating—organizationsT——Indeed; the Secretary-General sees
this as essential to ensure that the common services mechanism will operate to the
satisfaction of all parties over timé and in the face ©F changing programme
requirements. The Memorandum of Understanding in fact provided for the

““Vienna to ensure policy gu1dance and overall management of the plannlng and
implementation of common services at the Vienna International Centre. While, as
originally envisaged, the mandate of the tripartite committee was, strictly
speaking, limited to the period until the Centre was occupied, ad hoc contacts have
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been maintained, including participation in the review of the Memorandum of
Understanding initiated by the Secretary-General earlier this year.

1l. In the course of their review, the Inspectors were informed by several users
of problems that they experienced with regard to certain common services. The
report indicates that, in certain instances, users have felt that they were not
getting the gquality of service paid for, and that they lacked the means adequately
to inhflience déc¢ision-making with regard to the service. The Secretary-General
does share with the Inspectors their view, indicated in recommenation 1 (b) above,
that greater use should be made of common service adv1sory commlttees, partlcularly
by their establishment in areas where they are not presently established. Through
the wider establishment of, and pa:ticipation in such advisory committees, user
organizations would be kept better informed, misunderstandings avoided and
problems, where they do‘arise,'more readily resolved. .

.Recommendation 2

The task of 51mp11fy1ng the cost—sharlng keys in computer and other
" contested services so that they are fully accepted by all partles should be
~7Aentrusted—totthe—joxnt“bodles.

12. It is assumed’ that the ]Olnt bodies referred to are the adv1sory commlttees
indicated in recommendation 1 (b). The system of GOSE “sharing is one that has
evolved over time .since the establxshment of common- setvices. The Secretary-
General would share the view of the Inspectors that in most cases the cost-sharing
keys are determined in a straightforward manner .and in a way satlsfactory to the'
users, but that in some areas, notably with regard to computer serv1ces,
improvements may need to be made, The whole issue of cost sharing is being
addresed ‘in the context of the rev1ew of the Memorandum of Understanding 1n1t1ated
earller thls year, '

Recommendation 3.

VIC organiZétiohs”shoula"immeaiﬁtél"ihvestlgeEEMWEéther those services
= -~--jderitified in the 1977 MemSraidum of Understandlng, together "with those
.Suggested by the Inspectors above, can, after applying the principles and
criteria mentioned in paragraphs 86-92, be the subject of common service
arrangements, and report to their respectlve legislative drgans thereon.

13. &as 1nd1cated above, a review of the Memorandum .of Understandlng is under way,
ana the possibility of ~ 1nc1ud1ng ‘additional common‘ﬁerv1ces w111 contlnue  to

receive due attention in the’ course of that review..
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Recommendation 4

The Secretary-General should withhold implementation  of any definitive or’
substantive changes in existing jeint services until after the .Constitution of
. the new UNIDO has effectively entered into force and should review actionsg
already taken in the light of the conclusions and recommendations of this
Study. Subject to this, .the .informal review under way by VIC occupants on
existing common services and consultations on future common services as

recommended above should continue. . —

14. mThe Sec:etaty-General-understands that this recommendation stems from the
perception of the Inspectors, indicated in paragraphs 78 and 96, that his proposal
last year to establish separate United Nations services in the personnel, public
information and legal fields prior to the entry into force of the Constitution of
~—the new UNIDO was précipitate. . The Secretary-General does not, of course, share
—that view. —It-should-be recalled, in this connection, that the proposed
arrangements relating to both the information and the personnel services were set
outwin_a—reportwto—thefthirty=eighth“séssi6ﬁwéﬁa'réceivgd the approval of the
AEEEEPQX;JJQPQR#EQB%txansfgrﬁof_ﬂnixed~NatiOnsvunits to. the Vienna International
Centre, the Secretary~General had made arrangements within the United Nations for
UNIDO to provide a number of services, essentially of an administrative and '
- supporting nature,.to. the United Nations -Office at Vienna and the United Nations
units. These included the personnel ang public information services referred to.
The posts and resources necessary for this purpose were either established under
different sections of the programme budget, and thus had not been part of the UNIDO-
staffing tables or budget, or were established.within UNIDO specifically for the
purpose of accommodating the extra work-load involved in servicing the United
Nations units. These support services were entrusted to UNIDC in its capacity as
an integral part of the Secretariat of the United Nations before the establishment
—of the United-Nations Office at Vienna in February 1982. 1In his report to the
Assembly (A/C.5/38/87), the Secretary-General stated his belief that separate and
distinct services in these fields would be required,  Both of these functions are
closely tied to the policies-and work- programme of -each-organization. Wwhat may be
Proper. for the cpmmon;services;tOudi{ferent?partsfbf‘fh@*@ﬁﬁé‘ﬁ?ﬁﬁﬁiiatfon may not
be appropriate when applied to management policy units under the direct
responsibility of different exesiitive heids)  The Secretary-General considers that
this distinction is pertinent in relation to the criteria elaborated by the
Inspectors referred to in paragraph.7 above. - - y ;K-

- t y y €CLOr S ApPALently give Lo the recommendations of the
‘formal meeting on the conversion of UNIDO, the: text of which is reproduced in the
==£ifs£=pafagraph%td%1jﬁxrﬁﬁﬁﬂfrfT*=Tﬁ€—f666ﬁﬁ3ﬁ33?T3ﬁ+6f“Ehe formal meeting referred
to existing working arrangements between the United Natioens  and- -UNIDO -and the
common - services at the Vienna International Centres; the changes made by the
Secretary~General related to internalla@m;gigggg;;gg_g;ggpggmgntsnthat_had_beenﬁm~-
~__Tmade, on his own authority, upon the move of United Nations units to. the Vienna
=i~ International Centre, and that were not of a "common service” nature, nor the
subject of formal agreements. Neither does the administrative action taken with

regard to personnel and information services prejudice consultations leading to

,15u4HThe;SECI£ta£¥’GeB§rai%doesﬁnotffind‘himself'ig;gg;irgmgg:eemént with the
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further agreement among the three organizations concerned to extend common services
along lines compatible with their respective work programme requirements and
legislative mandates., - ' '

Recommendation 5

The existing UNIDO/United Nations jeint conference service should be
continued after UNIDO becomes a specialized agency and the present informal
co-operative arrangement with some IAEA conference-servicing units.should be
formalized. Modalities should be determined for pooling other IAEA conference-~
servicing units into a single VIC conference structuré after application of
the principles and criteria set forth in paragraphs 86-92.

16. In the view of the Secrétary-General the Inspectors have rightly given
emphasis to the desirability of ratiocnalizing conference servicing at the Vienha
International Centre., There is a wide measure of agreement that a single
‘conference~servicing facility at the Centre would represent the ideal solution,
purely from the standpoint of cost efficiency. .The existence of separate

~conference services inevitably inhibits the fuller realization of economies of

T scale and of schieduling.” "It would be difficult, for example, to justify a

substantial corps of permanent interpreters for the individual meetings programme
of each of the organizations in Vienna; therefore, all must rely at present on
non-local free-lance interpreters, Furthermore, a combined meetings planning and
senuicing-operation;would—beamoreseffectivamin-establishing an even level of
meeting activity throughout the year, resulting in a more efficient utilization of
conference-servicing resources, including an enlarged corps of interpreters, and of
the meeting rooms themselves. The alternative would appear to be a more costly and
less efficient operation composed of three separate conference~servicing units,
with conseguent duplication of supervisory functions. A combined conference-
servicing operation,.hcwgve:,rwould not necessarily include such functions as the
library and the publishing facilities, which could remain as separate entities.

17. At present conference services at the Vienna International Centre are provided
by the separate establishments of IAEA and UNIDO, the UNIDO operation being
““Provided for in two separate sections of the United Nations programme budget.

Undéer what began as an interim arrangement, meetings of the United Nations Office

at Vienna are serviced by UNIDO, though at the present time United Nations meetings

are at least as many as those of UNIDO. It is worth recallingiin this context that

United Nations organs must meet in conformity with. the calenda;/of conferences and

meetings established on the basis of General Assembly resolutidns on the pattern of
conferences, notably section. : Ltion o ' .976.)0TR- - -

accordance with this resolution, United Nations organs that have their established
headguarters at Vienna are required to meet there., Therefore, should present

arrangements continue, the situation of the United Nations in Vienna would be
somewhat anomalous, both in terms of the relative-leveld of conference—servicin
. requirements ‘and in the light of the fact that, for the first time, the ‘
Organization would relywonﬂanother%agencyﬁfor’it37umﬂﬁn§§ EEEIViCing,

18. 'The Secretary-General has consistently favoured the goal of unifyihg
conference services to achieve maximum efficiency and economy. In the light of its

fooe




A/39/520/Add.1
English

. Page 9

experience in this field and its ability to recruit and retain a large,
well-gualified language staff, as exemplified by the situation in Geneva, and in
view of its mandate to provide the full range of servicing operations for its
deliberative bodies, the United Nations is ready to asgumeé” the Tespongibility of
providing conference services for all organizations at the Vienna International
Centre. The views and guidance of Member States are sought on this guestion.
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