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A. INTRODUCTION

1. The report (4/9112) by the Joint Inspection Unit (JIU) on the use of experts
and consultsnts by the United Wations in the execution of programmes requested and
approved by Member States is based upon a study carried out by the Unit during

; 1972 and early in 1973, pursuant to = request of the Fifth Committee of the General
| Assembly at its twenty-sixth session. The Secretary-General believes that the

| Joint Inspection Unit is to be tomplimented for havirng prepared an Important and
comprehensive study of the subject-matter. The observations contained in the
report cannot but help to bring about a number of improvements .in.internal policies,
: procedures and practices relating to the engagement of experts and comsultants by

i the United Nations.

2. The Secretary-General agrees .with and will implement most of the conclusions

[  of the Joint Inspection Unit. He plens to recirculate to all organizational units
| the report (4/9112), along with his comments (£/9112/A34.1) and those of the

[ - 1avisory Committes on Administrative and Budgetary Questions thereon (A/9112/Add.2)
‘ accompanied by instructions calling for improvements in policies, procedures and
.7 7T pradtices along the linés $¥oposed by the Unit. One or two of the conclusions of
————— the-Unit—do; however;—give—rise-to vertain reservations on the part of the
Secretary-General and these are discussed below.

3,° Tt is the consensus of the officisls who have read the report that -the -
Inspectors who carried out this study have examined, analysed and evaluated with
exemplary thoroughness and realism the advantages, disadvantages and rroblems
relating to the use of consultants by the United Nations in its programmes.
Indeed, large parts of the report could well become "required reading” for all
Professional officers, substentive and administrative, concerned with the
menagement of programmes using consultants., The criticisms expressed by the

\  Inspectors are, on the whole, felt to be soundly based. Their recommendations for
improvements are considered sound, even though some may be difficult to put inmbo
effect. The Secretary-General plans to implement the various recommendations to
the greatest practicable extent. In this regard, the Secretary-General has
interpreted such criticism as not detracting in aby Way from the considerable
volume of useful work being performed by consultamts or calling into” question the
legitimate use-by the.Organization of experts and consultanis.

B. GEWERAL COMMENTS. - ‘
-
e Frtrpo it hE—Eho P b—acBiAGE~Retadabithe~lasractors regarding the programming
end. the engaging of consultants and ad hoc expert groups can be attributed to the
Paet—that—the—previcus—United-Nations—budget—systen was outdated and caused a
dichotomy hetween the processes of programme formulation, approval and
implementation, on the one hend, and those of budget formulation, request and
approval on the other. Under the previous system, emphasis was placed on the
__control of bhudgetary expenditures by each object rather than on Tie Lses 1O which
resources were devoted. This gave no opportunity for integrating and monitoring
the progremmes and their components in relation to the budgetary resources

/ov.
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required for their implementation. Under these circumstances, it proved to be
exceadingly difficult to carry cut, at a departmental or central point, & proper
review and assessment of the effectiveness and efficiency of a particular
programnme service in terms of its contribution towards-achieving- thﬁnprogramme
cbjectives which had been approved by Member States. Examples quoted in the
report serve to highlight the numerous inadequacies of the old type of budget
system as an instrument which management could effectively utilize.

5. The Joint Inspection Unit repert was prepared largely on the basis of the
situation as it existed before the General Assembly, at Its tweniy-seventh
session, made a major change in the budgeting system of the United Nations. Many
of the short-cominges indicated by the Inspectors should be overcome when the new
programme budgeting system becomes the effective tool for programme managers which
it is intended to be. Under the new system, the services of consuliants or the
use of ad heoc expert groups are considered as programme inputs, contributing
towards the achievement of a stated objective or to the objective of a specific
programme component or activity within the framework of a total programme. These
inputs should only bhe lncluded in the _programme when complete assurance is given

cafrled out by staff available or to become

that the function or service cannot b

available to the Orgamization.

6, It is desirable that programme managers should be permltted a certain degree
of flexibility in maklng thelr programe budget submissions so that they may
indicate the particular "mix® of resources required for the effective implementation
of specific activities, for example, the number of professional man-months on
established posts, the number of consultant man-months, the amount of travel funds
required, and so on. In the light of a review of thie information, Member States
are in a position %c know the total cost of the proposed activity and to approve
the resources required. Subsequent circumstances msy, however, require that a
charge be made In the distribution of actual resources, or a shift of certain types
of resources between specific activities within & programme or between different
programmes. While it would seem essential to ensure that the totzl funds allocated
tc a programme, programme component or specific act1V1ty are not exceeded,
programme managers should have the possibility, subJect to the Secretary—General s
prior approval of shlftlng resources in accordance with changing needs. Adeqguate
safeguards regarding the flexible-use--of -sueh items as travel, printing,
eguipment ete., would, of course, have to be established and enforced.

T. The Inspectors recommend that the hudget estimates should clearly identify as
a. separatefltemAthempnoposed,exPendlture for ccnsultant services. "Such information

i) "
J-ID e Ll U.L.J DJ-J.UWLJ. L Ll U.LJ-L U\-d.\.&b

requested for salaries and wages. In the view of the Secretary—General this method
of-presentetien—chould—suffice—to—moet—the—conecerns—expressed by the Inspectors.

The Secretary-General hopes that additional classifications of expenditure,
introduced into the budget presentation will not result in unnecessary rigidities
under the programme budget system. The over—-emphasis on objects of expenditure or

T on subobjeets at the rrogramme component or specific activity level is cgentrary to

the intended apprcach’to a programme budgetlng system. What is important is that
the supporting information provided as part of the programme budget presentation

/one
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should reveal clearly to Member States the amounts proposed to be gpent on
consultant services under each programme heading and the purposes for which these
expenditures will be made, while at the same time leaving to the Becretary-General
the flexibility which he needs to make necessary BdjUStments imthe use of these
resources and to effect transfers and redeployment of funds and resources within
& given programme cr programme compenent or activity, as the occasion reguires.

Y

C. COMMENTS ON THE MAIN RECOMMENDATIONS

8. Recommendation 1. In their main recommendation 1, the Inspectors recommend
that the annual expenditures for "outside expertise™ (the preferred term of the
Joint Inspection Unit) in 197L and 1975 should not excead $2.25 million.
Recommended limitation would be $4.5 million for the biennium as a whole. The
 Becretary-General reguested appropriations in the amount of $5, 213,000 for
individual expertsg consultants and ad hoc expert groups over the blennlum covering
" "the same offices included in the Inspectors’ tabulations. (This amount omits the
Office of the High Commissioner for Refugees and the United Nations Environment

' "7 Programme, as was the case in the Inspectors' tabulation.) In contrast to the

+q————**1r* Inspectors’ proposals, the Aﬂv1sory Committee on Administrative and Budgetary

1@ Questions has recommended reductions totalling $654,000 in the Secretary-CGeneral's

| request for a net appropriation of $4,859,000. This means that the recommendation

of the Joint Inspection Unit would result in a reduction of $359 000 for the

. biennium below the recommendation of the Advisory Cormittee or Administrative and

’ Budgetary Questions or a total reduction in the criginal appropriations of
$1,013, OOO, or 18.4 per cent of the amount requested.

9. The Secretary-General feels that it would be inconsistent with the principles
‘! of programme budgeting to continue to apply across-the-board cuts on the basis of
ﬁ§_n . generalizations as to alleged short-comings in past years, arising largely from

. inadequate programming and budgeting procedures.

10. The 197L4-1975 budget submissions have been prepared .on the hasis of a detailed
review of each programme approved by Member States,.and the corresponding financial
“Tequest for each Office and Department was determined on the basis of this review.

Thus all-reguests for -consultants’ services represent an integral part of the
requirements considered necessary to achieve the objectives stated. Moreover, with
the disallowance of a sizeble number of new posts requested for the regular budget
establishment, increased reliafide will, PErTPovce, Fave to be prleced on the use of

e CONSUILANE Sw-~-IH—ghould-also-be-noted that the Inspectors state that they did nct
redudetireuse—of-Tomrsntants T chluu Seions within thé scope

. of their review. The 1974-1975 programme budget as submitted by the Secretary-

the General-provides—incressed—funds—=Itocatedto" ¢onsultant services in regional

i economic commissions, some of which are in response %o specific decisions. of the

i commissions. The Inspectors’™ recommendation, if adopted, would also have the

‘effect of ignoring such factors as. devaluatlon, as well as new legislative asctions

'taken by Member Governments during the General Assembly'andnan,other ITegislative

" bodies which require the utilization of consultant services if the Secretary-General
is o 1mplement those decizions.

i 3 J
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11. The position of the Secretary-Generai is that a reduction of the magnitude
proposed by the Inspectors would adversely affect.the"pwogrammeS"on which it ig

examinaticn of ‘the Programmes on which the Secretary-General's budget proposals
for 19741975 were based. TIt,seems to igrore the changes in the budgeting
procedures which were magde a5 a result of the Geners] Assembly's decisieon in 1972
to adept biennial bProgramme budgeting on an experimental basis. Furthermere,
since completion of the Joint Inspection Unit report, very significant changes
have occurred in the exchange rate relationship between the United States dollar
and the Swiss franec ang Austrian schilling, and this is expected to cause g
considerable increase in the cost of eonsultant services without g corresponding
increase in the number of man-montha available to the Crganization. In the light
of these factsg,the-Secretary—General is obliged to Cppose any reduction in
appropriationsVfgp_ggpaultants and ad hoc expert groups in 1974-1975 below the

level recommended by the Advisory Commitiee.

uniformly throughotit all departments O organizaticnal units in the Becretariat.
It appears tc be concentrated largely in those areas which relate +o econcmic and
social affairs and, more Particularly, those organizational units which concern

~ themgelves with programmes related to the cbjectives of the Second United Nations
Development Decade. In most years, the greatest user would appear o be +he
Department of Economic and Soeigl Affairs, followed closely by UNIDC and UNCTAD,
These three ocrganizationagl units, taken together, account for between 60 per cent
and 70 per cent of all funds spent on consultants; it follows that any major
reduction in the amount of funds devoted to consultants' services would affect

rractice fqllowe@;in;preparingwand-submitfiﬁé“budgetary requests to the Ceneral

Assembly has been established over & number of years, whereby the Secretary-CGeneral

submits-tegthewﬂdvisory‘CcmmiffééMBn Administrative and Budgetary Questions his

budget requests for the resources deemeq in his judgement o be fequired to carry

out the desires of Member States. Subsequently,_as & part of the Advisory

i Comuittee's consideration of the Secretary-General’s budget request, it has been
Possible for g r—diaﬂ:'egﬂsle*‘b‘O“'bEfe’S’tﬁa*bli'sh_e_d between the o BeReLaryF—teneral-or “His

Leprasertettves e Advisory Committee in the evaluation of his budget
Froposals. The Secretary-General appreciates the practice of direct discussions
whereby=he;can“prﬁvfae—add1tléﬁéimévidence t0 support his budget request. Before
the Advisory Committee reaches its decision_concerning its'recommendation to the
General‘Assemblyg ample opportunity is usually provided to the Secretary-General to
deferd his proposals. It Would,not1w4£b%éﬁ—SeC1eLaryfgepergijgwgiew,-contribute to
i the orderly consideration of his Programe budget proposals, if, in addition +o the
Advisory Cbmmittee, which is the duly constituted body for advising the General

| Assembly with respect thereto, the Joint Inspection Unit were alsc %o take it upcn
itself to advise on particuler aspects of the same budget proposals.

/o
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ik, Recommendation 2, Apparently when the Joint Inspection Unit completed ity
report, it did not have the benefit of the new form of presenting the biennial
Programne budget, in which requests for experts and consultants and ad hoe expert
groups are shown in considerable detail. It is believed that recommendation 2 hag
been met in the budget. Should this not be the case, the Secretary-General igs
confident that the Inspectors’ concern can in any event be met and he plans to
consult with the Joint Inspection Unit on this point.

15. Recommendstion 3. Under the Inspectors’ recommendation 3, the Secretary-
General has no difficuliy in readily accepting subitems 3 (¢), 3 (4) and 3 (f). The
other subitems present certain difficulties. Recommendation 3 (2) requires that ip
ell cases the experts or consultants' services be "specifically requested or
accepted by govermmental bodies". The Secretary-General doubts the wisdom of
restricting the use of consultants in this way. It sometimes happens that the
Secretary-General is obliged to hire experts or consultants because of a sudden
increase in work, which is not expected to continue for more than a short periog

"Gf‘%iﬁéfmwfﬁ'éﬁEﬁ‘éircumstances, the Secretary-General feels it is reascvnable to

engage experts or gonsultagtg_who_mayAbefreadily—available-to assist in a part of

" the work for which they are qualified. - Whenm this happens, it may not be prossible
———to-have “the work doneé by the experts or consultants "specifically requested or

accepted by govermmental bodies™. T+ mey also be noted that the expression
"governmental bodies" would probably exclude bodies like the- International Taw
Commission which are composed of independent experts. To reqguire that experts or
consultants be engaged only with the specific approval of govermmental bodies would
create unnecessary rigidities and would handicap the Secretary-General in his
efforts to carry out the wishes of Member Btates.

16. The Inspectors' recommendation 3 (b) would seem to have the same defect as
recommendation 3 (a) in that it ignores the situation where the Secretary-General
may have to engage an expert or eonsultant in order to cope with essential work in
order to allow the flexible use of existing staff to meet other urgent demands.
In most cases, however, the Secretary-General would utilize experts or censultants
with the assurances that the objeciivesmsought~haWE"beeﬁ"apprdvea"by Member States

17. .Recommeﬁda%ion~3~Ge)'would'requiré”that the work to be done by experts or
consultants "cannot be carried cut by the regular staff or the’ Secretariat for lack
of spvecialized knowledge and/or expertise”. As pointed out, there are cases where
the regular staff does not lsck knowledge or expertise, but simply lacks the free

_LimgﬁiogdogtheggobamiiLexperts“ormconsultants cannot be hired :'Ln_§_JL_11::_JL1,zcaLS.e:’s-5 the

Fapetrorsrontdtmveto e TeTt e or, alternatively, temporary staff would

have to be engaged for the purpose. -The_Sgg;etary—General agrees that it is
ﬁeasoa&b&e“%o*require=ﬁh€%=fﬁé”job be such

that it cannct be done by the regular
staff before experts or consuitants are engaged. But thig condition is different
from one based solely con the lack of competence of the regular staff.

18. Recommendation 4. Recommendation L, taken in eonjumetion with recomuendation 2,

" appears to require explicit formal justification in advance in the programme budget

estimates 1if experts or consultants are +to be used. This would be in confliet with

/oo
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one of the important purposes of the new programme budget. In order to give
responsible programme managers a reasonable discretion within the appropriations

for each programme, they must be permitted the necessury Tlexibility to get the

work done. Morecver, the need for an expert or consultant is not always foreseeable;
unexpected recrultment difficulties often make it necesgary for work to be dene Dy
an expert or consultant which it had been hoped to entrust to a new staff member,

who is unable to report for duty at the time required. Useful and proper

flexibility must te provided for, if the Secretarlat is to accomplish the approved
WorX programme, -

19. Recommendation 5. Under the Inspectors’® recommendation 5, while the Secretary-
General is able to agree completely with subitems 5 (a), 5 (¢) and 5 (d), only
1imited agreement is possible for recommendation 5 (b). Under subitem 5 (b), the
Secretary-General has no difficulty in accepting the proposition that the ccnvenring
of ad _hoc expert groups or panels of experts toc advise the Secretariat should be
regarded as an exceptional situation and only when budget rescurces for such groups
or panels have been approved. However, the Secretary-General feels that he should
express reservations should recommendatlon 5 (b) be interpreted as restricting

his freedom of action When,'ln his best judgement, the particular approved objective
might best be met through resorting tc an ad hoe expert group or to a panel of
_competent experts. :

20. Recommendstion 6. The Joint Inspection Unit's main recommendation 6 has the
whole-hearted support of the Secrebary-General.

2l. Under General Assembly resolution 2924 B (XXVII), the Secretary-General was
reguested to submit an esnnual report to the General Assembily on those major
recommendations of the Joint Inspection Unit which have not been inmplemented,
together with the reasons therefor. The Secretary-General will, of course, inform
the General Assembly with regard to this aspect of the matter in the next annual
report.

. SPECIFIC COMMENTS ON VARIOUS PARAGRAPHS CONTATNED IN TEE REPORT
e e e PR JOINT LNSPECTION UNIT

22. As a result of cireulating the Inspectors' report to units within the United
Hations, several comments cn specific pardgraplis have been recg}ved which the
-Seeretary-General— feelﬁ-may~ﬁheﬁ addltlonal light on the matters discussed. These

COr T ODBErvE Lo o —the-Units; but merely
to provide additional relevant facts, whlch mlght be teken into account when the

study 1§ congidered.

Foot-note 2 (page 3)

23, In a foot-note, the Inspectors state that, "despite repeafed requests™, it did
not receive any data from the Division of Social Affairs at Geneva in résponse to its
request for certain data. The Secretary-General has been informed that the matter

has been investigated by the Director-Gemeral of the United Nations Office at Geneva

[eos
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and a detalled explanation has now been provided to the Joint Inspection Unit.
Furthermore, the Director-General has suggested to the Unit that, In order to avoia
similar unfortunate ocecurrences in the future, whenever data is sought for
organizational units falling within his jurisdiction, a copy of ail requests for
data should be sent to the Office of the Director-General so that he can ensure
proper follow-up.

Paragraph 23

24. The Inspectors expressed a preference that the distinction between "individual
experts and consultants™ and "ad hoc expert groups” should be discontinued, since
the Joirt Inspection Unit was unable to establish a clear-cut difference between
these two types of functions. While the Secretary-Genersl does not have a strong
preference for or against the maintenance of a distinction between the two terms,

- hedoes, nevertheless, believe it adventageous to provide for a clear identification

- ——of-those—"expert—groups'™ established specifically by intergovermmental legislative
decisions. Under previous budgets, the Secretary-General has been given the

o e authority“aﬁd‘respdﬁéibilif?”T6f“66ﬁ%énihg_groups of experts as an importent means
b of action. . -When this-is=the most desirable option for achieving = particular
objective, it would seem that "expert groups" estaplished by a specific legislative
it decision should continue to be identified separately from individual experts,
consultants and groups of experts appointed by the Secretary<General solely on his
own authority. The Secretary-General would also prefer to use the term "experts
and consultants” rather than the term "outside expertise” suggested by the

1 Inspectors. The tern "experts and consultants" seems a more adequate reflection of
the particular input being used.

Paragraph 31

25. The United Nations Industrial Development Organization {UNIDO) has expressed
sowe difficulty in understanding the difference between the terms "official® cost
and "actual" cost as used by the Inspectors-in this-paregraphs—=All costs in
connexion with the meeting-on—pulp-and-paper’s—held—at—Vterma—in-September 1971,
were, in UNIDO's opinion, necessary and appropriate and, furthermore, were properly
recorded Inthe UNIDO accounts. ~In addifion, UNIDO considers that the meeting was
particularly important as it was the first one organized by UNIDO in the field of
pulp and paper and it led Ho important discussions of the subject, as well as
suggestions dealing with such matters as the manufacturing of newsprint from

hagasses :

Paragraphs 37 %0 .53 e

26. In the light of the Inspectors' comments in thése;paragréphé, the Secretary-
General plens to have the applicable administrative instruction and form used

reviewed so as to: _ R —

| (2) ©Ensure that more adequate information is provided on the legislative or
o programming basis for the reguest for consultants;

[eoe
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(b) Require an explanation of the end use of the consultant service
requested, its potential practical utility and its likely bveneficiaries;

(¢c) Provide for an indication as to whether or ndtmtﬁg_consultéﬁts services
include the writing of a report and, if so, the purpose of the report} and

(¢) Require a statement that the expertise required cannot be obtained at
1ittlie or nc cost from ancther source inside or ouiside the United Nations.

Paragraph 4l

27, In this paragraph the Inspectors indicate that the statement of administrative
and finaneial implications "failed to include the travel costs and per diem of the
experts which, depending on their number and their place of residence, could easily
constitute a major item of expenditure”. Upon rechecking the document referred o
(E/AC.B/LE38/Rev. 1/838. 1), it can be ascertained that the Economic and Social
Council was informed that the Secretary-General had assumed "that travel costs for

the members would be borne by bart1c1pat1ng Govermments” In the same paragraph,

a reference ig made by the Joint Thaspection Unit to statements during the debate to
the effect that the Secretariat exercises a bias in favour of certain proposals and
against others. BSuch a charge is not to be taken lightly, since it implies a lack
of integrity on the part of the Secretariat. The Secretary-General cannot accept
this as -a fair-or valid generalization. The Inspectors themselves have not
indicated whether they accept the criticism as valid. They have not endeavoured to
substantiate the charge by significant evidence or facts in specific instances;
until some such evidence is adduced, the Secretary-General does not feel called
upon to take further action in the matter.

Paragrapn L5

28. Under this paragraph, and elsewhere in the Insvectors' report, a theme is
developed that the Secretary--General requires specific legislative approval for
each and every item of expenditurer —The Trspettors extress Erave-doubts™ 48 to
whether the Secretary-General can hire consultants for an assignment, even by
absorbing the costs from within appropriated résources, unless he has sought and
obtained specific legislative approval for the expenditure. The Secretary-General
does not share the Inspectors' views in this regard. Tp require the Secretary-
General to have spec1flc legislative approval for each and every detailed
expeiiditire would establish ripgiditiés which could impair his ability to carry out
approved programmes. 1t is the Secretary-General's opinion that he must be
permitted a reasonable degree of Fflexibility in his role as Chief Adwinistrative
Officer under the Charter of the United Natlons. He is, c¢f course, bound in the
adminigtrative decisions he takes by the exercize of prudentidiscrétion in carrying
out specific restrictions established by the General Assembly. However, unnecessary

,_7rlgldlty and needless controls will %Eﬁdfﬁegﬁ%iﬁle—iﬁi%iat1V€—&ﬁﬁffetar&—PTﬁgTEﬁﬁf

/ean




A/9112/4d4.1
Engiish
Page 1C

Paragraph 58

29. The Inspectors state that they were told time and again that one office hears
about a study being taken by anocther United Nations office on & subgect in which iy
is interested only after the work has been started or has already been completed.
The criticism of the Joint Inspection Unit is that there is a lack of co-ordination
of work programmes, of which two examples are cited. Before beginning the study
on trends in the competition between natural and synthetic rubber, UNIDO reports
that it informed all United Nations units and agencies likely to have an interest
in the subject, including UNCTAD, and 4id not receive one reply. However, upon
reviewing the paper in question prepared by UNCTAD, it seems to have been oriented
principally towards the economic aspects and, in particular, investment in natural
rubber production, while the UNIDO study covered both the technical aspects and
utilization factors of natural and synthetic rubber production, as well as its
- -ErEonomics. BSeveral studiss in the field of petro-protein had been completed befcre
——Yy--organizations—ether than -UNIDO, but, to its best knowledge, each of the previcus
studies was devoted to a particular aspect of the problem, whereas the UNIDO study
~mentioned-by the Inspectors—tackles-theproblems-of proteins from hydrocarbons as
. a whele. .. UNIDC considered-that there was some coentroversy in the previously
published information, especially with regard to the degree of development of

The UNIDC study contains up~te-date-information collected.through visits to some

of the companies which are considered to be ploneers in the petro-protein field.

| f A very important aspect of the study is an analysis of the Indian experience in the
| implementation of & research programme in the petro-protein field, which may be.
very useful for other developing countries. One chapter 1s devoted to the scope

_w of a research centre, which may be established in a developing country. This, to

’ UNIDO's knowledge, was the first exercise of this kind ever done. Though the study
|

was primarily intended for internal Secretariat use, considerable outside interest
il ©7 Has developed and about 60 copies have been distributed both to developing and
% developed countries.

30. With regard to the comments-of-the Joint Inspection Unit-concerning the Cuter
~Space Affairs-Division; the-three-papers relatimg toremote~sensing of earth
‘resources _and the envirommeni were prepared for the use ol the recently established
Wbrklﬂg Group on Remote Sen51ng of the Earth by Satellites of the Scientific and

;h Technical Sub-Committee of the Committee on the Peaceful Uses of Outer Space. The
im studies which covered the areas of direct interest to the activity of the Working

0 Group were welcomed by it as = p051t1ve contribution to the understanding of the
1 I various implicationg of The use€ of Femote sensinz of earth resources and related
4 . fields, These studies were subsequently issued as official United Nations
il documents. It should be stressed that the Working Group has been entrusted by the
Committee on the Peaceful Uses of Outer Space to study the various implieations of
the use of remote sensing of the earth by satellites, ineluding its politieal,
- economic and legal implications. The Working Group was not aware of the studles
ccnducted by the Resources and Transpeort-Division— Steps—heve-been—taken—o-
strengthen the co-ordination in the field between these United Nations unlts°

production processes by varicus companies and their plans to commercialize products.
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paragraph 60

31. A major research activity was carried out during 1969/1972 jointly by the
Feonomic Commission for latin America (ECLA), the Inter-American Development Bank
and UNTDO on the "Possibilities of integraticn and complementation of the motor
gyehicle industry in Latin America™. For this activity, a certain number of
supporting studies were needed where particular attention had to be given to the
gquestions of economies of scale of preducticn in small and medium series in
jeveloping countries vis-&-vis the high-scale production in industrialized countries.
queh & study required an over-all but deep knowledge of automotive and ancillery
ipdustries and extensive industrial experience both in developed and develcoping
countries. The consultant engaged to prepare the study referred tc above had just
retired from a major French automotive firm, where he had held posts such as
Vice-President for Automotive Assembly Operations Abroad and President for their
factories in Chile and Argentina. In addition, the consultant was the pioneer in
intercountry-industrial co-operation for this industrial sector in Latin America,
where he introduced a novel complementation scheme between Chile and Argentina
believed*tU"bE"arconsiderabieusuccessqmwhiehgiswstiil:in operation. His background
and expenignge_wg;g_gg;gge_@gdithePﬁggreiaryéGeneral considered himself fortunate
to find the consultant aveilable for fthis job. The Secretary-CGeneral is satisfied
that, in this case, the work could not have been carried out as effectively by

- someone from within the region. The survey on "Fertilizer production facilities
in Latin America" was completed by a fertilizer expert on the regular staff of
UNIDO and a pesticides expert engaged as a copsultant. This expertise was certainly
not available in the region in guestion and the mission had to be carried out very
quickly as a result of the urgent request by the Goverrment of Ecuador. The
result of the mission is recorded in a report, which was submitted only to the
Government concerned. In the experience of UNIDO, particularly in the case of
under-utilization of existing production facilities, it has been found wise to
engage consultants of use staff members who come from different regions or countries,
in order to render unbiased advice to the reguesting Govermnment. With regard to
the study mentioned on "The situation and prospectives of the aluminium-producing
industries in the ECAFE region”, it is important to note-that-the consultant.
engeged was ah'inﬁernétionaiiyxrenOWHeﬁfindustriai—E€en@mis%*wi$h_extensive
experience in the aluminiur menufacturing industry. The choice of cecnsultant was
particularly appropriste in view of thé fact thet this industry is one of the most
highly internationally integrated industries and the bulk of world production 1is
in the hands of less than a dozen multinatiopsl companies.

TOl OGP Enis Ol -2 e — i _ N

32.ﬂfhr@mu%@ﬁ@ﬁm3=6%=tc=§€?=the=%ﬁ5@ee%ﬁfﬁu&ﬁaiyse—one of the factors they have
established as contributing to the increasing use of consultants within the United
Nations, namely "the often unduly ambiticus nature of work progracmes involving
outside expertise”. Under this heeding, the Joint Inspection Unit presents several

observations, upon which the Secretary-Gefiefal feels obliged To COMmENL, IR TiE

T apalysis of the Joint Inspection Unit, considerable attention is devoted to
percentages of underspending or overspending of consultant appropriations. BSeveral
generalizetions—are presented which, if taken out of ccntext, would seem to lead to
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a misunderstanding of the true situation. For example, the main reason for the
underspending of consultant funds by UNIDO during the period referred to was the
delay in the planning programme relating to its new permanent headquarters in
Vienna, a deley over which the Secretary-General had o Tomtrol:” Thae c¢iting of
bercentages by the Inspectors, as opposed to actual versus planned costs in
connexion with expenditures on ad hoc expert groups, can also be misleading. For
each ad hoc group, the expenditures involved are comparatively small and, therefore,
unspent balances would usually be-the result of non-attendance by one or possibly
two experts at some meetings. This should not be interpreted as representing poor
plenning or budgeting. In paragraph Th, it is felt that thé example cited for the
water conference does not accurately reflect the information provided. The
Inspectors were informed that, at the time, no appropriations had been approved for
activities in preparation for the conference, but, when and if such a conference
were approved,; several of the activities and studies already in process could serve
as inputs for the conference. However, it was not intended to imply that these
same activities and studies were being presently undertaken sclely for the purpose
of & water conféréncé. Th paragraph Tk, the Inspectors refer to the use of a
consultant's services to determine the problems and methods of international
"~ co-operation in the development and utilization of hydrocarbens, with rarticular
--—emphasis -on-developing-countries, for potential use by an interregional symposium,
The main objective of the study was to assist developing countries interested in
the subject-matter. It appears thet the Joint Inspection Unit obtained the
impression that the study was carried out only for the purpose of the symposium.
However, the interregionsl symposium was 4o be only one of the means of action
selected to disseminate the results and conclusions of the study.

Paragraph 97

33. The use of consultants by various Divisions should not be considered as

I ddrectly related to the size of the Division. An area such as the Office for Seience
and Technology, which has a small regular staff, is in need of a large variety of
expertise, vhich has to be updated freguently and for which it is practically
impossible to obtain the required services-on-a long=term basis as & part of the

~regular staff.. Nor are those services requiTed 60 & sufficiently long-téerm basis
to justify the hiring of long-term staff. The reference to a "... parallel

i establishment ..." used by the Inspectors does not seem to take into consideration

| the fact that the fields of expertise covered for the 0ffice for Science and

! Technology by its consultants are extremely varied..

— . fY] _
R B e e

L 3Tt mshould—be-notedy—in conmexton-with—the comments of the Joint Inspection

v Unit in this paragraph, that the Secretary-General kas taken conerete steps to
improve the managerial capacity of thé Departwent oF Economic and Social Affairs as
i 8 consequence of recommendations of the Administrative Menagement Service by .
establishing two units, a Departmental Finance and Administration Office and a

~ RéSource Planning and Programming Office.
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paragraph 108

35, Under this paragraph, the Joint Inspection Unit seems to guestion the

propriety of using former staff wembers as consultants—and-eites two--examples.

While opinions may déiffer on this point, the Secretary-General believes that the
hest test in such cases is how the particular expertise needed can best be obtained.
In many cases, the over-sll best interest of the Organization may well be served by
obtaining the services of a former staffl member. The Secretary-General, however,
intends to take every precaution to ensure that improprieties do not occur when
formey staff members are used as consultants. The relevance of whether a’
consultant, once engaged, is receiving a pension from the United Nations or some
other source seems questionable. The guiding principle, it would seem, should be
+hat the consultant should be fairly compensated for his work without regard to

such other sources of income as hé may have. When a regular staff member is engaged,
his compensation is not .set .con the basis of any other outside incowe he might
receive. The same consideration should apply when & consuliant iz engaged.

Paragraphs 115 £ 11T ; ; m e

36. The Secretary-General does not feel that the use of consultants should be
velated in any way to size of the organizaticnel unit, the amount of research
carried out, the size of its operational progremme or any-other such extraneous
factor. ..Simply put, consultants are a means of action to be used to achieve a
particular goal and only this consideratiocn, plus the economies involved, should
be given any weight in deciding whether to engage consultants to carry out a task.

Paragraph 124

37. The Inspectors noted that, in their discussions with members of the Secretariat
on the growing recourse to ‘outside expertise” in the United Nations, the
relationship between the availability of staff travel funds and consultant travel
funds ceme up several times. It would eppesr that the Inspechors may have gained
the wrong impression. The availability of trawvel funds. is not a mejor consideration
leading to the use of a consultant. Moreover, under the new budgeting system,
previous distinetions or restrictions per—se for using travel funds for regular
staff or consultants would be eliminated. Likewise, the hiring of consultants to
undertake studies in their home country or neighbouring region will not relate to
the availability of staff travel funds. 'THE expertise of the consultant, his
knowledgeiof“thEAregionman@“ef%en‘ﬁhe baeckground material he alﬁ%ady possesses, are
MeTe TiRely ©0 DE TLe 1mportant GeCerrtrmmts ot cnotre~of—= marticular—-
consultant.

Paragraph 128

-—38. This paragraph states that a Nexicen field—study—on—-soeio—economic—aspects. of

erural - industrislization seems to have been undertaken WitHout proper co-ordination
with UNIDO, end it turned out to be a failure. The statement about lack of
co-ordination is not supported by the record. This project originated at the behest
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of UKIDO's predecessor, the Committee for Industrial Development. A staff member
from the Social Development Division visited UNIDO, during the year preceding the
field study, to discuss the content of this activity. The correspondence on this
study between the Social Develepment Division and UNIDO-shews—an exchenge of over
20 letters between March 1972 and September 1973. The study served as a working
paper at a recent meeting of an expert group in Bucharest, where the view was
expressed that an excellent study had been prepared. This study cannoct be termed
a failure.. ' o

Paragraphs 186 and 187

1 39. The Joint Inspection Unit is of the opinicn that = consultant, by definition,

is expected to possess expertise not available in the Secretariat and should be

5 selected for his special competence in a given field. To support this view of the
Unit, attention is drawa to the choice of a consultant involved in preparing

g )-research materisl for -studies on the peaceful uses of outer space and (b) 2
bibliography of available material on the subject. The Inspectcers feel that a

- research Tibrarianm selected—tocarry-out this task was not a proper choice, since

" . his expertise on the.two.matters appears-to have been confined to an unpublished

peper on "the use of space in developing nations'. '

40. The Secretary-General, after reviewing the specific case, has wmade . the
following observetions. In 1969, the General Assembly endorsed the recomuendation
of the Cormittee on the Peaceful Uses of Cuter Space, which, inter alia, requested
i the Secretary-General tc appoint an expert on space applications who was to have
wide-ranging responsibilities and alsc to prepare several reports (General Assembly
1 resolution 2601 (XXIV)). The reports envisaged were of an urgent nature requiring
g for their completion the collection of data and carrying out certain basic research.
}H__ ~ The expert on space applications was specifically requested by the Committee on the
Peacerul Uses of Outer Space to prépare a comprehensive assessment of assistance
required in the field of the peaceful applications of outer space and ways of meeting

; the needs for assistance, including the magnitude of the administrative, technical
. and financial reguirements. ~ The preliminary study called for by the Committee that
T wag needed in the”preparatiﬁﬁ*ﬁf”&ltﬁﬁﬁféhéﬁﬁiﬁﬁ“ﬁéﬁééﬁméﬁt?fgg““oneﬂof‘the basic
papers, was entrusted to a consultant who would undertake the study in combination
with the preparation of a comprehensive bibliography on remote sensing (also
requested by the Committee). The estimated cost of both assignments was $2,000.
Since both studies were to be completed within a time periocd of three months,
virtually full-time work at United Nations Headquarters was mostrnecessary. The

' ' _ arv-Geperal was copsidered to have sufficient
experience to prepare these two studies. It may be relevant to note that the
consultant. engaged hed previously written a paper on "the use of space in the
developing nations", which, it was felt, clearly indicated his familiarity with the
subject-matter of the research. It was not an easy.tagk to Tind s research
consultant who was familisy with the subject to be studied and who could also work
as a researcher on a full=time basis—for—the—short—peried—of-three~-months——.

-
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paragraph 239

41. In this paragraph, the Inspectors state three basic criteria, which they feel
ghould prevail in determining the fees paid to consultants by the United Nations.

The Secretary-General agrees with the first prinmcirple, namely, that 'emoluments
should be based on present duties, not on former one " With regard to the second’
proposed principle, that "oonsultants' fees should in no case exceed the equivalent
of D-1 {step 1)", the Secretary-General finds no basis for such a conclusion.

Given the present state of the labour warket, the imposition of such a 1imit cn

the engagement of consultants would ninder the flexibility necessary to conduet the
Organization's operations and, in fact, it is believed that it would preclude the
United Nations, in many cases, from obtaining the required services when 2 high-
1evel consultant is needed. Likewise, the Secretary-General has strong

reservations about the applicability of the third principle, namely, that when
former staff members are hired as consuliants, their pension and fee should be
related to their monthly salary at the time of retirement. As has been stated
previ5ﬁ§I?;*éﬁéh“a“iimjtaticn“Wouid apply & discriminatory standard of compensation
sor former staff members. Cutside earnings are not considered when engaging
consultaﬂfé"ﬁthéf%?Tﬁﬁffbrmer—staffﬁmembers*or*w%en«engaging regular staff members;
there is;nOvPeasonJw%yLeu$sideyeannings.shouldrbe.considered in the case of former
gtaff members. '

Pafégraph 241

42. The Secretary-General is satisfied that contracting for consultants for longer
periods and the clearance of fees should continue to be the funection of the Office

of Personnel Services, under the direction of the Assistant Secretary-General for
Persormel Services. The Assistant Sec? tary-General for Personnel Services, in
accordance with normal practice, will cbnsult, as required, with the Under-Secretary-
Genersl for Administration and Management, should any instances arise in which the
length of the term or the rate of remuneration proposad appear to be in excess of
normsl limits. Naturally, there must continue to be careful consultation between

the Office of Persomnel Services and the office substantively responsible for the
study. - e e e

Paragraphs 255 to 266“

43. The Secretary-General has duly noted the observations of the Joint Inspection
Unit concerning the evaluation and certification of services renderned by consultants

2ad—nds, ' o5 ip those units, resorting to a great
extent to consultants' services. _ ' '

Paragrargh 271

. _oBb. Under this paragraph, the Inspectors conclude that, based upon their

investigstions., recourse to consultants by the United Nations 1s exeesslve, and

théy call for the exercise of more effective controls. The Secretary-General has
reviewed the system of controls, many of which have been in existence for a number
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of years. He agrees that these should be revised and modernized, and he plans to
undertake a comprehensive overhaul of procedures and practices with a view to
bringing them into line with present-dey requirements. On the besis of his review
of the question of usage, however, the Secretary-General continues to hold the
view that, in general, the use which has been made, and continues to be made, of
consultants is reasonable and can in most instances be justified. The detailed
review thet has been carried out by the Joint Inspection Unit makes it clear that
improved procedures and controls are needed. However, he is not convinced that
the use of consultants is disproportionately large in relation to the total budget
or that funds for consultants can, or should be, arbitrarily reduced below the ’
levels which the Advisory Committee on Administrative and Budgetary Questions, on
the basis of its detailed examination of the budget estimates, has recommended in
the normal way. :
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1. .The Advisory Committee on Administrative and Budgetary Questions has studied
the report of the Joint Inspection Unit on the above-mentioned subject and also.a.
written statement embodying the comments of the Secretary-Ceneral on that report
{A4/9112 and Ad4.1). '

2. As the Secretary-General hes stated that the comments in part D of his i
report are not intended as a rebuttal of the cbservations of the Joint Inspection : |
Unit (even though some of the comments appear to have that intent}, the Advisory |

Committee has concentrated its attention on parts A, B and C of his report. ‘!

Inspection Unit report constitutes a thoroughgoing enalysis of the use of S !
consultent services in the United Nations system. It recognizes that the use of ‘ :
consultent services is consonant with the need to respond promptly to new

3. The Bdvisory CdmmittEE”égrées'wiﬁh*fhe”Secretary-Géﬁé?ﬁl“fhat‘tth&oint*“' |
‘ H
reqiivements in specialist fields. But the employment of. experts and consultents : ?
|

should be subject to striet criteria, and they must not be regarded as just snother
squree_af it ma; > be used as_a supplement to departmental manning
tables. - - et e

|

b,  As shown in the report of the Becretary-Generval (A/9112/Add.1, para. 12), Jid

recourse to consultant services is not spread uniformly throughout the Secretariat. H ! :

It is very largely concentrated in three units: - the Department of Eeonomic and :E“
==8ocial Affairs, UNCTAD and UNIDO, which between them—heve—accounted for close-to a1
~J0-_per—cent of &1l consultants and experts employed in. the United Watioms during ‘iﬁl
recent years. ' i

Th-18825 | ' e I
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5. The thrust of the report of the Joint Inspection Unit is that over the yesrs
consultant services have not been used as efficiently and productively as might
have been expected. The Inspectors indicate that such a situation could only
have arisen because even in areas where proper rules existed they have not

| invariably been applied with the required degree of consistency and rigour.

gl The Advisory Committee endorses that view.

‘M' [y
|

X 6.  As the Inspectors indicate in parasgraph 12 of their report, the Advisory

! Committee recognized as far back as its report om the budget estimates for 1947
(A/336) that there are occasions when the employment of experts and ccrsultants
is warranted. The Committee feels, however,that there is need for the
development and application of criteria to be used in determining and dellmltlng
the areas in which consultant services may be utilized.

" 7. For instance, the Secretary-General states in paragraph 10 of his

o e-—chgervations that, "with the disallowance of a sizable number of new posts

' requested for the regular budget esteblishment, increased reliance will, perforce,
hare-fatﬁé*ﬁlaned on the"use"*f*eeﬁSﬁltaﬁfs“' The Advisory Committee cannot

Other observatlons by the Secretary—Generel provide additionsl evidence of this
apparent lack of z clear concept of when and where recourse to services of experts
and consultants cen be justified. -He states, for example, that "it sometimes
happens that the Secretary-General iz obliged to hire experts or consultants
because of & sudden incresse in work..." (ibid., para. 15), that "the Secretary-
General may have to engage an expert or consultant in order to cope with essential
work in order to allow the flexible use of existing staff to meet other urgent
demands (ibid., para. 16), and that there may be cases where "the regular staff
does not lack knowledge or expertise, but simply lacks the free time to do the
Job™ (ibid., para. 17).

8. The Advisory Committee does not consider the above criteria as valid

Justificgbion for the recruitment of experts and consultants. It feels that such

recourse should be restricted to short-term needs for skiils of a_type or level
Tdot readily available within the Secretariat. Other means, such es redeployment

of staff or yecourse . ic temporary.assistance should normally be employed to

meet changing programme requirements.

9. In the Committee's view, a-more effective- ut111zatlon of manpower reéesoulces
within the Secretarlat could reduce the need for outside expertlse and prevent
e N oAUt ekt the--Inspectors—provides
g : examples. Furthermore, the Committee believes that there is need to develop
Hinwx_=====;wlder_sources ofrecruitment., through the—esteblishment, for instance, of

rosters of qualified consultants, more adequate criteria for the selection of
experts; and more precise standards for determining Tevels of remuneration.

In connexien with the last point, the Committee draws attention to prevalent
practice in several natioHal government ‘services which DlICEs Timitations on the

dgmount of compensation that may be paid for contractual services performed by
former public servants in receipt of pensions. The Committee also agrees with .
_the hope expressed by the Inspectors in parsgraph. 200 of their report that existing
rules governing the re-employment of retired staff as consultants should be more
" strictly enforced. :
SNV AR
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10. In the Committee's view, the terms "expert” and "consultant™ can be used
ipterchangeebly (and they have been so used in this_xepgrtlL,ﬂﬂqﬁcontrast, the
committee agrees with the Inspectors thet a distinction is called for between
consultants used on an individual basis and ad hoe groups of experts, for the
two do not Ffulfil the same type of requirement. The Committee Teels, therefore,
that the terms "consultants" and "ad hoc expert groups" should be retained and
that little would be gained by replacing them with the term "ocutside expertise™

as suggested by the Inspectors in their report (recommendation 1).

Comments on the main recommendsations

11. In paragraphs 8 to 13 of his report, the Secretary-General explains why

he feels unable to accept the Inspectors' recommendation that annual expenditure
en consultancy serviees -should not exceed $2.25 million. +he Adviscry Committee
agrees with the Secretary-General that across-the-board cuts are not consistent
with programme—budgetingsunder—vwhich the need for resources must be directly
related to each programme. At the same time, it should not be assumed that the
Inspectors' recommendation is of a purely arbitrary nature since it was clearly
made after a detailed review of existing procedures =nd practices. UNor should the
~fact that the Advisory Committee had recommended a higher figure be regarded as
invalidating the Inspectors' recommendation, since the Advisory Committee
formulated its own recommendation before it had access to the Inspectors' report.
Nevertheless, in view of the continuation of inflationary trends and the
fluctuations in exchange rates, the Advisory Committee would not now recommend
any reduction in the provision made in the programme budget for the 19T74-1975
biennium. The Committee believes, however, that despite such cost increases

the Secretary-General should ensure that expenditure for consulteancy services

15 maintained within the approved figure and that no supplementary estimates are
bresented under this heading.

12. The Advisory Committee agrees that there is néed for more Getailed information
on the use of experts and constltants thar is provided now in the biennial

budget. Therefore, it cannot subscribe to._the Secretary-General's comtention

that "recommendstion 2 has been met in the budget" (ibid., para. IL). It also
understands that the Secretary-General has not so far consulted the Joint
Inspection Unit in this connexion, despite the statement in paragraph 14 of his
report. : : - ' : : '

13. The Advisory Committee agrees with the thrust of recommendations 3 and k.
However, the Committee shares the Secvetary-Ceneral's reservations regarding

subparagraph 3 (a).

1%, Thé.Advisory Committee agrees_with recommendgtion 5 of the Joint Inspection
—— Unit report, but accepts the Secretary=General™s reservacion that it should not
.. be-interpreted so strictly ds to deprive him of the necessary degree of flexibility.

15. The Advisory Committee acecepts recommendation 6, to which the Secretary-
General hag also subseribed.

”l/k-;l
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16. In accordance with recommendation T, the Committee urges the Secretary-
General to submit promptly to the General Assenmbly a concise report on the
specific measures which he proposes to take in the light of the report of
the Joint Inspeection Unit in order to secure the timely and effective
implementation of its récommendations. :




