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I. INTRODUCTION

1. In the United Nations Secretariat, as in any other administration,
recruitment plays a decisive role in personnel policy. 1In fact, personnel
policy itself begins with recruitment and it is on recruitment that the
quality and, hence, efficiency of staff depends to a significant degree.
Therefore, recruitment policies and methods have been an area of continuous
concern to the Joint Inspection Unit. The present report deals specifically
with the "Medium-Term Plan of Recruitment, 1983-1985" which, based on the
principles governing recruitment as contained in Articles 97 and 10l of the
United Nations Charter and relevant provisions of the General Assembly
resolutions, constitutes a major attempt by the United Nations administration
to ensure adequate representation of all Member States in the Secretariat as
well as to achieve the established goals with respect to the representation
of women.

2. The Charter and General Assembly resolutions also determine both

the role of the Secretariat as one of the principal organs of the United
Nations (Article 7) and its composition. In order to implement the principle
of equitable geographical distribution, the General Assembly, in some of its
resolutions, particularly resolutions 3417 A(XXX), 33/143, 35/210 and 37/235,
established a number of specific targets, goals, guidelines and time-limits
with regard to the geographical and sex distribution of the staff to form

a systematic approach to recruitment which Member States wish the Secretariat
to apply.

3. With no noticeable results achieved in this field, the Secretary-General
in order to improve the situation committed himself to the '"Medium-Term Plan
of Recruitment, 1983-1985." The Plan was designed primarily as an instrument
to provide the policy framework for recruitment activities of the United
Nations Secretariat, defining recruitment priorities, setting guidelines and
recommending methods for attaining the targets which have long been sought

by the General Assembly. A detailed description of the purposes and goals

of the Plan is contained in Chapter II of the present report.

4. An analysis of the results achieved so far, seven months before the

Plan is due to expire, is given in Chapter III. The Inspectors share the
concern of Member States over the lack of progress with respect to the
situation of unrepresented and under-represented countries, as well as towards
a balanced geographical distribution and the proportional increase in the
number of women in the Secretariat, as expressed again in resolutions

38/23 and 39/245 of the General Assembly.

5. With this in mind, the Inspectors make suggestions in Chapter IV, aimed
at introducing some changes in recruitment policy, improvement of recruitment
methods and, eventually, at attaining a more balanced composition of the
Secretariat. They believe that before a new recruitment plan is developed

the Secretariat would undertake an in-depth analysis of the factors which
prevented the realization of the principle of equitable geographical distribu-
tion in general, and implementation of the 1983-1985 Plan in particular.

6. The Inspectors hope that the recommendations and conclusions presented
in their report will be taken into account during preparation of a new Plan,
especially those which concern the suggested system of desirable ranges.

7. During the preparation of the present report the Inspectors had useful
discussions with a number of officials in the Secretariat. To all of them, the
Inspectors express their appreciation.
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A. Purposes
9. The Plan was intended to serve the following specific purposes:

a) to provide the policy {ramework for the recruitment activities
of OPS, departments and offices, regional commissions and other organizational
units of the Secretariat, defining recruitment priorities, setting guidelines,
and recommending methods for reaching the goals of the Plan;

b) to be a managerial tool for OPS and more particularly the Division
of recruitment to meet management needs of department and to enable it
to monitor progress towards the achievement of specific General Assembly
targets;

c) to be used as a reference source in the exchanges which OPS has
with Member States showing how representation of Member States may be affected
through the various stages of the Plan's implementation.

B. Goals

10. The three-year Plan was selected by OPS to cover the second year of
the 1982-1983 budget biennium and the complete 1984-1985 biennium which
would allow subsequent plans to coincide closely with budget cycles in two-
or four-year spans. OPS envisaged that the Plan for each year of the three-
year period would become the Annual Work Plan for that year as mandated by
the General Assembly resolution 35/210, Annex Part [I, paragraph 8 and
confirmed in resolution 37/235. OPS also proceeded from the premise that
each recruitment plan should be an integral part of an overall plan dealing
with all aspects of human resource management: career development, training,
personnel administration, etc. so that the recruitment of outstanding
personnel is complemented and nurtured by maintaining of the quality of
those in service both in the interests of the Organization and the staff
members. However, before a larger programme of this kind of co-ordinated
action could be developed this Plan had to be solely as a recruitment plan
while clearly indicating the specific points of contact with other aspects of
human resource management. Based on the above-mentioned Charter provisions
and General Assembly directives, the Medium-Term Recruitment Plan focused
more specifically on two recruitment goals:

a) to raise the level of representation of all unrepresented and
under -represented countries to the lower limit of their desirable ranges; and

b) to improve the representation and the level of appointment of women
on the staff of the Organization.

1/ A/C.5/37/SR.13, p. 3.
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C. Priorities and projections

11. In connection with goal (a), it will be recalled that as at the end of
1982, i.e., just before the Plan was launched, there were 15 unrepresented and
26 under-~represented Member States or more than 26 percent of the total
membership. Given the magnitude of the figure, the first priority in the
Medium-Term Plan of Recruitment for 1983-1985 was accorded to candidates who
were nationals of these States, with special emphasis placed on those which
were unrepresented. For the latter, the number of posts needed to bring them
within the range by the end of 1985 were set aside before allotment of any posts
to under-represented Member States. The Plan specified annual targets for un-
represented countries (1983 - 12 posts; 1984 - 12 posts and 1985 - 13 posts)
and principal methods to be used for their attainment with respect to each
Member State (recruitment missions, competitive examinations, invitations to
submit qualified candidates for specific posts without examination, special
contacts with governments and non-governmental institutions to solicit
candidates, roster search and regular recruitment).

12. As far as the whole group of unrepresented and under-represented
countries is concerned, the goal set in the Plan implied, in practical

terms, that out of 300 vacancies projected for each year (vacancies at

D-2 level and above were excluded) 50 percent or 150 2/ posts were to be
allocated for nationals of unrepresented and under-represented Member States.
Thus 450 posts were regarded as sufficient to bring within the range not only
unrepresented but all under-represented countries by the end of 1985. Speci-
fically, by the end of 1983, 17 of the 26 under-represented Member States
should have reached the lower limit of their desirable ranges; by the end of
1984 -~ 18, and by the end of 1985 all the remaining States, including those
most severely under-represented as of December 1982 (German Democratic
Republic, the Federal Republic of Germany, Japan and Saudi Arabia).

13. The other 150 posts were reserved for regular filling of vacancies
by qualified candidates, whether inside or outside, including those from
over-represented countries. However, the Plan provided that the latter
should not exceed 10 percent of total recruitment. Those 150 posts also
included about 30 posts at P-1/P-2 level (30 percent of all P-1/P-2 posts)
reserved for G-to-P promotion in accordance with resolution 35/210 of the
General Assembly. The remaining posts at P-1/P-2 level were intended for
young professionals from unrepresented and under-represented countries
recruited through competitive examinations.

2/ In its resolutions the General Assembly requested the Secretary-
General to establish a target of 40 percent of all vacancies for the
appointment of nationals of unrepresented and under-represented countries.

However, OPS calculated that with the Plan successfully implemented with
only 40 percent of the pool of vacancies, four countries, che most

severely under-represented, would remain under-represented. Therefore,
additional 89 posts (Saudi Arabia - 2, German Democratic Republic - 7,

the Federal Republic of Germany - 28, Japan - 52) had tc be allocated

to these countries. In view of this the Secretary-General decided to
provide 89 additional posts through raising the number of posts intended

for un- and under-represented countries by 10 percent. Thus, all 150 vacancies
(50 percent) comprised 12 posts reserved for unrepresented countries as
referred to in para. 11 above, 81 posts to compensate for annual separations
from service of staff members from under-represented countries and 57 posts
to improve representation of under-represented countries.
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i5. OFS considers the attainment of the 25 percent overall target of women

in the Secretariat not Terely a recruitment exercise but a far more complex

task inveoiving the whole Office of Personnel Services and other departments

and offices as well. Apart from large numbers of separation among women which
is considered to be beyond the control of OPS, there are also obstacles to
recruiting women such as the limited availability of qualified women candidates
in certain occupations ard from certain countries, as well as a pattern of
implied or overt bias - patterns not limited to specific countries, professional
groups or organizations.

16. In view of all the obstacles and difficulties, OPS set the target

for 1983 of at least 25 percent of all appointments at all grade levels

to be women. If this target were attained, a higher percentage should have
been sought in 1984 and 1985. Accordingly, the Plan incorporated two main
recruitment guidelines to be followed during the three-year period:

a) a modified recruitment principle which, under certain conditions,
gives preference to female over male candidates; and

b) special measures directed at selected target countries, having
a considerable impact on the appointment of women.

3/ The modified principle provided: "Whenever qualified male and
female candidates have applied for a geographical post and the female
candidate is not from an cver-represented country she should be preferred
to a male candidate unless he is from an unrepresented or under-represented
country and she is not."
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ITI. MEDIUM-TERM PLAN OF RECRUITMENT, 1983-1985:
RESULTS OF IMPLEMENTATION

17. Although it may seem that an analysis of the results of the 1983-1985
Medium-Term Plan of Recruitment seven months before its expiration is somewhat
premature, it is nevertheless justified on the following grounds. First, as
the data presented below suggest, the 1983-1985 Plan has not been implemented
and it appears unlikely that in the remaining period the situation will alter
substantially. Second, the outcome of the 1983-1985 Plan is to be discussed

at the fortieth session of the General Assembly and delegates may be interested
in having a critical view of the recruitment policy (contained in Chapter IV)
before a new recruitment plan is developed.

A. Unrepresented and under-represented countries

18. According to the latest data available (as of 31 May 1985) there has
been no tangible progress registered with respect to unrepresented countries.
Of 15 Member States unrepresented at the end of 1982 only St. Lucia and
Suriname have left the group becoming both within their desirable range.
During the period under consideration, two countries joined the Organization:
Brunei-Darussalam (actually unrepresented); St. Christopher and Nevis (within
range). Therefore, as of 31 May 1985 there still were 14 Member States unrep-
resented. The number of posts needed to bring all unrepresented Member

States within their ranges is now 31 posts (against 37 in 1982).

19. It will be recalled that at the end of 1982 there were 26 under-
represented Member States. As of 31 May 1985, 12 of these countries became
within the range (Cape Verde, Dominica, Israel, Libya, Netherlands, Norway, Oman,
St. Vincent, Seychelles, Spain, UkSSR and Venezuela). 4/ However, they

continue to be below their respective mid-points: Cape Verde (-5),Dominica (-5),
Israel (~6), Libya (-4), Netherlands (-3), Norway (-4), St. Vincent (-5),
Seychelles (-4), Spain (-3), UkSSR (-4), Venezuela (-5). The USSR was

within the range at the end of 1982, later became under-represented and was
brought back within the range in May 1985.

20. There has been no significant changes in the staff position of the
majority of Member States remaining under-represented. However, it it worth
mentioning that staff position of the most severely under-represented Member
States somewhat improved, although their number of professional posts is
still significantly below the lower limit of their desirable ranges. German
Democratic Republic requires 10 posts (17 in 1982) to be within the range;
Germany, Federal Republic of - 24 (40 in 1982) and Japan - 55 (64 in 1982).
On the other hand, Saudi Arabia's difference between the lower limit of

its desirable rangc and staff position has grown. Now it requires 14 posts
to become within the range against 9 at the end of 1982. OPS considers

that to bring all currently under-represented Member States within the range
123 posts are needed.

21. As noted in para. 12 of the present report, all unrepresented and
under-~-represented Member States were to be brought within the range given

a successful implementation of the 1983-1985 Recruitment Plan. However,
taken together, these countries (28 against 41 in 1982) represent 17.6 percent
of the membership of the Organization. According to the Plan, in 1982 they
needed 207 posts {separations excluded) to reach the lower limit of their
desirable ranges, at present they still require 154 posts to attain it.
Therefore, it may be concluded that net improvement in the staff position

of unrepresented and under-represented Member States amounted to 53 posts or
only 25.6 percent of what was planned, a result which cannot be judged as
satisfactory.

4/ Apart from Israel, Norway and UkSSR, each of these Member States
needed only one post to leave the group of under-represented countries.
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C. Over~-represented Member Stazes
23. Anoither major ‘ncication ol the non-fulfilment of the Plan is the growing

number of over-represented Member States. As of 31 May 1985, this list
comprised 33 Member S:ates against 29 at the time when the Medium-Term Plan
was launched. Taken together, the over-represented countries have 438 or
250 posts above their mid-point and upper level of desirable ranges, respec-
tively.

24, The reason why the unsatisfactory situation continues to persist with
respect to the equitable geographical distribution of posts and implementation
of the provisions of the General Assembly to this effect lies essentially

in the United Nations recruitment practice. As documentation provided by the
Secretariat suggests,during the first 18 months of the implementation of the
Plan, 225 appointments have been made to posts subject to geographical
distribution. Nationals of over-represented countries have been appointed

to 40 or 17.8 percent of these posts, even though the Medium-Term Plan
established, as an indicative target, a maximum limit of 10 percent. By
contrast, the nationals of under-represented countries represented

only 20.5 percent of the total staff recruited, a percentage still very far
from the target of 40 percent set by the Assembly. Apparently, 50 percent of
all appointments made in this period concerned nationals of States which had
been above the mid-point of their desirable ranges. In addition to this
general observation, an example may be cited of one Member State, which while
being represented six times over the mid-point of its desirable range as at

30 June 1982, received three additional appointments for its nationals by June
1983 and another by June 1984. As at 30 June 1984, another Member State had more
nationals on the staff of the Organization at the senior levels than the mid-
point of its desirable range. From the foregoing, it may be concluded that
the geographical balance in the Secretariat will not improve no matter how
good and sound a recruitment plan may be, unless all those concerned make
rigorous efforts with a view of implementing it.

D. Developing countries

25. Representation of developing countries on the United Nations staff

is a somewhat special problem. It will be recalled that in several of its
resolutions, including resolution 39/245, General Assembly requested the
Secretary-General '"to increase the representation of developing countries in
senior and policy-formulating posts, while safeguarding the principle of
equitable geographical distribution in accordance with relevant resolutions

of the General Assembly." The comparison of the actual number of nationals

from developing countries in posts at D-1 level and above with the situation

of the same countries which existed before the thirty-fifth session of the
General Assembly shows that during this period significant changes have occured.
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Table

Number of developing Member States' nationals
in posts of D~1 level and above, by region as
et 31 December 1984 (showing corresponding
numbers for 30 June 1980).

Level Sub-
Region USG ASG D-2 D-1 Total
Africa 6 2 13 46 67
(7 (1) (6) (33) (47
Asia and the Pacific 6 7 9 38 60
(5) (2) (11) (36) (54)
Latin America 2 1 14 22 39
(3) (2) (4) (20) (29)
Middle East 2 - 6 17 25
(2) (2) (4) a7 (25)
North Americs and - 1 2 5 8
Caribbean (-) (1) (1) (4) (6)
Total 16 11 44 128 199
a7n (8) (26) (110) (161)
26. Indeed, the table suggests a substantial increase in representation

of developing countries at levels D-1 (+18), D-Z (+18) and ASG (+3), while
the number of posts filled by nationals of developing countries at USG

level in 1984 was 16 ageinst 17 in 1980. The total increase in the rep-
resentztion of developing countries in senior and policy-formulating posts
amounted to 38 posts. Given the overall increase in these categories of
posts in the United Nations Secretariat during the period under review (from
366 ir 1980 to 410 in 1984), the proportion of developing countries rose from
44.0 to 48.5 percent. 5/

E. Recruitment of women

27. In a resolution adopted at its thirty-eighth session the General
Assembly once again expressed its concern over the lack of progress towards
increasing the proportion of women in the Secretariat and, in particular,

the failure to reach the target set out in Section III of resolution 33/143.
By resolution 39/295, the General Assembly took note of the decision of

the Secretary-General to designate, on a temporary basis, a senior official
with the title of Co-ordinatcr for the Improvement of the Stetus of Women

in the Secretariat who would review the situation of women in the Secretariat
and make proposals for its improvement. It also requested that the Co-
ordinator be provided with &ll necessary assistance for carrying out effectively
all the tasks assigned.

5/ The figures reflect the number of nationals on board at senior
levels.
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F. ELntities in the recruitment process and their
responsibilities

29. Although non-compliance of the existing recruitment practice with the
United Vations recruiliment policy as defined in the Charter and the General
Assembly rescolutions is obviously the most important cause of non-implementation
of the 1983-1985 Medium~Term Recruitment Plan, the [nspectors cannot confine
themselves to this general observation. They are quile aware of the fact

that a number of factors have contributed to make the Plan largely ineffective.
Therefore, in an attempt to meet the request made by Member States as to
presentation of clear and precise information on fulfilment of the Plan the
present report dwells not only on the efforts made to implement the established
policies and on the factors that have hampered to attain the respective goals
but alsc on the measure of responsibility of each actor involved in the
recruitment process and actions which might be taken to redress the present
unsatisfactory situation. In Lhis connection it may be noted that each entity
of the Secretariat concerned with recruitment (Office of Personnel Services,
departments and offices, appointment bodies) have a specific role to play

from the initial stage of recruitment - the identification of a vacancy and
the search for a qualified candidate - to recommendation for appointment

to the Secretary-General. The attainment of the targets and objectives of

the Plan is also dependent upon Member States. That is why the Secretary-
General stated that successful implementation of the Plan required not only
concerted efforts on the part of the entire Secretariat but the very close
co-operation of Member States. 6/

1. Member States

30. Member States could play a more active role in the United Nations
recruitment process as requested by the Secretary-General in his above=-
mentioned statement. Governments are often in a unique position to undertake
an active search and to nominate candidates. Moreover, in many Member States
specialists needed by the United Nations can be found in the civil service.
In this respect, it may be noted that nearly /0 Member States are already
practicing secondment for United Nations jobs, which not only avoids '"brain
drain' but, on the contrary, strengthens the national civil service as
employees having extensive United Nations experience re-enter these services
after their contracts with the Organization expire.

6/ AfC.5/37/SR.13, p. 3.



2. The Secretariat

31. In his statement of 27 January 1983 to the heads of departments and
offices on personnel and budgetary issues, the Secretary-General referring

to his commitment to bring all unrepresented and under-represented Member States
within desirable ranges by the end of 1985, also indicated his intention

to monitor geographiceal distribution not only in the Secretariat as a whole
but in the major departments and offices. Equitable geographical distribution
could only be achieved over-all if individual departments and offices also

have a reasonably baianced geographical distribution. In a memorandum of

i3 b ay 1983 circulated to the heads of departments and offices on the implemen-
Medicom-Term Plan of Recruitment for 1983-1985, che Secretary-

tea that "the implementation of the three-year medium-term
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ription above it follows that the chief function of OPS

is to formalsat 1y the personnel policy of the United Nations and
to recruit and administer staff of the Secretariat, except in so far as the
authority to take reievant decisions has been delegated to other offices,

T
to be exercised accordance with the policy of the Organization as
announced by the Secretary-General's bulletins, administrative instructions
and such guicdelines as may be issued by the A551stant Secretary-General
for Personnel! Services. It will be recalled that delegation of authority
was brought about in accordance with the decision of the General Assembly
taken at its 2324th plenary meeting on 18 December 1974. However, the
Assembly's decision required the Secretary-General to take into account
the comments of ACABG that the delegation of authority should not weaken
overall central ccntrol.

34. In December 1980, following the adoption of resolutions 35/210 and 35/211
by the General Assembly on personnel questions and administrative reforms,

the Secretary-General entrusted OPS with the overall responsibility for
attaining the objectives sought by the General Assembly, as laid down in
resolutions 31/26, 32/7, 33/143, 34/219, 35/210 and 35/211. For the above
purpose and within the administrative structure OPS was made directly
responsible to the Secretary-General. 7/

7/ See ST/SGB/180, 24 December 1980.
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8/ See A/C.5/39/9.
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Secretary-General, while explaining the poor results of the Medium-Term

Plan two years after 1t had been launched, laid special emphasis on two issues.
First, for the great majority of departments the Medium-Term Tlan of Recruit-
ment still appears as a coercive method, and therefore, an artibrary

limitation of their management prerogatives. Second, whatever 1ts degree

of flexibaility, the recruitment plan 1s difficult to reconcile with a
decentralized administrative structure 1n persornel matters sach as ex:sts

in the Secretariat.

4l Notw:ithstancirg *he existence of a number o2 c.rce.ar- _.ss 2a by -.e
Secretary-General on respectise terms of referch.ec ¢f €25 o~d (ustant he
aenartmerts in tiis field. a furdamertal proh e™ 1= exe.c -~ _ 2.T 0T,
as regaras personte decis.o™s st.ll esists. Lo. _ne e o oe oLy
6f IPS ard tuat of co-ordirat.ior netviee 0P8 m¢ 0L er e2- .. .2 TJO ve 1T
tae recruitmart Jrocess a-e apverent. St.l [ oa . teo oo =7 =Ta¥ MeMls
ac. 1nazependently of OPS in personrel —et.crs 2seC a T~l.2 T T Ll
rec-Liimenc, L us weakeulng -1e role of OPS. 7 -r=lore L2 msL0C SlE ChT e
Tha. grealer attert o™ stou e giver Lo foria a o7 o 27" . - 25
vhicp sho_ic e were exdii. - as far 28 Lhe a2 - 0 1 T~ -~ ~rmheor
et T oa Y owcul” stie gt T N s o3 LDOYT_. v o w. /.8 2T =z s o7 ces
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Assent’v ~esgol iL.cno
Ls, “he Ip-pecTtors 2'80 Co' 27¢ .13 I'e ace N > o2 8."eren
- erad _f _rese Jlideliies sosec [v tie

2) Tr alc * or ¢ tt- oreral’ _espuas. ) - ST
objectives roferres to 1m pe agr2dt 34 acorl oo ¢« ~>.  , ".sT0T: b ¢
"o .Pe Secrecary-Conera o~ he .rolevercal 7 oo < L r=» . .ars

oY Waiie reporting to T2 Semersal Assem.. oD . €Me . LUT T2
“uture plans and compositior »f ctre Socrecar.-o PSS s N~ s ~forTo 107
by department srowing ti0se wiitch do ~Cc cOrd y v T .~ gs.ax shec A z2ebs
ana he reasons Or NOT-COTp._arce.
43. In add.z:ion .o tne mazor causes clLtlirec ~ pacra. £ 2bowe, o1 L0
whichk equitable geographice distr-baticon in _e.eva. ar¢ _oe ta-geils of
the 1983-1985 Medium~Term Recruitment Plar. . varifictla~ ave ™ot bcen
reacned, the third one 1in 1he Inspecturs op 1 on, lles .0 .madeqrac ;s OI

the guideiires. The Inspectors conoider tnat a sormewher 2. fa-c—f apdroacH
1s required for attaipment of the targecs set o.t by .re Generar Asserbly
on the conpositior of the United Naticms Secretar.at. 7~ s ajproacn 1s
discussed in Chapter IV of tne present report
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Iv. SUGGESTIONS FOR THE ATTAINMENT OF EQUITABLE GEOGRAPHICAL
DISTRIBUTION OF POSTS IN THE UNITED NATIONS SECRETARIAT

44, "The equitable geographical distribution'" has been under discussion

in the General Assembly for almost four decades now. Those who participate

in discussions of this longtime issue, generally, recognize that the principle
of the equitable geographical distribution is far from being implemented in
the United Nations Secretariat. Hence, there are so many complaints made
about un-, under- or over-representation, representation at higher and policy-
making levels, etc. etc.

45. Obviously, there is a need to recall relevant United Nations documents,
including above all, the United Nations Charter, General Assembly resolutions
and statements by governmental delegations concerning "equitable geographical
distribution'" and composition of the Secretariat.

46. Recruitment is of overriding importance for the realization of the
equitable geographical distribution and for this reason a special emphasis
needs to be made on this particular element of the personnel policy of the
United Nations Secretariat. With respect to recruitment, the Charter specifies
that ''paramount consideration in the employment of staff and in the determi-
nation of conditions of service shall be the necessity of securing the highest
standards of efficiency, competence and integrity', and that "due regard

shall be paid to the importance of recruiting the staff on as wide a
geographical basis as possible'. Both principles are crucial for the role

the Secretariat has to play in the United Nations activities. In this
connection the Preparatory Commission observed that '"while the responsibility
for the framing and adoption of agreed international policies rests with the
organs representative of the Members - the General Assembly, the Security
Council, the Economic and Social Council and the Trusteeship Council - the
essential tasks of preparing the ground for these decisions and of executing
them in co-operation with the Members will devolve largely upon the Secretariat.
The manner in which the Secretariat performs these tasks will largely determine
the degree in which the objectives of the Charter will be realized". 10/

47. Proceeding from this observation and elaborating on the above-mentioned
principles of the Charter, the General Assembly, in its resolution 153(II),
explicitly stated that "in view of its international character and in order
to avoid undue predominance of national practices, the policies and
administrative methods of the Secretariat should reflect, and profit to the
highest degree from, assets of the various cultures and the technical
competence of all Member nations." Nearly 30 years later, the General
Assembly reaffirmed this idea in resolution 3417(XXX) when it decided that
"the principle of equitable geographical distribution of the staff requires
the Secretariat to reflect adequately the diversity of cultures and attitudes
of all Member States." 1In order to reflect these the General Assembly, in its
resolution 34/219, requested the Secretary-General to submit to it "a study
dealing with an indicative evaluation of posts so as to ensure that Member
States will have a balanced quantitative and qualitative representation'.

lg/ Report of the Preparatory Commission of the United Nations
(PC/20 of 23 December 1945, Chapter VIII, section 2, para. 1).
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States brought into their desirable ranges, there would still be no equitable
geographical distribution unless these ranges are modified and other major
obstacles dealt with below in the report are removed.

A. Present system of desirable ranges

52. The first and most crucial obstacle is the existing system of desirable
ranges which, if continued to be applied, would never result in equitable
geographical distribution. As mentioned above, equitable distribution of
staff means that all Member States should be at mid-point of their quotas
without leaving out a single vacant post. In other words, in order to achieve
this goal, the number of posts needed for un- and under-represented countries
to reach that position should be taken from the countries above their mid-
points. However, the present system of desirable ranges permits every country
to have 15 percent of posts in addition to their mid-points, which could be
filled only at the cost of making other countries unrepresented or under-
represented. For a long time, many countries have been given this opportunity
and at present they are well above their mid-points. Some of them are even
beyond their upper level and still allowed to fill about 10 percent of all
vacant posts in the Secretariat annually. As at 31 May 1985, only 14
countries were at their mid-point while 81 were below and 64 above this point.

53. Therefore, in the view of the Inspectors, this system, which can hardly
be called equitable, should be modified. 1In the first place, it should be
based only on mid-points of the present system. This implies that mid-point
should be considered the upper limit and that no national of a country

should be recruited, except in very special circumstances under Secretary-
General's authority as Chief Administrator, if as a result, this limit is
surpassed.

54, Taking into account that turnover of staff in the Secretariat is about
10 percent a year, each country should have the lower limit of posts of not
more than 10 percent below the mid-point. For example, a country with a
present minimal desirable range of 2~14 posts will have range of two to

eight posts 11/ and a country with a maximum desirable range of 407 to 551
posts will have range of 431 to 479 posts (479 is the present mid-point

and 10 percent, or 48 posts, is turnover). However, one more factor should
be mentioned: since present regional mid-points include population reserve
allotted to each region, the latter should also be distributed among countries
of each particular region according to their population size. Therefore,

some fraction of population reserve should be added to those countries whose
population is large enough for that. 1In this case some countries which are
now over-represented will be much closer to their mid-point or even below it.

lL/ In the Inspectors' opinion, for small contributors the minimal level
of not less than 5.75 posts down from the mid-point, as specified in General
Assemly resolution 35/210, should be retained.
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percent. Accordingly, if all P-5 posts (635) were taken, they would be
distributed as follows: 86, 115, 78, 147, 49, 36, and 124. And this procedure
should be applied to each grade from P-1 to USG.

60. When this is done, it will be necessary to use the same procedure

for the distribution of posts, by number and grade, among countries according
to their new mid-points, including their present mid-points and some fraction
of population reserve to which they may or may not be entitled depending on
the size of their population. Of course, there might be some difficulties,
at least at the beginning, in distributing posts at different, especially at
higher levels,but this problem could be resolved by means of a weighted
system of posts. The present system developed by the Secretariat is based only
on one factor - salaries - and may not be altogether satisfactory. Indeed,
one may argue that the post of the Secretary-General is equal to two posts
P-2 but which is certainly not comparable in terms of responsibilities.

Thus, the present system which for unknown reasons is not being used may be
evolved by introducing other relevant factors, level of responsibilities,

for example.

61. Given this system, it would be possible to distribute posts more

equitably because all countries could have posts at higher levels or their
equivalent by way of posts rotation, for example, every five years. This period
of time seems to be the most reasonable since it is widely used by many organi-
zations in the United Nations system, including the United Nations itself.

62. With the new system of desirable ranges taken into consideration, OPS
should formulate a recruitment plan containing exact data as to the number

of posts at each grade to be available for annual recruitment, as well as

a list of the countries for which these posts should be earmarked. For their
part, these countries should nominate the necessary number of well-qualified
candidates and the most suitable should be appointed. If it is the case that
these countries have no such candidates for a particular post or do not intend
to compete for the post, other less represented countries may present their
own candidates. This procedure would definitely strengthen the role of OPS in
the implementation of the plan vis-a-vis departments and offices which at
present nominate candidates in many cases from over-represented countries
without paying much attention to OPS and recruitment plans.

63. It should be mentioned that the number of posts needed for all the
un-represented and under-represented countries to reach their respective
mid-points is around 280 posts. It means that given a well-co-ordinated
recruitment plan, close co-operation of all those concerned and suitable
candidates, the Secretariat could achieve the goals established by the
General Assembly in a number of resolutions within a very short period

of time. In the Inspectors' opinion, it might take no more than three years.
However, it does not mean that candidates' high standards specified in

the Charter should be sacrificed. As for distribution of posts by grade,
this may take more time depending on posts becoming vacant, especially at
higher levels since most of them are occupied by holders of permanent contracts.

64. The Inspectors believe that the suggested distribution of posts has
definite advantages over the present system of desirable ranges and, if
approved by the General Assembly, would facilitate considerably the attainment
of equitable geographical distribution of personnel in the United Nations
Secretariat. They also believe that its other positive aspects mentioned
below would make the Secretariat more efficient. In the meantime, it seems
appropriate to recommend that the Secretariat should take the above considera-
tions into account when preparing the matter of desirable ranges for review

by the General Assembly at its forty-first session.
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why the Inspectors suggest five-year rotation of posts as one of the methods
of recruitment of personnel. Besides, it will give the Secretary-General
more flexibility in terminating or curtailing progrmmes which are obsolete,
marginal or of limited usefulness, and in not extending contracts of staff
members whose performance is not up to required standards. Also there will
be no need for costly training of permanent contract holders so as to make
them fit for new programmes since fresh talents who meet job description
requirements could be easily recruited.

71. The Inspectors are of the opinion that five-year contracts would
considerably contribute to solving the serious problems cited above and thus

to increasing efficiency of the Secretariat as a whole.

2. Security of tenure

72. Five-year contracts by no means imply that security of tenure will be
threatened or the practice of granting permanent contracts abolished. It

should be clarified from the very beginning that efficient staff members

should have no fear about further extension of their contracts and they could
remain in employment for as long as they wished and make their career with the
Organization. However, those whose performance was below the standard specified
in Article 101 of the Charter should intensify their efforts or be prepared to
leave the Organization. In its turn, this would also contribute to improving
the efficiency of the Secretariat.

73. It may be recalled that about 70 Member States are practicing secondment
of their nationals. This means that staff members need not worry about their
future after leaving the Secretariat. Therefore, other Member States should
be encouraged not only to seek out and suggest candidates but also to take
care of them after their release from the Secretariat.

T4, As for a ratio between permanent and fixed-term contracts, the distribu-
tion of posts on the basis of their five-year rotation and more strict renewal
of contracts would eventually be brought to a more workable balance acceptable
to Member States.

3. Continuity of services

75. The argument that permanent contracts are needed for continuity of
services does not seem to be sound because the turnover of personnel in

the Secretariat up to now was less than 10 percent which means that over 90
percent of staff staying at posts was more than enough for ensuring continuity
and for the smooth and efficient operation of services.

76. It should be added that the present system of recruitment, whereby a
start is made only after a post becomes vacant, leads to a six to eight months'
gap in filling the post. If the Secretariat changes this practice commencing
recruitment at least six months in advance, the gap might be reduced to a month
or two. This would also result in better continuity and more efficiency.

4. Independence and impartiality

77. There are no real grounds for this argument which may be called
artificial and as such discarded for the following reasons:
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the same salaries and holding permanent contracts, do not do their jobs
properly, it infects the others and thus lowers their morale and efficiency.
At the same time, this cripples the administration in its efforts to
implement programmes assigned in terms of time and quality. Therefore,
five-year contracts and a more objective and strict procedure for their
renewal would make it easier to get rid of ""dead wood" and considerably
improve both the staff's morale and administration which, in its turn,
would definitely result in higher efficiency of the Secretariat in general,
and in implementing programmes in particular.

80. Five-year rotation of personnel makes it possible to freeze post levels
and thus eliminate "grade creep'. The long standing practice of upgrading
the level of posts without expansion of incumbents' functions became known

as "grade creep'". In most cases such "promotions" are none other than awards
for a long-time service. For example, over the last 20 years they, according
to the Inspectors' estimates, bave resulted in additicnal costs of some

$3 million for Member States. Therefore, if a large part of the staff is
rotated every five years there will be no need in upgrading, save in special
cases. Thus stabilized staffing table will also permit downgrading

"swollen'" posts when they become vacant and additional savings to

be made.

81. On the other hand, such staffing table would substantially narrow the
field of arbitrary action of heads of departments and offices, as far as
unjustified upgrading of posts is concerned. One example of such action is
that posts at the P-1/P-2 level are practically vanishing having been upgraded
to P-3.

82. Five-year rotation would eliminate "brain drain" from developing
countries. '"Brain drain" is the subject of many General Assembly resolutions

but is being practised by the Organization itself. If five-year rotation is
applied it would serve two very important purposes: a) strengthen national
civil services by specialists enriched by international experience while
working in the United Nations Secretariat and b) promote, in the countries
of their origin, the United Nations ideals and interests.
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Recommendation II

The General Assembly should request the Secretary-General to take the
suggested system of desirable ranges and distribution of all the geographical
posts into consideration while preparing the question of desirable ranges
which is to be presented to the General Assembly at its forty-first session.
It is also recommended that the Secretariat should publish statistical data
on distribution of geographical posts so as to show not only lheir number
and grade as usually presented in table 9 of the document "Composition of
the Secretariat', but also the number and grade of the posts to which each
country and each region are entitled as suggested in Annex I to this report.

87. One more factor which cortributed tc non-implementation of the Plan

ie that not all prerequisites were created. It appeared impossible to ensure
concerted efforts on the part of the entire Secretariat. Substantive
departments, offices and units still enjoy an excessive degree of indepen-
dence in recruitment matters vis-a-vis OPS, including practice of prior
commitments without consultations with OPS. Demarcation of recruitment
responsibilities between substantive departments and OPS tends to be ambiguous
and difficult to discharge. Strengthening of the authority of OPS as required
by General Assembly resolutions yet has to be realised.

Recommendation III

In addition to the overall responsibility for the attainment of the
objectives sought by the General Assembly as laid down in its relevant
resolutions, OPS should be made directly responsible to the Secretary-General
for the implementation of recruitment plans as well. Greater attention should
be given to the formulation of internal guidelines so as to be more explicit
as far as the authority of OPS is concerned and thus strengthen this authority
vis-a-vis departments and offices and regional economic commissions as
requested in a number of General Assembly resolutions.

Recommendation IV

While reporting to the General Assembly on implementation of recruitment
plans and composition of the Secretariat, OPS should submit information by
department showing those which do not comply with the established targets and
the reasons of non-compliance.

88. In a number of General Assembly resolutions the Secretary-General was
requested to achieve a balanced and equitable geographical distribution of
staff throughout the Secretariat which implies that the principle of
equitable geographical distribution should be implemented in all its
departments, offices and units. However, this goal has yet to be attained.

Recommendation V

Additional efforts should be made in order to ensure the equitable
geographical distribution of posts in all departments, offices or units.
Wherever this is impossible to achieve at a country level, such distribution
should be secured at a regional level.
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