
UNITED NATIONS 

GENERAL 
ASSEMBLY 

Distr. 
GENERAL 

A/C.5/1446 
2 October 1972 

ORIGINAL: ENGLISH 

Twenty-seventh session 
FIFTH COMJVIITTEE 
Agenda i tern 73 

BUDGET ESTIMATES FOR THE FINANCIAL YEAR 1973 

Progress made by the Administrative Management Service 
in conducting a survey of manpower utilization in the 

Secretariat 

Report of the Secretary-General 

INTRODUCTION 

l. This is the third annual report on the progress made by the Administrative 
Management Service (M~S) in conducting the management and manpower survey of the 
Secretariat. The first report 1/ described the origins of .AMS and the survey 
programme (begun in 1969), the methodology used in the survey, a summary of the 
first year's work and of the findings up to that time. The second progress 
report ~ dealt with the second year of the survey programme, summarized the 
findings up to that time and outlined what the continuing role of ~ would be upon 
completion of the management and manpower survey. 

2. This third report indicates the status of the survey at the end of three years, 
provides a swmnary of the findings of the reviews completed during the third year 
of the survey programme and included in the initial budget estimates for 1973 l/ 
and presents the programme of work for 1973. Since, as noted above, a description 
of the methodology used and summa:ies of findings of the reviews carried out during 
the first hm years were (Si ven in the previous progress reports, they are not being 
repeated here. 

1/ .A/C.5/1333, 17 November 1970. 

2/ A/C. 5/1385, 12 November 1971. 

lf A summary of the findings of those reviews which will be reflected J.n the 
1973 revised estimates >vill be presented in an addendum to this report. 

72-19213 / ... 
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Io PROGRESS OF THE SURVEY 

Ao Current status of the manDower utilization survey 

3. To date AJ\1S has completed revievrs of 25 major orc:;anizational units of the 
Secretariat; these are listed in annex I. The results of 18 4/ of these review·s 
were reflected in the Secretary--General 1 s budget esti0::<.tes for:- 1971 and 1972, and 
the results of two - the Protocol and Liaison Section in the Office of the 
Secretary-General and the Office of the High Commissioner for Refugees - are 
reflected in the initial bud~et estimates for 1973. Two others - relating to the 
Department of Political and Security Council Affairs ,J.nd the Division of Human 
RiP:hts - are at present under consideration by the Secretary-General. Three more -· 
relatin~ to the Office of Financial Services, the Office of Personnel Services and 
the Office of General Ser,ices - have been coiTpleted and the draft reports are being 
reviewed by the heads of these offices. It is hoped that the results of the five 
last-mentioned surveys can be reflected in the revised budget estimates for 1973. 

4. By the end. of 1972, the J'lanpower utilization survey will be virtually completed; 
over 99 per cent of the authorized establishment will either have been reviewed or 
be in the process of bein0 surveyed. In addition to the or,r::anizational units 
mentioned in the previous paragraph, revie-vrs of the follmring five relatively small 
elements 1-rill be completed or started by the end of 1972: Office of the Under~ 
Secreta.ry-·General for Special Political Affairs, special missions 9 the Office of 
the Under--Secretary-General for Administration and Management, 2} the Administrative 
· !anac;ement Se-r:vice ancl the Library. Two others - the Office of the Under-Secretary­
General for Political and COenerJ..l Assembly Affairs and. the Executive Offjce of the 
Secretary-General - are bein0 deferred until 1973. 

5. In the 25 organizationo.l units covered to date in the AMS survey, 2 9 727 staff 
members, representing 49 Der cent of the Professional staff and 19 per cent of the 
General Service staff, vrere interviewed. Replies to questionnaires, used by Al'ftS 
in 20 of the reviews 9 vrere received from 4,206 staff mer1bers, representino; 
al)proximately 62 -per cent of the: staff covered in those revie-vm. The interviews 
covered a representative cross ~section of the staff at all levels and in all 
occupational categories. In addition, staff members in other areas of the 
Secretariat whose work -vras related to that of' the units bein::; surveyed were 
intervie1-red. 

6. During the period covered b'.r this report, A1S maintained customary liaison and 
consultation 1-rith other revieH boclies 9 both within and outside the Secretariat. 
These consultations 1-rere intended to ensure a regular flm-r of information both for 
IUS and for the other bodies 0 as vell as to promote co-ordination of the respective 
work programmes. These bodies included the Internal Audit Service, the Joint 
Inspection Unit and the United ~htions Board. of Auditors. 

'!:_/ Action on two of these c- ESA and the OPI field establishnent - was 
deferred by the General Assembly. 

5/ Expected to be completed ln ti;ne for inclusion ln the revised budget 
esti:.-,uites for 1973. 

/ ... 
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70 The results of the Administrative I1ana:::::e:u1ent Service's review of the Department 
of Econonic and Social Affairs (ESA) were re}!ortecl to the General Assembly at its 
t1-renty~-sixtl1 session. §) The reconllilendations for reorganization and management 
im1)rovement of the department were so si['"nificant as to require a period of time for 
their ilili)lel'lentation and for joint efforts on the part of AllS and ESA in a series of 
implementation task forceso In addition to describins the n'lture of the 
reorL:;anize,tion and the follor.v-up studies required, the above ~mentioned renort to the 
General A;c;sembly re'luested the creation of tuo additional posts of Assistant 
Secretary~-General so that each of the four proposed b11re3.ux could be headed by an 
Assist::mt Secretary~GeneraL The report. also envisac:;ed some restructuring of the 
central office of the Under--Secretary--General o 

8, T'hc General Asselllbly postponed action on the report untiJ. the twenty-seventh 
session in order to pen1i t the Secretary-General to submit a more precise 
fonmlation of the administrative and budgetary i111plicaticms, to per;··1i t the 
lel\islative bodies concerned with the Fork of the Dep?.rtment an OlJportunity to 
consider asr;ects of the relKrt JJLc_lcl to have policy implications and to ensure tllat 
the recc,l•,:;nendations reflected the views of the new Secretary-"General. In a separate 
report to the Fifth Cornmi ttee, the Secretary-General 1} has asl~ed that he be c;i ven 
more time to consider the reor(';anization of the Department and to mal~e his 
recommendations in time for consideration during 19730 He indicated, hm1ever, that 
a number of other recoDmendations of an ad.ministrative nature, made in the Al'1S 
study or by the inTolementation task forces, >v-ere in process of implementation, but 
at no increased cost over the initial bud.a,et estinates for 19730 

C. OPI field establishment 

9. The results of the _AT TS revi<::H of the OPI field establish1uent vrere reflected in 
the revised budn:et estilllates for 1972 _Q/ submitted by the Secretary-General to the 
Gener'll JlsseNbly at its t1-renty -sixth sessiono Before th2 estimates were subni tted 
to the General Ass e1;1bly, however, the Fifth Committee had formulated a draft 
resolution, subsequently adopted by the General Assembly as resolution 2897 (XXVI), 
on the revievr and reapnraisal of United ~Jations information policies and activities, 
That resolution dealt, int~_9:_lia, vi th the problem of the staffing and direction 
of United Nations information centres and requested the Gecretary-~General to 
reorr~anize the Office of Public Information. In the li:::ht of' that resolution, the 
AcJvi~ory r~ommittee on Administrative and Bud::;etary Que0tions recom111ended, 2} and 
the Genernl Asselably agreed, that action on the Secretary~-General v s proposals on 
the OPI field establishment should be deferredo 

6/ A/Co5/1380o 

1} A/C. 5/1430, 28 1'Iay 1972. 

§I A/Co5/l406, 

9/ A/840fJ/Add.27, para. 12. 

I. 0. 
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10. The Secretary-General will submit a separate report to the General Assembly 
at its twenty-seventh session on the actions he proposes to take in the 
implementation of General Assembly resolution 2897 (XXVI). 

II. RESULTS OF THE SURVEY 

A. General 

11. M~S has made 809 recommendations in 21 of the 25 surveys that have been 
completed at this time. 10/ These recommendations have been directed at improvin~: 
(a) development of objectives, priorities and programme emphasis; (b) organizational 
structure; (c) co-ordination of activities; (d) the system for planning, programrning, 
budgetinc;, controlling and evaluating 1-rork programmes; (e) management practices; 
(f) personnel management;, (e;) meetings, documentation and editorial practices; 
(h) equipment and space; ( i) use of temporary assistance and consultants; ( j) filing 
methods~ (k) planning and control of travel~ (1) manpower utilization and deployment; 
and, (m) assessment of staffinc; requirements. 

12. Hany of the recommendations made thus far have already been implemented. AMS 
has always been conscious of the importance of following up the implementation 
process and in providing, w-here necessary, advice and assistance to the 
or~anizational units in implementing the recommendations. In March 1971, the 
Secretary-General issued a directive emphasizing the importance of implementation 
of AMS recommendations and calling for regular progress reports from the several 
units for which surveys had been completed. 11/ Section C below summarizes the 
extent to 1rhich the recommendations have been implemented during the last three 
years and indicates the progress made in implementation durin~:; the last year. 
'i·li th its current staff resources and work priori ties, it has not been possible for 
AJI,1S to devote substantial attention to monitoring implementation and to participating 
in implementation actions. Nevertheless, there is evidence that significant 
progress has been made. 

13. AMS has taken part during the past year in several implementation activities 
undertaken by the organizational units concerned, for example: 

(a) AMS participated actively in five major task forces established in ESA 
in pursuance of the AMS report on that Department. These included detailed 
organizational studies and development of a planning, progra1nming, budgeting, 
controlling and evaluating system -vrhich has served as a practical laboratory and 

10/ This total does not include recommendations for the Department of Economic 
and Social Affairs, because the studies bein~ conducted by tbo implementation task 
forces on that Department have not been completed. Nor does it include the three 
surveys (Office of Fincncial Services, Office of Ferscnnel f)el'<dces rmd Office of 
G•,neral SPrvices ) rresently u.nC.er d<iscussiem with the C.epant:-.cnt concer:ned. 

11/ ST/SGB/1J8. 

I . .. 
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demonstration exercise for programme planning and budgeting in the United Nations. 
The latter exercise was the basis for the budget mock-ups for 1971 and 1972 showin~ 
hm,r a budget would appear when presented on a programme basis. The ESA task force 
participation also included the development cf a more efficient organization and 
management system for technical co-operation programmes. Two of the task forces 
are continuing their work: one is concerned with personnel practices in ESA and 
the other with general administrative practices. 

(b) A~1S organized and led a task force established to develop an appropriate 
organization and procedures manual for the narcotics programme in Geneva, paying 
special attention to procedures for 11dministering the United Nations Fund for 
Drug Abuse Contol. This study was recommended in the N,1S report on the United 
Nations Office at Geneva. 

(c) AMS provided assistance to UNCTAD and the Office of the High Commissioner 
for Refugees in developing an integrated management system, in resnonse to the 
.AMS reports on those t-vro offices. 

14. The manpower survey has had a restraining effect on the growth of the 
Secretariat, whil8 providing at the same time an increased capacity to undertake 
more work with less resources. The reviews of the various organizational units 
have resulted both in the identification of certain underutilized manpmver 
resources which, through redeployment, were directed to meeting new programmes or 
existing ones which had not received adequate attention~ and in reco~mendations 
for management improvements aimed at increasing the absorptive ca~acity of the 
Secretariat. Savings from management and manpower utilization improvements are 
alvays difficult to quantify, especially where the production of an organization is 
not easily measurable, as is the case with the United Nations. Nevertheless, on 
the basis of the experience of the last three years, the Secretary-General is 
convinced that the climate engendered b•r the manpower utilization survey and 
bolstered by a~tions of ACABQ and the Fifth Committee, has resulted in increased 
productivity. 

15. In the five years before the institution of the manpower survey, the average 
increase of the regular establishment was around 7 per cent ~er vear. In the three 
years since the manpower survey was launched 9 the average increase of the 
establishment has been less than 2 per cent. If the pre-survey growth rate had 
continued, the size of the establishment in 1972 would probably have increased by 
more than 1,000 posts. In terms of staff costs, both direct and indirect, this 
could be estimated to total some $16 rr_illicn a year. Alttourrh this could 
estimated cost avoidance cannot be attributed entirelv to the N1S activities, the 
existence of the survey programme, together with the prevailing budgetary policy, 
has no doubt had a substantial effect. 

16. 
Alv!S, 
been 

B. Summary by organizational units 

This section summarizes the main conclusions and recommenaations reached by 
and approved by the Secretary-General as a result of the revie1vs which have 
completed since the previous progress report (A/C.5/1385). Hhile the reviews 

I ... 
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of six organizational units have actually been completed since the last progress 
report, the results of only two of these could be anproved in time for inclusion 
in the initial budget estimates for 1973. They are the Office of the Hi.n.;h 
Commissioner for Refugees and the Protocol and Liaison Section of the Executive 
Office of the Secretary-General, and the results are given below in summary form. 
'rhe results of the revie-vrs of the remaining four units are, at the time of 
preparation of this report, either under consideration by the Secretary-General or 
under discussion with the appropriate departmental heads. These will be reported 
to the Fifth Committee, throur:;h an addendum to the present report, as soon as 
decisions are taken. 

17. The sc:rvEy of Ul\1HCR included the review of its headquarters at Geneva and 
lG · ffict:s rncl svl offices ~ nine in fSricn, six in :Cc;_rcore c:r.c1 cne Glch in 
America, Asia and the ~1iddle East. AMS recommended a consolidation in the 
organizational structure of UNHCR headquarters to provide for a more logical 
grouping of functions and to reduce the number of separate units and supervisory 
levels. Hanae;ement recommendations made by M1S included improvements in the 
pro,ject administration process: a classification plan based on the standards that 
have been developerl uncler the auspices of the Consultative Committee on 
Administrative •')uest5 ons ( CU1.Q); specifj c measures to strenr;then the relationship 
betveen headauarters 8.no the field; an:l a svstematic training program:we for new 
Profess :i ona 1 a FrlO.i r1 t ee:3 . 

1fi. As requested bv ACAB0, in its first report on the budget estimates for 1972 
( r,/~]J~orl . ner:.1cranh ?97), AHS reviewed the question of UNHCR field offices in 
Eurone. 'c~he establ i.shmeut and maintenance of field offices is based on a nllllber 
of fr;J,('-~ .. :-.-.:·s" many of vrhidL are not related to management criteria. However, AMS 
cocc:luded that it \>J9.s possible and desirable to reduce further the field 
c'::;tal>lisbmen-t: in EurOJle by a s'Tiall number of Professional and General Service 
posts. M•~S ~:tlso made recommendations on the grading of UJITHCR field representatives, 
ir; the lir;ht of th<"' classificaticn plan. referred to in the preceding paragraph. 

19. These recotmaendations, as \•Tell as the specific staffing levels recommended by 
AHS for the office, have been incorporater-t in the initial budget estimates for 
1973 (A/rYroG, volume II, section J)3). 

Protocol and Liaison Section 

20. In its survey of the Protocol and Liaison Section, N1S noted that -vrhile the 
funct:t r-ms had rerna ined substantiall:y the s8.me for several years, there had been an 
increa:::e in the ':ol ume and ccmplexity of the work. It recommended a read,justment 
of the -wc,rl'lonr_l amonr; both the Professional and the General Service staff to 
provide for :; mc·n: equitable sharinp; of resoonsibilities. In respect of 
represent.a.tir:·n;-:._1 and cerernonial functions, N1S recommended that provision be made 
for reimbursPlnent. f;f c:<::rtain expenses incurred by the Professional staff in 
attendine; de~errc'.t.ir;r: functicns and in extending limited official hospitality of 
their ovm. ~-',,;,; ,,c1ly c:hange in staffing recommended related to the reclassification 
from G -4 t.r, r· .. ~,~ nc· ,r,, TJPSt providPd for issuinr; passes and tickets. 

/ ... 
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21. \ll1ile senerally ac;reeinp; l·.ri th the co.r1clusions and recomnenC1.a tions of JlJ :S, the 
Secretary-General felt that since the Chief of Protocol represents the United 
:Tations and the Secretary-General on many occasions, and beca1.1se of the manifold 
responsibilities of the Section, the post of Chief of Protocol should be at the 
D-2 level and tl1e :)ost of Deputy Chief should be at the P-5 level. n1he above­
nentioned reclassifications have been reflected in the initial budr:;et estimates for 
1973 (A/8706, volune I, section 3). 

C. Progress of implenentation 

22. ':'he last pror;ress report 12/ indicated the stat1-~.s of implementation up to 
' - -

that time in respect of the 532 recoPllilendations contained in the first nine reports 
of Al'1S. Further procress nade in the implementation of these recor1mendations, 
according to the inforrmtion available at the tine of preparation of this report, 
is reflected in the chart in annex II and is summarized belov. 

23. The number of recol:'..mendations fully implenented is no1-r 245 (4t: per cent) as 
compared with 148 (28 per cent) in the ln.st report· 147 recorrmendations (28 TJCr eent) 
are still in the process of being implenented, as cor1pared vith 216 reported last 
year. Thus 74 per cent of the recommendations have either alreadv been irmlerlentec_ 
or are being inplemented, and 53 recommendations (10 per cent), as compared •vith 
79 last year, are "ur.der considerationH for iPlplernentati.on. 

24. Of the 87 reMaining recoi'lillendations, 57 require action by units other than the 
ones survf"!yed or further studies of a functional or interdepartmental nature; the 
latter fi,.,:ure represents a reduction of 12 1vhen compared <rith the corresponding 
figure in the last report. Thirty recommendations (5 ner cent) vrill not be 
impleaented, either because the conditions under vrhicll they vere :made have changed 
or because the units surveyed devised alternative neans 1.rhich 11ere acceptable to 
AMS. 

25. The above infornation is not r>onplete since more up .. -to-date r·:::ports on 
implementation from soPJ.e offices are awaited at this time. It is nroiJosed tG 
issue an addendura to this rer,ort which will provide more c,x1ple-ce infornation on 
the status of Jlilplementation of the recommendations in t.he reports on the nine 
reviews raentioned above and of those recom.rnendations relating to the subseCJ_uent 
revie1rs which have received the approval of the Secretary~General and Oll ¥rhich 
action has been taken by the General Assem-bly. 

26. In addition to the nine revie1 7S referred t•.) a1)uve, llJIS subNitt;ed to tLe: 
Secretary-General final reeOlll"lendations on 13 other revie1rs. These relate to: 
( i) Department of LCOnornic and Social Affairs, ( i i) Depfcrtment of nL

11'UStee Ei; r and 
Non-Self·-Governinr; 'I'erri tori:::s' (iii) Office of the (Jn:i ted llatiC>D B Com.rd: o· L().:Jer· 
for namibia, (iv) United IJations Office at Geneva, (v) OPI field <:stab::ish_to_ent, 
(vi) International Cor,1puting Centre (Ee\v York) 5 (vii) Office of Jnter ... '\_;rency 

12/ A/C.5/l385. 
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Affairs, (viii) Office of Lee;al Affairs, (ix) Liaison and Protocol Section of the 
Executive Office of the Secretary-General, (x) Office of the United Nations High 
Commissioner for Refu[Sees, (xi) Departnent of Political and Security Council 
Affairs, (xii) Division of Human Rights, and (xiii) Centre for F.conomic and Social 
Information. Of these, five 13/ have not reached the stage of inplementation. The 
recommendations of the rer1ai.nint:, eight revievs total 161. The status of 
implementation pertaining to ther;e latter recommendations, to the extent that 
information is presently available, is shown graphically on page 2 of annex II and 
is summarized belmv. 

27. Of the 161 recommendations, 24 (15 per cent) have been implemented, 
97 (60 per cent) are in the process of implementation; 4 require action by 
departments or offices other than those surveyed; 35 (22 per cent) are under 
consideration for ir'lplerlentation and, finally, one is not proposed to be 
implemented. Thus, all together, 75 per cent of the 161 recommendations either 
have already been lnplemented or are in the process of being iraplemented. 

28. Hhile it is evident that implementation has been ~oing fonrard, the Secretary­
General is of the view that the rate of progress could be improved. Some of the 
delay is attributable to the recent changes in the leadership of some of the 
organizational units; it is normal and inevitable that the neu heads of departments 
or offices 1-rould need time to assess the existing situation and proposed changes 
before proceeding to implement the recommendations. Another reason for delay is the 
need, in some of the organiza+.ional units, for expert assistance in putting into 
effect some of the recommendations. The Administrative Management Service, which 
has been concentrating on the completion of the first round of manpow·er revieHs, 
could not possibly devote as much time as it 1rould have liked to this matter. 
HoHever, as stated in section A above, A.MS has been able to provide some limited 
assistance, upon request, to some of the units. Once the first round of revie1rs is 
co:mpleted, AMS will be able not only to provide expert assistance on a lartser scale 
,,11t to monitor and follow up the implementation process as a part of its normal irork 
pc·orramme. The assistance of .AHS Hill also be extremely valuable in expediting the 
irlr,lementation of recommendations requiring action or collaboration between tuo or 
:;1ore organizational units. 

13/ The implementation of the recommendations in regard to ESA and the OPI 
field establishment is awalting action by the General Assembly. The recommendations 
in the case of the Division of Hunan Ri[Shts and PSCA are under consideration by 
the Secretary-General. The recommendations in respe .. ;. of CESI, except for th'..~.t 

relating to staffing, which has already been approved~ -~,re also under consideration 
by the Secretary-General. 

I . .. 
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29. In an information circular of 10 June 1969 14/ announcing the estt1blish:;··-::1't of 
.A11S and the launching of the nanpover survey, theSecretary-General stated: qtl..-:· 
coNpletion of this first survey is only the initial tasl: of the nev Service, ubir:~ 
1vill continue to exist on a permanent basis". He said further, "It will ('rjnst:i. ;,1 f' 

an important mechanism for achieving management improvements. This >rill i"::vu1ve 
such activities as coElprehensive management surveys, organizational studies, 
continuing revievs of manpower utilization, systems analysis, and assistance to t:,,.:_ 
departments in the examination of management questions." 

30. Hithout the pressure to complete the first cycle of manpmver reviews, in which 
.AMS has been ene;aged during the last three years, Al'1S can in future years devote 
attention to maJdng specific improvements in management systerJ.s, work procedures, 
manat;ement information, files and documentation, to developing vork standards an(l_ 
to similar undertakings. 

31. The Secretary-General envisages the continuing role and functions of Al'1S as 
follows: 

(a) To serve as an internal management analysis or consulting staff in the 
Secretariat for developing solutions to managenent problems lvhich cross office and 
departnental lines. Each year .ANS vould be expected to dc~velop a uor~: proP;ramme of 
functional studies based on the priority problei'l areas indicated by t1:1:::: St)Cretary­
General, the heads of departments or offices, or by other revieir bodies such as the 
Board of Auditors, the Joint Inspection Unit and the Internal .Audit Service; 

(b) To make revievrs of organizational units as needed and as requested by the 
Becretary-General and the heads of departments or offices; 

(c) To provide professional assistance in management improvement efforts 
throughout the Secre~ariat. This vould include follow-up of M1S manpower survey 
recommendations and participation in task force studies of problems identified in 
Ai-lS rerorts, by ACABO and the Fifth Carmi ttee, and by other means-

(d) To assist the Budget Division and the departments and offices in revieuing 
staffing requirements. This would include tbe sponsoring of productivity studies ln 
specific units :::md for specific categories of uork in order to establish vrorl: 
standards and improve productivity; 

(e) To maintain the official organizational manual of the Secretariat 
(ST/SGB/131), to review and process administrative issuances and to control standard 
forms. A current project is the up-dating and revision of the organization manual. 

14/ ST/ADH/SER.!c/1336. 

/ ... 
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B. Needs identified by Al'lS revievs 

32. A number of probleLls of a general nature, coramon to two or more organizational 
units, have been identified in the course of the rranae;ement and manpower survey. 
These uill have to be attended to as soon as tine and resources permit. Exmaules 
of these problems are: 

(a) The role and responsitility of executive and administrative officers in 
departments, offices and regional economic commissions; their appropriate 
relationship Hith the central administrative and financial services; 

(b) Reduction in the cost and time lag of document preparation. This matter 
"l·ms a subject of discussion in the Fifth Coll1Illittee durinr; the tvrenty-sixth session 
of the General Assembly; 

(c) The division of -vvork in the economic and social areas, in particular, 
bet1reen the Headquarters-based organizational units and the regional economic 
corr>.missions. The AMS revieus of the organizational elements involved led to 
several recor!l.mendations for a better rationalization of the division of worl,: and 
better co-ordination betueen and among ESA, UNIDO, Ul\TCTAD and the regional economic 
commission; 

(d) A detailed revie1r of the management of paper 1-rork in the Secretariat, 
including centralized and decentralized registry and files; correspondence 
procedures; use of copy, typevrriting, microfilming and other equiprnent; routing of 
papers; and records storage and disposal; 

(e) The cievelopnent of a management information systen to provide inputs for 
vmrt planning and control, programm~ and budget preparation, accomplishment 
l'·2porting and evaluation, and cost identification. 

33. In virtually every survey, AMS bas reported a need for specific efforts 
wherever possible to measure vrorkload, establish perforrmnce standards and increase 
productivi t.y. It is true that much of the -vrorl: of the Secretariat is not 
measurable in the sense that definite, repetitive enc_-products can be counted and 
related to time; nevertheless, some of the -vmrl: is quantifiable and lends itself to 
worl;;: standards. This problem can be approached in t.vo vays: ( i) using worl', 
planning, management and supervisory techniques that eHphasize rational processes 
in deciding the 1mrk to be done, reasonable time periods in uhich to do it and 
progress reporting against targets; ( ii) developing vvork - J"leasurern.ent techniques 
for repetitive For1_: such as professional vrorlz vri th measurable end-products, typinr", 
clerical and manual \vork, folloued by the establishment of fair standards for a 
day 1 s uork. A considerable amount of \VOr~: is noF being done j n the Secretariat, 
some 1vi th Al1S assistance, in the first of these approaches. For the second, Al'·1S 
proposes the launchin~ of several pilot projects to demonstrate the methodolcgy 
of setting standards for various l:inds of work as vrell as the fact that standards­
setting is possible for such work. A~1S proposes to conduct three or four pilot 
projects during 1973 "l·rith the help of outside consultants experienced in such 
studies. Some of the areas under consideration for pilot projects are: the Postal 
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Administration~ OGS; the Hachine Tiepair Unit, OGS; the Travel Unit, OGS; and the 
typing units, OCS. Aside from developing vor1: standards, one objective of the pilot 
projects uould be to train United Hations staff in the methodol_ogy so that sir11ilar 
projects can be carried out subsequently through the joint efforts of AMS and the 
offices concerned. 

C. Honi taring the impler:~enta tion of AHS recor:(]flerLdations 

34. One of the main continuinG tasl~s of .AJ'1S is to monitor the inplementation of its 
reconmendations vitbin the departr:1ents and offices surveyed. As noted in 
paragraphs 12 and 13 above, sol"le monitoring has been carried out w·ithin the 
resources available to AMS, even though the nain objective has been to complete the 
T11anpover survey. 'I'he Tioni taring of implementation will require, in sm1e instances, 
actual assistance to departments and offices. 

35. In the past, the principal monitoring technique used by M~S bas been to request 
reports of implenentation actions. Hare :recently, the additional technique of 
assistance in developing the specific I'leans of implementation bas been employed, 
tbouc;h on a limited basis. Al1S intends to do more of this in future. A third 
Elethod 9 which has not been used but uoulcl be greatly desirable, is on-site 
follow--up revievs. 'I'hese >muld be considerably shorter and require less AJ'1S 
staff than the original revie11s. Instead of four or five officers workine; from four 
to eic;ht vJeeks, as in the case of the original revievs, each follow-up reviev vToulc_ 
require one to t~ro ueeks 1 >mrk by one or two staff menbers. The purpose would be 
to explore in the organizational unit concerned the implementation that bas actually 
been achieved and to render as ~ucb on-the-spot assistance as possible. All 
organizational units covered by the original su-rvey vould be included in the 
follou-up ir:lplementation programme during 1973 and 1974. 

D. M1S ivork programme for 1973 

36. The Al'IS vorl;: progra:cDne for 1973, based on the continuing role for .1\;'18 
describecl in section A of this part, is presented as follous: 

Special i'1anagement and functional studies 

(l) Study of executive officer/administrative officer functions, reST)Onsiblities 
and relationships 1vi th the central administrative and financial units; 

(2) Stud,'/ of the division of \vorl: in the economic and social areas of the 
Secretariat, particularly bet>reen Headquarters (including also UITCTAD and DrTIDO) 
and the rec;ional economic commissions, to identify areas of overlap and 
duplication and suc;gest a more rational division of functions and 
responsibilities; 
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(3) Study of the :rmnar;enent of paperwork in the Secretariat, including centralized 
and decentralized registry and files; correspondence procedures; use of copy, 
typewriting, microfilming and other equipment; routing of papers; and records 
storage and disposal; 

( 4) Study of management inforrnation needs for purposes of worl: planning and 
control, programme and budget preparation, accomplishraent reporting and 
evaluation and determination of cost; development of an appropriate system. 
This -vrould be as a joint task force effort with .A11S participation; 

( 5) Other studies 1rhich may be determined as necessary. 

J\n estimated total of 36 man-months of Professional tine vill be devoted to the 
above studies. 

Organizational review-s 

(6) Review of the Office of the Under-Secretary-General for Political and General 
Assembly Affairs (part of the initial manpower survey); 

(7) Review of the Executive Office of the Secretary-General (pa.rt of the initial 
ma.npovrer survey) ; 

(8) Completion of the revievr of the special missions begun in late 1972; 

( 9) Other organizational revievrs as may become necessar~". 

The above revie-vrs uill require an estimated total of 24 man-months of Professional 
staff time. 

Management improvement and follow·-up of survey implementation 

( 10) Follovr-up, on-site revie1,rs of the implementation of AHS recommendations in 10 
of the units covered during the three years of the manpower survey. The 
remaining units will be covered in 1974. Assistance in ir1plementation will be 
provided as far as possible during the time available; 

(11) Participation in implementation task forces: 

(a) Department of Economic and Social Affairs: continuation of the 
implementation efforts carried on during 1972; completion of the task 
force efforts now under way; 

(b) Series of task forces to undertake studies proposed in AMS draft reports 
currently under review in respect of the Office of Personnel Services, the 
Office of General Services ~nd the Office of Financial Services~ 
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( 12) Developnent of management syster1s for use in 1vorl': planning anc~ control, 
programme and budget preparation; accomplishment reporting and progra~~e 
evaluation: 

(a) UNCTAD: participation in the testing of a pilot management reporting 
system; 

(b) Office of the High Cormnissioner for Refugees: follow-up consultation in 
the developr1ent of an appropriate management system; continuation of 
assistance provided in 1972; 

(c) Regional economic commissions: assistance sir1ilar to the above in the 
development of an appropriate management system for each of the 
cormnissions, including participation with the Office of the Controller 
in the develcpment of a training programme for preparation of the 1974 
work programme and budget; 

( 13) Other manage1;1ent improvement and survey implementation activities as needed. 

These activities in connexion with manageiYJ_ent improvenent and survey implementation 
will require an estimated total of 72 man-months of Professional staff tiPle. 

Productivity and staffing studies 

(14) Participation in pilot studies to demonstrate the methodology of setting 
standards for various kinds of work and the development of expertise to 
continue similar efforts; 

(15) Advice on staffing requirenents as necessary in connexion with work planning, 
budget requests and organizational efforts. 

These activities 1-rill involve a total of 16 Professional man-months, exclusive of 
consultant assistance. 

Development and maintenance of an organizational manual. clearance of administrative 
issuances and forms control 

(16) Revision of the organizational manual (SGB/131), clearance of administrative 
issuances, and maintaining surveillance of proposed forms. 

A total of 12 man-months of Professional staff time vrill be required. 

General supervision of AMS 

(17) Direction, general supervision and administration of AHS. 

These functions will require a total of 18 Professional man-months. 
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37. In carrying out the projects listed above, M1S intends to use to the raaximum 
extent the manpovrer resources regularly available to it. Some of these projects, 
ho-vrever, 1Till require the temporary, short-terTI assistance of outside experts 
because it >JOuld not be economical to provide such expertise in the continuing 
establishment of M,1S. The Secretary-General will reflect in the revised budget 
estiBates any consultant funds considered necessary, for instance, for the project 
described in item 14 of paragraph 36, on productivity studies. 
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R<ilE'-'1 ts reflected 
in 15m 

appropriations 

United Nations 
Conference on Trade 
and Development 

United Nations 
Industrial 
Development 
Organization 

Office of' Public 
Information 

Economic Commission 
for Africa 

Office of' Conference 
Services 

Annex I 

ADMINISTRATIVE MANAGEMENT SERVICE 

STATUS OF MANPOWER SURVEYS 

(on l September 1972) 

SURVEYS C0!1PLETED ------------------
Results reflected 

in 1972 
appropriations 

Economic Commission 
for Europe 

Economic Commission 
for Asia and the 
Far East 

Economic Commission 
for Latin America 

United Nations 
Economic and Social 
Office in Beirut 

Department of' 
Trusteeship and 
Non-Self-Governing 
Territories 

Office of the 
United Nations 
Commissioner for 
Namibia 

Reflected in 1973 
initial estimates 

Protocol and 
Liaison Section 
(Executive Office 
of the Secretary­
General) 

Office of' the 
United Nations High 
Commissioner for 
Refugees 

United Nations Office 
at Geneva 

Centre for Economic 
and Social 
Information 

International 
Computing Centre 
(New York) 

Office for 
Inter-Agency Affairs 

Office of Legal Affairs 

Under consideration 
by the 

General Assembly 

Department of' 
Economic and Social 

·Affairs !::,/ 

OPI field 
establishment £/ 

- -------- -----

Under consideration 
by the 

Secretary-General 

Department of' 
Political and 
Security Council 
Affairs 

Division of' Human 
Rights 

Ex:pected to be 
reflected in the 

1973 revised 
estimates 

Office of' General 
Services 

Office of' Personnel 
Services 

Office of' Financial 
Services 

SURVEYS TO BE UNDERTAKEN IN 1972 AND 1973 

Organizational 
unit 

Office of' the 
Under-Secretary­
General for 
Special Political 
Affairs 

Office of' the 
Under-Secretary­
General for 
Administration 
and Management 

Library 

Administrative 
Management 
Service 

Expected date of: 
Commencement Completion 

15 August 15 September 

6 September 20 September 

1 November 15 December 

1 December 31 December 

Special Missions December 1972 February 1973 ~/ 

Office of' the 
Under-Secretary­
General for 
Political and 
General Assembly 
Affairs 

Executive Office 
of the Secretary­
General 

1973 

1973 

!::,/ Decision deferred on ACABQ's recommendation (see A/84o8/Add.27, para. 12) and further deferred on tre recommendation of' the Secretary-General (A/C.5/1430). 

£1 Decision deferred to twenty-seventh session of the General Assembly (see General Assembly resolution 2897 (XXVI)). 

~/ To be carried out as far as possible in conjunction with home leave travel in the interest of economy. 



Annex II -----= 

STATUS OF IMPLEMENTATION OF AMS RECOMMENDrl'l'IONS 

A/C.5/l446 
English 
Anne)( II 
Page l 

A. In nine ma,Jor units reported in 1971 ( UNCTAD, OPI, OCS, UfiiJX), ECA, ECE, ECAFE, ECLA and UN.ESOB). 

Implemented 
(2h5) ----

Will not be 
Implemented 

(30)---

Requiring Action 
~rom Other Units 
or L!2gislative 
Bodies (57)----

Under Consideration 
(53) l_Unde:r L'nolementa­

ticn (i47) 
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B. In eig.~t units whose sw'Vey reports have been apprO\red subse-quent to the 
progress report in 1971 (Geneva Office, Office of Legal Affairs, Protocol 
and Liaison Section, Office of the Commissioner ror Namibia, IAA, UNHCR, 
ICC and Department of Political .~fairs, Trusteeship end Decolonizution) 

Implemented 
(2h) 

Under Consideration 
(35) 

L_ Under Imple­
-.u.er..tation 

(97) 




