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ANNEX

Conments of the Secretary-ceneral

ceneral observa!ions

l: The Sec re tary-Cener al welcornes the report of the Joint Inspection Unit on
"common services of united Nations organizations at the vienna rnternationar
centrerr' The study was carried out pursuant to a reconunendation contained in thereport ot the formar neeting on the conversion of the uniced Nations rndustri.al
Developmen! organization into a speciarized agency, herd at vienna from 16 to
20 May 1983, the relevant paragraphs of which state as f ollorr,s:

"It was recognl,zed that. any changes in the existing working arrangenenLs
betsreen the United Nations and UNIDO and the conmon servlces at the ViennaInlernational Centre as a consequence of UN1DOrs transfornatj.on into aspecialized agency were a nabter to be worked out, after UNIDO has becone a
specialized agency, by the appropriate aulhorities of the organizations
concerned' taking into account the need to ensure efficiency and effectivenessrn lhe Uniteci Narions systen. It was reconmended that the Joint Inspectj.onunit be asked to conduct a study of the natter and to subnit its report to thecompetent authorities of the new uNrDo and the olher organizations concerned.

If changes in the existing alrangements are deemed necessary they lij.ll beundertaken, in any case, taking into account the interests of theorganlzaerons concerned, the United Nations, UNIDO and Lhe Internat.ional
Atomic Energy Agency (IAEA), and in conformity r"rith established procedures
governrng such arrangenents. rl

2. The Secre tary-General recognizes Lhat the currenl scope and configuration of
cofiunon services at each of the dury stations vrhere arrangenents of this nacure arein place - New york, ceneva, vienna, and most recently, Nairobi _ add up !o produce
a speci'tic character thac is a product of a comprex of variables that are unique Loeach Iocation. The Secre tary-c eneral therefore appreciales that lhe InspecEorshave seen a need to review carefurryr and in some detair, the particur-ar series ofdevelopments that bave led to the nanagemenl pattern that has been adopLed for
cornmon servlces at che vienna rnternational centre. These arrangenents have oeenstrongry influenced by the fact that the several organizations concerned becameestablished at vienna at differen! Eines over a period of rnore than 20 years. Asthe rnspectors have noted, a system of connon services for rAEA and uNrDo wasalready in place for sorne years before the transfer to vienna of several uniledNations offices and before the move of arr these orqanizations in 1979 to newprenises at the Cen !re.

3. Prior to the location of United Nalions.uniEs at vtenna, IAEA and UNIDOin ]974 forned a joint i.Jorking group co deternine l,hich among a wide range ofservrces could be operated on a conmon basis, once the two oiganizations occupredtherr new prenises at the Vienna International Centre. The working group alsoexanrned severar oplions regarding the nanagemenE arrangenents for the provrsron of (
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the selected services. It reconunended that the nethod of "allocated
admini strat ion r' be adopted, by which each cornmon service r.ras assigned as the
responsibility of one or olher organization, being fully assinilated into that
organizationrs managenent structure. The specific arrangements at the Cenlre,
which continue co be in effect, were governed by the provisions of a Menorandun of
Understanding that was signed on 3I !4arch L977 by lhe Secretary-cener a1 of lhe
Uniced Nations, the D irector-cener aI of IAEA and the Executive Direccor of UNIDO.
This Memorandum set out the principles and procedures regarding Che provision of
conmon servtces ac the centre. It algo established the basis on which costs vrould
be shared and provided for the allocation among the participanla of the
responsibil i, ties for the operation and managenent of comnon services.

4. The allocation of common services is as follows:

IAEAr commissary, printing and reproduction, conputer servicesr library
service, medical service i

UNIDOT catering service' buildings managernent, language trainingi

United Nalions: security anci safety service.

The Menorandum of Understanding envisaged Ehat several other areas were to be
provlded separacely, though subject to further study as to the feasibility of their
being rendered on a conmon service basis. These include procurement and
conlracling services, conference services, receiving, slorage and inventory control
servtces and the areas of mail, pouch, visas and lnsurance.

5. on the basis of their review of the organization and management of the current
co[uilon setvices arrangelnents in section III of the rePor!, the Inspectors indicate
as their conclusion that, rnotwiths tanding sorne weaknesses, these services function
generally vrel1". They indicale, too, that had such arrangenents not been in place,
lhe coat !o !4enber States would likely have been higher. The fac! chat valuable
expet i.ence in the operation and nanagement of conrnon services has been gained by
the participants i.s also acknowledged. Overall, the Inspectors draw the conclusion
that there should be nno change in exisEing common service arrangemengs unless it
is demonstrated that a realigrunent of r espons ibil its ies woutd lead to more efficient
and cost-effective results..

6. The secretary4eneral considers the report to be a useful conEribution to
further eftorls to rationalize and carry ou! on as efficient a basis as Possible
the range of prog ramme support activities in administratlon, finance, conference
services and general gervices at the vienna International Centre. In the view of
lhe Secrelary-General the strength of the repor! lies in the facC that it sets oue
a conceptual, frarnework r.rithin which the further evolueion of conmon services should
be considered. The Inspectors have approached the subjecE from an evolutionary
standpoint' perhaps as a reflection of their undersEanding of the desires of Menber
States as expressed at the formal neeting, rather than fron a nore narrowly
analytical perspective. This approach is apparent notably in section III of the
reElort,, in which the Inspectors describe the organization and rnanagenent of conmon
services at the Centre, and hightight feaeures of these operations, both those chat
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ale regarded by the u€ers as satisfactory as well as those aspects that are not
fully satisfactory, as reported to lhe Inspectors by the parlicipating
organizations and un j, ts.

7. It is in this conEext that the Secretary-ceneral appreciates lhe relevance of
the fj.ve criteria thac the Inspectors have developed. By lhese criteria, a glven
activity would be assessed as Eo its poeential as a connon service in accordance
wltb.whether:

(a) The service in queslion v.rould reguire the setting of policy objectives,
and i,f so, vtould such policy objectives be incompatible between organizationsi

(b) The corunon arrangernent woul.d inpinge on the abiliEy of the individual
organizations Eo discharge their respon sibi lities t

(c) Requirements of confidentialiCy ni.ght be abridgedt

(d) Conflicts of priority night arise between the provider and usera of a
conmon ser ivce t

(e) Employer/enployee relationships rnight be adversely affecEed.

These criteria for lhe selection of funccions arnenabLe to cotnmon service
arrangements are put forward in the context of several basic princi.ples. As staced Iby the Inspectors, for any conrnon service there nust be cost benefic for the
Participants, effectiveness, effici.ency and qual-ity in the services provided, and
Partnership in thei! operation.

I' The Secretary-ceneral considers that these criteria form a useful basis for
the consideration of the suieability of a function for provision under a conmon
arlangement, though in practice lhey nay read more readily to concrusions regarding
tbe identification of acti.vities thaE are not suitable to be provided on a comnon
basis, rather than to the assessment of the benefits to be derived fron carrying
out a parlicula! aclivity as a cornnon service. The Secre Cary4eneral does agree
wj.th the Inspeclors in their observation in paragraph 87 (c) that in selectlng the
appropri.aee organization to provide such a serivce, particular emphasis should be
given to the question of experience and resoufces !o carry out the service in
guestron. He lrroul_d also agree with the general principle expressed in
paragraph 87 (al that whenever more than one organization is based in the same
city, the use of con non service arrangements should be considered ag a matCer of
course though in this regard it rvould be only prudent to avoid prejudging the
resulls of such assessrnent.

I



)

A/39/520/Add.r
Eng I15h
Page 5

CoNnenEa on the recornmendat lons

Reconmendation I

(a) dlnation of Lhe
IeveI
role. ibili
concer

Procedures and cost-shar ing pacterns.

(b) AII user organizations should be represented on coflungn seIvice
advi"ort .ffir.".tta.tion ott !h" 

"t . 
bodl." _ thould bu

ations can be effectlvely translated
into practice.

9. As lhe Inspectors have noted, connon services in vienna have been established
on the principle of "allocaced adninistration". Accordingly, the auLhority and

responsj.bility for lhe operation of a coru[on service rests witb lhe particular
organization !o which it is enErusted. Each corulon service would therefore be

maiaged in accordance r.rith the adninistrative, financial and budgetary rules, and

form part of the managerj.al systen of Ehe organizacion havinq the responsibility
for its provision. In Lhis regard, tbe Secre tary-Gener al would agree with the
Inspeclois, observation thaC tshis approach has both advantages and disadvantages,
lhe forner being principaLly the assurance of accounlability and a clear line of
responsibility in the provision of a common service. The main disadvantage of this
arrangenent lies, as the Inspectors have noted, on the side of the users, and

arises as a conseguence of ttle facc that they do not have direct concrol of the
service for which they are paying. On balance, holtever ' the Secrelary-General
oelieves that the advantages of the al-locaced adminisEracion approach have

outweighed the disadvantages, and he would share the assessment of the Inspectors
that lhis apProach has "stood the test of line and exPerience'r' As regards the
functions that have been provided on a conmon service basis in Vienna' the
Secr eta r y-General holds the viel| that the record of experience has been a good

one. 1g should' however, be borne in mind that under this system the rnanagerial
responsibitity for each conmon service resEs ultinately with the executive head of
the organization that provides it.

to. The secretary-General is in agreernent with the InsPectors regarding the
irnportant role lhat should be pl,ayed by a joint co-ordination commiEtee of the type
suggested in recornnendation I (a). The efficacy of any connon service arrangement
is enhanced !o the extenh thaE there is a fully functioning consultative machinery
avatlable !o the participating organizaEions. Indeed, the sec retary-General sees

this as essentia.l to ensure tha! the common services mechanism wiII operate go the
satisfaccion of all parties over tirne and in the face of changing prograrnrne

requirements. The Memorandum of Underslanding in fact provided for lhe
establishment of a tripartite collunitEee rePresenting tshe three organizations at
vienna to ensure policy guidance and overall managenen! of the planning and

inPlementation of connon services at the Vienna International Centre' t'lhile, as

ori.ginally envisaged, the mandale of the tripartite committee t'ast striclly
sp"ikittg,- limited to the Period until the centre was occupiedr ad hoc contacLs have
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been rflaintained, including participalion in the review of the Menorandum of
Understanding initiated by the Secretar y-ceneral earlier this year.

11. In the course of their rev1e9r, the Insp€ctors were inforned by several users
of problens tha! they exper i.enced with regard to certain conrnon services. Thereport i'ndi.cates that, in certain instancea, users have felt that they lrere notgetling che quarily of service paid for, and lhat they racked the means adeguatelylo influence decis ion-rnak ing with regard to the service. The secre tary-ceneral
does share with the rnspectors their view, indicated in recorNnenalion 1 (b) above,that greater use shouLd be made of corunon service advisory conmittees, particularly
by their estabrishnent in areas rrhere they are not presently established. Throughthe wider establisbnent of, and participatlon in such advisory conmittees, user
organrzations wourd be kep! better informed, rnl€understandings avoided and
problems, rdhere they do arise, nore readily resolved.

Recorunendat ion 2

task of si cost-shar and
conCesCed servtces so t e full ties
entrus the io bodies.

L2. rt is assuned that the jolnt bodies referred to are lhe advisory connitLees
lndicated in reconmendatlon I (b). Ttre sygtem of cost sharing ia one tha! hasevolved over time since lhe establighnent of cornmon services. The Secregary_
Genera.L would share the view of the rnspectors that in nost cases ehe cost-sbaring
l(eys are decernined in a straighcforward nanner and in a way satisfactory to lheusers, but. Chat in some areas, notably with regard to cornputer services,
improvements may n€ed to be made. The whole issue of cost sharing is berng
addresed j'n the context of the revien of the Metnorandun of Understanding initiatealearlier this year.

Reconnendation 3

zations should tely inves whether those
i denti f i.n the of understand

the can, af ter
criceria Cloned 85-92, be ecc of

their rve lsIati thereon.

13. As indicated above, a review of the Menorandun of understanaling is under way,
and the possibility of includlng additlonar conmon services wilr continue to
leceive due atlention in the course of that review.

The the

I
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Recomnendat ion 4

The secre rarv<eneral should t{itbhold . inpremgr}!a!i9l-of--gnx-99! lgig l:9 9!
of

subsbantive til after the

the has fecti entered should
taken the the

ect to this inf
exis! common ices on future connon services

1,4. The secretary-General understands tbat this recommendatlon stems from the

perception of lhe Inspectors, indicated in paraqraphs 78 and 96' that his proPosal

last year to esgablish separace united Nacions services in tbe personnel' public

infornacion and legal fields prior to the entry into force of the Canstitution of

the new IJNIDO tras preclpitate. The secre lary-General do€s not' of course' share

that view. Ig should be recalled, in lhis connection ' that the Proposed

arrangernents relating to both the informaEion and the personnel servlces nere set

out in a rePor! to the thirty-eighlh session and received the aPproval of the

Assenbly. uPon the transfer of united Nations units to the vienna International
Centre, the secretary-Gener al had rnade arrangemenEs !'ithin the United Nations for
uNIDo to provide a nunbe; of services, essentially of an adninistrative -and
supporting nature, to the united Nations office a! vienna and the united Nalions

units. These included the personnel and PubIic infornation services referred co'

The posts and resources nec;ssary for this PurPose vtere either estsablished under

different sectsions of the prograirme buaget, and thus had not been part of the uNrDo

staffing tables or budget' or were established within UNIDO specifically for lbe

purpose of acconnodatrng itre extra {ork-load involved i'n servicing rhe united

Nations uniEs. These support services were entrusle'l to UNIDO in its capacity as

an integral part of tne i^ecretariat of the united Nations before the establishnent

of the United Nations otfj'ce at vienna in February 1982' rn bis report to the

Assembly (A/C.5/38/871' lhe secr€tary4eneral staied his belief that seParate and

distinct services i' trrese-ri.ras woitd be reguired. Both of these functlons are

closely tied Eo the policies and work Programme of each organizalion' t{hat nay be

proper tor the coflnon services to di'fferenc parts of the same organization nay not

i"-'"ppt"pti.t. "rrun 
uppii"d t'o nanagenent poltcy unics under the direct

responsibility ot airteieit executlie treaai ' The secrelary-Gener a1 considers that

lhis distinction is pertinent in relation to the criteria elaborated by the

Inspectors referred to in ParagraPh 7 above'

15. The sec retary-General does not find hlrnself in entire agreenent vtith the

lnterpretation that the Inspectors aPparently give to the reconmendations of the

fornEl neeting on the conveision ot ullfoo, the texE of which is reproduced in the

first paragraPh of thrs report. The reconmendation of lhe fornal meeting referred

co existing working arrangements between the United Nations and UNIDO and lhe

corunon selvices at the vi;nna rncernational Centrei the changes rnade by rhe

Secretary-General related to internal administrative arrangenents that had been

made' on his own authority, uPon lhe nove of United Nations units Eo Lhe vienna

InternaEional centre, and- thal were not of a "common service" nature' nor the

subject of fornal agreements. Neither does lhe adminislrative aclion laken with

regard to personnel and information services prejudice consultaeions leading to
)

alI
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further agreement among the
along lines conpatible withlegislative mandates.

Recommendat.lon 5

The exlst
continued

Uhree organlzalions concerned tothelr respectlve work progranme
extend connon Eervlcea

requlrementa and

fornalized.

ions ioint

should determined for

16. In the view of the 
- 
Sec r etary_ceneral the fnspectors have rightly givenemphasis to the desirabir-iry of iationaiizing Jonference servicing at the viennarnternational centre. There is a wide measuie of agreenent tnat J singleconteEence-serv ic ing facirity at the centre wou:-a represenE the idear- solution,purely fron the standpoint. oi cost eitlciency.- The existence of separateconference services inevitabry inhibits *" iu:-r.r rearizaeion of econonies ofscale and of scheduling. It would be difficult, for exanpl-e, to justify asubstantial corps of permanent interpreteis i"i ttr. individual meelings prograrruneof each of the organizations in vienia; tirereiore, aII nust rely ac present onnon-local free-Iance interprelers, fuitn.r^o.", a combined neetings planning andservicing operation wourd be rnore etreclive ii estaurishing an even rever ofrneeling activity lhroughout the year, resulting rn a nore efficient ucirizalion ofconference-servic ing resources. including an eilarged corps of interpreters, and ofthe meeting roons themserves' trre arceiiaiivJ would .ppuu, to be a rnore costly andress efficient operation 
. 
conposed of three separate co,., f erence-serv icing units,with_consequent duprication of supervisory iri.aion., A conbined conference_servi.cing operaLion, however, r^'ould not necessarily include such functions as cheIibrary and the publishing facilities, which could remain as separate entrEies,

)-7 ' At present conterence services at lhe vienna rnternational cenrre are providedby the separale establishments of IAIA and UNIDO, the uNfDO operation belngprovided tor in two separate seccj.ons of the United Nations prograrune budget.under what began as an interim ur.urrg.r"ni;-r".i ing" of the unlted Nations officeat vienna are serviced by, uNrrror tho;gh at the present time united Nations meetingsare at least as nany as those of Ulilo6, ,a i, ior"n recalling in this contex! thatuniled Nations organs must neet in contorrni.ty ricn an" carendar of conferences andmeetings estabrished on che basis of cenerar Assernbry resorulions on the patcern ofconferences, notably section.r of resolutio" ir)r,no (17 December 1976). rnaccordance lrith this resolution, uniged fationr'orgun, that have thelr establishedneaoguarters ac Vienna are required to neet there. Therefore, should presentarrangements continue, the situation of the united Nalions in vienna would besornewhat anomarous, both in terms of the rerative levers of conference-servicingrequirenents and in the light of ene fact-inat] fo, tfru first !ime, theorganization would rely on another agency for its conterence servicing.
18. The Secretary-Ceneral 

. 
has consistently favoured the goal of uni.fyingconference services to achieve naxinun 

"eti"i.ncv and economy. rn rhe light of its

(

_t I
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experience in this fietd and its abj.lity to recruit and retaln a large,
well-qualified language sLaff, as exenplified by the situatlon in Geneva ' and in
view of its nandate to provide the full ranqe of servicing oPerations for its
deliberative bodies, the Unlted Nations is ready to assume the resPonsibiLity of
providing conference services for all organizations at lhe Vienna International
Centre. The vie$s and guidance of tternber States are sough! oo this question.

)




