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Upon assuming the office of Secretary-Ceneral, | undertook to |lead a

t hor ough and wi de-ranging review of the activities of the United Nations and the
manner in which they are conducted with a view to reconfiguring the Organization
to meet the changi ng needs of the world comunity as it nmoves into the next

m || enni um

| amnow in a position to bring to the attention of Menber States ny
i mredi at e managenent and organi zati onal neasures as described below. This is in
keeping with the wish of the General Assenbly that there be a tinely dial ogue
bet ween Menber States and the Secretary-General on the process of the
restructuring of the Secretariat. | do not intend this as a conprehensive
review of the overall reformprocess, which will be the subject of a report |
intend to conplete in July for submission to the Assenbly.

I am determ ned that change be acconplished in a nmanner that renews the

confidence of Menber States in the rel evance and effectiveness of the
Organi zation and revitalizes the spirit and commtnment of staff.

A.  Managenent reform neasures taken to date

| already have taken neasures within the Secretariat toward neeting these
goal s.

First, | have created a Policy Coordination Goup, which I chair, to assist
me in the executive direction of the work of the Organization. [Its conposition
i ncl udes the heads of Departnments and Offices within the Secretariat, as well as
the heads of the United Nations Devel opnment Programme (UNDP), the United Nations
Children's Fund (UNICEF) and the United Nations Popul ati on Fund (UNFPA). The
G oup has a dual purpose. It is intended to ensure that the Organization as a
whol e i s nanaged as an integrated entity and that nmanagenment and policy
deci sions by the Secretary-General systematically benefit from advice fromall
seni or programe managers. This is particularly inportant in nmeeting the
growi ng nunber of challenges before the Organi zation that cut across traditional
sectors and organi zati onal boundaries and call for conprehensive responses.

Second, all United Nations Departnents, Ofices, Funds and Programmes have
been grouped in four principal sectoral areas of the Organization's work - Peace
and Security, Econom c¢ and Social Affairs, Devel opment Operations and
Hurmani tarian Affairs. Executive Committees have been set up in these areas,
each with its own designated Convenor, to facilitate nmore concerted and
coordi nat ed managenent of the work of the Organization. |In this context, | have
determ ned that the designation of a Special Coordinator for Econom c and Soci al
Devel opnent is no |longer required. These Executive Conmittees have executive
deci si on-maki ng and coordi nating powers. The Convenors will bring to ny
attention issues that require ny personal decision. Sone 30 United Nations
Departnments, O fices, Funds and Progranmes and other entities are thus brought
together in these four groups by substance rather than by the source of
financing. The initiative is intended to sharpen the contribution that each
entity is called upon to nmake to the overall objectives of the Organization and
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to help each entity avoid duplication and build on the work and capacities of
other entities in furthering that contribution. Human rights issues will cut
across the four sectoral groups. The incorporation of a gender perspective
within the progranmes of the Organization will be an inportant dinension of the
wor k of the groups.

To support me in ny reformefforts, | have appointed an Executive
Coordi nator for United Nations Reformto advise and assist ne in overseeing al
aspects of the process that come within ny purview. The Executive Coordinator
also chairs a Steering Conmittee on United Nations Reform whose nmenbership
i ncl udes senior officials representing the span of activities of the
Organi zation, including the Convenors of the Executive Conmttees.

Wil e nost reformchanges will be acconplished within the current avail abl e
financial resources, there will be a need, in sone cases, for special externa
techni cal and professional expertise that will require extrabudgetary funding.
Accordingly, | will be establishing a special trust fund for this purpose.

A Managenent Reform Goup, focusing on furthering managenment reform
neasures cutting across the Organi zation, is being established within the
Depart ment of Administration and Managenent to replace the Efficiency Board and
its working group. This will be conplenented by reform groups, to be
established in each Departnent, Fund and Programme, to assist in pursuing
internal reforms in each United Nations entity. The Managenment Reform Goup in
t he Departnent of Adm nistration and Managenent, in concert with the other
reformgroups, will constitute a network upon which the Executive Coordi nator
and the Steering Commttee can draw. The status of the efficiency process and
of these managerial refornms will be described in a separate report that | wll
send to you shortly.

The overall aimin the establishment of these nechanisns is to involve, on
a continuing basis, all United Nations entities in the challenge presented by
reform while organizing and accel erating the reform process through the
identification of a clear |ocus of action

B. The two-track reform process

The reform agenda is being inmplenented on the basis of a two-track process.
The first track relates to those managerial initiatives and decisi ons which fal
within nmy authority and that can be taken immediately. The second track
i nvol ves the preparation of a longer-term programe of reform which wll
i ncorporate: (a) those further measures within nmy authority, including those
which | believe should be subject to consultations with and gui dance from Menber
States; and (b) my proposals in respect of the nore fundanental issues, which
can only be decided by Menber States.

In devel oping nmy plans, | amtaking careful account of the considerable
body of know edge and analysis that is now available as a result of the
del i berations of Menber States in the General Assenbly and its rel evant working
groups. Account has al so been taken of proposals nmade by groups of States and
by individual States, reconmendations emanating from independent conm ssions and
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ot her bodi es, and fromthe valuable reports prepared by the Ofice of Interna
Oversight Services, the Joint Inspection Unit and the Board of Auditors.

C Furt her managenent ref orm neasures

Transfer of resources fromadmnistration to programes

It is estimated that up to 38 per cent of the resources of the regul ar
budget are devoted to admi nistration and ot her non-programe costs. This figure
i ncl udes the budget, finance and personnel conponents of the Department of
Admi ni stration and Managenment, the adm nistrative support costs of Conference
Services, public information activities and other programe support costs. | am
convinced that this figure is too high and that Menber States would wel cone an
effort to redistribute resources to the programe areas. 1In this regard, Menber
States have made cl ear that resources saved shoul d be nmade avail able for
devel opnent activities. | would therefore expect this principle to guide the
process of redistribution.

A mgj or aspect of my nmanagenent reorgani zation will be to enpower programe
managers to act decisively in their areas of responsibility and to reduce the
| ayers of centralized admnistration. This will entail the review and
stream i ning of relevant financial and adm nistrative rules and regulations. In
short, | intend to delegate responsibility and authority, while insisting on
full accountability. The increased application of information technol ogy
t hroughout the house and the sinplification and speeding up of adm nistrative
processes provide the neans to facilitate this decentralization. The aimis an
absol ute reduction of resources devoted to adm nistration

The achi evement of this goal will require substantial work across the
entire Organi zation, streamining processes, sorting out the distribution of
resources and staff between departnents and the Departnment of Adm nistration and
Managenent, consolidating and/or outsourcing where appropriate, and recasting
t he Departnent of Adm nistration and Managenent as a Departnent of Managenent.
The inplenentation of this effort will require the full participation and
cooperation of all Departnments and Offices, as well as of Menber States and
i ntergovernnmental bodies. It will also require consultations and agreenment with
Menber States on the nmodality by which the funds will actually be reallocated to
pr ogr anmes.

| have directed that a plan be prepared for presentation to Menber States
for a reduction of at least one third in the proportion of resources devoted to
admi ni stration and ot her non-programme costs in the regular budget to be
achieved by the year 2001 - and | will nake every attenpt to go further

Consol i dation of Departnents in the econom c and social fields

Si nce taking over as Secretary-General, | have stressed that the pronotion
of devel opment nust remain central to the mssion of the Organization and that
the work of the United Nations in the econonmic and social fields nust be
st rengt hened.
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At present, devel opnent activities are conducted primarily by the
Department for Policy Coordination and Sustai nabl e Devel opnent, the Departnent
for Econonmic and Social Information and Policy Analysis and the Departnent for
Devel opnent Support and Managenent Services; the United Nations Conference on
Trade and Devel opnment (UNCTAD); the United Nations Environment Progranmre (UNEP)
the United Nations Centre for Human Settlenents (Habitat); the five Regiona
Commi ssions; and the four Funds and Programes, as well as the Ofice for
Project Services. UNCTAD has recently carried out a conprehensive
reorgani zation, the Regional Comm ssions are in the process of undertaking broad
reviews, the Funds and Programmes have undertaken extensive reforns and Menber
States continue to pay close attention to their operations with a viewto
stimulating a closer integration of their activities.

The Secretariat has a central role in integrating substantive support to
the concerned intergovernnental bodies, but this role is now diffused anbng the
three Headquarters Departnments nentioned above.

| am convinced that integrating support for policy formulation, analytica
and nornmative functions and rel evant technical cooperation activities will serve
to reinforce the necessary critical nmass avail able at Headquarters for this
i ndi spensabl e aspect of the work of the Organi zation and the overal
effectiveness of the Secretariat. It will also facilitate a further
rationalization of econom c¢ and social work throughout the Organization and
vis-a-vis the other organizations of the system | also anticipate that
appreci abl e admi ni strative savings would accrue fromthe consolidation.
Accordingly, the Departnment for Policy Coordination and Sustai nabl e Devel opnent,
t he Departnent for Economic and Social Information and Policy Analysis and the
Depart ment for Devel opment Support and Managenent Services will be nmerged into a
single Departnent. Sone of the functions and activities of the Departnment for
Devel opnent Support and Management Services will be redistributed. The new
structure would maintain a distinct capacity for econonm c and social data
gathering and anal ysis, consolidate capacities for policy analysis and policy
coordi nati on and strengthen support in the key areas of sustainable devel oprent,
soci al devel opnent and the advancenent of wonen, bearing in mnd the inportance
of sharply enhanci ng substantive support for the intergovernnmental processes of
the United Nations in the econom ¢ and social spheres. The new Secretari at
arrangenents shoul d serve to bol ster support for Africa's devel opnent, Sout h-
Sout h cooperation and the sustainabl e devel opnment of small island devel opi ng
St at es.

Streaml i ning and strengthening of services for intergovernnental processes

A priority in the reformeffort should be to strengthen the coherence,
quality and efficiency of the technical support services provided by the
Secretariat to intergovernmental bodies. 1In this regard, there is a need to
stream i ne and strengthen technical support for intergovernnental processes.

The functions involved relate, in particular, to technical support for the
Ceneral Assenbly and its main and subsidiary bodies, and simlar support for the
Econom ¢ and Soci al Council and other intergovernmental bodies in the economc
and social fields, as well as the functions of the Conference Services
machinery. | believe that integrating these activities into one Departnent will
markedly strengthen the capacity of the Secretariat to provide efficient and
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i ntegrated technical support services to Menber States while providing
opportunities for significant adm nistrative savings.

| therefore intend to establish a Departnment of General Assenbly Affairs
and Conference Services integrating the major technical support services for the
General Assenbly, the Econom ¢ and Social Council and their subsidiary bodies
currently provided by the Department of Political Affairs and the Departnent for
Pol i cy Coordination and Sustai nabl e Devel opnent, as well as Conference Services.
The new Departnent will lead in establishing a new way of operating conference
services in the Secretariat with increased accountability for performance
agai nst clear nornms and standards of quality and tineliness and increased
flexibility to deploy resources to respond quickly. Wiile consolidation is an
i nportant neans of achieving cost effectiveness, there are sone functions that
need to be decentralized to | ocations where they can be performed much nore
econom cally. Particular exanples are translation, printing and publications.

Reorientation of public information

We nust ensure that the tale of the activities of the United Nations is
told with nmore vigour and purpose and to greater effect. To that end, | have
concl uded that a sweeping revanping of the United Nations public information
capacity is an urgent requirement. Revanping these services would be in |ine
wi th intergovernnental recommendations that have al ready been made. Action to
i npl enent these recomendati ons has not kept pace, however, wi th the urgent
nature of the problem There is a need to go further

The reorientation of public information will be designed to have three
principal effects. First, United Nations information activities will in future
be geared to providing comuni cations and outreach services to the nedia,
non- governmental organi zati ons and other re-dissenmnators, utilizing the |atest
nedi a technol ogi es and techniques. Second, the information capability of the
Secretariat will be nmore intimately linked with and directly supportive of the
activities of the substantive departments. Third, resources will be
decentralized and refocused to the country and regional |evels and greater use
nmade of |ocal resources. The process of integrating those United Nations
i nformation centres serving devel oping countries into the Resident Coordinator's
Ofice will be conpleted. | would also hope to see information coverage of all
Menber States that desire it as a result of these changes.

To that end, | intend to transformthe present Departnment of Public
Information into an O fice for Conmmuni cati ons and Medi a Services and wil |
initiate a detailed review and consultations with Menber States.

Streaml i ning and consolidation of administrative, financial, personnel,
procurenent and ot her services

The United Nations and its Funds and Progranmes have different but rel ated
adm ni strative, financial, personnel, procurenment and ot her services
arrangenents. Conmbn services arrangenents exist in a few areas. In support of
the principle of devolving responsibility to the nost effective nanageria
| evel , experience denonstrates that, in sone carefully defined areas,



A 51/ 829
Engl i sh
Page 7

consol i dati on produces consi derabl e cost savings and other admnistrative
benefits.

| have therefore decided to initiate a close exam nation of existing
arrangenents throughout the Organization with a view to extendi ng common
servi ces wherever this can result in nore effective services, including the
possi bl e establishment of a conmon services facility.

United Nations at the country | eve

Menber States have made clear their wish to see arrangenents put in place
to secure greater integration of United Nations activities at the country |evel
whi ch, nonetheless, will preserve the special characteristics and
di stinctiveness of the various Funds and Progranmmes.

A common goal of the United Nations presence at the country |level should be
to ensure optinmal support for national capacity-building: (a) to assist
countries to realize their national devel opnent goals; and (b) to facilitate the
coherent and coordinated i npl ementati on of the goals and progranmes of action
arising fromthe series of recent international conferences and General Assenbly
resolutions. This calls for comon understandi ng, policy coherence,
coordi nation and coll aboration at both the headquarters and field |evels.

In order to achi eve greater coherence of planning, programm ng and
i mpl ementation at the country level, | have directed that the follow ng steps be
t aken:

First, the position of the Resident Coordi nator as ny designated
representative for devel opnent cooperation and Leader of the United Nations
Country Team shoul d be further strengthened and enhanced. The team approach to
operations in the field, under the | eadership of the Resident Coordinator, nust
be acknow edged wi thout reservations. An expanded functioning of the thematic
groups within the Resident Coordi nator system should be pursued. The thematic
groups should not only function as avenues for information exchange but as
nechani sns to review programes and projects, prior to funding deci sions.
Governnments must know that they are dealing with an integrated United Nations
and not one with disparate parts.

Second, all United Nations Funds and Programmes conducting devel oprent
activities in a particular country will be requested to join together, under the
Resi dent Coordi nator as the Leader of the United Nations Country Team in the
preparation of a comon progranmme and programme-resource franework at the
country level in full consultation with and in support of the CGovernnent
concerned. A common United Nations Devel opnent Assi stance Framework shoul d
maxi m ze United Nations collaboration in support of country priorities. For
this purpose, a comobn dat abase shoul d be devel oped in each programe country.
Wthin a single framework docunent agreed upon with the country, individua
Funds and Programmes would retain their discrete programe conponents.

Third, the drive to establish common preni ses and conmon servi ces
arrangenents at the country level will be intensified. A common |ocation will
save on admnistrative costs to the benefit of the programe countries and wil |l
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serve to encourage a daily habit of coordination, cooperation and consultation
| mpl enent ati on of common services arrangenents at the field level will release
resources for programes, as will further harnonization of current procurenent,
personnel, financial and administrative procedures.

Fourth, | am asking the heads of the United Nations Funds and Programmes,
t hrough the Executive Conmittee on Devel opnent Operations, to assist nme in
ensuring that the selection of the |eaders of their country staff result in a
m x of skills in the United Nations Country Team conpatible with the needs and
priorities of the United Nations country activities as determ ned by the country
concer ned.

United Nations Code of Conduct

| expect a total conmitnent to excellence fromthe managers and staff of
the United Nations. This includes adhering to the hi ghest standards of conduct.
A draft Code of Conduct has now been conpleted. Staff representatives have been
asked to review it expeditiously so that | may submt it to the General Assenbly
for consideration.

The Code of Conduct lays out in clear formthe expectations for conduct and
performance and requires the highest standards of efficiency, conpetence,
i ndependence and integrity of United Nations staff as stipulated in the Charter
It consolidates and updates rules, sets out a franework for accountability for
performance and sets standards of conduct designed to avoid real or apparent
conflict of interest, including requiring financial disclosure by the senior
officials of the Organization

Reduction in docunmentation

It has becone urgent to stemthe tide of docunentation, which threatens to
overwhel mthe productive capacity of the Secretariat and the absorptive capacity
of del egations. To take one exanple, for the forthcom ng substantive session of
t he Econonic and Social Council, which lasts for 20 working days, it is
estimated that the Council will have docunentation consisting of 2,874 pages
before it for consideration (an average of 140 pages a day).

| have therefore set a target of 25 per cent for the reduction in
docunent ati on produced by the Secretariat to be achieved by no later than the
end of 1998. | wll review options for streamining reporting nethods and
propose further neasures to Menber States in the near future for reducing
docunment ation and elim nati ng unnecessary paperworKk.

D. Regular budget and staff |evels

Regul ar budget

The actions described above will find reflection, in due course, in the
structure and content of the regular budget of the Organization. |In this
regard, it will be recalled that the regul ar budget has shown a zero noni na
growm h since 1994. The 1994-1995 regul ar budget appropriation was
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$2,608 mllion. The current appropriation for the budget for the biennium
1996-1997 is $2,603 mllion. The overall decline of $5 mllion was achieved
through real resource reductions of $210 million offset by output cost pressure
frominflation and forei gn exchange fluctuation

For the biennium 1998-1999, the General Assenbly has approved a budget
outline of $2,480 mllion based on the sane price levels used in the |atest
readi ng under the 1996-1997 budget. Accordingly, my proposed budget for the
bi enni um 1998-1999 will contain proposals that will be around $123 mllion |ess
t han 1996- 1997 at conparable prices and will represent a real resource
reduction. Assunming the continuation of present inflation and exchange rates,
ny goal is for the United Nations to achieve a negative nom nal grow h budget
for the biennium 1998-1999

Staff levels

The question of an appropriate |l evel of staff for the O ganization has
become a matter of preoccupation for many Menber States. It is equally an issue
uppernost in the mnds of the staff.

The present staff level is a product of historical forces involving the
mandat es conferred by Menber States and estimates at particular nmonents in time
of the resources, in particular human resources, required to inplement them It
must, however, be constrained by expressions on the part of Menber States of
their sense of the burden they are willing to bear to support the activities of
our Organization. It is a determnation that rests on a mx of political,
nmanageri al, programmatic and financial requirenents.

In considering this issue, it is inportant to define what is within ny
responsibility as Secretary-General and what is not. The mgjority of the staff
of the United Nations systemwork in the specialized agencies, including the
Wirld Bank and the International Mnetary Fund (I MF), and other organizati ons,
and do not cone under ny responsibility. Wthin the United Nations itself,

10, 021 posts are authorized under the regul ar budget of the Organization and are
under nmy direct responsibility. | have decided to propose for the consideration
of Menber States a reduction of approxinmately 1,000 of these posts in the
proposed programe budget for the biennium 1998-1999 when it is finally

subm tted. The proposed reduction in posts would contribute to a decline of
approxi mately 25 per cent fromthe peak of 11,994,

Over tine, with adjustments of nmandates and the inpact of new nethods of
wor k, further reductions could be possible. Qualitative inprovenents coul d
produce an efficiency dividend that mght result in further reductions. These
woul d be undertaken in a predictable and orderly manner that will not conprom se
staff norale or perfornmance

In this context, heads of Departnments and Ofices will be required to keep
the targets set by the General Assenbly on gender bal ance as a guiding factor in
their staff decisions. For ny part, | will continue to work together with
Menber States to ensure that qualified wonen are given the opportunity to serve
in senior positions in the Secretariat.
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E. Action processes

I aminitiating a nunber of action processes to inplenent each decision
with a specific tinmetable and a designated acti on nanager. The Executive
Coordi nator for United Nations Reformw |l assist me in overseeing the setting
up and functioning of these arrangenments. A nore detailed description is in the
annex to the present letter.

Although I will deal nore fully with institutional issues in ny July
report, the situation of UNEP requires a nore inmediate focus in the Iight of
the forthcom ng nineteenth special session of the General Assenbly for the
purpose of an overall review and appraisal of the inplenentation of Agenda 21,
to be held in June. | have, therefore, asked the Executive Coordinator to
undertake consultations with Menber States on this question as soon as possi bl e.

Different Secretariat units are often involved in issues that flow fromthe

nmandat es assigned by Menber States. | believe it is vital for Secretariat units
to work together across organi zational and sectoral |ines to reduce overlap and
duplication in dealing with those issues and ensure nore effective focus and
utilization of Secretariat capacities. | have asked the Executive Coordi nator

for United Nations Reformto design an "issue managenent system on which | wll
report nore fully in nmy July report.

I will keep you and Menber States fully inforned on these and additiona
neasures that will be taken during the next few nonths.

F. Conclusion

The reform neasures | have initiated are designed to contribute to the
transformati on of the Organization into a nore effective, nodernized and
rel evant instrunent at the service of the international conmunity. They
represent first steps in ny reformprograme. Resources will be reall ocated;
departrments integrated; administrative costs reduced; functions streamined; new
nmet hods of work introduced; and maxi num performance demanded of all staff. The
intention is to strengthen the Secretariat's capacity to deliver progranmes and
to redepl oy resources judiciously for this purpose.

As | have stated before, reformis not an end in itself. It is a nmeans to
achieve a nore effective United Nations systemthat better serves the Menber
States; a |leaner and nore efficient United Nations Secretariat, including the
Funds and Programmes, with sinplified structures, that avoids duplication and
achi eves greater inpact; and a United Nati ons Organization that is well-nmanaged
and nore accountable for results.

| amaware that a nunmber of these actions will require the review and
concurrence of Menber States, in particular where there are inplications for the

content and structure of the programe budget. In such instances, | wll bring
them for consideration to the relevant bodies at the earliest practica
opportunity. | will seek to ensure that the changes | propose contribute to the
full inplenentation of mandated programmes. [|ndeed, these proposals are

intended to increase the overall capacity of the Organization to inplenment
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programmes. In the event that programmatic adjustnments are required, | wll

seek the necessary authorization fromthe conpetent intergovernmental bodies.

Enhanci ng the perfornmance of the United Nations neans, above all, investing
inits nost inportant resource - its staff. Over the next several nonths, |
shall be considering a series of initiatives to strengthen further the
prof essional formation of our staff to equip themw th new skills and
techniques, and to create work-related incentives. A United Nations staff
coll ege is being established to foster managenent excellence and to provide

staff with refresher training over the course of their careers. It is essential
that the nature of the training and incentives provided be in line with the core
conpetencies required of our staff. | shall outline nmy plans in this area in ny

report to be issued in July.

I will make the present letter available to all Menber States and
Gbservers.

(Signed) Kofi A ANNAN
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ANNEX
Action processes
Transfer of resources fromadmnistration to programmes
Action

The proportion of resources of the regular budget devoted to adm nistration
and ot her non-programre costs will be reduced by at |east one third by the year
2001.

Foll owup and inpl enentation

The United Nations spends too nuch administering itself. 1In 1995, up to
38 per cent of the Organization's regul ar budget was spent on admnistration and
ot her overheads. Less onerous administration neans better service for Menber
States and increased productivity throughout the Organization. Geater use of
nodern i nformati on technol ogy nmakes possible a wi der sharing of information
greater transparency and accountability, and reduced adm nistrative costs.
Admi ni strative rules should be reviewed and obsol ete and unnecessary rul es
abol i shed, thus contributing to better conpliance. Rules and procedures shoul d
translate the intent of the General Assenbly into action in a tinmely and
expedi ti ous manner.

Resources released will be redirected to substantive progranme areas in the
econom c, social and related fields on the basis of proposals to be subnitted to
Menber States. This will be done progressively over the next two bi enni uns.

The Under-Secretary-CGeneral of the Departnment of Managenent will be in
charge of preparing a plan with a precise tinetable for acconplishing this goal

Consol i dation of Departnents in the econom c and social fields

Action

A single Secretariat department at Headquarters in the econom ¢ and socia
fields will be established.

Foll owup and inpl enentation

A close scrutiny will be made of the programmes of the Departnent for
Pol i cy Coordi nati on and Sust ai nabl e Devel opnment, the Department for Econom ¢ and
Social Information and Policy Analysis and the Department for Devel opnent
Support and Managenment Services in order to determ ne whether all of their
activities are of high priority, which areas may need strengtheni ng and which
could be better carried out by other entities or in partnership with them As
regards the Departnent for Devel opnent Support and Managenent Services, the
analysis will provide the basis for the redistribution of those functions of the
Department for Devel opment Support and Managenent Services whi ch have conti nued
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rel evance in accordance with |l egislative mandates. The expected rel ationship of
the new consolidated entity to the United Nati ons Conference on Trade and

Devel opment (UNCTAD) will be a subject of special focus, with a viewto
identifying areas for closer cooperation and possible consolidation. The

anal ysis should al so incorporate the issue of rationalizing appropriate
activities with the United Nations Devel opment Progranmme (UNDP) and the form any
such rationalization should take. At the sane tinme, consideration will be given
to the research and normative activities being undertaken in certain areas by
the United Nations Funds and Programmes, which nay be inconsistent with their
core functions, especially now that there will be one central Secretariat

Depart ment at Headquarters responsible for economc and social matters.

The Under-Secretary-CGeneral for Policy Coordinati on and Sust ai nabl e
Devel opment will be the senior official responsible for |eading this analysis
t hrough an appropriate mechani smestablished for this purpose. As regards the
t echni cal cooperation programes of the former Departnment for Devel oprent
Support and Managenent Services, he will work together with the Adm nistrator of
UNDP and the Executive Director of the Ofice for Project Services in order to
prepare reconmendations for action. Further details of the planned
rationalization will appear in the report to be submtted to Menber States in
July.

Streaml i ning and strengtheni ng of services
for intergovernnental processes

Action

A Departnent of General Assenbly Affairs and Conference Services will be
establ i shed.

Foll owup and inpl enentation

The technical Secretariat support services of the Departnent of Political
Affairs and the Department for Policy Coordination and Sustai nabl e Devel opnent
will be integrated into the new Departnment. The conference service functions of
the Ofice of Conference and Support Services will be transferred to the new
Department in order to provide integrated technical support to intergovernnental
bodi es. Responsibility for providing substantive support to intergovernmental
bodies will continue to reside in the programe Departnents. The support
service part of the former O fice of Conference and Support Services will remain
in the Departnment of Managenent. The function of control and limtation of
docunmentation will also remain in the Departnent of Managenent through the
budget ary process.

The senior official appointed to head the new Departnment, at the Under-
Secretary-Ceneral level, will take the necessary steps to prepare
reconmendati ons for the establishment of the Department, which will be reported
on in July.
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Reorientation of public information
Action

The Departnment of Public Information will be transforned into a new Ofice
for Conmmuni cati ons and Media Services, which will incorporate the |atest media
t echnol ogi es and techni ques.

Foll owup and inpl enentation

The new Office will reorient its approach to the delivery of comunications
and outreach services to Menber States, the nedia, non-governmenta
organi zati ons and ot her re-dissem nators, taking advantage of advances in
el ectroni c neans of conmmuni cation

The Executive Coordinator for United Nations Reformw || be responsible for
establishing a task force to conduct an exam nation of the Departnent's current
activities and to make specific reconmendati ons on the architecture of the new
Ofice following consultations with Menber States. The task force will conclude
its work in time for the publication of the July report.

Streaml i ning and consolidation of adm nistrative, financial
personnel , procurenent and other services

Action

An analysis of the feasibility of extending common services facilities wll
be initiated.

Foll owup and inpl enentation

At the United Nations, organizational arrangenents have tended to derive
fromthe source of funding rather than functional and substantive
consi derations. By establishing sectoral groups, this approach to the
management of the operations of the Organization is being revised.

The Under-Secretary-General of the Departnent of Management will initiate

an exam nation of the feasibility of extending conmon services, including the
possibility of establishing a common services facility.

United Nations at the country | eve

Action

The coherence, coordi nation and col |l aborati on of the United Nations
operational activities at the country level will be enhanced.
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Fol l owup and inpl enentation

Fragmentation of the work of United Nations entities engaged in operationa
activities for devel opnment at the country | evel nmust be replaced by an
i ntegrated approach to planning, progranm ng and inpl enmentati on under the
authority of the Resident Coordinator as Leader of the United Nations Country
Team Coordination should shift frominformation sharing to goal -oriented
United Nations col | aboration

The Adm nistrator of UNDP, in his capacity as Convenor of the Executive
Conmittee on Devel opnent Operations, will take the lead in working out the
necessary arrangenents for this new orientation. He will advise on which
proposal s need to be brought to the attention of intergovernnental bodies and
the executive boards to obtain their concurrence.

United Nations Code of Conduct

Action
A Code of Conduct will be conpl eted.

Foll owup and inpl enentation

Staff representatives have been asked to provide their conrents on the
draft Code of Conduct by the end of March. Follow ng further consultations
within the context of the Staff Managenment Consultative Conmmittee in April, the
Code of Conduct will be submitted to the General Assenbly for its consideration
Once conpleted, it will be brought to the attention of the Administrative
Conmittee on Coordination to foster systemw de consistency in this area.

The Legal Counsel, in cooperation with the Under-Secretary-Ceneral of the

Depart ment of Managenment, will be responsible for bringing this initiative to
conpl etion.

Reduction in docunmentation

Action

A target for an early reduction in the docunentati on produced by the
Secretariat has been set in order to achieve a 25 per cent decrease by no | ater
than the end of 1998.

Foll owup and inpl enentation

Every action taken by the United Nations is reflected, sooner or later, in
a docunent, press release or publication. As a result, the Secretariat produces
an enornous amount of paperwork. In the biennium 1994-1995, there were
43 mllion nore words or 130 thousand nore draft pages translated than in
1988- 1989, a 25 per cent increase; 200 mllion nore pages were printed to reach
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atotal of 1,570 mllion pages per biennium a 14 per cent growh in printing
out put .

The challenge to be tackled in this area goes beyond the question of
nunbers. The Secretariat nust aimto inprove the quality of the docunentation
it produces by making it nore concise, readable and action-oriented. Menber
States, for their part, should be careful not to request reports that are
unlikely to contribute substantially to the body of know edge al ready avail abl e
on the subject in question. They should also show restraint in submtting
letters and other simlar material for circulation. These changes wll take
time, however, and should not inhibit attenpts to reduce the totality of the
present docunentation overl oad.

For a start, it has been decided that, as a rule, all docunments produced by
the Secretariat should be no |onger than 16 pages, a reduction fromthe present
standard of 24 pages. Proposals will be presented shortly to intergovernmenta
bodies in order to secure approval for a reduction in the length of reports
produced by those bodies fromthe standard 32 pages to 20 pages.

The Under - Secretary-General of the new Departnent of Managenent will take

the lead in devising all necessary neasures to neet the target of a 25 per cent
reduction in docunmentation as rapidly as possible.



