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The Deputy Secretary-General

14 September 2006

SG,

You asked if I had reviewed Bob Orr's
note to you on strengthening the Policy
Committee Process. Yes, it had been
scheduled for discussion in the Policy
Committee that I chaired on your behalf on
5 September. We ran out of time before this
item and it needed to be rescheduled. But
my guess is that there will be support for all
its recommendations.
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Note on strengthening the Policy Committee Process

1. In order to deepen and strengthen the work of the Policy Committee after its first
year in operation, Mr. Robert Orr and the Secretariat staff held meetings in May 2006
with senior managers from Policy Committee members' departments and a wide range of
non-member entities in UNDG, ECHA, ECPS and EC-ESA. The meetings enabled the
Policy Committee Secretariat to get extensive feedback on various aspects of the work of »*)
the Policy Committee from line managers.

2. There is a generally positive attitude towards the Policy Committee process.
Among the positive aspects cited by managers were:

• it provided a more structured, decision-oriented forum chaired by the
Secretary-General, with greater predictability in the steps leading up to
the meeting;

• it promoted a culture of constructive debate over policy options;
• it often allowed a wider range of departmental/agency views to enter the

policy making process.

3. While the Policy Committee has met its basic aim - creating a 'Cabinet-style'
structure to aid the Secretary-General's decision making - managers highlighted a
number of areas where its processes can be strengthened. These are listed below in
summary form, with some suggested actions. A full list of actions which were proposed
to strengthen the Policy Committee is at Annex 1. Based on the outcome of discussions
in the Policy Committee, the Policy Committee Secretariat will work on these with
respective departments/agencies.

A. Implementation and follow-up of decisions

4. Implementation and follow-up of the Secretary-General's decisions could be
made more consistent, as some managers raised cases in which decisions have not been
implemented in as timely a manner as they should have been, or where implementation
across departments was inconsistent. In some cases this was due to lack of follow-up by
lead departments or field-level managers. Delays in disseminating decisions or lack of
adequate distribution of decisions to staff at the implementation level had also on
occasion hampered effective implementation. While these problems are by no means
widespread, when they do occur they diminish the effectiveness of the process. To
address them, PC members and UN entities tasked with implementation will need to
ensure that decisions are disseminated, that field staff are tasked, and action followed up
on. Decisions should include deadlines for implementation. The decision log which the
PC Secretariat maintains should be reviewed periodically by front offices. The PC
Secretariat and EOSG will also need to ensure swift dissemination of decisions.

B. Confidentiality vs. dissemination and information sharing

5. Many managers pointed to the tension between the need for broader consultation
and circulation of papers and decisions on the one hand, and the necessity for



confidentiality on the other. A number of UN entities have appealed for greater
information, but it is also recognized that the Policy Committee often depends upon
maintaining confidentiality if it is to handle sensitive issues. In practice, the UN has no
commonly understood system for classification of and access to documents. As a result,
different parts of the system respond inconsistently to classification, some erring on the
side of caution and not even allowing concerned staff to see the paper, while others
distribute without adequate controls. On occasion stricter classification than necessary
has been applied to papers and decisions, impeding both effective consultation and
implementation. At least three weeks before the Policy Committee meeting, the lead
department should hold a 'brainstorming' session to determine the scope of the paper, the
level of confidentiality and distribution requirements, but this has often not been held.
There should be common procedures governing documents to be held as strictly
confidential and 'close hold' (the exception rather than the rule), as well as for
confidential and non-confidential papers. The Policy Committee Secretariat should
distribute a set of new procedures to PC Members' front offices. Front offices should
also ensure that their staff with a 'need to know' receive documents.

6. The decisions should continue to be shared with the UNDG Excom and wider
SMG as necessary. In order to enhance access to key documents, the Policy Committee
Secretariat will create a dedicated electronic Lotus Notes site available to Policy
Committee members and another for SMG members with confidential information
limited where necessary. Some managers also argued that, besides the question of who
had access to Committee documents themselves, there is a need for broader promulgation
of policies after decisions were taken. It would be helpful to include, in each policy
paper, more explicit consideration of whether, and how the recommended Secretary-
General's decisions can be converted into broader policy guidance.

C. Representation of differing and dissenting views

1. Effective policy debate and decision making depends upon differing views, and
options, being put on the table. Despite clear guidance on the need to reflect dissenting
views, some policy submissions could have better represented differing inter-
departmental/agency opinions. Where available, more than one option should be offered
for the Secretary-General's decision, including from a single department. The tendency
not to fully reflect dissenting views and/or options is due sometimes to the lead drafters
not fully reflecting opposing views, and sometimes to the UN's 'organizational culture'
wherein UN entities prefer not to be seen overtly disagreeing. On occasion, the views of
entities farther removed from the consultation process (particularly those in the field)
were not adequately represented. Resolving the issues of the representation of dissenting
views requires a concerted effort on the part of both the Policy Committee members and
the drafters. It will also occasionally require broadening and deepening the consultation
process through improved communication within and among UN entities. Early
dissemination of drafts for comment is also vital.



D. Agenda management

8. An analysis of the topics covered in the Policy Committee meetings revealed 60
percent of the agenda had been on country issues, while forty percent has been on
'thematic' issues ranging from inter-UN coordination (e.g. Integrated Missions) to UN
policy issues (e.g. Climate Change). Many expressed the view that the balance might be
overweighted towards country issues, the bulk of which were brought by DPKO and
DP A. There were far fewer items brought forward by the development and humanitarian
parts of the UN system and it was suggested that the Policy Committee might review for
key countries the strategic goals underpinning the UN's development approach. It is
important that all Policy Committee members propose and develop agenda items. Also,
EOSG must ensure that the Secretary-General's priorities are fully incorporated into the
forward agenda.

E. Relationship and interaction with other entities

9. The relationship between the Policy Committee and other UN coordinating and
decision-making bodies, in particular the four executive committees, SMG and CEB, is a
cause of some confusion among 'users' of the Policy Committee process. Expectations of
representation on the part of non-PC member entities (represented in executive
committees) by Policy Committee members - chairs of executive committees - have not
fully been met, often resulting in the ad-hoc participation and dissatisfaction of non-
member entities. Concern was also expressed that the membership of the PC was skewed
towards Secretariat entities and that the PC process was not adequately representing a
large part of the UN. At the same time, others stressed that PC membership should not
grow larger lest its effectiveness as a decision-making Committee be undermined. In
order to address the concerns expressed, the Chairs of the Executive Committees should
take on more responsibility for sharing Policy Committee information with the executive
committees through desk officers and personally. The PC Secretariat should also
provide information to the other committees.

F. Consolidating the PC Secretariat

10. A number of managers highlighted the role of the Policy Committee Secretariat as
central to the process. It has thus far been a shifting combination of 2-3 seconded and
shared staff and in spite of this 'light' structure is tasked with a wide variety of
operational, process-related and quality control tasks. A staffing structure of 3
professional and 1 GS proposed for the Secretariat remains to be allocated and should be
formalized through the regular budget process.



Annex 1
Recommended actions to strengthen Policy Committee processes

Implementation and follow-up of decisions
• Introduce decision updates as a standard item on the Policy Committee agenda

[PC Secretariat]
• Regularly update the status of decisions with all concerned departments/entities -

not only the lead department [PC Secretariat]
• Review and update decision logs to ensure implementation and follow-up within

their departments and entities [front offices of PC members]
• Regularly share the implementation status/update with all concerned entities

before that decision update is discussed as an agenda item on the Policy
Committee meeting [PC Secretariat]

• Reduce the time for distribution of signed decisions to under a week [PC
Secretariat and EOSG]

• Designate an implementation deadline and/or a decision update deadline as part of
each Secretary-General's decision [PC members]

• Take responsibility for implementation by disseminating and communicating
appropriate decisions and/or clear implementation instructions to staff in charge
of implementation, particularly to staff in the field and country teams [PC
members/ action departments]

Confidentiality vs. dissemination and information sharing
• Introduce and circulate confidentiality guidelines for policy papers and decisions

[PC Secretariat]
• Ensure that dissemination of policy papers and decisions is carried out based on

the confidentiality guidelines [PC members' front offices]
• Be more rigorous in holding early 'brainstorming' sessions in which the policy

paper is scoped and its confidentiality and distribution determinations are made
[PC Member/lead department]

• Continue to back-brief desk officers on relevant decisions following PC meetings
[PC Secretariat]

• Continue to share decision memos with the UNDO ExCom for most country-
specific issues with operational consequences and resume notes for SMG [PC
Secretariat]

• Include in policy papers an explicit indication if wider dissemination is required
(e.g. through a Secretary-General's Bulletin, memos to heads of UN entities,
public speeches of the Secretary-General) [PC members]

Representation of differing and dissenting views
• Reinforce the guidelines about reflecting dissenting views in policy papers [PC

members, lead department]

Agenda management
• All Policy Committee members to propose and develop agenda items



• Ensure that SG priorities are fully incorporated into the forward agenda [PC
Secretariat]

• Balance thematic and country-specific discussions on the agenda of the Policy
Committee, specifically include more development-related issues [PC members,
PC Secretariat]

• Discuss the strategic goals underpinning development approach for select key
countries in Policy Committee meetings [UNDO Chair]

• Reach out to executive committees by briefing on past meetings (with appropriate
confidentiality considerations) and by getting suggestion on potential agenda
items [PC members/ executive committee chairs and their staff]

Relationship and interaction with other entities
• Maintain PC membership as is but Chairs of Executive Committees to take on

responsibility for better information sharing with the executive committee
membership through desk officers and personally [UNDO Chair, EC-ESA Chair,
ECPS Chair, ECHA Chair]

• Assist in providing briefings for executive committees as requested on the work
of the Policy Committee [PC Secretariat]

Consolidating the PC Secretariat
• The Policy Committee Secretariat's structure needs to be formalized through the

regular budget process.




