
Note to the Secretary-General

Attached you will find a note to the members of my steering committee which

summarizes our discussions on the possible reform recommendations which could be

included in your report to the GA. The note also identifies required follow-up and

sets out the process and timeline that will be followed. I would be happy to go over this

document with you at your convenience.

There will be a need at some point to convene the management committee. The

Steering Committee already includes key players (Burnham, Sach, Beagle, Wahlstrom,

Kahn-Williams, Kane, Lute, Michel and Malloch-Brown assisted by Franz Bauman,

Alice Hecht, as well as Adrian Hills and Nick Hartmann of my office) but it would be

useful to run the plan through a more formal process. I would also propose to up-date the

SMG towards the end of January.

I also attach, for your information, the speaking notes which I used when I briefed

the Member-States last December. It contains some additional background material on

the rationale for reform and what has been accomplished in the past. You may wish to

use some of this material yourself.

The Deputy Secretary-General
9 January 2006

cc: Mr. Malloch Brown

JAN 1 8
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Reform Work Plan

Our commitments:

1) to deliver a comprehensive report on management reform by the
end of February.

2) to "facilitate" the mandate review by Member States - the
nature and timing of our contribution(s) on this will be
determined by the results of GA consultations to be led by
Ambassadors Akram and Rock.

Contents of management reform report:

We have agreed that we are pursuing three main goals:

1) adjust our rules, regulations, processes and systems to support
an increasingly field-oriented Secretariat

2) ensure that the SG has the authority and flexibility he needs to
run the organization efficiently

3) align the Secretariat with best practices in matters of
accountability, transparency and ethics

As regards ethics, the report will recall the initatives taken last year
including the whistleblowing policy, the strengthened financial
disclosures rules, the guidelines on pro-bono services, the creation of
an ethics office, intensified ethics training, the multi-pronged effort to
prevent and punish sexual exploitation in field missions and a
strengthened harassment policy. This programme will be completed
this year with a new initiative on fraud and corruption as well as a
major overhaul of the procurement system.



As discussed in the Steering Committee (SC) and briefed to the SMG
last November and to Member-States in December, the February
reform report will focus on issues falling into the following categories:

1) accountability
2) transparency
3) human resources
4) budget and finance
5) administrative processes
6) information technology
7) staff buy-out

We have agreed that the reform would have a three to five year
horizon for full implementation but that we would try to spell out the
steps to be taken in the first year for specific approval by the Member
States.

As agreed with the President of the General Assembly, the report will
be introduced in the plenary as a follow up to the Summit. It will then
be UP to Member States to decide how they want to dispose of it -
whether they want to discuss in plenary first, refer to the 5th

committee, refer to ACABQ etc.

Progress so far and next steps:

1) On accountability within the Secretariat, we have discussed the
following issues which should result in specific
recommendations in the reform report

a) the issue of a possible COO or other arrangements at the
top of the Secretariat structure to better support the SG.
We have had two discussions so far. We will be looking at
two or three models at a forthcoming meeting of the SC.

b) the issue of the selection, training, support to and
accountability of senior managers: further proposals are
needed from OHRM on this for review at the SC.



2) On accountability between the Secretariat and the Member
States, we have discussed the possibility of proposing:

a) an explicit statement of the SG's authority as CAP - OLA
should prepare a short text to that effect for review by the
SC

b) streamlined reporting (see under transparency)

c) stronger tools to evaluate the performance of the
Secretariat (the external review of oversight bodies and
the creation of the IAAC are relevant here as is the increase
in resources for OIOS). DM - in consultation with OIOS? -
should prepare further proposals for review by the SC.
These proposals should cover methods and resources for
self-evaluation and the role (if any) of CPC)

d) innovation in the Assembly itself (e.g. a small committee)
for a better, more strategic interface with the Secretariat
on management questions. Alice is working on a paper for
review by the SC.

3) On transparency, we have talked about:

a) a revamped annual report that would combine substantive
and budget information. DM is preparing a proposal on this.
DM should also review the current reporting requirements
to determine 1) which reports would be subsumed in the
new annual report, 2) which reports would have to
continue to be submitted separately 3) which reports
should be recommended for abolition altogether, e.g. the
performance report

b) the possibilitiy of consolidated periodical reports (monthly?
quarterly?) that would allow Member States to better track
financial performance and other key indicators. DM should
prepare a proposal for consideration by the SC.

c) Access to UN documentation rules, as per the work
currently underway under OLA leadership (this will also
require a modernization of archives, up-dated IT support
will be essential)



4) On human resources, we have identified four key elements:

a) simplification of the contracts regime

b) changed approach to recruitment to move to a more pro-
active system with recruitment in region

c) fully rotational system for most professional resources in
the Secretariat, including a core number of posts from
peace missions. Specialist and G staff posts would not be
part of this system. The implications for assignments and
promotion system need to be spelled out.

d) harmonization of benefits with Funds and Programmes for
field service.

Work on these issues is well under way in OHRM. Jan will come
back to the SC with details, particularly on the mobility issue.
Alice is working with OHRM and DPKO to finalize the list of
benefits that need to be harmonized along with a cost estimate.

The reform should also touch on performance appraisal, training,
career development etc. OHRM to advise on possible specific
recommendations

5) On budget and finance, we have identified the following:

a) discretion in budgetary implementation

• Flexibility
• Possibility of redeployments within parts of the budget
• Staffing tables to show totals by broad categories

(ASGs/USGs; Ds, Ps and GS)

b) financial situation

• Cash flow situation
• Revisit proposals for charging interest on late payments;

retaining surpluses; borrowing; increasing Working
Capital Fund



c) review of financial regulations and rules

• Impact of growth in peacekeeping, humanitarian
activities

• Significant recent extensions in delegated authority
• Simplification of property management procedures and

processes
• Review of financial periods; budget review and approval;

unforeseen and extraordinary expenses; peacekeeping
budgets; contributions and other income; custody of
funds; utilization of funds; accounting; Board of Auditors

d) implementation of IPSAS (International Public Sector
Accounting Standards1)

• Implementation of external accounting standards
adopted by HLCM; proposal, outlining implications for
implementation by United Nations for consideration by
the GA.

e) peacekeeping consolidation

• Consolidation of peacekeeping budgets

f) trust funds reform

• Consolidation of trust funds; issuance of allocations;
trust fund reserve; programme support account; special
financing arrangements; grant arrangements; revision of
ST/AIs

g) GA resolution 41/213. and working methods

• Budget outline; contingency fund; consensus; budget
review procedures

Specific proposals are being prepared by OPPBA and will be
reviewed by the SC



6) Under administrative processes, we have discussed:

a) outsourcinq/off-shorinq of functions such accounts,
payrolls, translation, printing. DM, with input from
DGAACM, has been asked to produce a firm proposal along
with timelines and cost and personnel implications. Which
functions? Number of people affected? Size of the
business? Timing? Procurement approach?

b) simplification of benefits including lump-summing etc. DM
should produce a list of benefits to be simplified and how
along with cost and personnel implications and timelines.

c) reform of procurement - either to recall reform already
under way or introduce new initiatives. DM to advise.

7) discussions on information technology confirmed the need
for a major overhaul including replacing IMIS and Galaxy as
well improving IT support for knowledge management. DM
should produce a proposal which would include both short term
improvements and longer-term upgrading of our systems.

8) a buy-out programme will have to be designed to support the
reform plan. SC will review the options produced by OHRM once
the reform plan is close to finalization.

Decision-making process

The Steering Committee will meet twice a week starting next
week. The agenda for each of these sessions is being finalized and will
be circulated before the end of the week.

There will likely be a need for another all-day session. I am
aiming for the end of January.

There will also be a meeting of the management committee in
the next few weeks, at the SG's convenience.

Preliminary drafting of the report will proceed as conclusions are
reached.



We should aim for all major points to have been resolved by the
end of January. The final drafting of the report should be completed
by mid-February. The report should be of manageable length (about
20 pages), contain clear recommendations and be well supported by
arguments, facts and figures.

Adrian Hills will hold the pen to assemble the report. Ed
Mortimer will be asked to polish the text once the substance is
finalized.

Consultations

Ambs. Akram and Rock are expected to call informal
consultations of the GA during January and February. It is expected
that their first priority will be the mandate review. There may
however be one or several sessions on management reform before
the tabling of the report.

IPA is planning to hold a one-day session towards the end of the
month on management reform - an excellent opportunity to discuss
key points of the reform with a small group of PRs and outside
experts.

The Stanley Foundation is holding a week-end session on the
same subject in the middle of February.



Presentation to the GA informal consultations

on management reform

I welcome this opportunity to begin a dialogue with
you, the member states on the follow up to the
September Summit decisions on management reform,
in particular the review of''policies, regulations and
rules" called for in the outcome document and the
invitation made to the Secretary-General to "make
proposals to the GA for its consideration on the
conditions and measures necessary for him to carry out
his managerial responsibilities effectively/'

A lot of work has happened already on the
management reform front so it might be useful for me
to begin by reviewing briefly what has been done so far
and then, describe the work currently underway to
prepare the report that will be submitted to you at the
end of February.

The need for continued management reform is rooted
in the profound changes that have occurred in the last
decade or so in the nature of the work of the
Secretariat.

Whereas, for the first 50 years of its existence, the
main function of the Secretariat was to support the
UN's deliberative bodies, its role has expanded to now
include the management of very large and complex
peace operations and to provide support in the field to
a variety of mandates from electoral assistance to
humanitarian coordination.



In 1997, there were 25,000 UN personnel deployed in
peacekeeping missions. This number is now 83,000.
Civilian staff were roughly 4000 in 1997, now they
number about 14.600. Similar increases can be
observed in humanitarian coordination personnel: a
little over 100 deployed in 12 missions in 1997, now
there are more than 800 of them in 43 offices.

The increase in the amount of financial resources
managed by the Organization has reflected that
evolution.

In the 1996-97 biennium. the resources of the
organization (regular, peacekeeping and extra-
budgetary) amounted to approximately $8 billion. For
the current bienniumf this number is $13.5 billion. The
lion's share of this increase can be attributed to
peacekeeping, the budget of which more than doubled
over that period. Procurement increased nearly
fourfold, from about $400 million in 1997 to $1.2 billion
this year.

In short we used to be a fairly static organization in
administrative terms. We have become a bigger, more
mobile, more operational organization which requires
greater speed and flexibility but also more robust
controls and oversight mechanisms to ensure that the
resources you invest in the Organization are properly
used and that the people who deliver your mandates
meet the highest standards of efficiency and integrity.

Some of the problems that we have experienced in the
last few years, whether problems of sexual exploitation
in peacekeeping missions or serious instances of
corruption or mismanagement - and our failure to
prevent them - are to some extent linked to the rapid
growth and transformation of the organization.



The various reform initiatives undertaken since 1997 -
for example the Human Resources management reform
of 2000, the Brahimi report the reform of staff security
concluded last year all were designed to better equip
the Secretariat with the policies and tools necessary to
do its job properly. These reforms have all brought
about significant improvements in the day-to-day
management of the Secretariat but clearly more is
needed.

The new reform programme under way can be divided
into three components: the initiatives of the Secretary-
General to address ethics and accountability inside the
secretariat, proposals now before you to strengthen
oversight and finally the review of rules mandated in
the outcome document. Let me take these in turn.

Since the beginning of this year, the Secretary-General
has taken a number of new initiatives aimed at
strengthening accountability and ethical conduct in the
Secretariat. The initial trigger for these initiatives was a
survey of our staff conducted by OIOS which revealed
serious concerns on these fronts. The revelations of
misconduct in the context of the oil-for-food
programme and the incidents of sexual exploitation
only served to reinforce the need for vigorous action in
these areas.



The main elements of this package of reform - initiated
nearly a year ago and on which I was invited to brief
Member States last June- include:

- strengthened protection for those who report
misconduct

- more stringent financial disclosure requirements
covering broader categories of senior officials

- guidelines for the acceptance of pro-bono services
from private sector companies

- revised guidelines on sexual and other forms of
harassment in the workplace

- comprehensive set of measures to prevent sexual
exploitation in field missions, investigate
allegations and hold perpetrators accountable

- more transparent procedures for the selection of
heads of funds and programmes

- establishment of a Management Performance
Board to advise the Secretary-General on the
performance of senior officials and of an internal
audit committee to ensure that recommendations
made by oversight bodies are duly implemented.

These measures could be implemented under the
authority of the Secretary-General and the work on
most of them has now been completed.

The proposed Ethics office, now under consideration
within the context of the budget, would be given
responsibility for both the financial disclosures and
protection against misconduct initiatives as well as
being a source of expertise and advice on ethical
issues.



The Outcome document welcomed these initiatives
and invited the Secretary-General to report on the
progress made in their implementation. We are in the
process of up-dating a fact sheet which briefly
describes each initiative and the status of
implementation. You received an earlier version of this
document some months ago and we will be happy to
make the up-dated version available to you in the
near future.

As mentioned a moment ago, the second component
of management reform relates to the strengthening of
oversight. As requested in the outcome document, the
Secretary-General has submitted terms of reference
for an external review of oversight in the context of
the governance review. He has also submitted for
your consideration terms of reference for a new
independent expert advisory committee on oversight
issues.

The third component of the reform programme relates
to the review of rules mandated in the outcome
document and your invitation to the Secretary-
General to identify conditions and measures necessary
for him to carry out his managerial responsibilities
effectively.



We are looking at a broad range of issues that I would
describe in 5 categories:

1. human resources: perhaps the most crucial
element. The HR system is very complex and needs
to be simplified. It also needs to be adjusted to
take account of the fact that we now have a bigger
work force than in the past with a very large
number operating in the field rather than in
headquarters. Most of these people all serve on
very short-term contracts and are not properly
integrated into a coherent HR system. Specifically,
we are looking at:

- Contracts: too many
- Recruitment: more directed? Geographical

balance? By roster instead of jobs?
- Mobility: full foreign service system? Partial?
- Harmonization of benefits

2. management cadre
- selection and training of managers
- organization at the top: COO?

3. finance and budget
- accrual accounting
- rules governing post and financial resources

allocation
- reporting/transparency/accountability -
- strengthening evaluation of performance

4. administrative processes
- simplification of entitlements
- off-shoring, outsourcing



5. information technology support

few answers at this stage
this is your decision




