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NOTE TO DEPUTY SECRETARY-GENERAL

Consolidation of ACC Secretariat

1. Please find attached copies of the following, for your attention:

Note dated 24 May 2001 from Mr; Civili, summarizing the report of the ACC
Review team (Messrs. Ahmed, Blix and Thomas), which had been endorsed by
ACC;

Note dated 15 June 2001 from Mr. Sise, presenting the main recommendations
and proposals, which the Secretary-General approved;

Note dated 1 August 2001 from Mr. Fareed, proposing the steps for the phased
implementation of the proposals approved by the Secretary-General.

2. On this last note, the Secretary-General has asked you to take forward the
implementation of the proposals.

Thank you.

S. Iqbal Riza
8 August 2001

cc: Mr. Sise
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Lamin, on your behalf, asked me to prepare a note which would assist you in advising the i
Secretary-General on issues relating to the consolidated ACC secretariat that may require his guidance or \ \
decision. } '

The report of the ACC review team (Messrs. Ahmed, Blix and Thomas) which was generally
endorsed by ACC, contains the following description of the arrangements for the servicing of the ACC
machinery that prevailed at the time the review was initiated:

"On secretariat support arrangements, there are presently three ways by which ACC
subsidiary bodies are serviced. One is through inter-agency loans and secondments of
staff. ACC/OC is supported by the Office for Inter-Agency Affairs (OIAA) under this
arrangement. The staff of OIAA are on loan or secondment from different organizations
(UN, UNDP, UNFPA and UNIDO). Since the establishment of OIAA, the inter-agency
consultative process has become more extensive and participatory. Members of ACC
have commented favourably on the speedier completion of ACC and OC reports. They
have also welcomed the establishment of an ACC website and the ease of access to ACC
documents.

Another form of secretariat support is through jointly financed secretariats. The
Consultative Committee on Administrative Questions (CCAQ), the Consultative
Committee on Programme and Operational Questions (CCPOQ) and the Information
Systems Coordinating Committee (ISCC) are serviced under this arrangement. The
members of the committees share costs on the basis of an agreed formula. A third
approach is through direct support from one or more organizations. The UN services the
Inter-Agency Committee on Women and Gender Equality (IACWGE), the Inter-Agency
Committee on Sustainable Development (IACSD), the Joint United Nations Information
Committee (JUNIC) and the Sub-Committees on Statistics, Demographic Estimates, and
Water under this arrangement. UNESCO, with support from WMO, services the Sub-
committee on Oceans and Coastal Areas."

The reports concluded that

"one way to achieve greater effectiveness, efficiency and economy of scale and to bring
about a greater sense of ownership would be through a single, jointly-financed secretariat
with offices in New York and Geneva. Interactions between the various secretariats
would be strengthened and coordination of the work programme of the ACC standing
bodies improved. UN substantive support for inter-agency work in certain areas would
still be required, but the consolidated secretariat would provide a secretariat for each of
the main ACC bodies meeting on a continuing basis."

Accordingly, the report recommended the following:

"On secretariat support arrangements, a single, jointly-financed secretariat should be
established with branches in New York and Geneva to service ACC sessions and support
the work of the two high-level committees and their subsidiary bodies. The secretariat
should assume responsibility for supporting the preparation of AC sessions, drafting ACC
reports and conclusions and monitoring and reporting on the follow-up to ACC decisions.

The single, jointly-financed secretariat should not be located within any department or
office of the United Nations Secretariat and should be responsible directly to the
Secretary-General as Chairman of ACC. ^t should be headed at a level commensurate
with the responsibility of reporting directly to the Secretary-General land with the
expanded range of functions to be entrusted to the secretariat. The head should enjoy the
full confidence of the system as a whole and, as such, should be appointed by the
Secretary-General, in consultation with members of ACC.
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The head of the single, jointly-financed secretariat should, at the earliest opportunity and
in consultation with the High-Level Committee on Management, present the staffing and
other resource requirements of the secretariat, taking into account the enlarged mandate
entrusted to it, to ACC for its approval.

The secretary of any current jointly-financed ACC body that is retained, or newly
established, as part of the consolidated secretariat, should continue to be selected and
appointed in accordance with present practices."

A summary of these recommendations, submitted by the team in order to obtain the Secretary-
General's views/concurrence before the team's report would be circulated to ACC, included the
following: "Establish a single, jointly-financed secretariat (integrating the Geneva-based secretariats with
Office for Inter-Agency Affairs) not located within a Department/Office of UN secretariat, reporting
directly to the Secretary-General with branches in New York and Geneva, and headed at the ASG level".
The Secretary-General approved the summary and the team's report and recommendations were
subsequently endorsed by ACC.

Two sets of questions that have arisen in discussions with Lamin and in his discussions with the
Controller concern (a) the relationship of the position of Head of the consolidated secretariat with the
position of Secretary of ACC, and (b) the procedures to be followed to carry forward the implementation
of the review team's recommendations concerning the position of the Head of the ACC secretariat.

Currently, the function of Secretary of ACC is one of a number of functions entrusted to the
Assistant Secretary-General for Policy Coordination and Inter-Agency Affairs (which include deputizing
for the USG of DBS A, overseeing the technical cooperation activities of the Department and overseeing
the coordination of substantive support to ECOSOC and the Second Committee). The post was
established as part of the Secretary-General's reform programme, which highlighted the importance
attached by the Secretary-General to strengthening the role of ECOSOC and proposed, to that end, the
establishment of a high-level post that would serve to reinforce the coordination of Secretariat support for
the Council. In the same context, a great deal of emphasis was placed on strengthening linkages between
ECOSOC and ACC, given the mutually reinforcing roles they are called to play in advancing inter-agency
coordination. This provided the rationale for entrusting to that position responsibilities both for oversight
of ECOSOC support within DBS A, and for serving as Secretary of ACC, reporting, in that capacity,
directly to the Secretary-General and overseeing the Office for Inter-Agency Affairs.

While reiterating the importance of the ECOSOC/ACC link, the team's report is not explicit on
whether the position of Secretary of ACC and Head of the ACC secretariat could or should be exercised
by the same official or otherwise. Both interpretations are possible. What is fair to say is that most
Executive Heads, in endorsing the recommendations of the review team, understood that they would lead
to a strengthening of, rather than an overhaul of, present arrangements, which they indicated they found
satisfactory.

Combining the two positions, and placing the Secretary of ACC in direct charge of the ACC / /f)
secretariat has obvious advantages in term of the ACC Secretary's capacity to guide and mobilize A_
resources in support of ACC. This is, indeed, the arrangement that prevails at present. If, however, these
combined functions were de-linked from ECOSOC-related functions, this would be to the detriment of
ACC-ECOSOC synergies highlighted in the reform programme and its follow-up.

Keeping the two positions distinct would also have advantages however, and would not, by any /
means, be unprecedented. In relation to both ECOSOC and the GA and their subsidiaries, the
technical/political functions of Secretary of Committees are distinct and exercised in different
organizational entities than the ones providing substantive support. Also, to the extent that the post of
Head of ACC secretariat is to become an inter-agency financed post, and the selection of its incumbent is
to be subject to inter-agency consultations, maintaining a distinction between the two posts would give,



for the future, flexibility for the Secretary-General to select for "his" Secretary of ACC whomever he
wishes (over the years, the ACC Secretary function has been entrusted to different officials at different
levels in the former Office for Inter-Agency Affairs and Coordination, the former Office of the Director-
General of DIEC, the DAM and the EOSG). The two incumbents would need to work closely together,
but they need not be in a hierarchical position vis-a-vis each other.

With regard to the procedures for the establishment of a new Assistant Secretary-General post for
Head of the consolidated secretariat, the following considerations affecting the timing of the
administrative actions required might be borne in mind. Although the Office for Inter-Agency Affairs in
New York and the jointly-financed secretariats of the former CCAQ (now HLCM), the former CCPOQ
(now HLCP) and the former ISCC (now absorbed in HLCM) already function as a single secretariat,
under the direction of the Director of the Office for Inter-Agency Affairs, it was decided, with ACC's
concurrence, to treat the next biennium as a transitional period from both the staffing and the budgetary
points of view. Thus, all staff on board (mostly on loan or financed on an inter-agency basis) have been
maintained for the next biennium, on the understanding that a new structure and staffing table would be
developed next year, which would show the budgetary benefits of consolidation. In particular, while
current levels could, until now, be justified in relation to the individual bodies being serviced (typically,
the jointly-financed secretariat of each main body has a D-l secretary and a P-4 assistant), they would be
difficult to justify in relation to a consolidated secretariat. Mostly for these reasons, the relevant fascicles
currently submitted in connection with the next programme budget are set at maintenance level and also
maintain the presentation of the past (the Office for Inter-Agency Affairs as a distinct component, but
under the DESA section of the budget; and the 3 jointly-financed secretariats in Geneva shown separately
under section 29), with an indication that the process of consolidation is on-going.

Against this background, the inclusion of a new ASG post in the present budget submission
would risk to be seen as involving additional (albeit minimal since I assume it would be pursued as an
upgrading of an existing post) costs, and as adding to an already unwieldy structure. At the same time,
the shape of the ACC subsidiary machinery, on which the new structure of the Office is to be based, will
become clear in the coming months. Also, under the team's recommendations, it is the Head of the
Office who is to present to ACC the staffing and other resources requirements of the new set-up. There is
no reason, therefore, why one could not act on the establishment of the post early next year, and submit to
ACC the structures of the new Office, for its final approval, at its April 2002 session.

The Controller has advised that, although the post in question would not be a new UN post as / >
such, but an niter-agency post to be financed in accordance with the established cost-sharing formula, it / V
would still need approval from ACABQ and the 5th Committee. The Controller has, however, added that^'
this could be done any time on an ad-hoc basis, i.e. that it would not need to be included in the current
budget submission to be established and become effective at any time it is considered appropriate in the
next biennium.

Meanwhile, immediate action could be taken to place the ACC secretariat (NY) under the / -^
Executive Office of the EOSG, thereby meeting one of the recommendations of the review team that that/(j^
secretariat should not be part of any individual Secretariat Department.

Patrizio Civili
24 May 2001

cc.: Mr. Fareed
Mr. Sise



NOTE TO MR. RIZA PRIORITY
CONSOLIDATION OF ACC SECRETARIAT <f<?C G/l ? —

Background

1. In the terms of reference it established in October 1999, the Administrative
Committee on Coordination mandated a review team (comprising Messrs. Rafeeuddin Ahmed,
Hans Blix and Franklin Thomas), to examine (among other things), from the point of view of
maximizing efficiency and cost-effectiveness, as well as relevance, the issue of secretariat support
for ACC and its subsidiary machinery, and to make recommendations thereon. In its report of
22 March 2000, the Review Team made the following recommendation:

Establish a single, jointly-financed secretariat (integrating the
Geneva-based secretariats with the Office for Inter-Agency Affairs),
not located within a Department/Office of UN Secretariat, reporting
directly to the Secretary-Genera^with branches in New York and Geneva,
and headed at. ASG level.; (The relevant language in the body of the report says
"it should be headed at a level commensurate with the responsibility of reporting
directly to the Secretary-General*..")

2. The Review Team did not express any view on whether the head of the consolidated
entity should also be the Secretary of ACC.

Current Situation

3. When Mr. Patrizio Civili was appointed Assistant Secretary-General in DESA, he
was requested to continue to serve as Secretary of ACC. We assume, therefore, that the ASG
post in DESA pertains primarily to the DESA duties. The recommendation of the Review
Team that the integrated ACC secretariat not be attached to any Department or Office of the
Secretariat, should remove any ambiguity created by Mr. Civili wearing two hats.

The Way Out

4. The following questions/issues need to be addressed'in order to clarify matters:

a. Should the consolidated ACC secretariat be located in EOSG?

b. Should the consolidated ACC secretariat be headed by its Secretary? (This
appears to be implicit in the report.) 9

c. If the answer to b. is in the affirmative, should Mr. Civili continue as f

Secretary of ACC, since he is already at the ASG level, albeit on an ASG
post belonging to DESA? (This is the concluding position in Mr. Civili's
note, but would not appear to be consistent with the intent of the report.)

d. If Mr. Civili does not continue as ACC Secretary (remaining as ASG in
DESA), should the Controllefsbe requested to provide in the next biennium
budget an ASG post for the consolidated ACC secretariatiand to makg
bridging arrangements j pending the approval of the new post.

Thank you. ^

Lamin J. Sise
5 June 2001



Note to Mr. S. I. Riza

Subject: Proposal for the consolidated ACC Secretariat
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1. As discussed, a proposal on the consolidated ACC Secretariat, based on decisions taken
by ACC on the recommendations of the Review Team, is presented below for your
consideration.

2. At their Fall 2000 session, Executive Heads decided to consolidate the three secretariats^
(CCAQ, CCPOQ and ISCC) in Geneva_and the Office for Inter-Agency Affairs in New York,
into a single ACC Secretariat co-located in New York and Geneva and financed on a cost:
sharing basis! The objective of the consolidated Secretariat is to provide more effective support
'to ACC and its new structure, principally its two high-level committees (on programmes and on
management), increase synergies between the work of inter-agency bodies, meet the new
increased demands by ACC in the area of information and communications technology and at the
same time, achieve greater cost effectiveness and efficiency.

3. Based on discussions at ACC and the report of the Review Team, a streamlined structure
with better balance between New York and Geneva is being proposed. The total number of
professional posts under the proposed arrangement effective 2003; for New York and Geneva
combined, will be eight, two less than the present number of professional_staff. For this reason it
is proposgd that the new structure be implemented in two phases^ During the first phase, the
incumbents of posts abolished or downgradedjn the restructuring exercise will be assisted in
being reassigned and/or being re-ahsnrbeH by their parent organizations. While the total number
of posts~wTlfdecrease, the number of posts subject to joint financing (as distinct from seconded
staff) will increase by one. It is expected however, that the resulting increase in cost will be
offset by reductions in non-staff cost items such as consultancy and contractual services thereby
not increasing the overall level of contributions from each member organization.

4. As approved_by the Secretary-General, the head of the consolidated Secretariat will be
Jiocated in New York at ASG level and will report directly to the Chairman of ACC. He/she will
have the overall responsibility of overseeing and managing the consolidated Secretariat and
ensuring Substantive and technical support for ACC and its machinery. It is proposed that this
become effective in the first phase beginning 2002 with no other changes in the existing structure
of OIAA. Inthe second phase starting 2003. the HeacTof the Secretariat in New York wiirbe
assisted, inter alia, by a D-l who will act as Secretary_pf HLCP (a function currently being
carried out in Geneva by a D-l), a P-5 and a P-4 for a total of four professional posts including
theASG. At present, New York hasTwo professionals on secondment from agencies' and two
are on UN regular budget, with the Director reporting to an ASG in DESA who serves, among
other responsibilities, as the Secretary of ACC (see attached organigram, Annex I).

5. In Geneva, there are currently six professional posts: four D-1, one P-5, and one P-4.
Beginning in 2002" as part of transitionararrangements, it is proposed that the Geneva part of the
Secretariat be headed by a D-2 (who will be the Deputy Head of the ACC Secretariat and also
serve as the Secretary of HLCM) with the rest of the structure remaining the same. For the year
2003, the revised Geneva structure will consist, in addition to the Deputy, of three professionals:

\ ,

1 These secondments are to end in 2002. Another professional staff (D-l) is presently being seconded
report shortly.



one P-5 for Human Resources; one P-5 for information and communication technology and a
P-4 for Finance (these last two functions are currently being carried out at D-l level).

6. In order for the new structure to become fully operational by 2003 the following actions
will be required:

A. Executive Actions by the Secretary -General

(i) Placing the new Secretariat under the executive jdirecijjon^ofJEQS-G_as has already i
beenjigreedupon by theJSecretarv-General and ACC. Under this arrangement,
administrative support will be provided by the EOSG under the overall guidance
of the Chef de Cabinet. This action can be taken with immediate effect and would
greatly facilitate a smooth transition;

(ii) Designatinj/ajppomting the Head of the Secretariat in consultation with ACC
members. _

B. Budgetary Actions:
(These require further consideration/approval of ACC and the General Assembly).

(i) rongoliHatinp tfip jnintly-fiflflricfifl HnHpeta in Geneva and that of the Office for
Inter- Agency Affairs in New York into a single revised budgetary proposal for the
2002-2003.

(ii) Working out the_new cost sharing arrangements and obtaining the clearance of the
Executive Headsfor the new structure. This does not involve any cost increase for
agencies and may in fact yield some reductions if, as has been discussed, the
World Bank, the IMF and the WTO agree to contribute.

(iii) Establishing an ASG post in New York and a D-2 post in Geneva as_of 2002.
While it is proposed that the new Secretariat be financed on a cost-sharing basis,
the post of the ASG, and a GS staff in New York should still be borne by the
United Nations. This way the post of the Head of the ACC Secretariat will
continue to remain under the authority of the United Nations and would pre-empt
any discussion on the question of its rotation among ACC organizations were the
post jointly financed.

(iv) Once the concurrence of ACC members is secured on the structure, revised
budgetary proposals would need to be presented to ACABQ in the context of the
biennium 2002-2003.

7. Since eventually the UN will be financing only the post of ASG and one GS there will be
a saving forTKeUnited Nations regular budget in the order of$30Q,000_(Annex II).

8. In preparing these proposals, I have consulted with Mr. Civili.

Qazi Shaukat Farced
1 August 2001



Annex I

Proposed ACC Secretariat structure

Assistant Secretary-General*
(Head of ACC Secretariat)

New York Geneva

D-l
(HLCP Secretary)

P-5
(ACC + Sherpas)

P-4
(Programmes)

D-2
(Deputy Head of Secretariat &

HLCM Secretary)

P-5
(Human Resources)

P-5
(ICT)

P-4
(Finance)

*To be financed by the UN

D-2**
Director, OIAA

D-l***
(ACC reports)

P-5***
(ACC + Sherpas)

P-5
(ICT, CSOs, Admin)

r

Present ACC secretariat support arrangements

New York Geneva*

D-l
(HLCM

Sec.)

P-5
(HR issues)

D-l
(HLCP
Sec.)

P-4
(Prog, issues)

D-l
(Finance)

D-l
(ICT)

/° /^/
If.

**Reports to ASG (DESA) /Funded by UN regular budget
***Seconded staff
# All posts jointly financed by ACC members

8/01/01
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Annex II

UN Regular Budget Financing for Posts*
(All figures in thousands)

1)

2)

3)

2002 New York structure financed by UN:
D-2, P-5, G7, 2xGS

2003 New York Structure financed by UN
ASG, G5

Cost of upgrading D-2 to ASG during 2002

$657.0

336.6
993.6

+ 34.9
Total cost for the biennium 2002-2003 1028.5

Current budgetary submission for 2002-2003 1328.1

4) Savings for UN for the 2002-2003
biennium budget on post costs -299.6

* Figures calculated on the basis of totals for post levels (Standard Salary
Costs—version 02/Budget Information System).




