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ForM No. 57 INTERNATIONAL DEVELOPMENT

ASSOCTATION | reconSTRocTIon Ako oeveropuent | T EORPORATION
OFFCE MEMORANDUM
TO: Mr. William F. Howe}l DATE:  Dutober 28, 1962
FROM: vV, J. Riley M

SUBJECT: Work Measurement and Workload Statistics

WHO's report on this subject is quite interesting., It appears that
a few of the organizations are deeply involved in workload statistics
measurement but in many there is no such program, or it is quite informal,
such as ours.

An idea of the type of work that is being measured in various organi-
zations is found on page 15 and 16. You will note immediately that we are
dealing here primarily with clerical and semi-professional activities, i.e.
typing, reporduction, translation, collating, woucher examination, etc.

Basically, it was the conclusion of WHO that there are substantial
advantages to be had from a careful, even if informal, measurement of this
type,such as the proper distribution of work among staff and the scheduling
of leave in relation to peaks and troughs in workload. The second facet
of the study, inter-agency comparisons of workload data was less promising,?%gy
are liable to be inprecise and are not likely to demonstrate very con-
vincingly the relative efficiency of one's own operations. In summary
although inter-agency productivity comparisons of a simple and regular
kind are tempting, they are also an ineffectual way of discovering weak
areas.

Russian Language Training Center in Moscow

This center is to be established by the United Nations in cooperation
with the Moscow State Pedigogical Institute for Foreign Languages. It is
intended to provide training in Russian for 22 selected candidates (17 trans-
lators and 5 interpreters) to fill vacancies in the translation and inter=
pretation center at U.N. headguarters. The course started on March 28, 1962
and will run for 10 months. Students who successfully complete the course
will be eligible for employment with the United Nations early in 1963. The
course sounds very thorough, but since we do not have any Russian problems
in the Bank at the present time I don't believe we have to concern ourselves
with the program at this time.

M.A. or O and M?

This paper, apparently reprinted from some journal, is a report on a
study of Management Analysis at the Headquarters of Federal Agencies, con-
ducted in 1959 by the Bureau of the Budget. It points out that the Civil
Service Commission had replaced the term "management analyst" with the term
"organization and methods examiner." The report then went on to define
the activities that were to be found in this category. In concluding that
in order to "increase the basic capability of the function to solve or
contribute to the solution of management problems" it is necessary to

(a) "...develop the capacity of the function to serve as an
effective medium for putting to practical use the growing
products of research concerning the management process."



Mr. William F. Howell -2 = October 29, 1962

(b) M"Infuse into the traditional methods of management
analysis the new and powerful analytic tools which are
becoming increasingly available from other fields."

It should be noted that this paper presents a good summary of the
0 and M function and is probably pertinent to discussion of this sub-
ject as mentioned in the concluding paragraph of my memorandum of
October 26.



ORGANIZACION DE LAS NACIONES UNIDAS
PARA LA AGRICULTURA Y LA ALIMENTACION

ORGANISATION DES NATIONS UNIES POUR
L’ALIMENTATION ET L’AGRICULTURE

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

Via delle Terme di Caracalla ROME Cables : FOODAGRI ROME Telex: 61181 FOODAGRI Telephone : 5797

Ref. PMa TUN 10/29

0CT 1 4 1962

Dear lr. Howell,

o £ We are sending you copies of two additional papers for the Inter—
ngency Mecting on Selected Management Problems, viz.:

MGT(62)5 Work Mecasurement and Workload St tistics
MGT(62)7 Establishmont of a Russian Language Training
Center in Moscow

2% The first of these papers hes been prepared by WHO and relates to
one of the originally established agenda items. The sccond one, pre-
pared by thc UN, belongs to the "ad hoc" general discussion items suggested.
If you have any other topic you would like to bring up for discussion,
possibly with a related background paper, please advise us immediately.

R We are also sending a prcliminary list of participants; if there
arc any addaitions or other changes plecasc let me know as soon as possible.

4 ‘le thought that you might be intercsted, as a background for the
discussion on gencral developmente in the management field, to take a look
at the report on '"Mangement Analysis at the Headquarters of Foderal
Agencies", issucd by the US Burcau of the Budget, particularly as it
relates to the contont and ficlds covered by the concept of "managoment
analysis"; as comparecd to the approach among the internstional agencios

as rovealed in our survey. Wo assume that the agencics in North America
have rocourse to copics of this roport but have beon able to securc enough
copics to supply the agenciocs in Iurope with onc copy cach. For refer-
cnco convenience we have assigned number MOT(62)8 to this documont.

5 In the O4M Bulletin of H.M. Troasury (Volume 16, Numbor 5 of October
1961) an intorcsting and rathor oxtonsive review of tho Burcau of the
Budget report appearcd, viz: "M.A. or O and M" by C.I.Hancock, which
exprosscs tho British point of viow,on this subject, A copy of this
article is attachod under rcforencc numbor MGT(62)9.

-..2--

Mr. William . Howell
Director of Administration
International Bank for Reconstruction and Development
and Internationzl Finzncial Corporation
1818 H. Street, N.W.
Washington 25, D.C., USA
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6. Additional copics of ©ll tho papers (excopt MGT(62)8) will be avail-
able at the meeting but if a sccond copy of any particular papor is nceded
in advance pleaso lot me know.

T UN.SCO has just sent in the following sugicstions for discussgion of
Item No. 8 of MGT(62)1, the draft timc schcdulc and agenda - covering
"Othcr topics raised for discussion by participants" -

" a) The system uscd by cach hgoncy for maintaining contact with Member
Statesy; i.c. Ageoncy represcntatives, Chiefs of Mission, pormanent
delegations, National Commissions, ctec.

b) Respoctive rosponsibility of the Dircetor-Gonoral and the govorning
bodics for admianistrative docisions, particularly with rogard to:
i) Changes in the regular programme in course of cxccution.
ii) Trensfers bct%aon appropriation lines.
iii) Amendmonts to Staff and Financial Regulations and Rules.
iv)  Jurisdiction of Administrative Tribunal.
v) Decisions on the Ponsion Pund and Mcdical insurance.
vi) Use of subventions.

ZrﬂotOﬂ Discussion might be limited to cach Agmncy's practice for
deciding on issucs. UNESCO's Gonoral Conference will be considering
woys of simplifying decision-making by dolegating morc rosponsibility
to tho lixxocutive Board and Dircector-General,

B If you wish us to assist in arranging hotel accommodation pleasc
notify us immodiatoly. It is advisablo to book hotcls in Romec ecarly,
espeoecially in viow of the large numbor of people who arc herc bocuase of
tho Iicumenical Council.

Sincecroly yours,

Division of Pcrsonficl and Management

Jgﬁéuﬁuléffgi ;h¢1ﬁ¢;,ﬂ§r_
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1 October 1062

Meeting on Selegtad ement Problems
Reme, 5-9 November 1962

Discussion Paper on

WORK MEASUREMERT AND WORKLOAD STATISTICS
{Prepared by Administrative Management, WHO, for item 7T
of the suggested agenda)

3 INTRODUCTION

10  Origin

1001 The first Inter-Agency meeting of Management Officers, in October
1961, discussed the subject of "Work Measurement and Workload Statisties"
A report on this discussion is feund in Annex 1

1002 ‘In perticular agreement was reported on the vaiue of developing
work measurement techniques as an integral component of management
analysis, and on the possible usefulness of preductiviiy comparisons
between Organizations in areas lending themselves to these techniques.
WHO was invited to prepare the present discussion paper for a future
meeting.

11 Terms_of reference
1101 *The passage in Annex L reading:

“Pa examine the possibilities of using work measurcment
techniques in the Organizations, establish common areas
where such technigues could be applied and where inter-
Agency comparisons would prove useful, suggest the
methods that ecould be used, and define 'standard work
units’.”

has been taken to constitute the terms of reference fer this paper.
We have interpreted theze to mean that we should explere, first, what
is feasible in the way of work measurement within the Urganizations,
and second, what is the future possibility and usefulness of making
inter-agency comparisons ir areas in which more than one COrgenization
would be applying work-measurement vechniques internaliy. The second
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item includes if possible listing such aress, detasiling the methods
of compering, and proposing definitions of the “output units™ to be
conpared. b

12 Scope

1201 We have carriesd out these terms of reference only to & limited‘
degrae.

1202 The first assignment is based largely on factusl material, 1.e.
shows what actuslly is being done within the agencies, and coneludes
with & series of our own observations on various aspocts of the question.

1203 In dealing with the second assignment, we have drawn hesvily on
the suggestions put forward by colleagues in the other Organizations,
but we have not found it practical to go into great detail at this

stage in the matters of "defining standard work units" or of "suggesting
methods®. The reasons for this will emerge from our own observations
on the subject of irter-agency comparisens.

1204 We weuld like to emphasize that we de not think that it was our
role as compilers of this paper to give advicez to or force conclusions
on the participants in the meeting. Where cur own views are expressed,
we have made this clear. As far es possible, we prosent objectively
the views centributed Ly the other Organizations, and we belleve that
these themselves will assist the readsrs to earrive at their own con-
clusions.

1205 We should like te point out that one or two respondents appear to
have overestimated the scope of our inquiry, which we ourselves take

to be strictly limited %o the sublect of "work measurement end workload
statisties™. Thus, suggestions that printing costs could usefully be
conmparsd between agencles, or that the relative effectivences of pesl
typists, section typlsts and privete secretaries should be atudied,
while probably referring to real problems worth study, fell cutside the
scope of this subject per se. Gther agencies refer to "interest ia
work measurement stendards and statistics for (speeiiied adminiatrative
and technicel activities), and your findings might be very useful heore”;
to thelr interest in knowing "how other Agencies taclle their management
problems”; and to "Your conclusions”. As already pointed cut, we have
in fact iimited thie paper to exploring the ground, o the excluslen of
definitive findings, standards, or centlusiscns.,
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13 Definitions

1301 In order %o avold misunderastanding, we give below a brief
definition of some of the terme used, giving the sense in which they
are used in this paper. This does not imply that other definitions
might not be mere accurate, detailed, or more suitable in cther
contexts. '

Worklead: Amount of work assigied during a
stated perilod.

Cutputs Amount of work-resulis produced In
a stated period.

Workload statistiess Pigures, usually in tabular form,
showing either the worklosd (rarely)
or the output (more usually) related
to an ectivity, for sne or more

periodspl'

Work Measuvrement: A teehnique using werklead stiatlstics
, and relating output to resources
employed.

Work group: ' Normally, the staff concerned in pro-

ducing the ocutput. (Note however that
the output may not zccount for the

whole of the work groupn's time; that
some members of the work zroup may be
almost wholly occupied with work only
indirectly or remotely cormected with
the production of tle output; and alsc
that staff cutside the werk zroup may
contribute in some cegree to the output).

Work Unit: The unit in which werklead or output ie
expressed. (This ray be large or
small, highly standirdized or vagusly
defined, but is alweys an identifiable
"jtem” - e.g. a "pare® & "conference”,
ate.)

1'The term "Workloed Stetistics® is used in this paper when "Output

etatisties™ might be more appropriate only because most of the
Organizetions appear to use it in this sense.
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14 Mathod

1401 Work on this paper was begun by reviewing the discussions
which took place in Paris, and by re-examining WHO's past ex-
perience with workload statisties at Headguarters and in Regional
Offices. Some typical problems were identified, and it was then
felt that the other Organizations should be consulted about their
experience and views. As a result; a guestiomnairas on the subjest
vas sent out to the 15 Organizations. The answersl: to this
questionnaire constitute the prineipel basis of this paper. As
far as was possible, the replies, including WHO's, were tabulated
{Sece Annex 2) and analysed. A complete synthesis of the views
and suggeations put farward is not pessible, and this paper
therefore seis out some of the salient features of the contribu-
tions received and examines the variocus pros and cong, limitations
and qualifications expressed.

A5 Presentation of the paper

1501 The ‘reme.iniar of this papar is divided into four parts as
follows?

Internal worklosd statistlces and work measurament
Inter-agency somparisons

Statemant on WiHO's position

Concluding remarks

2 INTERNAL WORKLOAD STATISTICS AND WORK MEASUREMINY

20 Present spplicetions

2001 A bewildering array of items wes reported by asbout 10
Organizations. Before paesing to the presentation of the list of
the items concerning which statistics are kept, we should poing
out the difficulty in consolidating such a list. 'The difficulty
springs principally from terminological differences. Thus, for
exarple, to one sgency "documen:s reproduction” meains everything
from translatien to assembling nrinted sheets, whesess in another
it refers almost exclusively to the physical produstion of multiple
copies. One organization lists both “despateh of sorrespondence”
and “deapatch of mail®. The phrase "Registry® covars nainly
filing activities in one case, but in another everything from mell
received and despatened 2o miersfilming. ¥Printinz® does not cover
tlie sama activities svervwhere. In one sgeney tha scrvice entitled

A All 15 Organizations »eplied, though & number ware unable to
contribute in detail, and scme no more than an acknecwledgment.
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eonierenee Planning and General Services” zpnears to cover only
purchasing, shipping and stores, while space and other arrangements
for conferences in the same agency come under "Registry”. The
examples could be further multiplied, but it willl already be seen that
greater specificity is necessary to pinpoint the areas in which-the
various organizations already use workload statistics.

2002 As far as we have been able tc assess within the time availab1e1°
(1.e. without a detailed study in depth), the varicus sgencies
(ineluding WHO) have found it possible to measure either the workload
or the ocutput or both in the following activitiess

Translation (6 agencies)

Physical reproduction of documents (56 asencies)a'

Incoming communicaticns (-4 agencies)

Cutgoing communications (4-5 agencies)

FPiling (3-4% agencies)

Archives activities (3-4 agencies)

Procursement of Supplies and Eguipment (?_3 agencies)

Messenger Service (1-2 agencies)

Recruitnent of Persomnel (2-% agencies)

Conferences Serviced (2-3 agencies) '

Sale and Distribution of Documsnts (1 agency)

Payroll (1-2 agencies)

Finence items. (This field is tco complex to syuthesize
adequately, but at least two and possibly four orgenizatiens
are active in it)

' Typing (presumsbly pool) (3-4 egencies)
Library activities (1 agenoy)

¢ wnile having planned a d-week interval between last receipt of replie:
end final production of this paper, seven replies reached us after the
requested latest date, and some only a week to 10 days ago.

2'Hhere we say 2«3 ete., this is due to the fact that one organization
{and occasionally some others) dves not make it entirely clear as to
whether statisties are or are not at present compiled for this item.
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21 _ Planmned or fulure application

2101 Only one agency stated specifically that it intended to extend or
insugurate the epplication of workloed statistics in new or already
covered areas. Another organization is in the stage of studying plans
to establish both official work units in certain (unspecified) services
and to introduce a central statistical reporting system.

2102 None of the erganizations, inecluding those referred ¢o above,
stated what fields ware concerned.

22 Pressntation of comments received

2201 HMany incidental remarks in the replies we received shed light,
among other things, on the attitude, the problems, ani the purposes
each respondent feels to be relevant to the question >f workload
statistics and work measurement. Taken together witi the replies to
the specific request for comments, these passages all contribute to
forming an overall impression.

2202 Por the benefit of all participants we give below synopses of this
materdal insofar as it is relevant to the question of the present or
possible application of workload statisties and work nessurement in the

Crgenizations.

2203 Our cwn opinions and ocur observations on these somments then
follow, attempting to discern what is common to them and to examine some
of the implicit problems; however, in making these rimarks, it should
be understoocd that we are not reaching final conclusims or proposing
decisions on behalf of the meeting.

2204 Before passing to the synopses themselves, we siould stete thet
thres organizations (UFU, TAB, GATT) are not included, as they considersd
they could not usefully contribute anything.

2205 Worklead statistics are maintained in the respiective offices.
Apart from their use to responsible supervisors, who regulerly review
and anslyse them, they are used on an ad hoo basis for various purpcses,
for example budget justifiecation, surveys. A more raogulated approach
to work statistics is cnly just now being investigated. The Crganization
is only in the first stages of considering systematic gathering of work-
load statistics.
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2206 Being a temporary agency work measurement and worklead statistics
are not used on a consistent basis. There is no trained manpower
available to install 2 "work measurement system”.

2207 . Standard statistics for registry work have covered different
things at different times in the past. The original purpose vas as
much for indicating the volume of business being done by the ILO as

for checking workload and conseguent staff requirements. “T2lephone
statistics are principally used for aceounting purposes but inc identally
to gauge workload. In translation statistics are used for the evalua-
tion of current workload (not output): they are slso occasionslly used
ad hoec (budget, special regquests). Statistics for individuals are
examined cccasionally, e.g. when preparing annual appralssal reports,
especially at end of probationary period.

2208 At this stage this Organization is not ready to apply regular

work measurement techniques in any field. It is still at the point
where statisties or accurate measurement are not needed to point out
whers the wealnesses are$ what 1s needed is time to put things right.

2209 Nevertheless it is thought that for most clerical operations scme
useful unit of output can be devised. Fhe demend for statistics should
of course bear a reasonsble and economic relation to the oporation
itself; the chief difficulty is that in small organizations an
individual often perforus a varlety of tasks. Thus, while a neasurement
unit can often indicete the level of activity of & heterogerieous group
of staff, it is equally true that 2 variety of measurement uniia may be
nesded to measure the real output of one individusl.

2210 Being a very small ssoretariat, there would appesr to he no
problemes connected with work measurepent and workload statistics for
the moment.

2211 The Bank has no workload statistics for the present. It is too
small toe justifly these stendards: there are rarely two or more people
in the same or related units doing work that is statistically measurable.

2212 A centrelized work measurement technique exists, based on annual
returns for units eoncerned, basically eovering output In the celeeted
units and total manpower actuslly available to preduce 1t. The system
is restricted to work groups whose main work preduct can be expressed in
terms of recurring actions of a2 similar nature: the report on each unit
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(in tabular form) concludes with an index figure expressing, as a
psrcentage of a selected base year,the preductivity of the year in
question.

2213 An average increase in productivity of 23% between 1955 and 1961
has been revealed, Two thirds of this increase is attributed %o
improved procedures ete.; one third to the increasing experience of
staff. Downward chenges from year to year in an index are taken ©o
suggest the need for & survey.

2214 It was found that detailed statisties were already kept in Unite
before work measurement techniques were introduced. This reduced the
extra time required when work measurement started, although it has
been found, particularly owing to a decision to prepare statistics for
8ix years preceding work measurement, that the use internally of work
measurement techniques is time oonstnn;ng. The result is hovever
considered of great value in introducing administrative reforms and in
determining future staffing needs and organizational structure. The
time spent on work measurement would be more fully Justifizd if sone
inter-agency comparisons were possible.

2215 No comments are offered on internal use of workload statistics
except that regular statistics are being kept for certaln activitiea.

2216 Worklead statements are reguested snnuslly from each Department,
but they are limited te broad deseriptions of ‘missions, projects or
studies accomplished. In service departments, more detaliled statistics
are presented, frequently te justify additional staff. in speecified
offices (translaticn, archives, ete.) records are kept which have been
helpful from time to time in analysing staff requirements. Formal
measurenent of workload is not attempted.

2217 Regular workload statistics are not mede, for lack, or supposned
lack, of staff. No doubt however work measurement techniques can
correat (adverse) tendencies, if they are applied by officials knowledge-
able in the terms of the work itself and of the techniques baing applied.
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2218 Apert from two specialized sub-servicos (Compesition, Internal
Printing), where systematic work measurement is carried out, statistiscs
of precessing in various Units are reported menthly but on a basis
that does not imply actual work measurement. The statisties
{reference 1s presumably mainly to those considered to constitute
systemstic work measurement) have been very useful in showiag gensral
level of output of the groups conserned, as well as individusl perferm-
ance in one of the sub-services where an inefficient diversification of
tasks was disclosed; (sxamples {ypists spending time on copyholding
in proofreading, on pasting, ete.); the nced for systemstis vork
preparation was also revealed {examples of this lack are giver)s
knowledges provided by statistics about performance level is also of
assistence in Supervisor’s work planning.

2219 The system has been in operation for well over a year. However
a strict comparison is impossible owing to chenges 1n orgenlzetion,
procedures and egquipment and becsuse previcus production figwres did not
have the same meaning. Nevertheless, the trend of the figures since
the system has besen operated indicate that typing shows soma efficiency
increase and decuments reproduction a largs increase,

2220 In principle the work measurement system as such recowd: what is
happening, but also assistz in work planning and pagaibly &:*-Li.nm;ngs‘
individual performence. '

2221 Regarding the purpose of thes work measurament instellation, 1%t
seems that too much stress is laid (in FAQ) on control of iadividual
performance rather than on its usefulness for job planning, fcr com-
parison of different job organization, for determining sta”firg needs,
and for general control of the process consernsd {1.e. signalling that
something is wrong and that the Supervisor shculd investigate)].

2222 Extension of work meesurasment beyond present applicatior. would
only be case by case as need and {easibility wes demonstrataed. Ad hoe
use is made of statistics as may be necessary in connexion with O8M
SUrvVeys.

2223 Statisties {in typing, translation and mimeograph work groups)
are not used .0 contirol staff individually, but to estimate the amount
of work accerplished; =8 wsll as to eatimate average outpub per
person for purposes of recrulting reinforcement staff.
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2224 There still exist certain (technical) pests for which one may be
tempted to make up statistles, e.g. study group X in charge of Mr ¥,
produses go many documents of so meny pages per mesting. But it is

a matter of rough appreciation. One reelly has to rely on the judgment
of & specialist to know Mr ¥'s erﬂciemy.

(wEHO) 2225 WHO's experiences and comments are incorporated in the following
part of this paper.

2 Our own cpiniens, and observaiicons on the preceding comments

2301 There are & nunber of points that occur to us which we believe to
be werth bringing out when considering the use within an Orgenizatien of
worklond statisties end work messurement techniques. Most of these
find their expression one way or another in the varicus comments quoted
above. Thuss

231 Purposes 2311 It seems importent to clarify end ssparate the different possible
pwposes of workload statistics. We note the following as poasible
ones:

General indication of level of activitiles
Cost determination {general)

Accounting or charging (specific, o easn accounts or resource/
time Ludgets)

Work planning

Administration end supervision (accumulating experience
on pesk pericds; leave plenning; individual performsnce,
ete.)

Bstablishment of output standards in esppropriate ceses

Continued achicvemsnt of output standards

Mesmsuring output changes following changes in;procedurasg
policics, ete.

Even thess are perhaps relatively vegue, and would need semstimes to
be more clearly spelled out to be useful as "objectives”.
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2312 A difference is noted botween valid internal purposes (including
most of those sbove) and those ecomected imminly or exelusively with
figlf-justification” in the form of reporis to Governing Bodles (the
first purpose quoted above may cover this particular application).
Worklosd statistics and work measurement applisd to this purpoese have
their cbvious uses, but we do not think that they are always either
scientifically defendable in detail or of partieculsr practicel use in
day to day maragement. We therefore restrict our further observations
to workload statistics and work measurement applied to what sbove we
have called lrtermal purpoEes.

2313 Workloac statistics are frequently slready in use in individual
Units, being criginally instslled for a variety of internal purposes
{often not very clearly laid down but nevertheless quite genuinely felt
to be real s needed). These purposes are at present usually concerned
with "Supervisory intelligence” (wishing to know what goss on, obaserve
trends, deternins normel peaks to assist in work and leave plamning
eto.) or with ®justification” (desire or requirement to report achisve-
ments, support staff increases, ets.) In few instances only are such
statisties inctalled specially for work measurement as such. They are
not usually centrally collected or analysed, this being don2 more
usually in or near the Unit concerned.

2314 The one objective not speecifically stated by any respondent whieh
perhaps most nearly would justify separate, externsl control of a work
group’s productivity ie to measure or gaugs the performance of the
responsible supervisor himself, or te provide an independent check on
his oclaime regarding efficiency or staff reguirenents.

2321 Regarding the group of "supervisory intell igence™ purposes, we
belisve that the use of worklosd atatisties is cunly one of several
other means of assisting the supervisor with hie problems. Other
considerations (e.g. quality evaluation, intengible factors) are
also, and to an importeant extent, brought inte the pleture by
supervisors. ;

2322 Some of the primery purposes attributed to workleoad statistics
and vork measurenent in this connexion mey not sctually require the
regular production of the statistics themselves. Records (e.g.
logboeks, chronclogical files) mey be all thet is necessary, providing
they sre avellable for the extraction of relevant statistics as and
when reguired.
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2323 We must also remomber that in meny situations the fact that
methods, structure or ocutput are not satisfactory 1s reasonably
obvicus either to the management or to the supew:laors concerned

'withqut refined work messurement indices. In any case the latter

may only incicate a need to review without giving ruch guidance as
to where or what to seek.

2331 The purposss related te caloulating or justifying staffing
requirements and to assessing "productivity® cell for o word of
caution. Ve have in mind that there iz a gresat difference between
the general validity of workiced statistics and work measurement
epplied to “compsct situations® (homogencous steff, conpletely
meaningful werk unit), and that of these applied to “broad

.situations” (heterogencous staff, "indieator type®™ work unit).
' Hore partioularlys ' '

‘@) even in compact situations thsre are varisbles which
mey vitiate any direot "produstivity comparisons® frem
one index-pericd to the next. (Ses alse 3421 belew):

b) ¢ our mind 1t is wiong to contend, as is dore ‘in one
of the papers submitted to us, that an index ean
irdicate the productivity trend ef a work group
even when this work group is very heterogenecus,
widely spread by grade and location and engsged "in
many functions in addition” to ¢Fal measured by the

(indieator) work unit. We think so bscause, at least

in our experience, the output in ths type of case

deserived 1s often z funetion of the input or demand,

and not of produetivity or efficliencys 1t f=, in such &
case, the "many other functions® which tend to benefit
or suffer from a fall or rise in the work unit measured.

2332 Thias 1s not to say, of course, that work measurement is not
useful for gauging trends in » breoed way, providing adequate
allowance is made for appropriate factors. The elements used in

‘work measurezent mey for instance be especially useful when making
-long range projections regarding work volums or staffing, when only

gross estinates are nesded.
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23% Betimating 2381 In the context of estimating future staff needs, we must

future recall that work moasurement techniques cen themselves say little
~ataffing about fuiture workload, or about other future elements in a
needs situation which are variazble. These teckniques are therefore

only one element cmong others in helping to assess staffing nesds,
Input tronds, quelity requiresments, experience of staff, changing
-methods (ineluding Tuture mechanizetion), environment, etec. are
all also determining.

2342 Indices based on past experience ars cartainly of assistanca,
easpecially when "olher things are equal®™ and ressonable estimates
of futura worklead are possible, Howsever, it 1s possible that
drastic changes i» even one of the other variable factors could
vender such indices valueless, This may particularly be true when
it is & case of gaenges in poliey or in methed.

235 Asseszsing 2331 To treat work measuremsnt indices as "productivity”™
productivity Iindicatorrs may rometimes be chasing the wrong hare. WHO has a
well-documented case where the problem was one of “everpreduction”,
the input beiny cutside the work group's control, with a history
of complaints ihout quality. The staff were not overworked
physlecally , 'ut, when computed, the cutput index was Tound to be
toe high to Yo consistent with the necesszary quelity.

2552 Thare 18 alsc the questilon of machins-controlled ocutput rates.
In sone ciwsumstances efficiency is better measured by cost indices
then work neasurenent indicesn.

2353 HNevortheleoss, for sﬁpawisory purpesas work measurement indloess
can be uscful in cheeking produstivity, both of the entire work
group and of individuals, when eircumstancss ara sppropriate.

236 Recognition 2361 Wi feel we should guard against expeoting more then is

of limita- raasonalle Trom, or attributing indefinable value to, the subjest

tiens of worklcad statistics and work memsurement. There i3 & danger
that in centralizing and widely extending the application of
svaluating” performance on statistical bases our motives and
metheds may becoms misunderstood through inappropriate emphasis.
We belil:ve morecver that the limitations should be clear not only
to ourwelves, but slso made clear .
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a) to those whose wark is measured: they should appreciate
our limited reliance on these techniques, lest their
morale, and consequently their effectiveness itself,
should suffers  and '

b) to those to whom the results are submitted in onder to
asgist thes in decisions they may have to make: .these
persons may not always have the training to appreciate
in its proper perspective the material presented.

2362 Our integrity in meking use of such meterial must be above
suspieion; charges that statistics are being made toc say what one
wishes them to say are sasy to make, and we should not lay ourselves
open to them.

2363 It 1s important also, in our view, that the work should shape,
according to need, whatever records and statistics m kept and
collected, rather than having the reguirements of a Tsyatem” 3
influencing the work. The taill must not be allowed to wag the dog.

237 Cost should 2371 The cost end effort of applying strict work messurement may not
be commensu- be commensurate with the very limited value of the resulting data.
rete to value Betfer use of the data may sarve to justify more amply the

installation of work measurement, but it should be sssartained that
the same objeotives cannot be as well achieved by other, more
economicel, mears. It should be borme inm mind that many of the
stated objectives are in any case very often Included among the
prime responsibilities of the supervisors directly concerned and
familiar with the motual operation.

2372 While there may be "intengible® values in instel Ling 1
systematic work measurement, claime of this kind should not be 5
overestinsted.

238 Periodic 2381 It ocours %o us to point out that 1t is useful in any
review of organization to undertake & periodiec revisw of what racords or
work statis- astatistics are kept and prepeved, and why. Alwmost invariably
tical activi- this exersise will result in revealing possibilities of 2lmpiifi-
ties cation, abelition, eto. There is & natural ¢endency for this

kind of thing te be perpetuated and expandsd beyond the point
nesessary, unless occessionally checked,
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239 VWork measure- 2391 It is unclear to us how exactly work measurement

ment and t_oohniques assist in determining organizational structure.
organizational It is most unusual even to have the opportunity to apply
structures werk measurement to work groups doing identical work by

identical methods and in work situations otherwise identical
except for their organizationsl structure. In any other
eircumstancas it seems to us that a statistical appreciation
of the effects of organizational structure could hardly be
meaningzful .

3 IWTER-AGENCY COMPARISCNS

30  Introduechien

2001 We now turn to the ssecond part of ocur assignvent. In
this part too we have been greatly helped by the contributions
from the participating Orgesnizations, who have sugpgested areas
in which inter-agency compariscns would poasibly be of interest
to thew, and who have alse impliecitly and explicitly expressed
& variety of views and ldeas relevant to this question.

31 __ Suggested Ccmparisons

3101 There follows here & list of fields in whish the
possibility of comparisons iz suggested. It should be.

pointed out that similar difficulties were encountered in
eensolidating the suggestions made as was the case with the
other list (paragraph 2002 above), though to a lesser degree.
Only six of the 15 Organizations replied to this question. OFf
necessity, we have grouped together supgestions which ere
similar enough fer the purpose, while other "broader”™ suggestions
have baen counted in the list under esch item applicable.

-Translation

{inesludirg Revisiens) 5 Oprganizations
Reproduction (making

impressicns) of Documents 5
Typing

(originally included by -
asame under other itens
but counted again here) i



Collating
Purchasing
Payroll preparation

Voucher production
{ineluding "Pinancial
actions™)

Compesition (specisl
typing)

Proof reading

File classification
File indexing

Plle attachments

Processing incoming communi-
cations (inecluding "mail®,
*eorrespondence”, "cables”
and "pouches™.)

Proosssing cutgeing communi-
cations (including "mail®,
"correspondence”, “"cables"
and "pouches®)

Messsnger Ssrvice

Organization (including
servicing) of Conferences

Recruitment
Staff administration

Records Mansgement
(Archives?)

Docunents distribution

Intérnal Audit metheds and
utilization

Collaction end processing of
statistles

Servicas not included above
anaillary to decuments
praduction
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3102 The various Organizations were also asked to choome fLwo
items fm their 1ist in which they believed 1nter-aseney
comperisons would be of most interest to them. Five Organiza-
tions replied to this question, with the following adjusted
results

Transiation
(including Revisions) 3 Organizations (+2
interested but not selecting
this item)

Documents reproduction
{ impressions) 3 (+ 2 ditte)

Compesition (varityping,
ete.) ' 2

Collating (assembling,
finishing) 2 (¢ 2 a1t% o)

Typing (normsl) 3 (+1 ditto)

Staff administration ;
(understocd as Personnel
work other than recrult-
ment)

Reeruitment
Cther servieces ancillary
to decuments production 1

3103 One Agency inecluded "Comparative printing costs®; this
however is not & question of inter-agency comparisen of Work
Heasurement data, but of an inter-agency study of a different
kind.

3104 Prima facie, therefore, the most likely "common areas®
sgem to be identifiable ass

Translation

Reproduction {(limited to impressions)

Typing (non-specialized)
Collating and finishing documents



(Translation)

(Reproduction)

(Typing)
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32 Defining “standard work units”

3201 We are confining ourselves to a discussion of work units
relating to the four most likely common sreas rentioned in
paragraph 3104 above. Work units for other items have alsec
been suggested, and details are available to those interested,
but at this stage the following may be considered sufficient.

3202 For translation the common suggested factor {even thougzh
in some cases expressed as pages) is number of werds..
Unfortunately some Agencies prefer counting work units aceerding
to the trenslated text, while current practice in cthers 1s to
ecount in the original language text. (The latter 1s often more
convenient when using workloed stetisties for planning purpcses).
As is known, there is a difference between the two things, but
it is possible that a "conversion factor” could be adopted

(e.g. English original + 20% = French trenslation). This would
howevar regquire further study before compatibility was achieved.

3203 For reproduction (mimeographing, offset eta. operatien)
impressions is the most frequently suggested work umit,

coupled in some cases with masters (e.g. stencils, offset
plates) and in one case also with pages, presumably te
differentiste between productivity on one sided or two sided
jobs (on one-zided ones, impreasions = pages, but not othervise) .

3204 For typing, suggestions vary from "any objective unit that
is comparable” to "strokes per net typing hour”. On the whole,
the common fector seems to be number of worda of completed output
(whieh can be reduced to or derived from the populer ®oage" ).
The quality basis to which an agreed standard could be applied
might, as one Organizatien puts it, be defined as "steneil

typing from normally difficult manusoript®, conversion factors
being applied for different verisbles. A conerete axample

of such a conversion factor 1=z provided by another Crganization’s
suggestion that "two units of first drafi transeriptions be
counted as one final stendard unit”.



{Collating and
finishing)

(uN)

(1ERD)

(unEsco)
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3205 PFor collating and finishing, the common suggestion is
Psheets”, irrespective of nature of impresaion or size. “Jobs"
(number of separste complete texts?) and "copies” {total number
of collated documents of the same or different toxta?) are
suggested in addition to "sheets” by one Organizatien. '

33 __ Presentation of comments received

3301 We give below some amlien’i} points frem replier received.
With few exceptions they are almest lLiteral quotaticns.

3302 ‘The important thing in this exercise (i.e. inter-sgency
compariscns) is that the inal product be comparable.

3303 Agencies may be seeking different kinds of conparative
information: for example, in translation, cost per page, ratio
of typlsts te translators, or perhaps daily translator cutput.

3304 All comperisons are subject to further explénstion.

3305 Each ageney will be fully aware of the possible pitfalls

in shesr statistical comparisons betwesn agencies. Any’
conclusions which the meeting might reach on the detalls of this
question should be stated in their general context, lest readers
of the cenclusions be led to the illusion that the vork of cur 4
Organizetions can be ultimately reduced'to statistical evaluation,
or the apprehension that the management services think it ean.

3306 The interchange of Work Measurement data is further
limited Ly the fact that the Bank 18 not a member of the
Common System used by most of the other specialized Agencies .

3307 Work measurement provides a basis for compering quantitative
perforzarce in similer activities in different organizations.

3308 Inter-sgency comparison would be used to compere producti-
vity in similar sctivities (so as to) indicate areas in which
etficiancy appears to be lower than in other agencies. Before
draving eny final conclusion from & comparison it would be '
necessary to take acoount of any particular conditicns in one
Agency {(e.g. work rhythm, quality, spscially required techniques,
ete.) These conditiens might explain but ndtnecescarily
Justify differences; adeption of policies or techniques of the
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340 Summary of
comments

most productive ageney might be considered.

3309 An attempt to compare personnel workload between
Agencies was given up in view of their different organizational
structure. However, if more time had been spent on this it
is felt that useful comperisons would have resulted.

3310 UNEBSCO's Governing Bodies have been pressing for a system
of Werk Measurement which would depend in part m inter-agency
comparisons. It is felt that such an approach ig possible and
would be useful; however, it would depend on close inter-agency
cooperation.

3311 Inter-agency comparisons have never been atterpted, but it
is envisaged that it would be necessary before any such compari-
sons were made to ensure that the measurement units adopted were
basically identical in terms of work procedures followed.

3312 The methode of analysis and comparison would have to
isolate factors that might explain differences, for example
quality standards, equipment, type of staff, work procedures,
eta.

3313 Possibly the values of different procedures, equipment,
policies etc. could be estimeted by inter-agency comparisons,
though several "particular features” having to be teken into
acgount are listed.

3314 PFigures compared could only be taken as indicators of
field for further investigation,

3315 The development of Work Measurement systems should in
the first place aim at meeting the internal requirements of
the Organization

2 Observations on these comments, and our own views

3401 There is, on the whole, a note of caution in the

attitude taken by the Organizations who replied to the questions
on inter-agency comparisens. It is true that there is a
tendency among these Organizations to suppose that inter-agency
productivity comparison might possibly reveal areas in which
surveys would be appropriate, but there is recognition that
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adjustments for many variables would first have to be made,
and that the real value would be in the subseguent detailed
survey.

(Main purpose) 3%02 It therefore emerges that the main purpose attributed by
the Organizations to inter-agency comparisons is the discovery
of weak aress. (The only other reason for inter-agency
comparisons advanced is implieit in the statement that
"@overning Bodies are pressing . . .")

(Type of comparison) 3405 Most respondents appear, even while aware of the desirabi-
lity of introducing refinements, to envisage any systematic
and regular inter-agency comparisons as of a rather simple and
straightforward kind. For example, proposals include™an
annual presentation of statistics in such a way that immedlate
comparizon could be made of output per man-howr, or, to para-
phrase another suggestion "an annual inter-agenoy exchange of
statistics, tabulated centrally in each agency, for comparable
work groups”.

341 Our view on 3411 We think on the whole that regular inter-agency
regular com- comparisons of the simple kind envisaged are lisble to be
parisons imprecise, end that any "evidence™ preduced is unlikely either

to achieve the basic aim or even to cerry a great deal of
conviction if used in attempts to demonstrate the relative
effioiency of one's own operations.

‘WHO's exporience 3412 We have ourselves a cortain experience which may be

with inter-office relevant: WHO has five regional offices with staffing going 4

comparisons) from sbout 100 to 140 emch, and a sixth ons with about 250 staff., '
Certain operations (e.g. typing, documents production, é

fellowships administration) are carried out in each in a fashion
that should prima facie be more comparable than are "similar
activities in various agencies”, since at least the technical
field is very broadly the same, and the rules, procedures and
forms largely identical; due to WHO's policy of steff rotation
some of the staff concerned have alsc done similar work in
different offices. However, we have found that there are so
many variables even with this basically similar background that
compariscns betwsen regional offices, or between Headquarters
and regionel offices, can only be used in a very gereral wey,
and only as & minor ancillary element to proper surveys. Even



(Our experience in
comparing apparently
similar work groups)
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"standards” worked cut for one office have had periodically

to be modified in the light of changing circumstances;

such

changes may be almost imperceptible, and arise from a wide
range of considerations, ineluding whet are orten knoun as
"intangible” factors.

3#1,’: ¥Wa might perhaps add snother simplified example from owr

own experience!

In ons location we have two typing pools.

However, owing to partiscular circumstances, the apparent
similarity of their operations is illusory. This 1s i1llustrated
in the followlang tabulation:

Factor

Product

Quality required
in product

Original

Average WHO pool
experience of
typlsts

Origin of typists

Pool A

Largely drafts with
l-2 earbon coples

Normally low
{legibility standard)

Mainly own steno-

graphy

Over 5 years (1little
turnover)

Local

Pool B

(a) Stencils with 1
carbon copy

(b) Final letters
and often texts
in original +
§-12 carbon
copies

Almost invariably
near-perrect;pn

(a) Original Manu-
seripts and
drafts of medium
to extreme diffi-
culty (heavy
editing, ete.)
{b) Ditto, and own

stenography

Less than 1 year,
{heavy turnover)

Non-local



342

343

"Standards” or
Comparisons?

Our own summing
up on systematic
inter-agency
comparisons

Page 23

3414 Needless to say, the typing output is quite different
in the two pools, and more is learnt from applying separately
evolved standards than from "inter-pool® comparisons. If
this is true within a single Organization of so relatively
homogenecus groups as typists, it must be even truer of
heterogeneous work groups (like Personnel, Purchasing or
Finance Units) in different Organizations.

3421 If "ideal™ standards of output for any given work group
were available comparison with other similar work groups would
lose much of its point. Since however any standard or norm once
set is liable to modification (see alsc 3412 abovs), it might of
course be argued that regular comparisons could provide to some
extent the necessarily changing "standard”. Howaver, we think
that unless a fair, accurate and comprehensive system of
adjustments for the many variablesl: involved is built in and
applied, the resulting "annual standard” would be meaningless.

3422 One minor illustration of this is connected with the
recurring implication that it is differences showa up in simpler
comparisons that should be considered as pointers: if, as is
suggested, these can sometimes be “explained” by reference to
special circumstances, then there is no good reason to suppose
that it would be justified to ignore instances when no
significant differences are revealed upon simple comparison.

34351 We are left feeling that, although inter-agsney producti-
vity comparisons of a simple and regular kind are tempting,
they are also an ineffectual way of discovering wsak areas.

To refine such compariscns to make them more effective in
serving that end would make them too cumbersome, and even then
they would only be pointers.

3432 There are other yardsticks and means more suited for
attaining that end, the most important of which wust either
exist already or at least precede any participation in inter-
agency comparisons. We list three: -

e To mention only a few, we have in mind such factors as:

Objectives of the work, quality requirements, degree of
difficulty of material to be processad, specification of
produet, general quality and size of recruit-

ment sources, length of experience of staff, local customs
and traditions, degree and nature of mechanization, working
conditions, c¢limate ste.
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(a) supervisory (and super-supervisory) appreciation;

{b) comparison with own previous performance (see Part 2:
internal Workload Statistics) or experilences

{c) Comparison with independently established and generally
accepted "standerds” (mainly the case for specialized
equipment, where manufacturers can often indicate
output and staffing standards, and for common office
work, for which guidelines and approximate "standards™
can be found in appropriate publications).

3433 An alternative to systematic regular inter-agency comparison
of work measurement data is referred to in the WHO statement in
the next part. '

4  STATEMENT OF WHO'S POSITION
40 Internal work measurement and workload statistics

4001 WHO subscribes to the conclusion already reported by the
First Inter-Agency Meeting of Management Officers to the effect
that :

"despite the difficulties involved, there is value in
developing work measurement techniques as an integral
component of management analysis”.

5002 WHO recognizes that these techniques are, however, only
one component of management analysis. They should be used in
individually selected cases rather than, as a matter of poliecy,
be applied generally in all cases which might be considered
"measurable” .

4003 WHO uses and will continue to use regularly workload
statistics for supervisory and other purposes in appropriate
cases,

4CO4 Both workload statisties and work measurement are and will
be used ad hoe, for limited or indefinite periods, in comnexion
with special studies, including management surveys.
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4005 WHO is aware of the value and also of the limitations of
the internal use of workload statistics and work measurement,

and will keep them both fiml.y in mind when eomidering their

epplication in speeifiec instances.

4006 WHO is willing to meet all reasonable réquéaté from sister-
Organizations for related information and actual figures.

41 Inter-agency productivity comparisons

4101 WHO does not f‘eal that there is at present any real
11ke11hood of systematic and regular productivity comparisons
yielding practical and useful results. The only practically
and economically conceivable methods of systematic comparison
are regerded as too simple to be meaningful.

4102 WHO does however regard it as perfectly feasible and
potentially useful for any individusl agency to initiate an

ad hoc inter-agency study of a well-defined particular case.
Such a study would not of course rest on simple work measurement
comparisons slone, but, with clear individually determined
cbjectives, it would as necessary compare many other relevant
factors and might well inelude method and structure studies.

5103 Such studies might be undertaken for various reuons, and
could be particularly useful to an Organizntion newly embarking
on an mtivity already familiar to others.

104 wm would cooperate fully, and believas that all the other
Organizations concerned would also respond positively and
helpfully, in any such study, especially since there would be

& concrete aim in the undertaking.

5 CONCLUDING REMARKS

50 _General

5001 It may appear to some readers that our own observations
in both main parts of this paper are less than positive. T‘o
some extent this was conditioned by the knowledge tiat everyona
concerned with effective management is probably aware of the
theoretical advantages,. the "bright side”, of the subject.
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Th.3e aspects have been often stresced by wiriters, and alsc by
enthuaiasts whose theoretieal kunowledge is not always matched
by corresponding practicel experience. This has led ue %o lo;
some welght on the other side of the sesles; 1n doing so,

the balance may have been tipped on to the "durker side®.

51 Positive resulis recognized

5101 The experiencs of preparing this paper has been an
11luminating one ror us., While the cutlook for simple
systematic inter-agency produetivity couparisons do not

appear very encouraging, we are nevertheless convineed thst 20
study has been worthwhile.

5102 In particular, we reccgniza the fellowing useful cutcomes:

(a) the factusl presentation of areas in whieh the
' different Organizations ere making use of werkiced
statisties and work measurenent can serve as a
useful gulde to all $me Organizations:

{(v) some “areas of common intersst” have in faet been
identified, as well as guldelines towards common
work-units. his may be of use to those Orsanizatic.:
who are interested in the itemnz comcerned; '

(e} the exchange of visws on this subjeet will be-
stimilated;

(d) collaberation bstween Organizetions on o bilatersl
' - or multilateral basis in particular cesss will Le
encouraged., :

32_Replies to WHO's questionnaire

5201 We have greatly appreciated the cooperation given by the
Organizations, without whose contributions the results mentioned
abave eculd not have been achieved.
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5202 We regret very much that it was impossible to give in
full some of the excellent and detailed answers received.
However they are available to all those interested.

57 Futurs developments

5301 Finally, we would 1ike to point out that it is certain
that further experience will build up, both in the development
of the internal uses of workload statistics and work measureaent,
and, case by case, in inter-agency comparisons,

5302 It is perhasps this gradual saccumulation of experience
that will in the long run prove to be most valuable. We should
like te suggest that any interesting developments or specific
cases will be commumnicated at future meetings of management
officers.



ANNEX 1
WORK MEASUREMENT AND WORKLOAD STATISTICS

Extract from the repori of the Firs: Inter-Agency Mecting of
Vansgement Officers {Paris, 2-5 October 1961).

Work Measuremsnt evd Wotklond Statisbtios

14, Tnitial discuasion contred round an attempt by Uresco %o uss the

vork msesurement teshnique in dstermining the relative productivity of
selected units of its secreteriat. This techrique was consldsred by
Unesco to provide tas dagis for comparing quantitative performence in

the same motivity in the same organizetion, end in similar activities in
different orgenizetions, over & long period of time; work messuremsnt gave
good rasulis in assazsging staff nesds in certain units whers opsraiions
could be reduced te recurring actions of a similar rature (s.g. pages
translated, staff rocrulted, meil ragistored). Uuesco therufore proposed
to uze the findings of its work messuram:nt studles as a guide in assessing
steff utilization ané deternmining steff nseds; 1t should of ococurse be used
in conjunotion with other methods for delermining etaff requremmnis.

15. There was divergence of opinion regurding ths emphasis placed by Unesca
on this method in terms of determining staff reguirezsnts aiime., Thare
wag pevertheless general sgrsement, despite the difficuliies involved, on
the value of developingz work mseasursment techniques, 28 an inisgral componsnt
of mansgement enalysis, @nd on the possible usefulress of a comparison of
the productivity of the variocus Orgenizeilons im csrisin couwmon arsas

Which lent themselvses to stetiatioal anal ysis as well aa Lo ceterminkticon
of future staff nesds. WHO was invited %o prepars for discispsion at e
future meeting & working paper that would examina tha poseibilitiez of
using work memsuremart techniques in the Orgeuizations, sstallish common
arsas whsre sush techbniquos could b2 applied and where inter-Agency
corperisons would preve useful, suzgest (hw methods that could be used, and
dofines "stendard work wmite¥,



WORKLOAD STATISTICS AND WORK MEASUREMENTS

REPLIES TO QUESTIONNAIRE CIRCULATED BY WHO

ANNEX 2
page 1

QUESTIONS UN WHO FAOD UNESCO ILO
1.a) 1.a) 1.2) 1.a) 1.a) 1.a3)
Give a list of what you consider 1o be possible Translation of Documents Net applicable. Translation Productdon of Documents Typing Pools
common areas where inter-Agency comparisons Receipt and Despatch of Correspondence Typing staff Recruitment and Administration ( broken Srencil Duplication
might be useful (each item in the list can be Recruliment of Personnel Proofreading down by category and by established posts Offset reproduction
named as briefly as you wish, for example Reproduction of Documents Documents Reproduction and field experts)
"Purchasing administrative supplies” or Records Management and Filing Operations Collating Organizatien of conferences
"Reproduction of documents”). Procurement of Supplies and Equipment Purchasing ( broken down by office equipment
Receipt and Transmission of Cables and programme equipment)
Processing Payroll and Financlal Actions Processing of incoming and outgoing mail
(Manual and Machine)
Conferences Servicing
Despatch of Mail and Pouches
Messenger Service
1.b) 1.b) 1.b. 1.b 1.b) 1.b)
Choose two items from your list which you Traplation of Documents Not applicable. Translation Reproduction of Documents for Governing Bodies Typing Peols
believe might be of real value to your agency Reproduction of Documents Typing Processes: Tramslating Offset reproducton
Revising
Compesition
Printing and Assembling
Staff Recruitment and Administration
WMO ICAOQ IBRD IMF IAEA 1TU
1.a) 1.a)
Output of Translators Statistical collection and processing

Assembly procedures, manual against manual,
and machine vs manual

Accounting operations e.g. voucher production,

and such items as payroll preparation with a
view to automating the latter process

Number of messengers ( huissiers) required per
100 staff members for routine interoffice
messenger work.

Methods of handling internal audit work and
persannel required prior to engaging an
internal apditor, and comparison of
utilization of auditors after employment

Comparison of value of common typing pools as
against section or division typlng pools
composed of a few ( 2 ro 6) typist/
stenographers

1.b)
Typlng/Stenographing Work
Comparative Printing Cost

File classification, indexing and attachment
Document distribution

Purchasing

Translation of documents

Payroll preparation

Decument reproduction

Proofreading




WORKLOAD STATISTICS AND WORK MEASUREMENTS

REPLIES TO QUESTIONNAIRE CIRCULATED BY WHO

ANNEX 2
page 2

QUESTIONS

UN

WHO

FAO

UNESCO

ILO

1.b). D

Choose two Items from your list which you
believe might be of real value to your agency,
and describe:- the group of staff concerned,
specifying the types of staff whose work you
propose should be covered (avoid vague replies
such as "clerk”, but give details such as
"punched card verifier”) , the level of such staff
in your organization ( grades will suffice), and
the approximate number In your organization of
such staff (e.g. 2F clerk/typists, 3 checkers,

1 supervisor).

(]
12
19

119

2

42

1.b).D
Translation

Chiefs of Section

Senior Translators
Translator-Precis Writers
Translators

Translator Trainees
Secretarial

Stenographic service of 1 Chief

(P5/4)
(P4)
(P3)
(PD)
(P2/1)
(G3/4)

142 General Service Staff

Reproduction
4 Supervisors
193 General Services and Manual Workers

{ Professionals)

1.B).D)
37 x P-3/P-2 translators
40 x G-3 bilingual typists

1.b).1)
24 Translator-Minute Writers (P3)
10 Revisers { P4) and 4 half-times of Section
Chiefs (unclasified)
26 Composition Typists (D/C) and 4 Unit
Supervisors (F)
T Machine Operatars (D)
2 Machine Operatars (C)
2 Assemblers-machine operators ( D)
2 Assembler-Staplers (B)
2 Assemblers (B)
1 Foreman ( H)
1 Assistant Foreman ( E)

For Recruitment and Admininstration of
Headquarters Staff:-

1 Chief (P4)

3 PERS Officers (P3)

4 Clerks (G, H, D, C)

1 Secretary (E)

| Cl:rkfﬁterwsrap'hcrl (D)

2 Clerk/Typists ( D)

For Recruitment and Adminlstration of Field
Staff;-

1 Chief ( P4)

4 PERS Officers (P3)

1 PERS/ASST. (P1/P2)

TClerks (G, H, F. E)

2 Secretarfes (E)

5 Clerk/Stenographers ( E)

1.b).D
1 Chief of Section (P2)
3 Supervisors (PD)
1 Supervisor (GT
9 Verbatim reporters (act as
stenographers when not reporting) (P1)
63 Stenographers (G3)
1 Clerk (G
24 Copylsts (62)

1 Supervisor
3 Operators on offier machines
2 Xerox operators

wWMO

ICAO

1BRD

IMF

1AEA

ITU

1.b.0
Typing Fool: & Typists, 2 copy editors,

1 Chief of Unit

Grades: G2, G3, G4, G5, P1
T ypists artached to sections
Secretaries attached to particular offices or
officess,

3 Offset Operators. Grades: G3, G4
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1.b). 1) 1.b). 1) 1.b). 1) 1.b).10 1.b). 1)
Choose two items from your list which you Translations Translarion Translation and Typing: 1 Standard Page of Any objective unit of measurement
believe might be of real value to your agency, Final Standard Page of 350 words (35 lines, 10 Monthly average of original language words 324 words (12 words x 27 lines) waould be acceptable provided it is easy
and describe: the measurement unit you would words per line, 1 1/2 spaces). translated ( separate measurement for each Reproduction: 1 Printed imptession one side of o apply and permits comparison with other
like to see selected for any comparison of the Special calculation for Russian and Chinese language translated into) per translator-day (net sheet (regardless of size) agencies,
?l‘lﬂlm item (:his should rm;l:e’ :'lgue:.' m;d " language as well as for draft typing. days of attendance). Assembly: 1 sheet of paper regardless of size Plates and Impressions,
:l' “Ml:l:le'be T’;::g I:.;cte.rms ];:Elemhe: of Beproduction Typing 8) Number of Established posts
—EE'EL—L' eb« of 5 lﬂdlfl Hthi For:  Composition - pages (2 columns, Monthly average of standard pages per net ryping b) Number of Personnel Actions and Travel
:m' 1’;:1 ::tnum. e :'mt (:n:’,m = 125 lines) bour; standard pages to be defined in number Authorizations
;hm & A :;:: & dpmc::: Eh’ eth Camera - pages, negatives and of strokes and as stencil typing from normally Number of staff invelved in recruitment and staff
ﬂ:d Eran e 2 ue,]:n tg 0;"' e;"_ prints difficult manuscript; conversion facrors to adjust administration divided by number of established
PP LN, R F a0 MAREANO0, BIEUIR, FIOD Shipping - pages and flans for differences in degree of difficulty of mamuscripf ~posts gives an "indicator unit”
reading, publishing, documents production, S
iiton Bt siehivas maapi e Platemaking - photos and in end product (stencil, mat, manuscript
disr ’ 8: ¥ B IR Press - photes, copies and paper etc,) or in input material ( manuscript,
impressions sound sheets, etc.)
Finishing and
Binding - copies and sheets
Mimeograph - pages, stencils, coples
and impressions
1.b). i) 1.b), 1) 1.b). 4D 1.b). i) 1.b), ki)
Choose twa items from your list which you believeq Translator The measures would only apply to translation and Output of Translators, Revisers, Composition Copytyping, typing of stencils, typing for
might be of real value to your agency, and Translating typing respectively and not be considered as an Typists, etc. offset reproduction, transcription from
describe: the different types of work, process, Precis writing overall measure for the organization upit in § shorthand.
tivity for which the one measurement unit Revisin; question Advertising of Posts
rt :f' bc: it e Deali agd T T B Selection of Candidates Preparation of A 4 plates to size or by
0 L) Abiys i e Typing Consultation with Selection and Advisory Boards reduction of the eriginal matter. Duplication
( This rogether with 1) above, is an important Sound transcription
Medical Examination Requests on varfous kinds of paper.
point, since the unit concerned could efther be Proofreading
Interyiews with Candidates
a direct measure of the real output of the group Stencll Curting Kot
of smaff concerned, such as the quantity of work Pp.o
Reproducing Various Travel
produced by a group of stencil-typists exclusively,
i d Composing Determination of Allowance Entitlements
or it could be an "indicator-unit” chosen to
Photo-reproducing Salary Advances
represent the level of activity of a more hetero-
Stripping ( cutting, sorting, opaqueing) Renewal and Extension of Contracts
geneous group, Examples of the latter are Plire~makii M dtion
UNESCO*s use, described in Document 60EX /32, g ;i i
of "One BOC machine entry”, or "One ru:mltmcnli Prest Tl and Dbl fug
g ! Finishing and Binding General PERS Administration
and appeintment action™; these meamirement et
units cavered wark other than that of the actual Brapiing
operatots who ced the end-product counted.
WMO ICAO 1BRD IMF 1AEA ITU
1.b). 1)

The typed page ( standard document page
appropriate to session paper).

The production cost of a typical publication
(e, g. Annual Report, budget report) .
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1.b).1v) i.b).iv) 1.b).1v) 1.b).iv) 1.b.iv
Choose two items from your list which you believs Each agency to devise its own method. To be worked out by each Organization to suit Sratistical Records to be kept by the Units We would hope that the present survey would
might be of real value 1o your agency, and their specific needs and possibilities. themnselves and sent annually to a central unit, give valuable advice. At present we comnt the
describe: the proposed methods of recording, ‘ where calcularions should be made and tables output in pages by a subjective appreciation of
counting, calculating and collecting the darta. produced. what represents a full page.
Simple records to be kept of:
(a) number of plates made per man-day
(b) number of impressions made per man-day
(<) operating speeds of offset machines.
1.8).¥) 1.b).w) 1.h.v) 1.b).v) 1.b.v
Choose two items from your list which you Annual Returns Not more frequent than twice a year Each calendar year An exchange of statistics'once a year would be
believe might be of real value to your agency, sufficient. The curput in the year should be
and describe: the proposed periodicity of returns shown on a2 monthly basis .
which would be of interest to you, or, if
intermittent returns are envisaged, thelr Ditta.
frequency and the period they should each cover.
1.b).vi) 1.b).vi) 1.b),vi) 1.b).vD) 1.b).vD
Choose two items from your list which you Depending on the kind of information the Direct comparison of the output/input figures. A work measurement index should be established. The figures should be presented in such a way
believe might be of real value to your agancy, agency is looking for. Isclate factars that might explain differences An inter-agency procedure for exchange of data that an Immediate comparison could be made of
and describe: the proposed methods of ( qualiry of output standards, equipment, type of and tables for comparable units should be agreed the ourput per man-hour,
analysing and of comparing the data. staff, work procedures, etc.) upon. Ditte
1.b), vil) 1.b).viD) 1.b), vil) 1.b).vif) 1.b).viD)
Choose two lterms from your list which you Prima facie - rto indicate comparative Pogsibility of evaluating the efficiency of To compare producdvity in similar activities A comparison should show how efficlent
believe might be of real value to your agency, efficiency. different procedures, equipment, type of staff, between Agencies, The main purpose would be organization A" is in comparison with the other
and describe: the purpase of, and results quality of ourput, standards etc. to indicate areas In which efficiency appears 1o organizarions and/or a standard output that has
expected from, the comparison you propose; be less than in other Agencies, This might result been set, If the standard has not been achieved,
this should include a statement of the rypes of in a detailed study to determine the reason and organization "A" may draw on the experience of
action you might envisage in the light of the decide upon corrective action, Another purpose mobre successful organizations in order to obtaln
outcome of the comparison, would be to permit a rough evaluarion of furure a bertter result.
staff needs based on anticipated warkload. Ditto.
WMO ICAOQ 1BRD IMF IAEA ITU

1.b). Iv)

Check the outpur in texrms of standard document
page of: a pool typist, a section or division
typist, or secretary.

1.b).v

Variations In workload and output recorded over
a perfod of time; or spot checks at {rregular
intervals.

1., vii

To determine the comparative benefits from
individually posted typists (not including those
with special skills such as page composers) against
group pools of typists,

To determine the comparative efficiency of
WMO's small printing unit with similar units
elsewhere and with somewhat larger units capable
of handling larger portions of the total printing
requirements. To compare self-production cost
with commercial cost,
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1.b).viiD) 1.b).viil) 1.b).viil) 1.b).vili)
Choose two items from your list which you All comparisons of this type are subject to further Transladon: degree of "technicality™ of texts; Before any final conclusion could be drawn from a
believe might be of real value to your agency, explanation, It seems to us that the process of quality standards, relation translation-revision, comparison it would be necessary to take account
and describe: any particular features which seeking the reasons for difference would frself IS T m— i Lokt ol Wk of any particular conditions in one Agency (i.e.
might have to be specially taken into account result in the identification of the "particular _\.'P_Sd P » OYP rhythm of work, quality of work - for preparation
(e.g. volume, guality, policy considerations, features”. IR ton, of documents the printing techniques would have
particular agency requirements, eic.) to be considered, etc.) While these particular
condirions might explain certain differences they
would not always justify these differences; other
agencies might consider adopting the techniques
or palicies of the most productive agency.
1.9 1.9 1.€) 1.c)
Have you ever artempted any regular or ad hoc Nothing attempted by the Administrative In 1951 we collected information from the United | Not systematically.
comparisons between certain wark-groups in your | Management Service since its establishment fn Nations and a number of specialized agencies
agency and similar work-groups in one or more 1963, concerning the output of wanslators. The results
other agencies? were reported in an annex to our Management
Survey Report No. 12.
We also participated in the ILO study on a
similar subject.
WMO ICAO IBRD IMF IAEA ITU

1.b). viif)

Printing: The larger agencies are geared to
greater printing production, use larger machines
and more complicated processes.

1.6k,
Nao,

1.0).

1.5).
No.

1.¢)
No.




WORKLOAD STATISTICS AND WORK MEASUREMENTS

REPLIES TO QUESTIONNARE CIRCULATED BY WHO

ANNEX 2
page 6

QUESTIONS UN WHO FAO UNESCO 1LO
1.d) 1.d.
If you have attempted any regular or ad hoc The 1851 enquiry covered translators and revisers;
comparisons between certain work-groups, etc. , the mea Ot unit was ber of words in the
summarize briefly i) the area ( group, nature of original language; the result was the fixing of
activity) covered; i) the measurement unit certain maximum outputs according to category
chosen; iii) the result, paying particular of text, and the introduction of a system of
atrention to revealed comparability and/or temporary help during peak periods in arder to
incomparability of the various elements. ( For maintain a satisfactory level of quality., Certain
example, mention such features, if they were differences berween our translation set-up at that
found to exist, as close similarity of all aspects time, which excluded practically all work of an
of the nature of the work examined, identical edivorial and proof-reading nature, were revealed
physical conditions of work, feasibility of compared to other agencies, where such work was
collecting statistics for similar periods and frequently combined with transtation work.
quantities of work, equal qualiry of labour
market from which staff is lacally recruited,
Identical qualifications and experience of maff;
or on the other hand, special requirements
(technical or otherwise) of each agency
considered, differences in sources of staff,
significant differences of approach or of
objectivesl.
1.e). 1.e). 1.e). 1.€). 1.¢).
Make any general observation or comments on Our cbservations are cantained in the text of the Figures compared could only be taken as UNESCO's Governing Bodies have been pressing CCAQ survey on output standards for translation
inter-Agency comparisons and common measure- working paper, indicatars of fields where a further investigation for a symem of work measurement which would work and the organization of translation servioes.
ment-units which you feel are relevant and of reasons for differences might be warranted. depend in part on interagency comparisons. It is
should be taken into account in the working paper The development of work measurement systems felt that such an approach is possible and would be

should in the first place aim at meeting the useful, H , it wounld depend upon close
internal requirements of the Organization. interagency cooperation,
WMO ICAO IBRD IMF TAEA ITU

i.e.

It would be necessary before any such comparison
were made to enwnre that the measure units
adopted were basically idenrical in terms of work
procedures followed,

1.9,

A3 you know the Bank is relatively small in size,
All but a small segment of its operation i3
conducted from the Bank's headquarters in
Washington. Thus we are significantly removed
both in distance and in the character of our
operations, from most other members of the Uniteq
Nations family. Moreover the interchange of work|
measurement data is further limited by the fact
that the Bank is not 2 member of the common
system wied by most of the other specialized
agencies of the United Nations,

1.¢).

Obvlously, in a small erganization such a: the
Fund, any prescribed standards of workload
meagurement would be difficult to apply because
in mom areas only a few persoms are involved in
any specific task; for example, card punching,
payroll, travel or personnel records .........
Generally we are, of course always striving to
eliminate time-conmuming procedures and to
sweamline operations. We are therefore most
Interested in your present study and hope that
when it is completed we may receive coples of
your conclusions,
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2.8). 2.3). 2.a). 2.a). 2.3). 2.8).
Do you already make use of regular workload In Translation and Reproduction Activities as well  |Library Services Compesition Unit { Work Measurement) Yes, see question 2.0).0). Typing Pools
statistics for any individual group or groups of as in a less formal way in other administrative Mechanical Equipment Unit ( Statistics) Internal Printing Unit ( Work Measurement) Document reproduction
staff? services. Purchasing and Shipping of Supplies Varlous Units in Administration Registry operations
Documents Processing Translation
Typing Services
Communications and Records
Translation Seryices
In addition numerous kinds of statistics are kept
on activitles within Budget and Finance Division,
Conference Services, Personnel , as well as in
various technical units.
2.b).
If you do not, are there any special circumstances
why not?
2.0). ). 2.0). 1. 2.0).1). 2.9.0. 2.0).1). 2.0.1).
1f you already make use of regular workload See1.b).1), Translawon: 2Bﬂp:0fealonzls, 2 non-professionals, |Composition Unit: 43 Bilingual Typists, Expenditure Control Division: Contracts and Claims| Typiog Pool: Seel.b).D
statistlcs for any individual group or groups of Commuanications and Records: 2 professionals, Stenographers, Proofreaders. Unit, Travel Unit, Payroll Unit. Registry: Staff of 27
staff, describe succintly: the group of staff. 18 local staff, Loternal Unit: 30 Operators of Fhoto, General Accoums Divisjon
Typing Pools: 58 locally recruited staff. X—E_unx “Offest Stencil Machines and Caflabss, Treasury Division
Documents Unit: 1 professional part-time, ' Social Security Unit
1 professional full-time, 1 nen-professional full- Machine Units
time, 1 non-professional part-time. Personnel
Purchasing of Supplies and Equipment: & professio- Archives
nals, 1 non-professionals. ( Does not include Bureau of Conference Planning and General Services:
regional supply staff) Purchase Section, Stores Section, Customers
Shipping: 1 professional, 3 non-professionals. Section,
Health Sustistical Methodology: Mechanical Regisury Divisfon: Incoming Mail Section, Outgoing
Ecuipment Unit - 2 non-professionals,1 professional Mail Section, Registry Unit, Conference Planning
( part-time). Unit
Library: 10 professionals,10 non-professlonals. Documents and Publication Setvice: Administrative
Unit, Edivorial Conwol, Office of Language
Division Chief, Copy Preparation and Proof
Reading Section,
WMO ICAO IBRD IMF IAEA ITU
2.a). 2.2). 2.2). 2.a3), 2.3). 2.a3).
No. Translation Work No. Tramlation No. Typing Pool, Translation, Mirmeographing, as
Sale and diswribution of documents Communications well as far technical units.
Receipt of inward mail Archives
Reproduction of Documents Messenger Service
Printing shop
2.b). 2.b). 2.h).
No management section or a sufficlently large Initially the Bank was too small to justify these The Agency is still in the process of working out
administrative staff to direct one or more standards and even now we rarely have two or more suitable administrative procedures; there will
personnel to such studies. people in the same or related units doing wark probably be a re-organization in the near future
that is statistically measurable. We continue to which will affect the organizational structure.
depend on more subjective observations to measure .
performance. The Agency is so small that there are very few
activities which are carried out at a scale which
would make work measurement worthwhile,
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25.e), Y.

If you already make use of regular warkload
statistics for any individual group or groups of
staff, describe succintly: the measurement
unit, and how and when collected.

2.0.10
See1.b).1i).

2.0).11).

Translation: Original standard pages ( 320 words)
of the text to be ranslated. When the pages
received include more or less words this is
converted into standard pages. Figures collected
monthly and separately for about seyen different
categories of texts,

Communications and Records: number of incoming
mail; number of cutgoing mail; and about a
dozen work units under these and four other hea-
dings including filing. Collected every month,
Typing Pools: a) pages of about 300 words,
differentiated by language and whether transcribed
or copied. Special jobs separately reported.

b) net working hours available. c) weekly by
pool supervisors,

Documents Unit: Total number of jobs and total
number of pages broken down according to varicus
categories of documnents, Number of index cards
completed. Report made monthly .

Purchasing of Supplies and Equipment: Line items
of supplies and equipment purchased. Collected
monthly,

Shipping: namber of shipments made. Monthly
figures,

Health Statistical Methodology: Cards punched.
Library: Statistics on abour 30 different library
actions are collected monthly.

2.0).ii}.

Compesition Unit: Typing staff: Weekly average
of standard pages (2 800 strokes, moderately
difficult manuscript) per net typing hour. Reported
on special form.

Internal Printing Unit; Phato and Xerox operators -
Number of exposures per man day, Offset and
Stencil Operators - Number of impressions per
man-day. Collators = Number of sheets collated
per man-day, Cellected on special form,
calculated weekly.

2.0).140).

Expenditure Control Division: Number of obliga-
tions and payment requests; number of Travel
Obligations and payment requests; number of
payroll actions (a change in entitlement or
allotment),

Genetal Accounts Division: Number of accounts
entries.

Treasury Division: Number of receipts and
payments.

Social Security Unit: Number of Pension Fund
Entries and Exits,

Machine Units: Number of cards punched.
Bureau of Conference Planning and General
Services: Number of purchase orders; number
of itemns purchased; dollar amount spent on
purchases. Number of requisitions; number of
tems supplied; kg. of weight of items received.

2.0).1i),

Typing Pool: Pages counted by a subjective
appreciation of what represents a full page.
Records kept by language proup by each super-
visor. Hours of staff attendance recorded.
Staristics established monthly.

Document Reproduction; For stencil duplicated
documents, number of stencils and number of
impressions, For offset duplicated documents,
number of offset plates and number of impressions.
Both reparted on a monthly basis,
Registry: Communications received: Number of
letters registered, lerters distributed unopened,
personal letters, telegrams reglstered, leisgrama
distributed unopened and personal. Communlca-
tions despatched: Number of letters recorded;
sealed letters for despatch; telegrams. Number
of files opened, rearranged, destroyed, issued on
request, P.A., B.F. Card index of important

a,

Number of packages cleared through ci :
Registry Diyision: Number of copied letters;
number of copied cables; number of letters and
cables distributed without coples; number of
cables despatched; number of lerters; number of
packages; number of perlodicals. Number of
files established; number of files audited;
number of files amalgamated, Number of days
of meetings at headquarters ( No. of days x No.
of participants); number of days away from
headquarters; number of requests for renting
premises considered; number of requests met.

Documents and Publication Service: Number of
jobs centrolled and registered; Number of
standard pages edived (according to language);
Number of meetings serviced; Number of
standard pages proofread and checked ( according
to language).

COTTES] : number of entries made; cards
added. Card index of correspondence with field
services: Number of entries of outgoing and
incoming communications. Number of other
minor registry operations, Various figures on
microfilming.

Switchboard: Existing lists of outgoing inter-
national and private phone calls are utilized for
gauging the relephonists® workload.

Translation: At the beginning of each week an
inventary is made ofthe translation work on hand
in the five working languages on the basis of
information received from each member of the
translation section and the information shown in
the programme of reports for meeting.

WMO

ICAO

1BRD

IMF

TAEA

ITU

2.¢).1)

Typing: One single spaced page, tables
considered as two pages, One typed page after
transcription is considered two pages.

Statistics worked out weekly.

Translation: Number of words translated.
Difficult ranslation taken into account. Revisers
may revise the work of two mansiators. A
translator who revises his own work does 2/3 of
the work of a translator.  Head of Section does
2/8 the work of a reviser,
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2.¢). 1D

If you already make use of regular workload

statistics for any individual group or groups of
staff, describe succinctly: the work covered.

2.0, 1ib
See 1.b).ilf)

2.c) . 1ii)

Tramslation: Translating; Revising; Ediring of
technical texts; Checking of Printers' proofs,®
Communications and Records: Handling of
incoming and outgoing mail; Filing operations;
Archives; Telex; Miscellaneous Registry work.
Typing Pools: Taking dictation; Typing;
Checking; Supervising.

Documents Unit: Checking of requests for
wanslation and reproduction of documents;
Examining the drafts with regard to pagination,
clarity, conformity to rules etc, ; Following up
production of documents in all its phases,
Keeping of mailing lists for recipients. Filing
and keeping of drafts and specimens of documents,
Control of despatch and mailing,

Purchasing of Supplies and equipment:
Investigation and study of requests for purchases of
medical supplies. Advice and information,
negotiations with, the units requesting the supplies.
Keeping a Library of prospectus of supplles.
Negotiations with suppliers, including inviring

of bids. Placing and following up of orders.
Completing necessary documentation, keeping

of records, etc.

Shipping: Giving insouctions to the shipping firms
following up dates of deliveries; review shipping
documents when received, checking bills of
lading, etc.

Amange for payment of charges; Contracting

of Insurance, dealing with claims.

Health Statistical Methodology: Punching and
verifying of cards.

Library: Acquisition of material for the library;
Catalogueing; Loan Service; Service to Readers;
Supply of Medical Literature,

* of technical texts,

2.c.1iD)
Typing and Proof Reading
Duplicating and Stapling

2.c.). 1D
See question 2.c). i)

2,c), iif)

Typing Pool: Shorthand and Typing

Document Reproduction: Reproduction of Stencil
and offset

Registry: All registry operations.
Translation: Translation into five languages.

WMO

ICAQ

IBRD

IMF

IAEA

ITU
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2.0).iv)

If you already make use of regular workload
statistics for any individual group ar groups of
staff, if feasible, give: information you consider
relevant on the present use made of the statistics
the potential but hitherto unexploited uses, the
general order of magnitude of the operation,
how long the technique has been used in the
instance concerned, and changes in circumstances
which it has been found necessary to allow for in
comparing present with earlier returns.

2.0).iv)

Transladon: Up to July the measurement unit was
standard output pages of the translated text - about
250 words per page, The figures are used to check
on the output of the individual wanslators as well af
of the unit as a whole and to evaluate needs for
staffing.

Communications and Records: Used for supervision
of operations and evaluation of staffing require-
ments. Certain figures also presented to Executive
Board of WHO,

Typing Pools: Collected in present form since
1956. The average output per howr for the

typists is calculated and the results are used for
general supervision and evaluation of staffing
needs. Executive Board of WHO is also given the
overall figures,

Documents Unit: WHO does not at present repro~
duce, assemble, stare or desparch its documnents,
Apart from their relationship to work described in
2.¢).iID, the figures collected will alsa be useful
in evaluating machine and staff requirements for
WHC's own reproduction services after 1964/5,
Purchasing of Supplies and Equipment: Needed
for: Supervision and following-up of volume of
operations; Requests for establishment of new posts.
Figures supplied to Executive Board, Also general
evaluation of WHO's supply acrivities.

Shipping: Staffing needs and evaluate supply
activities of WHO,

Health Statistical Methodology: Check on output
of the unit.

Library: Evaluation of staffing requirements,
Evaluation of volume and extent of library function
in WHO.

2.0).iv)

Useful in showing general level of output of the
group and sometimes of the employee. Indicate
spheres for re-organization. Give evidence of
increased productivity after introduction of change
in organization, procedures and equipment.

2.¢).iv)

It was found that between 1955 and 1961
productivity of the units examined has risen by an
average 2%%. The existence of this figure helps
in estimation of future staff needs of the units
concerned when the proposed programme and
budget is prepared. Changes downward in work
measurement indices suggest that a management
survey may be required to find out the reasons
and make recommendations for improvement.

wMQ

1BRD

IMF

IAEA

ITU

2.0).1v)
Staristics thus made up are not used to control

officials individually. They are used to estimate
the amount of work accomplished by each

Division and the total output of the Service. They
are also used to estimate the average output per
person for the enlistment of reinforcement staff,




WORKLOAD STATISTICS AND WORK MEASUREMENTS

REPLIES TO QUESTIONNAIRE CIRCULATED BY WHO

ANNEX 2
page 1t

QUESTIONS UN WHO FAO UNESCO 1LO
z.d). 2.d). 2.4, 2.d). 2.4d). 2.d.
Do you plan to inaugurate or extend the Plans are under stady for the establishment of both | Statistics are being introduced as and when found Will be decided when considesed useful. No plan | Yes. No.
application of regular workload seatistics in new | official work measurement units for the services Necessary. for genexal application,
or in already covered areas of work? concerned as well as a central statistical reporting
system in the Secretarfar.
2.9). 2.¢). 2.e). 2.9. 2.9). 2.e).
Have you made use ad hoc of work measurement | Yes, on few occasions in relation to specific Yes, in the course of Management Surveys both at | In connexion with Organization and Methods Yes. In programme departments ro compare No.
apart from the regular compilation and use of reviews such as: Headquarters and in the Regional Offices, Also Surveys. Methods vary from case to'case. growth of programmes and growth of waff over the
work statistics referred to above? If so, describe | Study of Technical Assistance Recruitment in many cases when r for the essablish years.
briefly the purpose, scope, method and results, Services - to evaluate staff utilization, Result of | of new posts are being evaluated. Scope and
review eliminated need for additional staff, hods vary ding te ci
Feasibility studies on the use of automatic data-
[Rocessing equipment - in consideration of
possibly converting from present punch card opera-
tion to more advanced equipment, This study
resulted in proposal to General Assembly to purchase
computer.
Provision of C Services in the HQ Building -
to determine costs of providing services to extra
budgetary fund agencies.
2.0, 2.0. 2.h. 2.0, z.h.
Have you any general views of parricular Our views and comments are contained In the text | One of the most important aspects refers to the We bave found that the use of work measurement No.,
comments on using these techniques internally of the working paper, purpose of the work measurement installation, techniques internally is time consuming, particu-
which you feel might be of interest o the other It seems that too much stress is laid on control of larly because it was decided to go back six years
organizations? individual performance instead of work e in preparing statistics, but the information obtained
ment as a job planning instrument, its use for is considered to be of great value in introducing
comparison of different job organization and for administrative reforms and in determining the
determination of staffing needs, and its use for future waff nesds and structure of the Secretariar,
general control of the process concerned (i.e. particularly when as at present in UNESCO the
signalling when something is wrong in the process | programme is much faster than the saff. It is felt
and investigation of the reason should be made by | that the time spent would be more fully justified
the Supervisor). Special artention should be given| if interagency comparisons in some areas at least
to the reporting of wark measurement results. were possible.  With regard to the time spent on
keeping statistics, it was found thar before the worl
- hnique was introduced most units
kept detailed statistics, All that was necessary in
’ MANY Cases was to cenvince wpervisors to modify
their form of presentation.
WMO ICAQ 1BRD IMF IAEA » ITU

2.9.

There is no reason to doubt that warkload
measurement techniques, suitably applied by
officials knowledgeable in terms of the work
itself and of the techniques being applied, can
correct tendencies to persist in the use of
obsolete practices and overlook needed
reorientation of wark-flow patterns.

2.9.

1 should like to point out by way of a general
observarion that participation in management
studies 13, of necessity, limited within an
Organization of our size because the management
survey resources avallable are restricted to one pomt
and the occupant is only able to operate, at best,
on a part-time basis due to having responsibility
also for establishment wark,

2.4).

Would like to inaugurare regular workload
statistics after the re-organization of the Agency
has been carried out; this may be only in a few
years,

2.9,

We think there can be very few clerical operations
for which some useful unit of output cannot be
devised; provided of course that the demand far
statistics bears. a reasonable and economic

relation to the operation iwself.
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Unit:d Naticns

ESTABLISHMENT OF A RUSSIAN LANGUAGE TRAINING

CENTRE IN MOSCOW

The inereasingly difficult task of providing language services to the
growing number of United Nations conferences and meetings has been a matter of
serious concern for the past few years. One particular element of the problem
is being met by an arrangement unique in the experience of the Organization.

The element involved is the necessity to ensure an adequate source
of recruitment of trained interpreters and translators in the Russian language
combinations; the arrangement is the establishment in Moscow of a United Nations
Language Training Centre,

The proposal for the establishment of such a Centre, made in the course
of a review of the problems being encountered in servicing meetings, was carefully
studied by the Offices of the Controller, Conference Services and Pérsonnel.
Details of program, curriculum, calibre of trainees, equipment, premises, etc.,
were developed, The Moscow Information Centre was asked to explore the
possibilities, The Moscow State Pedagogical Institute for Foreign Languages
having offered its cooperation for the establishment of the Centre, a group
consisting of representatives of the Offices of the Controller, Conference
Services and Personnel proceeded to Moscow last March to make the practical
arrangements,

As a result of the activities of the United Nations group in Moscow,
an agreement between the United Nations and the Moscow Pedagogical Institute
for Foreign Languages for establishment of a Training Centre for Russian language
personnel has been signed,

In brief this agreement is summarized as follows: The Moscow Training
Centre will provide for the training of 22 selected candidates (17 translators
and 5 interpreters) to fill vacancies in the Translation and Interpretation
Sections at Headquarters., The students have been recruited from university
graduates having some experience in the linguistic field and consideration
has been given to thg requirements of the United Nations in the fields of
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economics, legal, technical and scientific endeavour., The students are
participating full time in the Training Centre activities which average
approximately 30 academic hours a week and (also work independently after
classes in libraries, reading rooms and lingaphone classes) are trained in
accordance with the program l/ approved by the United Nations representatives,
The program provides special courses in political translation and United
Nations teminolory, in economiec translation and terminology and the trans-

lation of legal documents as well as scientific and technical translation.

For the training of interpreters, the program 1/ provides intensive
training in the field of scientific interoretation into Russian from the
trainees! main language and from the second language as well as from Russian

into the trainees! main language.

As part of their studieé, the trainees translate some of the
United Nations backlog of décumantation; over 1,000 pages of translation
have already been received. It is estimated that some &,500 pages will be
trenslated in this way during the ten-month course,

To obtain the best possible training of students, supervisory and
teaching staff bave been recruited from among former staff members of the
United Nations and professors of the Moscow universities. In addition,

qualified administrative personnel have been employed,

Upon successful completion of the course after having passed special
tests the students will then be eligible for employment with the United Nations
early in 1963. In August, this year, a preliminary test was given to the
interpreter trainees based on tapes recorded in Moscow and transmitted to
the Secretariat, Three of the students have been brought to New York to .
strengtlien the Interpretation Secticn during the present General Assembly.

Among other things, the Agreement stipulates that the United Nations
is responsible for the cost of administrative and teaching staff, stipends for
students and supply of certain ‘tems of equipment required for training purposes.
The Institute is to provide the necessary premises, training rooms, speclally

equipped booths for training in simultaneous interpretation as well as maintenance

1/ See Annex,



T

and servicing of these premises and equipment.

The Language Training Course started classes in accordance with
the Agreement on 28 March 1962, The Courses are headed by Mrs, Zoya Zarubina,
a former Dean of the English Faculty of the Moscow State Pedagogical Institute
for Foreign Languages,

Under the Agreement, the Institute reports to the United Nations
regularly regarding the trainees! attendance and scholastic progress as well as
the number of pages of documents translated. Representatives of the United
Nations are granted admittance to the courses and permitted to observe the
work of the students as well as to check the fulfillments of the curriculum of the

course,



Annex
P.l

PROGRAMMSE
OF THE TRAINING COURSS OF THANSLATORS AND INTARPRETERS

The purpose of the Courses is to train qualified interpreters and translators
for the UN.
Thé Courses provide the trainees with suiteble linguistic background and
trenslating skills.,
Assignments snd training mat.rial will be based meinly on authentie UN
documentation,
The Courses will give adequate training in translating and interpreting
to cover such fields as:
- simul¥zieoun interpreting; .
- writtﬂﬂ-brauslation in gpheres ordinarily embraced by UM activities;
-~ conser.*ive iranslaticn by ear; .
~ trangiabion & livre ouvert using dictating wechines (andographs).
The training course will consist of the following:
a) Study of UN atructﬁra, activities, procedure and documentation,
as well as of peculiarities of translators' work at the UN;
b) Study of foreign languages (English, Frencn, Spanish) and training
in the practical skills of interpreting and translating
¢) Translption of UN documentation as stipulated in paragraph 3 of
the Agreement,
COURSE OF TRANSLATION

Translation Theory

Translation theory given to the students must be closely bound up with
their practical work as trenslaters. Theoretical questions will be dealt with
during translation lessons, and not in special courses of grammar, lexicology

and style. This does not exciude some lectures on translation theory.
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Theoretical problems in the curriculum:

1, iMeasure of exactness in translation.

2., VWord-for-word translation.

Lexical and syntactiéal errors in word-for-word translation.

3. How to achieve exactness in translation. The text as the decisive
factor in choosing the translation variant. Lexicel regularities
in translation.

4, Discrimipation cof synonyms.

5e Translation of internetinnal words.

6, Polysemy and homonyms.

T Realin, Their rendering in translation,

8. Trenslation of free word groups. Combination power of words and
Pranslation.

9. Various ways of {ranslating set expressions,

10, Hendering of proper and geographical names. Transliteration,
Traditional rendering of historical and geographicel names,

11. Rendering of imagery and stylistic devices (figures of speech).
Rendering of allusions, open and dispuised quotations, proverbs, etc.

12, Grammatical structures of both languages and the problems of
translation. Points of syntactical similaority and difference in
both languages, Syntoctical changes in translation.

13. Word order. 1Its peculiarities in Kussian and other European languages.
The employment of Russian word order for thé rendering of meanings,
expressed by other means in European languageg.

14. Rendering of constructions with non-finite forms of the verb.

15, Translation of compound and complex sentences,

16, [Hendering of complex object, complex subject, adverbial modifiers.

17. Rendering of passive constructions,

18, Bendering of meanings, expressed by articles.

19, Rendering of meanings, expressed by tenses, aspects and moods.
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Training of interpreters

Course of interpretinz includes the following:

(e) clessroom practice in simulteneous interpretation of tape~recorded

speeches;

(b) individual practice in simultaneous interpretation to be tapp-recprded

and subsequently analyzed in classg;

{¢) interpretntion of film sound tracks;

(d) lessons in transletion % livre ouvert with audogreph recording;

(e) 1lessons in cousecgutive interpretation;

(f) 1lessons in speech training.

Texts to be used for simultaneous interpretation pertein to the fields of
foreign polisy, economics, science, ert, education, public health etc. Text
sounding time is from 10 to 30 minutes.

During the course of study special atiention will be devoted to the
developmenv ol the following skills and habits:

(a) proper enunciation;

(b) quick reaction, good memory, split attention;

(¢c) aural comprehension of foreign speakers, particularly with non-standard

pronunciation;

(d) ability to use the system of note-taking in consecutive interpretation;

(e)  ability to use dictating machines in practical work. - "

By the end of the course of study students are supposed to neet the
following exemination requirements:

(a) interrret simultaneously from the foreign language irto Russian and
from ilussian into the foreign lanpguage (or from two foreign languages ints “
Russinan) speeches on politicel, economic and highly gpecialized itopics (duration
up to 30 min.)

(b) +translate & livre ouvert with the help of audograph recording machines
at a rate of 500 m's per minute;

(e) interpret consecutively speeches up to 30 min. long.
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Training of translators

Lessons of translation include:
(a) c¢lassroom discussion of translations written at homej
(b) clessroom discussion of written reviews of UN documents made at home;
(¢) 1lessons in translation & livre ouvert with audograph recording.
Besides, the students of translators' groups are given a course of business
letter writing and study special procedural terminology employed at UN.
As material for translation and reviews, texts of the following types
are used:

-~ official UN documentation;

political materiel;

- documents on economics (including commerce and finance);

legal documents;

scientific and technical material pertaining to=:
(1) atowic energy;

(2) +transport and communications;

(3) public health and medicine;

(4) aériculture.

Besides, exercises on some special problems of translation which present
certain difficulties are also done at the lessons, 2.g. on word order in
translation, translation of passive constructions, translation of phraseology,
quotations, etec.

The translation of specinl texts is accompanied by the study of termineology
in the respective branch of science (economies, technology, law, etc.), by the
study of peculiarities of style of official and legal documents, end by practical
work on the use of dictioneries, reference bhooks, etc.

Alongside with classroom work, an amount of independent translation work is
required of every student. Working independently under the guidance of teachers,
the students translate UN documents and other texts, using dictionaries, reference
books, etec. Besides, students are assigned such tasks as drawing up lists of the

basic terminology in special branches (economics, technology, etc.).
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By tie end of the course of study, the students are supposed to meet the
following examination requirements:
~ translete in written form from the foreign language into Russian, or
from iwo fereign languages into Russien, a text of the kind described
above at a speed of 18300 m's per hour;
- translate d» livre ouvert and record with en eudograph a text of the

kind described above at a speed of 500 m's per minute.
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1.

BLSIC FACTS ABGUT THE UNITED NATIONS AND STRUCTURE CF
THE UNITED NATIONS

- Besic fects sbout the United Nutions

- Origin of the United Nations

= urposes and principles of the United Nations
~ The United Nations Charter

- Membefship of the United Nations

Structure of +hbe United Netions

~ The General Assembly

= The Security Council

=~ The Ecounouwie¢ end Social Council

-~ The Trusteeship Council

= The Interneticnal Court of Justice

- Subsidiery Bodies

GIFRLL LSSEMBLY
MAIN ORGANS, FUNCTICNS, RULES oI PPQCEﬂUEE,_DGrnnﬂwzggggg

The woin orpans of the Genoral Asseibly:

— Plenary meetings
= The Main Committees: ‘
1) FIRST COMLiITTE® (Politicel end Security, including the reguletion of
armements )
2) SPECLAL POLITICALL COMMITTEE (to share the work of the First Committee)
3) SECOND COMMITTI¢ (Economic and Financiel)
4) THIRD COMMITTER (Socinl, Humoniterian and Cultural)
5) FOURTH, CO#dITTEE (Trusteesnuin including Non-Self~Governing Territories)
6) FIFTH COMMITTEZ (Ldministretive and Budgetery)
7) SIXTH COMMITTEE (Legel)
= Scientific Committee on Effects of Atomic Rodiation
= Committee on Informetion from Non~Self-Governing Territﬁries
- International Law Commission
= Advisory Committee on Administretive end dudgetary Questions
~ Committee on Contributions
~ Committee on the Peaceful Uses of Quter Space

= Other subsidicry Bodies of the Genernl Lssembly,
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Punctions of the General Assembly

Rules of Procedure

bosie Docurmentation of the General Assembly:

e)
b)
c)
a)
e)
)
g
k)

Report of the 3ecretary-Generdl

Eeport of the Security Council

Repurt of the Econumic and Social Council

Report of the Yrusteeship Couneil

The Budge: cf the United Natiuns

Generrl ‘sscrbly Proceedings

Summary Pecords of the Committees of the General Assembly
Resolutions of %he Gerertl Assembly.

9

SECURITY COUNCIL
COOSITIUN, FUNCTION, DaSIC DUCUMENTLTICN

- Disarmoment Cormission

- dilitary Staff Cumnittee

= Internctiorel itomie Snergy Lgency

)
b)
c)
d)
e)
f)

k)

m)

LCONCAIC AND SOCIAL COURCIL CO&PGSITIUN,
FURCTIONS, SUBSIDIARY BUDINS
Statisticel Commission

Population Commission

Sociali Commission

Commission on lluaen Rights

Commission on the Status of Women

Commissicn on Narcotie Drugs

Commission cn Internntional Commodity Trade
Sub~Commission on Prevention of Diseriminetion and Protection of idinorities
Regional Ceommissions:

= Feonomic Cummission for Rurope

= Economic Commission for Asic and the Far Eest
= Econonic Commission for Letin americo

~ Economic Commission for iAfricn

The United Nations Children's Fund

Techniecl Assistonce and the Special Fund

Intergovernmentel Lgencies Releted to the United Netions
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1. Internotional Ltomic Agency

2. International Labour Organisation

3. Food end Agriculture Organization of the United Nations

4. United Netions Bducntional, Scientific and Culitural Organization
5. World Health Orgenizetion

6. Internotional Bank for Reconstruction end Development

T« International donetary Fund

8. Internetionel Finence Organizetion

9. International Civili Aviation Orgenization
10. Universal Pogtel Union
11. Internntional Telecommuniceation Union

12. \Vorld .etecrologicnl Orgenizetion

13. Inter-Governmental tinritime Consultative Organizetion

14. Internntional Trade Orgenizetion ard Generel Agreement on Teriffs

ond Torede,

TRUSTERSIIP COUNCIL

= Non=-8Self=-Governing Territories

~ The Trusteeship System

~ Composition, Functions end Busic Documentetica,

INTERNATICHAL COURT OF JUSTICE

Composition, Funetions, Besic Documentotion,

SECTUTARIAT

Compositjon, Punctions,



DISTRIBUTION OF CLASS PERIODS PER WEEK

{ interpreters' groups )

Annex
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Type of worlt

Mumber of periods per week

sestyaresnenes

1 term i 2 term

1. Anzlyais of laboratory work _

{recorded internretations) 2 2
2. Simultaneous irterpretution with

enalysis 8
3. Transletion a livre ouvert 4
4, Conseculive “ranslation with

analysis 2
5. Trapslation of film sound tracks 2
6. Work on articulation and

intenation 2 2
T« Miscellaneous 4 2
8. UN structure 2 2
9, Business letter writing - 2

T 09 AL 20 20
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DISTRIPUTION QF CLASS FPiIIODS PER WERL
( translotors! groups)
§ Number of periods per week
Type of work 1
i 1 term H 2 term
1. Analysis of home work (written
trenslatious, etc.) 4 4
2. Translation of Ul dceumentetion
in elass with snalysis 6 &
3. Translation ol UN political :
documentation b livre ouvertd 4 4
4. Tranclation of ecomcumin texts 4
5. Translation of seientific and
technological material 6 6
6. Reviewing ond summarizing of
UN decurentption 2 2
7. Miscelleneous 2 2
8. UN structure 2 2
9. Business letter writing - 2
T OY A Ls 30 30



M.A. OR O AND M?

by c. J. HANGOCK

THE TERM “MANAGEMENT ANALYSIS” has replaced “organisation
and methods” in the United States government service. This
thought-provoking news is to be found in the report* of a survey
of the function in twenty-five federal agencies.

The report makes it clear that the new term is intended to
reflect the development of a wider and more dynamic role for the
“management analyst’”’, as the ‘“‘organisation and methods
examiner” is now officially designated by the U.S. Civil Service
Commission.}

In order to ensure a comprehensive survey of the ML.A. func-
tion it was first defined by the investigators in terms of twelve
work categories “that would embrace all reasonable notions of
(its) content”. Each of these categories was then examined at an
agency headquarters no matter where the activity was located
organisationally. An abridged and somewhat free translation of
these definitions follows.

Management studies. All types of O and M assignment, pro-
vided they are conducted by full-time O and M officers.

Management advice. Advice given on general or specific aspects
of management without extensive prior study of the problem
involved.

Functional supervision. Activities designed to improve the per-
formance of decentralised O and M units,

Management promotion. Activities designed to improve manage-
ment practice gencrally, e.g. by training and education, the
dissemination of information, and work simplification pro-
grammes.

Organisation conirol. Reviews of the efficiency of proposed
organisational changes, i.e. where such proposals are not the
result of a management study.

A.D.P. planning. Feasibility studies and initial installation
planning.

Work measurement. Activities designed to develop and exploit
work measurement.

Directives management. Centralised control and issue of codified
instructions.

* Management Analysis at the Headguarters of Federal Agencies. An Inventory of
Agency Practices concerning the Staff Function of Management Analysis. October 1959.
Executive Office of the President, Bureau of the Budget.

tThe new term has also been adopted by the Canadian Civil Service
Commission which in 1960 renamed its Organisation and Methods Service the
Management Analysis Division.
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Forms management, Forms control.

Reports management. Coontrol of reports (report being apparently
used here to indicate a periodical return, e.g. of a statistical or
accounting nature).

Records management. The stimulation of efficient record-
keeping, including control of records retention and disposal, and
the designing and studying of filing systems and operations.

Correspondence procedurcs management. Work involved in develop-
ing or reviewing policies, procedures and practices related to
written communications; training and other work designed to
improve methods; practices and controls related to correspon-
dence.

One might well be forgiven for wondering what an “unrea-
sonable” notion of the content of M.A. would have embraced.
Suffice it to say that this wide-flung net caught g7 “specialist™
units, employing 270 staff and engaged almost entirely on either
A.D.P. planning or one or more of the specialised management
activities.

In 22 of the 25 agencies “‘a separate staff group with a
sufficiently broad range of activities to clearly identify the exis-
tence of management analysis as a separate staff function within
those agencies” was found. These 22 “general MLA. units”, em-
ploying 337 stafl, seem to approximate to departmental O and M
branches and might have been more easily discovered if the
investigators had simply sought those units whose main activity
was “management studies”. The following summary of several
statistical tables confirms this view while illustrating the more
important facts that all the activities are to be found in at least
a quarter of the units and that, on average, only about half the
resources of a unit are devoted to primary O and M activities.

No. of general M.A. Percentage of staff
Actinity units in which the time devoted to the
activity occurred activity
Management studies 22 41
Management advice 11 ]
Functional supervision 9 4
Management promotion 17 8
Organisation control 17 4
A.D.P. planning 10 13
Work measurement 6 2
Directives management 18 9
. Forms management 11 5
Reports management 7 2
Records management 9 4
Correspondence procedures

management 8 2



The report makes it clear that there are differences of view
about this state of affairs. Although most people interviewed
favoured the concept of ML.A. as a “staff centre for the planning
and promotion of a varicty of management improvement efforts”,
some felt that the undertaking of the more specialised services
“diluted the main purpose of the function as a tool of general
management, oriented it to a lower and more restricted level of
service and ... introduced serious problems of establishing
coherent qualifications standards for management analysts”.
Others felt that the specialised services strengthened the function
“by providing additional opportunities for the staff to become
involved in day-to-day operations and demonstrate tangible
services performed”.

The conclusion reached is that “‘the issue is not a question
whether operating-type activities should be included in ...a
general M.A. unit, but rather a question of balance between
(them) . ." and the more primary M.A. activities”, and that too
much emphasis on the former would “constrain the development
of the unit to its full potential”.

There is special recognition of the assumption of A.D.P.
leadership and planning by M.A. in many agencies and some
M.A. units are chastised for not taking enough initiative in this
sphere, but the “long-term role of MLA. in...AD.P. is still
unclear”,

What are the lessons of this report for us? It would seem that
while our transatlantic counterparts have developed some teeth,
their energies are being somewhat dissipated on routine activities
that might be better done elsewhere. Is the same thing happening
here, and is it a good thing ? As a prelude to further discussion it
is suggested that O and M units in this country might care to
analyse their activities on the lines adopted by the Bureau of the
Budget, and to embody the results of the exercise in a letter to
the Editor of this journal.

Looking to the future the report sees the main problems con-
fronting management analysis as being the strengthening of the
quality of general practitioners. First, a need is seen to resolve
two conflicting concepts about the nature of M.A. as an occu-
pation, namely the most commonly held view that it is a “career
occupation, professional in character” and “the opposite view—
held by a small but important group—that sole or primary ex-
_ perience as a management analyst forestalls acquiring intimacy
with and insights into practical operating conditions, which
experience is of primary importance”. The suggested solution is
to import into M.A, units for appropriate periods the required
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experiences and talents, e.g. operational managers, professionals
in scientific fields and so on.

Secondly, “greater formal training opportunities are needed,
especially at advanced levels. Such training must recognise that
management analysis is not an occupation based primarily on
certain standardised techniques or programmes, but rather is one
which is based essentially on systematic knowledge of the growing
ficld of management and of the capacity of analysts to apply the
best methods in the study of complex management problems.
These are requirements which impose personal obligations of
education and development on the analyst himself, but which,
in part, need also to be met by providing analysts with special
training opportunities. Without the latter, many analysts prob-
ably will not be able to keep abreast of deepening knowledge
concerning management systems and analytic methods.”

Thirdly, M.A. is accused of not taking its own medicine.
“General advances in methodology of performing analytical
work . . . were not noted. . .. If M.A. is to continue to develop
as a modern management tool, it certainly must attempt to
systematically introduce pertinent investigative and diagnostic
developments of the social and other sciences into the more com-
mon methods employed in the study of management problems.”
These points are stressed in the concluding paragraph of the
report which suggests that in order to “increase the basic capability
of the function to solve or contribute to the solution of manage-
ment problems” it is necessary to: ‘

(a) “...develop the capacity of the function to serve as an
cffective medium for putting to practical use the growing
products of research concerning the management
process.”

(6) “Infuse into the traditional methods of management
analysis the new and powerful analytic tools which are
becoming increasingly available from other fields.”

Here then are some challenging questions that we might well
ask ourselves. Are we sufficiently professional? Should we have
more careerists? Is five years too short an engagement? Should
we not encourage and provide advanced training? Do we get
together encugh after graduation to interchange our growing
experiences? Do we conduct enough research? Do we seek to
understand and apply scientific theories of organisation and
management ? Are we content with our well-used techniques and
the ““‘common-sense approach”?

It is not possible to do full justice to the report in a short
review. Having dealt at some length with two major aspects I
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conclude with some extracts which seem particularly interesting
or controversial, and leave readers to argue among themselves,
and I hope in future issues of the BuLLETIN, some of the many
matters raised in a stimulating and timely document.

“Agency statements of the responsibilities of their head-
quarters general M.A. units were frequently found to be so broad
and general that they failed to convey a reasonably clear picture
of what the unit actually did. The statements often tended to
reflect ‘ideal’ roles for their staffs rather than how the units
would operate in the light of their actual size, composition and
other factors.”

“Many (management) studies carried out by general M.A.
units were conducted on a joint basis with personnel from
programme and other staff elements.”

“The formalities of the studies were handled in such a way
as to give maximum possible identification and credit to the
individual or individuals who conducted them, and to minimise
the efforts as institutional undertakings of the general M.A,
unit.” X

“Generally, strong agency leadership in the field of work
measurement was absent. One possible explanation . . . was the
view ... that the agency’s functions did not lend themselves
readily to precise measurements. Four agencies . . . called it by
another name, such as performance analysis or performance
standards. These names were adopted primarily to avoid ter-
minology which it was believed had an unpopular cornnotation.”

“It was common to find the directives management function

set up as a separate organisational sub-division of the general
M.A. unit.”
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DRAFT

Organization of Secretarial and Typing Services

1 Tocumsnt: MGT(62)3 The Organization of Sscretarial and Typing
Services in UNESCO

2 Underlying problems The main reasons for specisl interest in the
organization of secrstarial and typing services varied among the Agencies.

It was found that excessive demand for and use of temporary ssvsistance was
common with & resulting heavy demsnd on the administrative proceseing
connectsd with recruitment. It was 8lso pointed out that the system of
personal secretaries cculd temd to Anefficient use of secretarial and typing
time. In some mrems the problem was basically a recrultment problem because
of soarcity of qualified secretaries.

Ny Poasible arrangements The meeting discussed & variety of possible
solutions or psrtial solutions to the problems including the use of central
typing pools, decentralized pools, creation of small poola for the purposs
of sbsorbing overlocads as they appesr in different segments at different
periode, extensive use.of dlctating machines and so forth. The meating
egroed that there was nc one solution but thet different conditions would
call for different approaches to the problem.

4. Actual Arrengements Dioctating equipment, widely used for tranelation
purposes, could achieve congidereble inoressss in productiviiy in typing
pools. Centrel typing pools sxistad moatly in conuection with doouments and
publicatione services. For correspondsnce and other secrstarial type of
typing big central peols were not used. On the other hand one agency was
contemplating using, on an sxperimental basis, central dictating machinery
connected with the telephones.

5., Ezperiment witbh centrz]l pool URNESCO reporied thai they will establish
on an experimental bapis & central pool. This would, however; not be =

typing pool in the traditiomsl sense. Ingtead the secretaries or typists
of the pool who weres to hold one year appointments would be placed with the
organizational units requesting temporary sssistance. The pool would also

serve 83 & recruitment source for permanent posts. The UNESUQ representalive

was reguested =2nd kindly undertook to report on the ouicome at such a date as
experiences had been gained of the system in sctual operation.

—-



Language Trainiang Ceantes

K

1. Docurnent: MGT{62)7 Kstablishment of a Russian Language Trainiag
Center in Mogcow

2. The FProblem

The increasingly difficult task of providing Fussian language services
to the growing number of UN Conferences and Meetirgs, as well as the
accurnulation of Ruseian translation backlog has been a matter of serioue
concern for some time. :

The probleme connected with the recruitment apd retention of trained
translators and intarcretess were defined ag a result of 2 jolnt management
perscnnel and languaze staif effort. Since the question of inadequate
translation facilities arises as & management problem, the UN had submitied
the above paper to the Meeting on Selected Management Problems for their
information and consideration,

3. The Cender g

"‘he astablishment of the Russian Training Center has gone a long
way to help solving a composite problem, Thus {i) the Center is & source
of resruitment thet provides Russian iranslators and interpreters who ere

trainad in UN work bafore entering the Service, and (ii) as part of their training the

students are actually translating UN texts of existing Russian translation '
backlog, which normally would have to be done on a contractual basis,

4. Extenslon of the Services

TN

Considerable interest was shown in the UN offer to discuse thesa
arrangements raore fully and directly upon request. The hope was expressed
that rapid extension of the approach to cover Spanish and other languages
could be achievad. ,



8 November 1962

EVALUATION OF OPERATIONAL PROGRAMMES

1. With the inorease in most sgencies of operztional programmes
carried out away from Hesdquarters there appesrs to be an incressing need
for = system of evaluation of programme sctivities. Such & system should
be designed to enzable the heads of agencies to decide in good time and on
the basis of relevant information on the various stepa, including if
necessary reorientation, that may be reguired during the life of a projesct.

2 The difficulties involved in systemetioc evaluation were recognized
including in some c¢ases the lack of quantitative objectives fized in sdvance
which might be mandatory in certain evaluation systemns, Also the lack of
guide lines of profit and loss and the many psychological end administrative
difficult¥ies which could be expected rendered the esteblishment of any ;
evelustion system singularly difficult. Nevertheless, most agencies falt
that the importance of full factual information for the effective

pursuance of existing projects and also for the planning of new activities
in the light of experience was such as to make it highly desirable that

the téohniques for aystematic evaluation be studied thoroughly.

3. UNESCO reported that it hse begun to coneider various methods for
the evaluation of some of its larger progrsmme activities. Tentative and
informal discussions have been held with the International Seoretary and
other representatives of the Internstionsl Federation of Operational
Research Societies (IFORS) with hesdquarters at the Massschusetts Institute
of Technology. As a result of the discussions IFORS has made prealiminary
proposale to UNESCO recently. These propesals may be summarized as
follows: '

(8) IFORS would be prepared to assist UNESCO in the formation of
én adviasory panel on operations research. The panel, which
would be composed of representatives of various IFCBS affil-
lates, might advise UNESCO on methodology, including eventusally
the aepplication of evalustion techniques on an experimental
basis %o specific programmes. In sddition the French affiliate
of 1FORS (Centre Francais de Recherche Operationnelle) might,
because of its lecation &t the Headqusriers of UNESCO, provide
continuing and detailed sdvioce.

(») With regard to the methodology of the techniques of evaluation
the problem is essentially to determine wheth:er it is possible
%0 use in UNESCO's fields the techniques of "operational
evaluation"” as perfected by operstions resesrch. It is
necesaary 1o consider to what extent it is possible to define

- clearly (quantitatively ?) the objectives that UNESCO proposes
%0 attain in esch of its lerge programmes. What are the
¢riteria on which could be based a measure of the efficasity
of these programmes? What units and what massurement
rrocedures should be used in each category of progremmes?
¥hat is ths information that should be obtsined and in what
Torm to permit ite use for any corrective action that might
be required.

ﬂ/olﬂ
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(e) The penel might elso advise on the techniques for the
inspection of programmes including the nature and the
form of the information to be gathered and its systematic
use.

(d) Laetly, and ae an experiment, IFORS might sdvise on the
application of these techniques as an experiment 4o
specific programmes.

. 4. It was stressed thst UNESCO had not yet fixed ites position on
these proposals and that in any event no concrete results could be
expected for some time. ' i

56 The feeling of the meeting was that, although the problems are
numercus and solutions are not readily forthcoming, UNESCO should be
encouraged to pursue its study of this question. It was decided to
request UNESCO to report baok to the group at a subsequent meeting (%)
on the decisionse it had tasken and the resulte obtained.
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"{J ork Measurement
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1 Docuraent: MGT{62)5 Work Meaesurement and Workload Statistics

o —— ke P et St

2. (General purposes The Meeting agreed that the question of extended
utilization of work measurement techniques would have {o be congidered in
relation to the main general purposes viz, (i} work measurement for Inter-
Agency comparison purposes, and (ii) work measurement for internal uee within
an Agency.

3. Inter-Agency Corparison  Any utilization of work measurement data for
Inter-Agency comparison purposes presents the problem of actuzl comparability
-of the data. This in turn velates to a whole set of factors such as definition

of output and input units, differences in quality standards, in actual job
contents, in organization and work procedures, etc. The discussion on these
aspecte confirmed the conclusion reached  in the mesting paper that an
organized, systerhatic inter-agency comparison of work measurement data
would not be feasible at this time.

COn the other hand betwesn Agencies with similar crganizational setups
of some specific and well-defined operations ad hoc, infermal contacts could
be valuable for the purpose of comparing work measurement data in these
particular operations since in such instances underlying differences
reflected in the data could be iraced and their influence to some extent 1
evaluated.

Such ad hoc comparison would be facilitated if identical or very similar
definitions of the measurement units were applied. The hope was therefore
exprassed that at some latar stage inter-agency esopration could be undertaken
to develop standard definitions of measurement units In some rajor arcas of
work.

4. Internal use of work measurerment The Meeting recognized the value of

work measurement for internal use on the one hand, a3s 2 necessary technigue

to be applied in CG4M surveys and on the other hand as a tool for managers

and supervisors inter alia for work planning, evaluation of staffing needs,

overall contvol of an operation and for setting output cuantity standards. |

The mzeting agreed that exchange of information between Agencies
on applications of work measurement techniques, the detailed methods usad
and results obtainad would be valuable. The meeting paper provided general
information on preeent fields of application in the various Agencies.



DRAFT

Dee:'isinnumaking on mechanizzation

i. Document: MGT!62)4 Decision-raaking on mecheénization in International
Organizations

2, General considerations The Meeting considered the implications of

todays situation where on the one hand Top Managements need to be served with
more information and quickar informaiion in connection with the programming,
budgeting, planning and executing of substantive programs and operations

of an increasingly complex nature and on the other hand the developroent in

the machine field cifers ounaxtumtzeu to meet such needs, It further
congiderad the increasing scope for mechanization of day -to-day operations

and of facilitating work by extensive use of modern office machinery.

3, Decisions depending on sctual sitvation Although the general develop-
ment towards higher degres of machanization and the factors governing it

can be profitably discusssd the Meeting recognized that decisions on
mechanization or extended use of modern office machines have always to

he taker im the light of the particular situation and on the basis of several
factors such as costs, future development, repercursions in other ope:rationi
loases or gaine in flexibility. etc. i

4, Meajor equipment In discussing the trend towarde machanization of

data processihg the Meeting vecognized the nead for the Agencies to keep
abreast with the raodern development but emphasized that machanization

should not be carsied out for its own sake but only when the operational problem
at hand and the expected future developrnent warranisd such steps. In this
connecilon it was pointed out that 1t may pay to embari upon a mechanization
involving modern type machines ever if the lromediale gains arxe emall or non-
existing. Mechanization is not 2 one time decision bul a contibuous process
and it iz important to acquire the knowledge of mmachine operation and related
technigues at an early stage and to familisrize stafl with the new concepts '
sonnected with mechanized processing.

5. Minor offzce machine 2Ey Given “he relation batween staff cost and equipment
cost the Meeting recognized (he importance of saving eaa,at'f time and cifort

by appropriate use of modern office machinery. Saevaral organizations applied
defipite =riteris on which to base decisions about the allocation of machines to
staff membera, Any general extension of the uss of machinee of the type under
congideration has, of course, budgetary implications and it will normally be

2 matter of gradual implementation of en overall plen for extended uss of such

machines,

=
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General review of management developments

1. Documents: MGT{62)10. Study of Organization and Functions of
Management Services in International
Organizatione {Reprint of CCAQ document
CO-ORD/CC/ 20/13 of 23 March 1959)

MG7T{62)11 Tabulations on what management services
‘are undertaken and organiza.tionally placed
 within the Agencies {annexes to the above
document updated as of October 1962)

4. General In conjunction with brief accounts by the representatives of
the participating Agencies on the changes that have occurred since the study
of Organization and Functions of Management Services in International
Organizations was prepared in 1959, the general trend in and problems
connected with the development of management services were discussed.

3. Overall trend A marked increase in the interest in and the deraud

for specialized services in the field of management analysis and staff
services have been felt within all the agencies. In some cases this interest
 has been displayed by the governing bodies as well as by the sec retariats.

A contributing factor is the increased complexity and volume of programs and
operations now undertaken by the agencies.

4. Specific developments In some agencies the management staff hao been
called upon to assist not only on matters of administrative techniques and of
- organization but also on development and evaluation of substantive programae.

In one of the agencies, the emphasis of the advisory management work
is shifting from work organization and method problems in a variety of
administrative operations to major mechanization problems connected with
administrative data processing. This organization has also embarked upen
a program for management training of both administrative and techmical staff.

5. Objectives It was emphasized that the averall objective of management

studies and advice is not to bring about staff reductions. Instead it aims at

efficient and competent nt execution of the substantive programs and supporting

services through the development of sound managerial practices, work

organization and work methods., This might in some operationa resuilt in

~ freeing or reallocation of redundant staff or in dimninishing the need for

- additional staff. In other instances, where important functions are neglected
or insufficiently taken care of, it might lead to strengthening the staff either

in quality or in quantity or in both. ;



6. Mode of operation Today's problems and situations called for considerable
flexibility in approaches to bz taken by staff sngaped in management studies.
The treditional way of having a management team make a survey and write

up & report on the findings and the recommendations could be varled.

Especially when work organization and work method problems are dealt

with the prineciple of implementing as you go 2long can be successfully applied.
This approach would also be helpful in securing cooperation and facilitating

the acceptance of recommended changes.

Ts Timing It was noted that generally management surveys were requested
for long ¢stablished programs and operations. It was suggested that often

the services of specialized management staff would be useful at earlier

stages viz. when new programs or activities are being programmead or
subsequently when they are being planned more in detail, On the other hand
new programasa are often entrusted to the agencies from outside and the basic
factors of future development is unknown. It would then be more profitable

‘to wait untll experiences of the actual operation of the programs had been
gained and indications of future trends are discernible.



inter-Agency Exchange on Loan of Management Staff

1. Document: MGT(62)2 Inter-Agency Exchange on Loan of Management Staff
Prepared by ITU,

2, Systematic exchange arrangements The discussion confirmed the conclusion
alrsady indicated in the e document on loan or exchange of ma.nagement staff
prepared for the meeting, namely that there is little scope for any long-term
- pystematic plan for such loans or exchanges.

3. Central group of consultants It was also agreed that it was not practical
to consider tha establishment of a central group of consultante attached to one

agency or to CCAD 3taff Officer for the purpass of providing management advice
to all agencies.

4. Ad boc loan arrangements The Meeting recoguized the value both for the
lending anc for the recelving Organizmations of the loan of Management Survey
or Operational Administrative Staff foy the purpose of advising on specific
administrative gueetions,

5. Requests for loan through CCAL: A proposal was made that requests for
loans might in the first instance be directed to the CCAQ Staff Officer without
precluding the possibility of direct coniact between agencies; however the
CCACQ Staff Officer would be kept informed of direct contacts,

For this purpose the CCAQ Staff Officer should be reque sted gradually
to gather and maintain information on the various agencies’ practices in main
administrative areas and rmake suck information available fo agencies on request.

One of the agencies declared that they favoured ne a matter of principle
and of practice a maximum of ceoperaticn in the management tfield but that
they could not support any formelization of the proposed sort rzince it would
lead to an vwanecessary heavy apparatus.



DRA¥T

Inter-Agency Comparison of Organizationel Terminology

1. Documents MGT(62)13a. IAEA Terminclogy Bulletin No. 14: Structure
' of the Agency
MGT({62)13b. Organizational Terminology at UNESCO
MGT(62)13¢c. Tabulation of Approximate Organizational and
Grading Patterns of UN Agencies

1. The differences in terminoclogy applied by the Agencies sometimes made
comparisons of organizational units and positions difficult.

2. The Meeting felt that the problem was not so much to bring about complete
uniformity but rather to clarify how different organizational terms are being
used. This purpose had been served by the meetings papers and the exchange
of information during the discussions.



DR.AI‘T

Language Treining Centcs

1. Document: 1GT{62)7 Establishment of a Ruselan Lianguage Training
Center in Moscow

-

4. The problem The pzoblems connected with the acquisition and
neintenance of adquate translating facilitles were defined as a result of

a joint management and language staff affort. The reapons for accumulation
of translation backlog and keeping up with increaeing demand were traced
back to difficuliies both im recruitment of staff transiators and in availability
of gualified translators to work on a contraciunal bagis. Since the gquestion
what %o do about transistion facilities arizesas a management problem, the
UN had submitted the above paper to the Meeting on selecied management
pre.w}.@:.m for their information and consideration.

5. The Center The sstablishrent of the training center has gone a long
way :»‘a”{n_gf};fne::;f\nr ing.a cormnpogita problem. Thus {i) ‘he center is a source
of recruitment that suppliss translators who are trzined for fork in the UN
zlrsady when entering !le Service, {ii) secondiy it bzs also supplied for
contractual translation possibilities, and (iil) it is, as part of the training,
working on actual UN texts thus working off a considerable part of existing

backlog,

4. Extension of the szrvices The UN mpmaep ative nd:cated that other
dgencies wers welcome to discuas possible arrangements for participation

in the scheme. A pessidble future extension of t“u approach to other languages

iy

was alzo indicated. 2



DRA ._!‘.‘::E

Uegclslon-making on rr.;ac;lzlamm,,m.m

1. Document: MGT[62)4 Dacision-making on mechsnisation in International
Organizations i

2. General considerations The Meeting considered the implications of

tedays situation where on the one hand Top Managaments need to be served with
more information and guicker information in connection with the programming,
budgetivg. planning and executing of substantive programs and operations

of an increasingly complex nature and on the other hand the development in

ihe machine field offers opportunities to meet such reads. It further
considered the increasing scope for mechanization of day-to-day operations

and of facilitating work by extensive use of modern cffice machinary.

3. Decisions depending on actual sitvation Although the general develop-
ment towards higher degree of machanization and th* factors governing it

can be profitably discussad the Meeting recognized that decisions on
mechanization or extended use of modern office machines have always to

be taker in the light of the particular sitvation and on the basis of several
factors such as costs, future developraent, repercucsions in other operations,
losses or gains in flexibility, etc.

4. Major equipment In discussing the trend towards mechanization of

data processing the Meeting recognized the need for the Agencies to keep
abreast with the modern developmen: but exnphasized that mechanization

should rot be carried out for its owa sake but only when the operational problem
at hand and the expected futyre development warranied such steps. Iu this
connection it wad pointed out that it raay pay to embari upon & mechanization
involving modern type machines even if the ixomediaic gaing are small or non-
aexisting. Mechanization is not 6 one time daclcion ' a continuous process
and it ie important to acouire the lurmwlc,;‘;ge of ruaching operation and related
techriques at an carly stage and to familiarize siafi with the new concepte
connected with mechanizad processing,

5. Minor office machinery (liven the relation betweun stalf cost and equipment
cost the Meeting recognized the importance of saving siafftime and eifort

by appropriate use of modern office machinsry. Seveval organizations applied
definite criteria on which to base decisions abouf tha allocsation of machines to
staff members, Any genswal extension of the use of machines of the type under
considaration has, of course, budgstary imoplicetions and it will normally be

a matter of gradual irapleraentation of an overall plan for extended use of such
machinos,




DRAFT

Organization of Secretarial and Typing Services

K

1. Document: MGT{62)3 The Organization of Secretarial and Typing
Servicee in UNESCO

Z. Underlying problems The main reasons for special interest in the
organization of secretarial and typing services varied as among the Agencies.
One Agency had a reason for preoccupation because of excessive demand for
and uee of temporary assistance with a resulting heavy demand on the '
sdministrative processing connected with recruitment. Other Agencies
gtrassad the problem related to permanent staff viz. the waste of secretary
and typing time resulting frorm a personal secretary system. In still |
another case the problem was basically a recruitment problem because of
scarcity of qualified secretaries.

3. Pegsible arrangernents The meeting discussed a vaviety of poseible
solutions or partial solutions to the problems including the use of central
typing pools, decentralized pools, creation of small pools for the purpose
of abaorbing overloads as they appear in different segments at different
periods, extensive use of dictating machines and so forth. The meeting
sgreed that there was no one selution but that differen: conditions would call
{or different approaches to the problara.

4, Actual arrangements Dictating equipmernt wae used rather widely for
iranslation purposes. Central typing pools axisted rostly in connection with
docuwments and publicatgf—mﬁﬂéme rvices. For corresyondence and other
secretarial type of typing big central pools were not used. On the other hand
one agency had started to use, on an experimental besis, central dictating
machinery connected with the telephones.

1t was noted that machine dictating and poole did not replace
secretarial assistance but rather complement it. The relation between
number of secretaries and number of profsssional officers varied from 1:1
down to 1:4.

5, RExperiment with centrzl pool UNESCO reported that they will astablish
or an sxperimental basis « central pool. This would. however, not be a
typing pool in the traditionzl sense. Instead the secretaries or typints of
the pool who were to hold one year appointmenis would be placed with the
organizational units requesting temporary assistance. The pool would also
serve 28 a recruitment source for permanent poste. The UNESCO
representative was reguesied and kindly underiosk to report on the outcome
at sueh o date as experiences had been gained of the system in actuzl
operation.




Z2nd DRAFT

Inter-Agency Exchange QE Loan of Manapgement Staff

. Document: MGT{62)2 Inter-Agency Exchange on Loan of Managernent
Staff

“s Systematic exchange arrangements The discussion confirmed the
conclusion already indicated in the document on loan or exchange of management
staff that there ie 2t the present time little scope for any long-term systematic
plan for such loans or exchanges.

-

3. Central group of consuliants It was also agrsed that it was not practical
at this stage to consider the establishment of a central group of consultants
attached to one agency or to CCAQ Staff Officer for the purpose of prov:.dmg
management advica to all agencies,

4
4. Adhoc loan arraﬂggments The Meeting recognized the value both for tna
ler\dmg and for the receiving Organizations of the loan of Management Survey
or Operational Administrative Staff for the purpose of advising on specific
adrninistrative questions,

5, Requasts for loan A propeosal was made that the services of the CCAD
Staff Officer might be sought in connection with loans the receiving Agency
directing its request to the Staff Officer. 'This would in no way preciude direct
contacts between Agencies; however, the CCAQ Staff Officer would be kept
informed of direct contacts.

6. Infor:astion on administrative practices The suggestion was made that
when any information about administrative or manageraent practices are
sought nse should be made, as far ae possible, of the services of the CC.LQ
Staff Officer. He should lbe requested gradually to gather and maintain
information on the various agencies’ practices in mair administrative arces
and make such inforraation available to agencies on recquest.

7. One of the agencies declared that they favoured afs 2 matter of principle
and of practice a maximum of informal cooperation in the manageirnent field
but that they could nct support any formalization since it could lead to an
unnecaseEry hehvy apparatus.

6. Liet of Management studies The Meeting noted that sevaral figencies
" had mede informetion svailable to CCAQ on their manigement studies and
gxpresred ite appreciation of the work done by the CCAQ Staff Officer in
cormnpiling the "List of Management Studies carried out by United Nations
Organizations'.
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Inter~Agency Comparison of Organizational Terminoclogy

1. Documents MCT(62)13a. IAEA Terminology Bulletin No. 141
Structure of ithe Agenoy

MGT(62)13b. Organizationsl Terminology at UNESCO

MOT{62)13c, Tebulation of Approximete Organisational
and Orading Fattarns of UN Agencisas

1. The differences in terminoclogy spplied by the Agencies make
comparisons of organizational units end positions diffioult. The
Lack of uniformity had csused some confusion within governing bodies
as to the meaning of terms used.

2. The Weeting felt that at this stage the solution to the problem
was not s0 much to bring about complete uniformity but rather to
clarify bow different organizationsl terms are being used. - However,
& uasful purpose in this reepect had been served by the meetings
papoers end the sexchange of information.
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Yerdeanl snd Herizontal er. numc ,sti ans in A m;itu
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xivefion of the ite: The item was introduced by the representative
of 1122 giving an account of the principles and arrangements for communication
within that Grganization.

“. Froblems involved The Meeting found that the problems iavolved in
such a wide £Le.1d ae commaunication were multidimensional at the same time as
they soried according to the purposes of diffe rent types of comrmunication.

The establishment and maintenance of good communication systems depended
o @ large extent en the character of the particular organization and also on

its eipa, Special problems arise with increasing fleld operations. It was

alz0o suggested that in many cases ¢ommunication probiems are related to

t:,}“:(j degrze of delegation, hierarchal se well as geographical, a low degree

of delegation increaring the need for communication. Since meatinge constitute
an extensively used means of communication and since the efficlency depende
on how meetings are lad one Agency contemplates starting special training

=t

crureas in meating technicues.

Apart from purcly operationzal communications, necded to releass
action, & considerable aracunt of communication is of & general and inforruativse
naturs. Here the principlez applied {or comrnunication can have an cffect
o stall morale,

In some instances the problem is as much a problem of over-communica-
tion a8 of undar-communication. This calls for a selective approsach basad
or the usefulness of th: communication for the receiver.

3. Gomparizon of dilfersnt practices It was suggested that a compiiation
siould be made of the principles applied and practices followed in communica-
tion by thes various Agencles as weil as of the utilizat ion of different means

for formeal communicasions.
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INTER-AGENCY MEETING ON SELECTED MANAGEMENT

Ref.No.

MGT{62)1
MGT{62)2

MGT{62)3
MGT(62)4

- MGT{62)5

MGT(62)6
MGT(62)7

MGT(62)8

MGT(62)9

MGT{62)10
MGT(62)11

MGT(62)12

PROBLEMS

List of Documents

Title

s

Agenda

Inter-Agency Exchange or Loan of Management
Staff :

The Organization of Secretarial and Typing Services

Decision-Making on Mechanization in International
Organizations

Work Licasurement
List of participants

Establichment of a Russian Language T raining

. Center in Moscow

Management Analysis at the Headquarters of
Federal Agenciles

M.A., or Oand M

Study of Orgarization and Functions of Management

Services in International Organizations

Annexes to MGT(62)10

List of documents

Prepared by

iTO

UNESCO
FAOQO

WHO

UN

Publication
issued by the US
Bureau of the
Budget in
October 1959

Axrticle by
C.J.Hancock in
the O+M Bulletin
of H. M. Tweasury
(vol.16, No.5,
October 1961)

FAQ for CCAQ
in 1959

Brought up to date
as of Oct. 1962



TO:

FROM:

SUBJECT:

INTERNATIONAL DEVELOPMENT ] INTERNATIONAL BANK FOR l INTERNATIONAL FINANCE
ASSOCIATION RECONSTRUCTION AND DEVELOPMENT CORPORAT|ON
Mr. William F. Howell DATE: Qctober 26, 1962
~

VQ Jo Riley 1 W{ZJ

Agenda For Inter-Agency Meeting on Selected Management Matters

I have reviewed the agenda for these meetings in Rome. There are
gix topics to be discussed. However, CCAQ asked that special attention
be given to the first three items on the agenda so that it is not un-
likely that little or no time will be left for the last three items. The
six topics to be discussed and my comments on them appear below.

(a) Inter-Agency Exchange or Loan of Management Staff

A paper on this subject has been prepared by FAO as
a result of questionnaires sent to each of the
specialized agencies in August. Russel Cook was
the author. While the paper deals with the use of
"in-house" staff for management studies and with
the use of management consultants, the primary
purpose of the study was to consider the exchange
of management analysis staff officers between or-
ganizations. Our response to the guestionnaire
was that because of our size and other circum-
stances, it was unlikely that the Bank could make

a major contribution towards or derive much benefit
from formal exchange of management officers. Cook
reports that just about everybody expressed the
same idea. All in all he says there seems to be
much more interest in borrowing staff than in loan-
ingthém.

(b) Work Measurement

This subject is the responsibility of WHO who sent
us a questionnaire in July to which we replied in
August. Copy of the incoming questionnaire and our
reply are attached. It was our conclusion that the
Bank was not in a position to make any major contri-
bution to the study. The questionnaire was divided
into two parts. (1) what sort of work measurement
data we could exchange with other specialized
agencies and (2) what use we presently made of re-
gular workload statistics. Since our answer to the
second part was none, our response to the first
question had to be in the negative also. Incidentally,
in our report on dictating machines and centralized
stenographic services we mention one possible future
application of workload statistics, i.e. the amount
of transecription and typing each girl in the unit
does.

(c) gzganizétion of Secretarial and Typing Services

Our report of October 15 on this subject is the most
pertinent comment we can make., UNESCO, which has



Mr, William F, Howell -2 - October 26, 1962

(d)

(e)

the responsibility for this subject, has submitted a
report analyzing its own situation., Actually this is

an updating of a previous report made in 1959 on the

seme subject, In 1959 they concluded that a secretarial-
stenographic poel had many advantages but that it should
not be undertaken because of the problems involved., Now
they conclude that the situation has gotten worse and
that the advantages outweigh the problems., Consequently
they propese, for UNESCO, the establishment of a secree
tarial services unit, Nobody has mentioned the use of
dictating machines, particularly a centralized telephone-
commected dictating machine system. I think there are
major advantages in coupling the two together,

Vertical and Horizontal Internal Communications in Agencies

This old bugaboo of a problem is one that the Bank does
not have, at least in any magnitude. I believe we are
saved from these agonies by the fact that virtually all of
our staff are located in one place, While occasionally
somebody may not get the word we den't have the problem
that is experienced by organizations with a large number
of field officers, In those situations there almost
inevitably is a struggle between the communications
vertically from one line officer to another and the conflicting
communications horizontally between a field officer or

one of his staff and the responsible staff officers in
the headquarters office. ILO is trying to solve this
problem for your meeting,

Determination of the Use of the Machines

FAO has prepared a paper on "Decisiocn Making on Mechanigzation
in International Organizationsiy The paper opens with an
"invesiment" approach, i.e, is the return or income from this
investment better than from other alternative investments.
This, it is cenceded, is not wholly applicable in an
international or governmental organization. Nevertheless, this
theme is follewed in a section on costs which points out that
installation and preparation costs often equal or exceed

the equipment costs, The analysis proceeds by saying these
costs should be amortized over a suitable period, and the
yearly increment compared with the potential yearly savings
through discontimuation of existing procedures,

The article also notes that other factors besides cost may affect
the decision to mechanize, e.g. volume of work, gain or loss
of flexibility, etc,



Mr, William F, Howell =3 - October 26, 1962

For minor office machinery (typewriters, adding machines,
phote copiers, ete,) this analysis could be informal,

For major office eguipment investments, accuracy is more
impertant, but the non-monetary items are often more important
t00.

My feeling is that all the paper says is, "consider all the
factors and in comparing costs, do a reasonably complete

cost analysis", While electronic computers are not

specifically mentioned, they represent the area of

greatest application of the principles enunciated. 1In

this respect I would commend to your reading a recent article

by Bill Gill of the Bureau of the Budget, which appeared in a
recent issue of Administrative Management Magazine (copy attached),

(£) Inter-Agency Comparison of Organizational Terminolegy

The International Atemic Energy Agency has responsibility
for this ones This is a very tough problem for the
agencies in the common salary system. CCAQ is constantly
sending us queries about how different agencies had

defined different terms in the numerous staff policies

e.g. education grant, resettlement allowance, retirement
system, ete, It is conceivable that we could get inveolved
in a few of these cases but for the most part our relations
are not se close that it has ever been a problem.

In additien to the other topics the Agenda Commlittee also says
it is hoping to bring up the annexes of the preliminary report by FAO teo
CCAQ dated March 26, 1959 entitled "Organizatien and Functions of Management
Services in International Agencies", Mr. Olsen is trying to get a copy of this
for you, I do not know precisely what, if any, discussion there will be on
this topic but I doubt if you need any briefing. The organization of our
mansgement service function is pretiy simple - Just Grace and me. You know as
well as anyone what we do, how we operate, and to whom we report,

Att,

Cec: Mr. Goodman
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INTER=£LC.NCY M.ETING ON SELECTuD MANAG MINT FROBLEMS

List

of posrticipants =s notified to FAC as of 10 October 1962

CCAQ,
TAEA
IERD
ICAO
ICITO/GATT

I10

IMCO
IME
L

UN

UNZSCO

UNWRA

WHO

FAOQ

Mr. A Lethbridge, CCAQ Staff Officer *

to be repres tég?/ﬁéizioipant officer not yet indicated

Mr. Willi=am F. Howell, Director of Administration

Mr. R. J. Hiscock, Organisation Officer *

Mr. H. Ph. Sobels, Head of Administrative and Finsancial Services

Mr. J L. Mowat, Chief of the Administrative and General
Services Division

Mr. A. &. Wempe, He=d of Section, Finance and Personnel
Mr. J. Saper, Assistant Director of Administration
Mr. Russell Cook, Director, Administritive Department

Mr. S=amuel Feiffer Administrative M=nagement Service
Mr. J. A. Olver, Chief, Conference 3nd Cenersl Services (Geneva)

Mr. Murray Chase, Chief, Management Section

Mr. R. L. Fisher Director of Administration

Mr. A. R. Delngelis, Sehior Mansgement Officer

Mr. M. Askerstam, Chief, Administrative Management

Mr. I. L. Posner, Director, Division of Personnel and Management

I
Mr. J. J. Cohen de Govia, Chief, Administrative Planning Branch
Mr. 2. Peters; Acting Chief, O+M Section

possibly for only part of the Session



ORGANISATION DES NATIONS UNIES POUR

s ORGANIZACION DE LAS
L’ALIMENTATION ET L’AGRICULTURE ¥ L ALIMESTAGEN

PARA LA AGRICULTURA Y LA ALIMENTACION

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

Via delle Terme di Caracalla ROME Cables: FOODAGRI ROME Telex: 61181 FOODAGRI Telephone : 5797

Ref. PMa UN 10/29

0cT ] 1967

Dear Mr, Howell,

Inter-Agency Meeting on Seélected Management Matters

1 2s 2 general plan for the forthcoming meeting we ars suggesting 2 tentative
time schedule (MG’I‘(62)1) as attached. Any comments or suggestions on the contents
or the order of items wolld be most welcome.

2, The meeting will open on Monday 5 November 2t 10.3@ in the Pakistan Room
(Room No. 357 of Buidding A, the Conference Building). It would be apprecitted
if final notification of the number of representstives and thelr names would be
given in advance by each of the Agencies.

3. Also attached are one copy of each of the three sgency papers already
availables

The Orgsnization of Sccretarial and Typing Services (MGT(62)3);
Decision-Making on Mechznizstion in International Orgsnizations (MaT(62)4);
Tnter-Agency Exchange or Lozn of Mansgement St3ff (MGT(62)2) .

4. Only one copy is being dispatched to each agency because 2 sufficient number
of copies is not yet available, but it is expected that additional copies will be
distributed later. It would be apprecisted if the Agencies which still have to
prepare papers would supply 50 copicse instead of the 25 originally indicated.

S It has been suggested by two 3gencies that the meoting should provide
opportunities to dezl with certain topics to be informally discussed with or without
any background papers. The time schedule has been arranged 2ccordingly but it would
of course facilitzte matters if the Agencies would inform ue in advance of the items
they would like to take up.
2 SewS e

Mr, William F, Howell
Director of Administration
TInternational Bank for Reconstruction and Development
and International Financial Corporation
1818 H, Street, N.W,
WASHINGTON 25, D.C., USA



6. We expect shortly to receive additional papers and will immediately forward
copies to the Agencies. Ve will 2lso provide 2n updated version of the tabula-
t{ons annexed to the FAO report to CCAQ of 26 March 1959 on "Orgenization =and
Functions of Management Services in International Organiz2tions" ( CO-ORD/CC 2y 81

Ts bs for the introduction 2nd discussion of the various items; it is 2ssumed
that the Agency which hzs submitted the relevant background paper will provide a
discussion lea2der 28 the item is reached on the agenda; will you notify us in

advance on this point?

B+ While ILO has indicated that they have not been in 2 position to prepare 2
paper 2s planned (Vertical and Horizontal Communications in Agencies) we hope that
they will still introduce 2mnd lead the discussion on this item.

9. If we can be of help in =2rranging hotel rooms in Rome, plcase lot us know,

giving 2lso an idez of the type of accommodztion desired.

10. We are looking forward to 2 useful 3nd stimulating discussion.
Yoursgasincerely;

Yl
Irving L. Poghe
Dirsctor, Division #f Personnel (
and Management <
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Airmail July 13, 1962

Mr. Irving L. Posner

Director

Division of Personnel and Management

Food & Agriculture Organization of the U.N.
Viale delle Terme di Caracalla

Rome, Italy
Dear Irving:
I am replying to your letter of July 5 concerning a meeting
of the management officers scheduled for the week of November 5.
The Good Lord willing, I plan to attend this meeting and will
certainly look forward to it. I shall be interested in seeing
the papers as circulated. The agenda sounds most interesting.
All best wishes to Frank, you, and the families.

Sincerely,

William F. Howell
Director of Administration

WFH/it



ORGANIZACION DE LAS NACIONMNES UNIDAS

ORGANISATION DES NATIONS UNIES POUR
PARA LA AGRICULTURA Y LA ALIMENTACION

L"ALIMENTATION ET L’AGRICULTURE

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

Please quote: Cable Address: FOODAGRI, ROME
Référ ! i i
e WY 12 /9 o e RTeg";‘é' s Tel. 590011 - 590211 - 599071

Subject: Meeting on Selected Management ?rohlems-’."“l 5 .m‘m
Dear Mr. Howell,

1s As you know, the report of the meeting of management officers in Paris
last October (CO-ORD/CC.23/8) was favourably considered by CCAQ at its Pwenty-
Third meeting. The Committee endorsed the plan of having another meeting this
year to "determine what new means of collaboration could be developed to enable
organizations to benefit more fully from a knowledge of one another's
experience and procedures, particularly in view of the new emphasis on the
management services function and the increasing number of management surveys
and studies."

2e The Committee also accepted the invitation of FAO to serve as host for
the 1962 sessioh in Rome.

3. I therefore, at the request of Mr. Weisl, in his absence, have the
pleasure of inviting your Organization to send representatives to the inter-
agency meeting on Selected Management Problems which we have scheduled
provisionally for the whole of the week starting 5 November 1962,

4. We are hopeful that each agency in the CCAQ family will designate at
least one representative. We are more than willing and prepared to accommodate
two or three representatives from any of the agencies who would feel that a
larger participation would be useful.

5e We are suggesting that the agenda items consist of those carried forward
from the Paris meeting and that they would be covered by papers prepared in
advance as follows:-

(a) Inter-Agency exchange or loan of management staff ITU
(b) Work measurement WHO
(c) Organization of secretarial and typing services UNESCO
(d) Vertical and horizontal internal communications in Agencies ILO
(e) Determination of the use of machines FAO
(f) Inter-Agency comparison of organizational terminology IAEA
6 The CCAQ asked that special attention be given to the first three items

but we hope that all six will be the subject of fruitful study and discussion.

/-l L]
Mr. William F. Howell o
Director of Administration  '¢FY Ui L -
International Bank for Reconstruction and Development
and International Financial Corporation
1818 H. Street, N.W. EC
WASHINGTON 25, D.C., USA
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T. Agencies who have been assigned to take the lead for the individual
items through the preparation of a background paper, or who are plamming to
submit supplementary contributions regarding any of the items on the agenda,
should arrange for at least 25 copies of the presentation to be sent well
before 1 Cctober to Mr. J.J. Cohen de Govia, Chief, Administrative Planning
Branch, FAO, who will ensure the timing and distribution of the documents to
the participating organizations.

8. Would you be good enocugh to let us know as soon as convenient your
concurrence in the planned dates for the meeting, the officers whom you
expect will be representing your Agency, and the officer with whom we might
get in touch directly regarding any documentation which will be presented by
your Organization, either in connection with the agenda item or other
nanagement matters,

9. I should add that in addition to using the report of the Paris
meeting (GO—ORD/CC.23/8) we are hoping to bring up the Annexes to the
preliminary report by FAO to CCAQ dated 26 March 1959 entitled "Organization
and Functions of Management Services in International Agencies". We have
already had current information in this respect from UNESCO, WHO and ICAQO
and expect to receive from the other agencies similar up to date data,
either directly or through Mr. Lethbridge, the CCAQ Staff Officer.

10, We are looking forward to a useful and stimulating session with your
participation. Any suggestions you may have regarding the planning and
conducting of the sessions, will, of course, be most welcome and appreciated.

Yours sincerely,

0_4 e
Irving L. sner

Director, Division of Personnel
and Management

42,



ORGANISATION DES NATIONS UNIES POUR

ORGANIZACION DE LAS NACIONES UNIDAS
L’ALIMENTATION ET L’AGRICULTURE

PARA LA AGRICULTURA Y LA ALIMENTACION

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

Via delle Terme di Caracalla ROME Cables: FOODAGRI ROME Telex: 61181 FOODAGRI Telephone : 5797

Ref.

MGT(62)1
UN 16/29 _ 1 October 1962

INTER-AGINCY MEETING ON SELECTED MANAGEMENT MATTIRS

Suggested Agenda and Time Schedule

Monday 5 Novembor 1962

1., Election of Chakrman

2. MAdoption of Agend=a - . i .

3. General review of management developments in the inter—-agency field
4. Inter-agency exchangc on lo2n of manzgoment staff (ITU)

Tuesday 6 November 1962

5, Organization of secretarial and typing ssrvicos (UNSC0)
6. Determination of the use of machines (740)

Wedneslay 7 November 1562

7. Work measurcment (7HO) o _
8. Other topics raised for discussion by participonts ( advance notice
pref‘erably) including item provisionally planncd by UN

Thursday 8 November 1962

9. TInter-agency comparison of organizational terminology (I%EA) »
10. Vertical =nd horizontal internal communications in agencies (IL )
11. Continuation of discussions on items not fully discussed in previous

gessions

Friday 9 November 1962

12. Continuztion of unfinished itcms
13. Discussion of Report to CCAQ
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(submitted by R. Cook, I.T.U.
24 September 1962)

MEETING ON SELECTED MANAGEMENT PROBLEMS

at T.A.0., — Rome - November 1962

Paper on @

Inter-Agency Exchange or Loan of Management Staff

Terms of Reference

ll

The Inter-Agency Meeting of Management Officers at Unesco House,
2 to 5 October 1961, reported that :

"10. An exchange of views revealed genersl agreement on the
benefits to be gained by Organizations, in ‘golving manage-
ment problems, from borrowing specialized staff from other
Organizations for a limited period or from sending members
of their own staff to other Organizations to ascertain how
they operated. It was not considered feasible at this stage,
where inter alias the exact requirements of Organizations
were not known, to put forward a concrete plon for the
possible exchange or long-term loan of management staff, or
for the addition of a few specialists to U.N, or a European
Agency whose cost would be shared by user Organizations. It
we.s however agreed that I,T.U. should study the question and
prepare a working paper on the results of the study for
consideration at the next meeting." {CO-ORD/CC.23/8)

2.

The Report of the Inter-Agency Meeting of Management Officers

was considered by C.C.A.Q. which decided to accept a proposal by F.ALO,
for = second meeting in 1962, The item entitled "Inter-Agency Exchange
or Loan of Management Staff" should be included in its agenda.

Background

(Participants who attended the meeting in Paris should skip

this =nd go to paragraph 15)

United Nations and its specislized agencies have a choice of the

following methods or some combination of them for making management

3-

surveys
il
2'
3

Use of its own staff whether or not specially
trained for management survey work;

Borrowing of staff from other agencies;

Employment of management consultants.



4. The purpose of this paper is to consider these methods and to
lay the groundwork for a discussion and exchange of experiences at the
forthcoming Inter-iAgency Meeting of Management Officers.

B As the meeting is in Rome, it is worth noting that author

George R. Terry* states thzat, "The word 'management' stems from the
Itelian maneggiare which means 'to train horses' or literally 'to handle'."
In present-day use the term has been widened and among its definitions

in Webster appears the following : "Judicious use of means to accomplish
an end; skillful treatment."

Gu If this definition is applied, we can say with certainty that
United Nations znd each of the specialized ngencies needs management
gtaff. Whether each agency needs management survey officers is o matter
of opinion which may be based upon size, age of the organization, the
type of problems dealt with and the interest and experience of those
responsible for administration. It is however a rare agency about which
it could be said that in no aspect of its work would a management survey
produce useful results. It would seem safe therefore to assume thet an
exploration -of the means of getting surveys made would be in order.

T There are many advocates of the "do it yourself" approach to
menagement surveys. They say that whether there are one or more staff
members in o specielly designated office or one person who spends part-
time on surveys it can be assumed that :

1., the agency's history, its responsibilities and its
purposes are known by the stalf;

2. the personnel problems peculiar to the agency such
ns recruitment limitations, geographic distribution
and the culturzl background of the staff are taken
into considerstion in seeking a problem sclution;

3. staff capacity and limitations will be understood
and trested within the context of staff rules.

2 The proponents of this solution say that the advantages outweigh
the drawbacks which may bhe caused by :

1. the menagement staff being so close to the problems
thot it cannot see the bigger issues involved;
2. pressure being exerted by supervisors and friends;

%Z. lack of experience in some fields of work.

* Office Management and‘ Contrel



9. There have been instances of staff members of one agency being
borrowed by another to do special management jobs. Usually the person
borrowed has had experience in the area of the survey and has, so to
speak, been hand-picked for the job. The results, =28 could be expected,
are satisfactory.

10. The short-term secondment of staff for surveys shows a grest
deal of promise up to the point where you ask the "haves" to lend to the
"have nots". The snag is that management survey staff is hard to find
and each agency usually has months of work lined up.

1 At present the remaining survey method is the employment of
nanagement consultants of which there seems to be no dearth. The advan-
tages claimed by this group are that it is cheaper, quicker and more
effective to employ a consultant because @

1l. s specialized organization acquires a vast fund of
experience and knowledge in many fields;

2, en impartial and objective approach, undistorted by
peraonal prejudices is followed;

3. focts are more likely to be made available to an
outside survey officer by both supsrvisors and
supervised becsuse prestige is not at stake;

4. a final and satisfoctory recommendstion can more
easily be reached in view of the consultants'
freedon to concentrate solely on the survey.

12, There have been some reports by agencies of entirely satisfoctory
work being done by outside consultants. In moat cnses the task consisted
of the examination of = rather aspecislized typc of work by consultants

who had demonstrated experience in the field.

13, In those cases where it has been reported that management
consultonts would not likely be employed agsin, the reasons given include
the following :

1. The expense greatly exceeds the value rceeived.

2. Feilure to recognize that internationsl agency ains
o8 expressed by sovereign governments cannot always
be attained through monetary savings leads to false
conclusions and inapplicahble recommendcations.

3. Lack of knowledge of how an internationzl organiza-
tion works leads to confusion and unnecessary
distress amongst the staff,



4. The national prestige of the consultants may
become involved.

5. Even when good surveys have produced good
recommendations, they may not be put into effect
because no-one in the organization has followed
the outside consultants work closely enough to
know how to implement the propossls and the
affected stoff continue to follow their former
practices.

14, No hard and fast conclusions can be drawn concerning the best
way to make and use management surveys. The special problems in each
situation should be examined and evoluated before deciding upon the
method to be followed.

Sumnery of Replies to Questionnaire

15. On 8 August 1962, a questionnaire was sent to the United Nstions
and each oft the specialized agencies. The replies are shown on the
attached tabular svmmary. It can be seen that four agencies would like
to have some professionzl help on specific projects probably at P2 to P4
level inclusive. One agency nay find it possible to make short loans of
some administrative (not management) gtaff during 1963 as well as 8 to

10 weeks of menagenent staff in 1964. All in 211, there seems to be much
more interest in borrowing staff than in loaning it.

16. One agency is intcrested in exchanges of staff for short projects
and it is possible that other agencies may be able to work out suitable
arrangements.

L Enthusiasm for the addition of = few specialists to United
Nations or o Europesn agency whose cost would be shared by user organi-
gotions was singularly lacking. Of the agencies which do not now have
menagement stalf, only one reported the availability of any funds which
might be used for payment of such staff.

Conclusions

18. There cre those who feel that it is not possible to work out =ny
long-term systematic plen for inter-agency loen or exchange of menagement
gtaff and thot there is no resl desire to increase the management staff
of United Nations or an agency in order to have pcople available for loan,
The only positive possibility is to proceed on an ad hoc basis; in

other words, if an agency wants to study a particular management problem,
it should first see, from the List of Manogement Studies - carried out

by United Wations (CO-ORD/0C/S0/11/Add.2) - which has been circulsted,
whether somebody else has had the same problem, and if so it should
consult that organization and get whatever information is available, one



way or another, It should then decide whether it can, with the aid
of this irformation, meke the study itself or whether it wants to use
outside staff, and in this case whether it wants to use a firm of
consultants or borrow staff from the organization which has experience
in the field concerned.

19. We should take advantage of the Rome meeting to exchange
precise information and to work out suitable arrangements for the
meximum exchange or lean of staff on the bases which can be agreed by
the agencies concerned. From this small beginning it may be possible to
develop, through our experience, a suitable programme for improving the
benefits fo be secured from monagement consulting studies,

Appendix -~ Summary of replies to
guegtionnaire of 8 August 1962



SUMMARY OF HEFLIES TC QUESTIONNAIRE

ON POSSTEILITY OF INTER-AGENCY EXCHANCE O LOAN OF MANAGEMENT STAFF

(Cozniled by ITT - Septamber 1962

2one?

Tnited Nations

W.H.0,

I.1.0.

U.N.E.S.C.0.

T.F.T.

I.B.R.D.

U.N.R.W.4.

I1.C.A.0,

I.A.E.A.

F.A.0.

I.M.Cu0.

I.0.0.

WM.O.

Flecse
: area as muok s

Will be engeged on
soxe projects in 1963
but mekle to atate
znount end type of
assistence which might
be necded.

Jight need studies in:
a) applization of
advanced mechenization
in certain adminisira-
tive procedures;

) use of technicsl

Cbteined epproved from
Governing Body for
appointzent of firm of
outside consuliznts
for survey in 1963,

age _l/ below

Due to specinlized
character of work
unable %o consider
question of trans—
fer of staff

Unlikely that IBRD
oould mzke & major
contritution towards,
or derive much henafit
from formal exchange
of management

Study needed to
develop gualitative
and gquantative
position standards

Urable to say at
resent time
refers to questions
1 through 5)

&) procurement end
essociated fivancial
procedures;

'b) recorda management
(including records
retirement)

Questions not appli-
cable to FAO.

Organization has own
0 & M staff snd does
not need to borrow
staff, Hardly be any

Not yet encountered
management problems.

Wo money available
at the present time
for management con-
sultant studies,

zee 2/ below

eguipment in fairly officers.
large reproduction, need for specific
distribution and pheto- axchmisﬂ;f s:&f‘f =
o services. sugges EHL!
mying informal contacta.
2, #Hould you nmeed staff P3-P4 to wark in T?-F4 : management, Professional about P3 level
ot the supervisory, ro- collateration with and 0 & M, or administrative
fegsional or jumior rro- under responsibility staff with specialities
feosionzl level? of own mansgement in one of zbove,
staff,
3. Lpproximstely how many No indications can be Aprroximately 3 montha; 32 three months during
mzn-days of mancgement given. Might renge preferably during the 1963
gtudy work weuld you like from short ad hoc to summer,
to hove danc during 1963 six months consul-
by stafl loaned to you? tancy periods.
4. Where de you require Major part of work Paris Beirut, Ammsn, Tienns
thzt the work be dene? would be dome in Damascus end
Flease srecify the citiea. Geneva Jerusalem.
Zudeei 54 -
HNo tudget allocation
S+ If the atzff were Mo budret allecation; No funds aveilable except Frobably Yea Not applicable Por 1920-196‘5
available, would you have would depend on possi- for trevel and subais-
the budret necessary for rilities of using tence. Could lend ataff
reimbursement? savings on similar basis as com—
gensstion, Net in favour
of ataff »eing lent on
reimhurssble cash ':55157. ————— e o ST
S1laff to loan or exchange
6. Do you have management (wm projects in 1963 No staff tc loan at 1L0 has no management Bxpect to have such ¥o No loan or exchange To “ Yo
survey staff that you would|| would inhibit any firm | present. Situation survey steff. staff by 1954. Admin- of staff possible.
be willing to lean during offer to loan staff. could be reviewed when istrative staff might - Only one post of
1963 on 2 reimbursalle positien more favour— be available for short- Orgenisetion Officer.
basis? If sa : able. term loans in-1963,
(see alan No.5) o v e i s bl v s v v 5 i v s a2 s o o
1. In vhat areas of work Analysis, simplifica-
are they best gualified? tion and codification
of procedures; pre-
paration of manuals. Rl o TN, s et el e s % e el ety & S ) L e s EES =
24.How many wecks could W From 8 to 10 weeks in
they be available? 1964. can e o el ey gy gy s e g Ve o o v o s i i
3. At what grade mre Pl to P3

they?

T. What kind of exchange
of staff would you like ta
arrange?

(see o .E)

See Nes. 2, 3, 5 and 8,
i.8. no payment by
receiving agency apart
from travel and sub—
siatence,

None at present

Exchanges of staff
not likely to be
of much use.

8. VWhat observstions and
suggestions 4o you have
aspect of

&d hoe approach might
be appropriaste.

Might be able to assist
in seconding an officer
if an agency wanied
help for z particular
study, e.g. publishing

Fremeture to express
any firm opinions until
working paper has been
studied, Basis for eny
cooperation should be
an interchange of infwr-
mation batween agencies

who might be able to
assist each other on
specific problems.

1/ &) procedurcs and techniques for the recruitment of field expert staff;
h) procsdures and techniques for ordering of equipment for field projects;
o) procedures for supervision end servicing of field unifts;

d) orgznizaticn of meetings;

e) use of data precescing eguipment;
£) elgssification of tosts and procedures for reviewing claims for

reclessification,

Inter-igency "Clearing
House" to mct ms inter-
mediary for lomns and
record the loan of
staff and resulting
entitlement of agencies
involved.

Do not favour possibi-
lity foreseen in
Management Officers'
report for addition of
a few specialists to UN
or European sgency
whose cost would be
shared by user organi-
zations.

Hoster of manage-
ment ataff with
their specialitiea
should be eirculated.

A plen for long-term
loan of management

staff would benmefit

the larger, lending org-
anizetions, as well as
borrowing agencies;
opportunities for train-
ing and experience in
managemsnt problems
which have not yet
erisen in lending
organizatiods.

Agencies should be kept
posted on O & M aurveys
in other agencies. If
other egencies have same
type of problem copies
of reports could be made
aveileble; discusaions
earried out with those
having made the survey,
and in a few cases
arrange for loan of
staff.

regiatretion, diotribution, end filing of mail;
drafting of letters mnd documents and their trensleation;
duties mand reaponsibilities of translation and

publication ataflf;

duties of Tinance and alaff offices, ond the relations

vetween them;

organization of typing and document production
services and of departmental or secticnal secret:
and the relations betweer them,

iats
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Organizational Terminology at Unesco

1. An orgenization chart of the Secretariat is attached showing the primary
units of the Secretariat, These are:

a) Office of the Director-General, headed by the Director-General, which
is divided into three partst the Directorate - the Director-General, the®
Deputy Director-General and three Assistant Directors-General and their staffj
the Bureau of legal Affairs; and the Division of Relations with International
Organigzations.

b) Department: this term is reserved for the five substantive units of
the Secretariat that execute the programme, They are each headed by a
Director (D,2)

c) Service: this term is used for two units whose primary function is to
carry out substantive activities in support of the Departments' programmes.
Services are headed by a Chief (D,1).

d) Buresu: this term is used for the four administrative units and for
the unit concerned with Relations with Member States., Buresux are headed by
a Chief (D.1) except for the Bureau of Relations with Member States which is
headed by a Director (D.2).

The Directors of Departments, Chiefs of Services and Bureaux, report to
the Director-General usually via a designated Assistant Director-General,
although each may have direct access to the Director-General on important
questions,

2., Organizational units at a lower level are as follows:

A, Division is the common term used for the priniaz'y sub-division of the
Departments, Services and Burcaux, Chiefs of Division report to the Directors
of Departments, Chiefs of Services or Bureaux.

B, Sections ave the primary sub-divisions of Divisions. The Chiefs
report to Division Chiefs.

Cs Units are the primary sub-divisions of sections. The Chiefs report
to Section Chiefs.

%, The term ™unit" (with a small ™u") is used generically to mean any
distinct part of the orgsnizational structure.

4, Other terms are used occasionally to describe organizational units
which do not for any reason fit the above pattern, e.g. "Office" is used

for the staff units which assist Directors of Departments in specific areas
such as administration and for certain units stationed away from headquarters

guch as Science Co-operation Offices.
PB.2075.13%09
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Approximate Organizational and Grading
Pattern of UN Agencies

4 Novembez 1962

(Derived from Staff Lisis)

dier—
archial UHN UNESCGC 110 WHO BAD ICAD TAEA ITU
Level :
Pirst Ievel
{after DG | Depariment or | ADG ADG ADG Depariment (or | Bureaun ' Depariment
or SG and | Office (Responsible {Responsible {Responsible Service) ADG ASG (U/8) o {D-1 or P-5
DDG) §76) for groups of | for groups for groupe of | (U/S) Director (D-2) or P-4)
Departmenis + | Divisions + Divigiong -
Offices - U/S)  Offices - U/SY U/S) -
Second Divigion Department Division Division Division Branch Division Division.
Lavel (Director D~2 | (Pirector D-2) | (Chief D-1) (Director D-2) |Director (D-2 oxn(Chief D-1 or |(Director D~2 ox (P-=h
or Chief D-1) | Bureau Office Office D-1) P=5) D-1 or Chief
Bureau, Office | (Chief D-1) (Chief P-5) (Director D-2) |Service P-5)
or Service Service Service (Director D-1)
(Direetor D-2 | (Chief D~1) {Chief P-5)
or Chief D-1)
Third Level Branch Divisicn Section or Unit Office Branch Section or Qffide Section Section
TChief D-1, P9 (Chief P-5 or | (Chief P=5 or | (D-1) [Chief P-5 or |(Chief P-5 or {Chief P-5 TP-4 down)
or P=4) Pq) P~4 or P=3 or|/Section or P=4) P-4 or P-3) down)
Section Section or Unif P-2) Service or Branch
{Chief P=5 or {Chief P=5) Unit: no (Chief P-5)
P=4) Office organizational
{Chief D-1 or title indicateg
P-5) P=6 or P-5
Pourth Section Section or Unit Unit Sechion Unit Unit
vel f{Chief P~5 or |[Service or Unit |(P=4 dowm) (P-4 down) {Cbief P-4 down)] (Supervisor [Chief P-5 down)
P-4) (Chief P-4 down Unit P~4 down) A
Unit to General { Supervisor P-2
{P-3 down %o G-4)Service) down)
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A, BACKGRCUND

l. The organization of its sccrotarial and typing services is a gquestion
that has preoccupied Unesco for some years., Apart from the problem of
achicving an even distribution of the secretarial workload as a whole,

one of the principal factors to be considered in an organization of its
size, charactor and programme is the peak workloads and emergency require-
ments that arc inescapable and have to be met. Flexibility in the usec

of secretarial and typing staff is therefore essential to avoid wastage

of man-power and to reduce to a minimum recourse to temporary cmployeces.

2. At tho end of 1957, pursuant to a resolution of the CGeneral
Conference, the Director-Gencral of Unesco established a lanagement
Survey Committeoc, composed of three eminent outside cxperts, to advise
him on administrative managoment in the Secretariat. Among the problems
it reviewed wag that of flexibility in the use of seccretarial staff.
Such sfgﬁf were assigned to specific units in each Department/Service/
Bureau'~ ‘and werc cmployed strictly within such units and thc depart—
ment; there was no central Stcnographic Pool, and the only pools that
existed were the specialized "Composition Pools" (sece Annex B to this
paper) located in, and reserved for the exclusive use of, the Documents
and Publications Service; there was extensive recourse to temporary
sccretarial staff to meet fluctuating secretarial requirements. The
reccmmendations of the experts in this mattor are summarized in para-
graph 1 of Amnex A to this paper.

3., PFollowing the review of the lanagement Survey Committee, the
Director-CGeneral arranged for the Burcau of Frogrammc and Budget to
carry out at the beginning of 1959 a study on flexibility in the use
¢f sccretarial staff, bearing in mind the Committee's recoumondations.
The rcport made in February 1959 on this study is given at Annex A to
this paper. It will be seen that the main conclusions regarding the
organization of secrotarial and typing scrvices were: that the time
was not yet ripe for the introduction of a central stenographic pocl,
although the situation might be¢ reconsidered at a later date; and that
the establishment of departmcntal pools, despite a certain disadvantage,
should be cencouraged. i 5

(1) The major organizational units of the Secrctariat - roferrcd to
as "department™ hereaftecr, in the intcrest of simplicity.
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B. PRESENT SITUATICN

4. Therec has been some improvement in the situwation since the report
made in February 1959. In addition, in 1961 and 1962 induction training and
on—-the-job training have been considerably stopped up for new secretarial
staff and in-service training has been given to existing scerctarial
staff; this has led to a greater potential flexibility in the usec of
secretaries. However, the present situation still leaves room for
improvement. "hile rigidity in the use of socretarial staff as between
units within a department has lessened, it still rcmains as betwoen
departments. Somc dcpartmental pools have becn established, but the
danger foresecn in the 1959 report has, unfortunately, largely materia-
lized, i.e. staff in cortein pools have in cffoct been assigned permancnt-
1y to fixed functions in various units of thc department; one of the
reasons for this is the expansion of Unesco activities, particularly
under the extra-budgetary ;rogrammes, without corrcaponding increases
in secrotarial staff. The number of tomporary secrotarial appointments
continucs to incrcasc: in Annex A, para. 6, it is indicated that for
the years 1955 to 1958 the numbor of temporary secrotarial appointments
was cstimated at 300 a year; for 1959 the figure is 350, for 1960 it
is 385 and for 1961 it is 425. ' 4 :

5. As fcreseen in the 1959 report, a rc-assessment of the position
has thercfore proved nccessary,; and has becn undertaken within the
framowork of a general review of the rccruitment, training and promoticn
of staff on which the General Conference at its 1960 session called for
a report. This reviow was undertaken carlier this year by the Advisory
Council on Personnol Policios (ACPP - a joint body composed of six
memb§rs‘nominated by the Direcctor-General and &ix by the Staff Associa-
tion).

6. In the course of its work the ACPP took note of the elements outlined
in paragraph 4 above and of the report of Fobruary 1959 anncxed to this
paper. It reached the conclusion (i) that the first step to improve matters
was to ensure a more realistic calculation thrn appecared to be made at
present, of the number of staff permancntly required by the workload,
making allowance for leave, and (ii) that tho time had now come to esta-
blish a central training pool comprising a numbor of cstablished posts
which would, inter-alia, provide: suitable induction training for new
secretarial rccruits before taking up thoir duties, a reserve of trained
personnel for emergency replaccments and short—tcrm employment throughout
the Secrctariat,and the Principal recruitment source for permanent
secretarial posts falling vacant. These mcasurecs would not result in the
complcte elimination of temporary secretarial appointments, but the number
should be sustantially rcduceds; the quality of secretarial work should
improve; flexibility in the usc of secretarial staff should increasec.
The ACPP cmphasised that such a pool could not, and should not, be a
substitute ecithor for departmental pools; where follow-up training should
ga aggmented, or for thc composition pools in the Documents and Publications
ervice,
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Ca PRCPCSALS FOR THT FUTURE

7. TFolleowTing consultation with the Bureaux of Pcrsonnel and of

Programme and Budget, and in view of the similarity of the ACPP proposals
to those of the Mangement Survey Commitiee and of another expert committee
recently appointed to advise him on the whole gquestion of conditions of
employment of General Service staff, the hLcting Dircctor-Goneral has
decided to "seck authority from the General Conference to establish

a central secretarial pool and training contre and to receruit to it 30
shorthand-typists with fixed-torm contracts. The pool would be controlled
by a superyisgsor who would bo rcesponsible for training. After an initial
month of full-timo training the shorthand-typists of the pool would be
placed in temporary posts as required, returning to the pool betwecn
esgignments to continue their training until they worc finally assigned

to fized-term posts in the Crganigation and replacced in the pocl by new
recruits. Temporary staff would be recruited from ocutside the ?rfaniza—
tion only when suitable staff was not available from the pool." 1

8. The Uncsco Ceneral Conference will consider thoso proposals at its
Nevember-Decomber session this year. In the mecantime, carcful preparatory
planning will have to be undortaken to cnsurc that, cnce tho Confercnce
has approved the proposals; the centrsl pool is established at the
boginning of 1963 with overy possibility of achieving maximum cffective—
ness from the start. This planning will include such mecasures as deciding
on any organizational chenges roquired in the Burcau of Fersonnel, where
the pool weould be located; determining the. functicons and qualifications
required of the supervisor to be appointed and considering, insofar

as poscible, pectential candidatures; establishing space and equipment
requirementsg; detormining the gualifications, and particularly langnage
qualifications, reguired of the stenographers to bhe appointeds; lining-up
candidatcs for eventual seleoctionsy elaborating a training programmes

and doveloping related proccdurcs such as thesewithin the Burcau for
processing requosts for tomporary sccretarial assistance, procedures for
debiting departmental budgots with the cost of pool stencgraphers assigned
to them on a tcmporary basis, proccdures for advance review with depart-
ments of their needs for tcmpoerary secretarial assistance - inscofar as
they canm be foreseen — for the purpose of drawing up timetables of pool
staff assignments. Some consgideration shcudd also be given at the
proparatory planning stage to the way in which trained stenographers'

time could be of ectively occupied between assignmonts. UVnesco will

be glad to learn at the forthcoming meeting cof intcr-Agency Management
Cfficors of the cxperience and problems of other agencics in organizing
and operating ccntral sieno raphic pools.

(1) These propcsals arc embodied in document 12 C/ADN/12, which is
currently being printed - copies can be made available later to
interested Agencies.
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Notes on terminology used in the attached report

"Departments, Services, Bureaux" are the major organizational
units of the Secretariat. In the interest of simplicity,
the term "depertment" is used to designate all three.

"Divigions" are the primary sub—division of each Department,
Service, Bureau (and are further sub-divided into "Sections"

and "Units").

"Departmental Administrative Officer™. A professional staff
member so designated is assigned to each Department, Service,
Bureau to assist the director in administrative matters.
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FLEXIBILITY IN THE USE OF SECRETARTAL, STAFT . STENOGRAPHIC POOL

A, .- INTRODUCTION

1. The Management Survey Committee considered at some length the problem
of how best to increase flexibility in the use of secretarial staff (see
50 EX/27 Appendix, paras, 141-146), It examined two aspects of this question:
one being the possibility of creating a central pool of se cretaries, and the
other the possibility of meking better use of secrctaries now assigned to
Departments, The Comnittee recommended the creation of "a pool of some twenty
shorthand-typists and typists. This staff could be engaged for a trial period
of nine months, during which it would be given, in this pool, suitabie training
under the direction of a particularly wellwqualified woman supervisor,
appointed for the purpose," It also stated that "it would welcome the
possibility of entrusting the supervisgr of the pool with responsibility for
seeing to the rational employment of Zgzcreta.-rial staff other than those in
the poo}j throughout the Secretariat®, -

2, The Director-General in document 10 C/31, para, C.IV, informed the
Gerneral Conference that he would "study the possibility of setting up a small
secretarial pool which could also act as a training ground and central point
of supervision for secretarial staff", The following are the results of that
study. :

B, GENERAL CONSIDERATIONS

3, It is not possible to state categorically that there are too many or
too few secretaries in the Organization, Such a statement, to be worthy of
eredibility, would have to be based upon an extremely costly and time-consuming
measurement of work accomplished, and even if this were done, experience in
other organizations has demonstrated that the findings might not be entirely
trustworthy, It is possible, however, on the basis of observetions made over
o mmber of years and consultations with many responsible officials, to make
two statements which probably are not subject to serious contestation and
which are used as the basic assumption from which the succeeding paragraphs
and recommendations in this report follow. They are:

(2) A large number of Unesco secretaries are often overworked, but on
the other hami, many secretaries are not fully occupied.

(b) It is the exception rather than the rule that secretaries with a
temporary or permanent low work-load are made available to help meet peak
work-loads outside their unit.
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4, If the above statements are accepted, it would appear desirable
te find ways of distributing the secretarial work-load more evenly in
the interest of efficiency and staff morale, and of determining more
scientifically than at present the need for frequent temporary secretarial
assistance and also eventually the justification for exising seeretarial
posts. One method for doing at least part of this, which has often been
suggested, is the creation of & secretarial pool which would provide
the typing and shorthand assistance required throughout the Organization
at times of peak work-load and to replace absent staff. In paragraphs
5 to 11, which follow, the arguments for and against the establishment
of such a pool are analysed. Paragraphs 12 to 15 deal with other ways in
which flexibility in the use of secretarial staff could be increased.

c. CENTRAL STENCGRAFHIC PCCL

5. During the past ten years, various officials in the Secretariat
and some outside experts have suggested the .creation of a central
stenographic pool, usually attached to the Bureau of Personnel. The
secretarial assistance which would be provided by such a pool is now
cbtained largely by the recruitment of tewporary personnel.

6. Statistics on temporary assistance should be considered when
deociding upon the creation of a pool.and its size. In 1958, a totdl
of 495 temporary appointments were maede in the General Service category.
Of these, it is estimated that approximately 300 appcintments were to
posts requiring shorthand and/br typing which conceivably could have
been made {rom a central stenographic pool. It is further estimated that
these 300 appointments represent 2,100 weeks' employment; or the equivalent
of some 40 full-time staff members. Figures for the previous three years
are approximately similar.

T Financing of Pool: Various methods havc been suggested for
financing the stenographic pool. One possibility in the event the pool
wore started on a modest scale (6 to 10 pusts} would be to uge the funds
now reserved for temporary assistance in all units of the Sccretariat
under the system of "ceiling for temporary assistance". It was also
suggested that, if a larger pool werc established, funds to finance it
could be withdrawm from each Department in proportion to the anticipated -
use (bascd upon statistics of provious years) that the Department would : .
make of the pool. Another proposal is that the pool be financed by
charging Departments' budgets for the cost of stenographers temporarily
asgigned to them from the pool, ‘

8. Advantages of a stenographic pool: The arguments most frequently
advanced for thc establishment of a pool are as follows: :

(a) The recruitment of temporary stenographic staff causes a
very considerable work-load in the Burcau of Personnel and the Burcau of
the Compiroller. :

‘ (v) Temporary stenographic staff are often required at shert -
notice, Stenographers 'tho are capable are usually alrecady in full-time
employment elsewhers. It is those who arc not employed - and, by presump~
tion, are not too competent - who are recruited to fill temporary posts.
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(e¢) Temporary staff are required, without training end sometimes
without previous knowledge of Unesco procedures, to step into a job and
produce work immediately. This results in errors and wasted labour.

(d) A stenographic pool would serve as an excsllent reeruitment
source for filling vacancies in established stenographic posts, as the
pool would provide both on-the-job professional training and training
in Unesco's methods of work,

(e) The possible elimination of grievences of temporary staff,
to which the Staff Asscciation has called attention and which may be
summarized as follows:

(i) Many temporaries do nct know whether or not a contract
will be renewed until 6 p.m. of the day of expiry.
Many leave, only to be recalled by telegram a few days
later,

(i) The pay is never ready on the day of departure - the
* temporary usually has to return a week later to collect
this regardless of the inconvenience if he has already
another job.

(iii) Temporaries are often employed at a lower grade than
permanont mcmbers of the staff, thus undercutting the
Jjob. ?

(iv) The "permanent™ tcmporary cxists — contracts expiring‘
constantly after 9 months' scrvice and being roncwed
again to avoid giving a permancnt one.

(v) Age is enother reason for not receiving a pcrmanent
contract. Onec woman who is over the age of 50 has
continual temporary contracts.

9. Disadvantages of a central stenographic pool

(a) The pool would require thc ereation of an additional large
adminigtrative unit congisting of from 15 to 35 cstablighed administrative
posts requiring supervisory astaff, office space and other facilities.

{(b) The additional cstablished posts in tho pool would also add
to the work-load of the Bureau of the Comptroller and the Bureau of
Personnel though admittedly not as much as the prosent processing of
temporary staff.

(¢) Periods of peak work-load arc often common to many Departments
and it is therefore likely that there will be an irrcgular demand for
pool staff, Thus at timos the pool will not be ablc to mect demand, at
other times it may find itself with idl@ staff.
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(a) Three pools and not one really rcquired (English, Fremch
and Spanish), which would complicate the problom of mecting fluctuating
needs, i.o. three Fronch scorctaries may be required, but the pool might
have only English and Spanish scerctaries avsilable,

(e) It would be difficult for the pool supervisor to resist
gequests for assistance as there arec few c¢rd toria that could be success~
fully applied to judging such requosts. The oxistonce of a pool would
probably stimulate roqucsts, which would be satisficd on a "first come
first serve" basis and after a while it is possible that substantial
temporary assistance in excess of the pool's capacity would be required.

(£) The cost of temporary staff is loss than that of cquivalent
estaplished staff in a pool.

(g) Temporary appointments oftcn serve as proﬁationary periods
of a morc recalistic kind than those provided in the staff rules for
establighed staff. !

(h)} Most important of all, it would appesr that Unesco as a whole
is probably not understeffed in secretaries. In Part IT of tho Budget
(excluding the Documentsand Publications Service) there arec approximately
188 staff in Headquartcrs posts which require shorthand and/br typing to
service 240 professional posts — a ration of 3 "scoretarics" to 4 profess-
ional poets. ‘There doos, however, scem to be an unequal distribution of
secretarial resources. To quote the report of the Yanagement Survey
Gcmmittee! "Some units appear better equipped with staff than others, as
regards both quantitity and staff distribution by grcdes". A pool of the
kind thus far considered would tend not to corroct this disequilibrium
but rather to perpetuate it by making it possible for the understaffed
units to obtain relief without calling upon the overstaffed units., To
meet this point, a pool would have to group all shorthand and/br typing
posts in the house, with the exception of one such post (the "secrétaire
de direetion") in cach Division. '

10. Evaluation of Advantagss and Disadvantages: Some of the arguments
in favour of a pool arc impressive, but it is felt that, for the timo being
at least, they arc outweighed by the disadvantages. Then Uncsco's present
procedures, and the administrative habits of its staff, are considered, it
is to be feared that any complication caused by increasing the already
heavy administrative machinery would nct produce desirable results. In
other words, whercas a stenographic pool would make a contribution to the
cfficicncy and effectivencss of a homogeneous organization, it is doubtful
that for the time being it would do so for Unesco., The following partial
solutions or comments arec applicable to the similarly lettered points listed
under para.8 above - Advantages of a Stenographic Pool - and alternatives
to a central pool are deseribed in part D below,
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(a) Proposals are made in the Report on the survey of the Bureau
of Personnecl (PBM/REPCRT/3) for simplifying procedurcs for the engagoment
of temporary personnel. ‘

(b) The argument that temporary staff is less efficient than
established staff does not stand the test of cxperincce.

(e) It is true that tomporary staff can rarely replace completcly
a staff member in an established post; but then ncither could a staff
member lent temporarily from a pool.

(d) The value of a pocl as a recruitment source is no doubt
great; but other units edist in the secretariat which could serve a
similar purpose, i.e. the Composition pools in the Documents and
Publications Service, Registry, and for grade E posts the grade D's of
the House. '

(e) The grisances put forward by the Staff Association appear
to be caused more by poor planning and in rare cascs evasion of the staff
rule limiting temporary appointment than by the system of engaging
temporary staff to meet peak work-loads.

11, Recommendations on Stenographic Pool:

(a) In view of the argumonts above, the ostablishment of a
stenographic pocl is not recommonded for 1959-1960 nor for inclusion
in the 1961~1962 Progrmmme and Budget, The possibility of creating
such a pool could be reconsidered in 1961, in time for inclusion in the
1963~1964 programme, if that were decided.

(b) Procedures for the recruitment of temporary staff should be
simplified as suggested in PBM/FEPGRT/}.

(c) More use should be made of the Composition Pools in the
Documents and Publications Service as a sourBe of recruitment for vacancies
in established stenographic posts.

(d) The method for increasing the flexibility in the use of secre-
tarial staff described in D below should be adopted.

D.  DEPARTMENTAL STENCGRAPHIC POCLS

12, If the idea of a central stonogrgphic pool is rejected, even
temporarily, it is necessary to find other ways of distributing more
evenly the secretarial work-load. Onc obvious alternatipe to a central
pool is the creation of departmental pools supervised by the Departmental
Administrative Officers (DAOs, This would represent an intermediary
position between assigning all secretaries to spocific units (by and
large the present practice) and a central pool.
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13. The establishment of departmental pools would have advantages as
follows:

(2) Tho pool could be formed by withdrawing a limited number of
existing secretarial staff from Divisions and attaching them to the Office
off the DAO, At first, pools might consist of 2 to 4 posts, depending on
the size of Departments.

(b) The fact that the pools are composed of existing posts would
mean that they would not inceegse costs and that presumably Departments . -
would select for inclusion in their pools those sccretarial posto which
they feel arc least essential. Since Departments arc themselves the best
Judges of this, the rewult is likely to be doubly beneficial: overstaffed
units would be roduced and staff would be available to help understaffed
units. In other words, a redistribution of secretarial work-load is likely
to result.

- (¢) The pools would bec supervised by the DAOs, thus obviating
the need and the cost for supervisory staff which a central pool would .
require. Elao, the problem of office spgce would be less acute.

(2) DAOs would probably he better able tc judge thc validity of
a request for assistance from their pool than would be the supervisor of
a central pool. DAOs know their Bepartments and the secretarial needs of
their Divisions better than a supervisor of a central pool would even after
Years of experience. X

(¢) Dopartmental pools would constitute a first step in the
establishment of a ccntral pool, should this prove desirable in the future.

(£) Need for tomporary assistance should gradually decline as the
Pools became more effective. A

‘ . (&) Most of the other advant:ges of a central pool described in
para.8 above would bo achieved, at least in part.

14. Disadventage of Departmental Pools

The greatest disadvantage would eppear to be the danger that the
prools might exist on paper only. That is, the staff of the pools would in
effect be assigned permanently to fixed functions in the various Divisions.
This disadvantage would, of course, destroy the utility of departmental
pools, but it could casily be avoided if Dircetors and DAOs gave full
support tc the pool, : ‘
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Recommendationt

15. The five Programme Departmcnts, Exchange of Persons Service,
Burecau of Relations with Member States, and perhaps other units, should
establish, as part of their DAO Office, a "pool" of 2 to 4 shorthand
typist posts which would be used to meet peak work-loads and replace
zbsent staff in the Divisions. These posts thould not be added to the
present establishment, but should be cbtasned by transferring the least
esgsential secretarial posts of the Department to the DACY office.

This necd not be done »t once. It could be a gradual process taking
advantage of ghifts in work-locad or departure of certain staff, but
the posts should be shown in the 1961-1962 Programme and Budget under
the DAO offices,.

E. CONCLUSION

16. If the above recommendation not to establish a central
stenographic pool, but to set up instead small dcpartmental pools,
is accepted, it should be possible as a result tos

(a) Distribute sceretarial work-load more evenlys

(b) Meet pcak work-loads or cmergencics caused by absence
with less recourse to tcmporary assistance.
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Summary Jescription of the VTork of the
Compogiticn Pools in the Documents and
Publications Service

1. There are four composition peols with a permaneni cstablishment

as follows: Fnglish (1 Supervisor, 9 Typists), French (1 Suporviscr,

9 Typists), Spanish (1 Supervisor, 4 Typists) and Russzian (1 Supervisor,

4 Typists). The pools, whose work is connected cxclusively with the

work of tho Documents and Fublications Service, form part of the Production
Division ¢f the Service; the supervisors arc responsible to the Division
Chicf.

2 The werk of the pools consisis in the composition typing of documents
and certain publicaticns (45%), the stencil-cutting of documents to be
mimeographed (28%), copy-typing of various texts (12%), transcribing
spceches from recording machines (3%), and other rclated duties (127).

The percontages given are approximate, and concern only the work eof

the permancnt staff; inclusion of the work of temporary staff attached

to the pools would not make a significant differcnce to such perccntages
except insofar as untrained temporary staff are mainly engaged in
stencil-cutting and copy-typing.

3. Composition typing is carried out in accordance with instructions
received from the supervisor and covers a variety of tasks including
such specialized ones as, for cxample, tables of accounts or statistics,
possible line justification; special lay-outs, setting arcund illustra-
tionss proporticnal-space typowriters arc used for composition intended
for offsct printing mainly on art paper for photographic reduction. For
other typing work standard typewriters are used.

4. The bulk of the related duties (12%) consists, first, in the
preparation of the material for typing, which normally involves the
collaticn (consistency of prescntation, putting in alphabetical crder,
renumbering of tables, modification of pagination, ete.) of toxts, in
the typists' mother tongue or a mixture of languages, that are often
heavily corrected and not very lcgible; and, second, in the checking
of work done, a task normally assigncd to two typists, althcugh during
peak work-load periods it may be carried out by four typists and the
supervisor may help ocut as well.
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Procedures for Requesting Temporary Assistance

1, While this subject does not fall strictly within the scope of the present
paper, it was felt that Agencies might be interested in Unesc? practices, .
particularly since a reference appeers in Ammex A (paragraphs 10(b) end 11(b))
to the need to simplify them, In this Ammex, therefore, we are summarizing
such practices,

2e Until November 1960 the forms and procedures used for requesting the
setting-up and filling of a femporary post were the same ss those for an
established post. For the latter, three forms are required: one for setting-
up the post, one for describing the duties and gualifications required and one
for the recruitment of & staff member. The forms are processed as follows:

the first two forms are sent by the originating department to the Bureau of
Programme and Budget, which makes various checks such as conformity with
programme requirements and availability of funds, and for assigning a post
number. The forms are then forwarded to the Bureau of Personnel for determining
the grade and setting up the post. On return of a copy of the forms indicating
approval, the originating department transmits to the Bureau of Personnel the
(third) form requesting recruitment.

3, VWhile considered appropriate for established posts, this method proved
time-consuming and cumbersome f>r obtaining temporary secretarial assistance,
which was of ten required urgently and for short periods. In November 1960,
therefore, a new form ("Unesco form 345" - copy attached) was introduced for
requesting temporary assistance that represented a combination and gimplifica~
tion of the three forms required for established posts., Although the processing
of the new form remained unchanged (i.e. it is forwarded by the originating
department to the Buresu of Programme and Budget which transmits it to the
Bureau of Personnel), its introduction has resulted in a considersble saving
of staff time and effort, particularly in regard %o secretarial assistance,
which forms the bulk of temporary appointments and accounted for some 425 in
1961 (see para. 4 of the report).

4. Some months earlier in 1960, a simplification was introduced for the
recruitment of certain types of temporary staff in the Bureau of Conference
Planning and General Services (mainly technical ataff) end in the Documents
and Publications Service (mainly typists); it is with the latter that we are
concerned here, The permsnent staff of this Service as a whole is pared to
a minimum, For reasons which are doubtless the seme as in other Agencies,
peak workloads and emergency situations are inevitable in the production of
documents and publications. Typists - and other technical staff of course -
are required often at extremely short notice and perhaps for only a few days.
When therefore the "supernumerary appointments" system was introduced in
Unesco for professional type personnel such as interpreters, it was extended
to cover the General Service type of personnel mentioned at the beginning of
this paragraph.
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5. Under this system no post is set up and no form requesting a super-
numerary appointment is required., The only form used is the letter of
appointment ("Unesco form 331B" - copy attached)., When it requires a
temporary typist (for a period not normally exceeding a maximum of three
months - but the vast majority are for periods of less than a month), the
Tocuments and Publications Service ascertains in consultation with the
Puresu of Persomnel that a suitable person is available, completes the
letter of appointment and sends it to the Bureau of Personnel for signature
testifying the latter's approval of the person selected and the rate of
remuneration., The form is not sent through the Bureau of Programme and
Budget since, at the beginning of each year, & global amount of funds for
the whole year is approved and allocated for such appointments for the
Service., If this amount proves insufficient, the Service has to obtain
approval of a further allocation of funds for the purpose.

6. It may be added that while the procedures followed for the peyment of
amounts due (salaries, overtime, stec.) to staff in temporary posts are the
same as those for permanent staff, a simplified procedure is followed for
such payments to personnel on superpumeITary appointment. A special form
("Unesco form 241A" - copy sttached) showing all payments due is prepared -
by the Service or Bureau concerned on the working day before the end of the
‘supernumerary sppointment end forwarded to the Buresu of the Comptroller by
mid-day for arranging payment to the supermumerary on the following day.

If an appointment lasts more than a month, payment is made monthly on the
arniversary date of the appointment. ; : .

7.  During 1961, some 280 supernumerary typing appoiniments were mede for

the Documents and Publications Service (this figure is not included in the
total of 425 temporary secretariel appointments made in 1961 as indicated in
para. 4 of the report), which gives some idea of the extent of the simplifica-
tion resulting from the introduction of the system, though such simplification
affects the units concerned in varying degrees owing to the concomitant
re-distribution of work. o .



Unesco form 345 (ii. 61)

Complete and forward REQUEST FOR Serial number (inserted by PB)
to PB.

c~e Manual Hem 2415, TEMPORARY ASSISTANCE

wepariment, Division Allotment code Post number (extensions only)

DETAILS OF POST REQUESTED

Proposed duration Proposed grade| Title

Indicate : (A) Duties, (B) Qualifications and experience required,
(A)

(B)

Reason post is required (state whether in approved PAD; if nof, cite workload statistics where possible]

Source of funds (if not in approved PAD, state whether cost is below departmental ceiling)

RECRUITMENT REQUESTED

Suggested candidates Proposed dates of appointment
From :
To :
Date Signature
' | of DAO

ACTION | " | Retigts
APPROVED |~

Duration
BY pB Ef‘fac:ﬁve

Dates ; o — 5 D}”B. - Signclrure. PB

ACTION Ciade Remarks
APPROVED |
BY PER | Title

Bate | " signature, Standards Division, PER




SPACE RESERVED FOR THE USE OF PER

Remarks
Records :

PAB:

Approved

Dqge Bt 5,',1.;““',5"

e

O ———————
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Unesce form 345 (ii. é1)

o Conj\pi'ete ond forward REQUEST FOR Setial number (inserted by P B
to PB. o

/Sqemtnuci ltem 2415, TEMPORARY ASSISTANCE

\.«é/pariment, Division Allotment code Post number {extensions only]

DETAILS OF P

ST REQUESTED

Proposed duration

Proposed grade| Title

(Al

QO

(B]

()

Indicate : (A) Duties, (B) Qualifications and experience required.

Reason post is required (state whether in approved PAD; if not, cite workload statistics where possible)

@ce of funds (if not in approved PAD, state whether cost is below departmental ceiling)

RECRUITMENT

REQUESTED

Suggested candidates

Proposed dates of appointment

BY PER

From :
To :
Date Signature )
of DAO |
Post i Remarks
ACTION | *~ \
APPROVED Duration
BY pB Effpf:::rﬁve e o S < e (I e ;
ﬁ Dates Date Signature PB
¢ Remarks
ACTION | Groce
APPROVYED
Title

Date " Signature, Standards Division, PER

i RO el i . <. o
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Unesco form 345 (ii. &1}

fo PB. U

. Ccﬁap‘l-epile.;‘@ﬁﬁ"' forward

/ﬁﬂf?w\%nucl ltem 2415,

: REQUEST FOR
TEMPORARY . ASSISTANCE

~ Serlal number (inserted by P B)

\_e{m rment, Division

Allotment code Post number (extensicns only)

DETAILS OF

POST REQUESTED

Proposed duration

|Proposea grade| Title

(A)

O

(B)

@

Indicate : {A) Duties, [B) Qualifications and experience required.

Reason post is required (state whether in approved PAD; if not, cite workload statistics where possible)

chme of funds (if not in approved PAD, state whether cost is below deparimental ceiling)

RECRUITMENT

REQUESTED

Suggested candidates

Proposed dates of appeintment

~ACTION
APPROVED

BY PER

Graode

From :
To :
Date Signature ‘
of DAO |
ACTION Bast } Remarks
Number
APPROVED Duration )
BY pB Effeocrﬁve ( i et s At e
P Dates Date Signature PB
'\J Remarks

Title

Date _Signature, Standards Division, PER




Unesco form 345 (ii. 1)

b}

— e : : .
' “‘-C‘fample{e;-b&i; forward “ REQUEST EOR 1 Serial number (inserted by P B)
to PB4 e :
| sspitnsel fom 2415 TEMPORARY ASSISTANCE ,
\_..,c[pmﬁnem, Division Allotment code Post number (extensions only)

DETAILS OF POST REQUESTED

Proposed duration Proposed grade| Title

Indicate : {A) Duties, (B) Quulifications and experience required.
(Al

1O '
(B)

-
)

Reason post is required (state whether in approved PAD; if not, cite workload statistics where possible)

@rce of funds (if not in approved PAD, state whether cost is below departmental ceiling)

RECRUITMENT REQUESTED

Suggested candidates Proposed dates of appointment
From :
To :
Date Signature
of DAO

ACTION | ™ ! it

Number \
APPROVED Duration {
BY pB Effeocr‘r:ve \ TR Cot i
P Dates ! Dcts

Signature PB

L/ACTION i) : Remarks
APPROVED - -
BY PER | Tie

" Date Signbiﬁre, Standards Division, PER




Unesco form 331 B (ii.61)

See Manual UNITED NATIONS EDUCATIONAL, SCIENTIFIC AND CULTURAL ORGANIZATION Number
Item 2430
i SUPERNUMERARY APPOINTMENT n m
prDCedUreS otment symbo

(General Service level)

Mame in full (Mr., Mrs., Miss):
Address:

You are hereby offered a supernumerary appointment as
with the United Nations Educational, Scientific and Cultural Organization. You will not be considered as a member of
the Unesco Secretariat. Nevertheless, the provisions of the Staff Regulations and Rules of Unesco which are reproduced
overleaf are applicable to this appointment.

Tenure of appointment - This appointment commences on
and is expected to end on
The appointment may be terminated by either party at any time before the expiry date with five days' notice; in case of
termination by the Organization payment may be given in lieu of notice. Neither notice nor payment in lieu thereof
will be given in case of summary dismissal for misconduct. The appointment may be extended by mutual agreement; any
such extension will be stated in an addendum to this appointment. -

2. Remuneration - You will receive (resident/non-resident rate) for
each day falling within the period of this appointment, including Sundays and official holidays. If you are recruited from
outside the local area of your place of emplcyment, you may request payment in the currency of your country of normal
residence.

3. Hours of work and overtime - The whole time of supermnumeraries is at the disposal of the Director-General. The
number of hours to be worked shall be as fixed for members of the Secretariat at the time and place of employment. For
each hour worked in excess you will be paid at the rate of:

4. Absences owing to illness - You will not be paid salary for days of absence owing to illness exceeding one day

in any period of thirty days or, if your appointment lasts less than thirty days, during the period of the appointment, nor
»r non-working days falling within a period of absence due to sickness. If you are paid at the non-resident rate, however,

you will receive for each additional day of absence owing to illness within the period of this appointment, subject to the

presentation of a medical certificate, the part of the daily amount that represents the non-resident supplement,

1. e. NF

5. Travel - Your fare for the travel indicated below will be paid by Unesco and you will receive a grant for expenses
during travel of $ 15 orits equivalent in another currency. No other travel expenses will be paid by Unesco.
Authorized travel:

6. Social Security - If you are recruited or employed in France, Unesco will pay employer's and employee's contri-
butions to the French Social Security system in respect of this appointment, deducting the amount of the employee's
contribution from the salary due to you: if you are not already affiliated to the French Social Security system you will
be so affiliated. The Unesco Staff Compensation Plan is also applicable to supemumeraries to the extent defined in
Regulation I of the Regulations of the Plan (PER/SCP/ 1, which may be consulted on request).

7. No other allowance or entitlement, except those specified in this appeintment, will be granted. You will not be
entitled to reimbursement of national income tax, nor to paid leave. You will not be entitled to participate in any of the
benefits accruing under the Unesco Medical Benefits Fund or the United Nations Joint Staff Pension Fund.

8. If you accept this appointment on the conditions stated above, please sign two copies of this contract and return them
to Unesco, Place de Fontenoy, Paris 7e., for the attention of:

Signed on bebalf of the United Nations Educational,
Scientific and Cultural Organization

T2 o s LT T T T S PRt S e

To be completed by contractor
Approvals

French Social Security number if already affiliated ...

Dt 0 BRrthl oo comin it st s b s s sl s T s s P R e




PROVISIONS OF THE UNESCO STAFF REGULATIONS AND STAFF RULES
APPLICABLE TO THE HOLDERS OF SUPERNUMERARY APPOINTMENTS

Regulation 1.1: Members of the Secretariat are international civil
servants whose responsibilities are not national but exclusively in-
ternational. By accepting appointment, they undertake to discharge
their functions and to regulate their conduct with the interests of the
Organization only in view,
Regulation 1.2: Staff members are subject to the authority of the
Director-Gerneral and to assignment by him, with due regard to their
qualifications and experience, to any post in the Organization. They
are responsible to him in the exercise of their functions.
Rule 101.1: Access to the Director-General - Staff members at
Headquarters have access to the Director-General, normally through
estab‘iished supervisory channels, but exceptionally and for suf-
ficient reason, directly. Staff members stationed at duty stations
away from Headquarters may appeal to him in writing, or when
opportunity affords, in person.
Rule 101.2: Financial Responsibility - Any staff member, who, by
malice or culpable negligence, or by failure to observe any regu-
lation, rule or administrative procedure of the Organization, involves
the Organization in unnecessary liability, expense or loss, shall be
held responsible, and may be required to pay compensation therefor.
Regulation 1.2.1: The whole time of staff members shall be at the
disposal of the Director-General. The Director-General shall establish
a normal working week.
Regulation 1.3: In the performance of their duties, members of the
Secretariat shall neither seek nor accept instructions from any govern-
ment or from any other authority external to the Organization.
Regulation 1.4: Members of the Secretariat shall conduct themselves
at all times in a manner befitting their status as international civil
servants, They shall not engage in any activity that is incompatible
with the proper discharge of their duties with tf‘;e Organization. They
shall avoid any action and in particular any kind of public propoun-
cement which may adversely reflect on their status, or on the inte-
grity, independence and impartiality which are required by that status.
Whife they are not expected to give up their national sentiments, or
their pelitical and religious convictions, they shall at all times bear
in mind the reserve and tact incumbent upon them by reason of their
international status.
Regulation 1.5: Staff members shall exercise the utmost discretion
in regard to all matters of official business. They shall not com-
municate to any person unpublished information known to them by
reason of their official position, except in the course of their duties
or by authorization of the Director-General. These obligations remain
binding after separation from the Organization.

Rule 101.6 : Public Information Relationships - (a) The prior
approval in writing of the Director-General must be obtained by a
staff member whenever he proposes to publish any book or article,
make a statement to the press or give a lecture, broadcast or
speech concerning Unesco, the United Nations, any of the Spe-
cialized Agencies, or any other intergovernmental organization.
(b) This prior approval in writing must also be requested when-
ever, in connexion with a book, article, lecture, statement to the
press, broadcast or speech, a staff member's name is to be asso-
ciated with Unesco.
{c) Nevertheless the provisions of (a) and (b) above shall not
apply to staff members away from Headquarters in circumstances
in which it is impracticable to seek the written approval of the
Director-General ; a staff member assigned to an established
office or mission shall, however, obtain the prior approval of the
Chief of such office or mission.
Rule 101.9: Property Rights in Work Performed - All rights, in-
cluding title, copyright and patent rights, in any work produced
by a staff member as part of his official duties, shall be vested
in the Organization
Regulation 1.7: Staff members may exercise the right to vote but
shall not engage in any political activity which is inconsistent with
or reflects upon the independence and impartiality required by their
status as international civil servants.
Regulation 1.8: The immunities and privileges accorded to mem-
bers of the Secretariat by virtue of Article XII of the Constitution
are conferred in the interests of the Organization. These privileges
and immunities shall not be invoked to excuse the staff members
who enjoy them from discharging private obligations or from obser-
ving laws and police regulations. In any case where these privileges
and immunities are invoked, the staff member concerned shall im-
mediately report to the Director-General who shall decide whether
they shall be waived.
Regulation 1.9: On accepting appointment, each staff member shall
subscribe to the following declaration:

I solemnly undertake to exercise in all loyalty, discretion and
conscience the functions entrusted o me as an international civil
servant of the United Nations Educational, Scientific and Cultural
Organization, to discharge these functions and regulate my con-
duct with the interests of the Organization only in view, and not
to seek or accept instructions in regard to the performance of my
duties from any govemment authority external to the Grganization.
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Numero
o i ORGANISATION DES NATIONS UNIES POUR L'EDUCATION,
Procédure régie

LA SCIENCE ET LACULTURE
par la

disposition 2430 Cote budgétaire
i Mt ENGAGEMENT DE SURNUMERAIRE

(Niveau : personnel de service et de bureau)

Nom et prénoms (M., Mme, Meile);
Adresse :

Il vous est offert un engagement de surnuméraire comme a I'Organisation
des Nations Unies pour I'éducation, la science et la culture. Bien que les surnuméraires ne soient pas considérés comme
membres du Secrérariat de 1'Unesco, plusieurs dispositions du Statut et du Réglement du personnel de 1'Unesco, repro-
duites au verso, leur sont néanmoins applicables.

1. Duree de I'engagement - Cet engagement prend effet le

viendra normalement & expiration le
_aacune des parties peut 4 tout moment y mettre fin avant la date d'expiration prévue, moyennant un préavis de cing jours ;
au cas ol c'est |'Organisation qui met fin & 1'engagement, le préavis peut étre remplacé par le versement d'une somme d'ar-
gent. Le renvoi pour faute grave ne donne droit ni au préavis, ni au versement qui en tient lieu. L'engagement peut étre
prolongé par consentement mutuel ; toute prolongation de cette nature fera l'objet d'un avenant.

2. Réemuneération = Vous recevrez (taux de : résidant/ non-résidant)

our chacune des journées de la période couverte par cet engagement, y compris les dimanches et jours fériés. Si vous étes
.ecruté en dehors de la région d'affectation, vous pourrez demander 4 étre rémunéré dans la monnaie du pays ol vous ré-
sidez normalement.

3. Heures normales de travail et heures supplémentaires - Le temps des surnuméraires est tout entier a la disposition du
Directeur général. Le nombre des heures de travail est pour eux le méme que celui qui est fixé pour les membres du Secré-
tariat, au lieu d'affectation et pendant la période considérée. Chaque heure de travail supplémentaire vous sera payée au
taux de

4. Absences pour raisonde santé - En cas de maladie, il ne pourra étre versé de traitement pour plus d'une journée d'ab-

sence par période de 30 jours (ou par engagement, si celui-ci est de moins de 30 jours) non plus que pour les jours non
rrables compris dans la période d'absence. Toutefois, si vous étes rémunéré au taux de non-résidant, vous recevrez
Jar chaque journée d'absence supplémentaire, sur présentation d'uncertificat médical, et dans les limites du présent

engagement, la partie de votre raitement journalier qui correspond au supplément accordé aux non-résidants,

soit NF

5. Yoyage - Vos frais de transport entre les points indiqués ci-dessous seront a la charge de 1'Unesco et vous recevrez
une allocation de voyage unique de 15 dollars ou de |'équivalent dans une autre monnaie. L'Unesco ne paiera aucun autre
fraisde voyage.

6. Securité sociale - Si vous étes recruté ou employé en France, 1'Unesco versera a la Sécurité sociale frangaise, la
cotisation de l'employeur et votre cotisation d'employé, en déduisant cette derniérede votre traitement; si vous n'étes pas
déja affilié a la Sécurité sociale frangaise, vous y serez affilié d'office. Les surnuméraires bénéficient du Régime d'in-
demnisation du personnel de 1'Unesco, dans les limites fixées & 1'article I dudit Régime (voir PER/SCP /1, qui peut étre
consulté surdemande).

7. Vous ne bénéficierez d'aucune indemnité ni d'aucun droit autres que ceux qui sont spécifiés dans le présent contrat.
Vous n'aurez pas droit au remboursementdel'impét national sur le revenu, ni aux congés payés. Vous ne serez pas admis
a bénéficier des prestations de la Caisse d'assurance-maladie de I'Unesco ou de la Caisse commune des pensions du
personnel des Nations Unies.

8. Si vous acceptez cet engagement aux conditions précitées, veuillez signer deux exemplaires du présent conrtrat et les
renvoyer 4 1'Unesco, Place de Fontenoy, Paris 7e, & 'attention de :

(pour ['Organisation des Nations Unies pour I'éducation,
la science et la culture)

| = I
(signature du contractant, précédée de la mention « Lu
et ap prouvé )

A remplir par le contractant

Le cas échéant,
numéro de la carte d'immatriculation Approuvé par:
4 la Sécurité sociale frangaise iovasniana R S SR S
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DISPOSITIONS DU STATUT ET DU REGLEMENT DU PERSONNEL DE L'UNESCO
APPLICABLES AUX TITULAIRES D'UN ENGAGEMENT DE SURNUMERAIRE

Article 1.1: Les membres du Secrétariat sont des fonctionnaires in-
ternationaux. Leurs responsabilités ne sont pas d'ordre national,
mais exclusivement d'ordre international. En acceptant leur nomi-
nation, ils s'engagent a remplir leurs fonctions et a régler leur
conduite en ayant exclusivement en vue 1l'intérét de 1'Organisation.
Article 1.2 : Les membres du personnel sont soumis a l'autorité du
Directeur général qui peut leur assigner, en tenant diiment compte
de leurs titres et aptitudes et de leur expérience, 1'un quelconque
des postes de 1'Organisation. Ils sont responsables envers lui dans
l'exercice de leurs fonctions.
Disposition 101.1 : Acces auprés du Directeur général — Les membres
du personnel du Siége ont accés aupres du Directeur général,norma-
lement par voie hiérarchique, mais aussi de fagon directe lorsgue
les circonstances justifient une exception a la régle. Les
membres du personnel dont le lieu d'affectation est extérieur au
Siége peuvent s'adresser par ecrit au Directeur général ou, si
I'occasion s'en présente, lui demander audience.
Disposition 101.2 : Responsabilité financiére — Tout membre du
personnel qui, par intention de nuire ou négligence coupable, ou
par infraction a une disposition statutaire, réglementaire ou admi-
nistrative de 1'Organisation, cause a celle-ci une perte ou lui
impose une dépense ou un engagement inutiles, en est tenu res-
ponsable et peut étre appelé a en dédommager 1'Unesco.
Article 1.2.1: Le temps des membres du personnel est tout entier 3
la disposition du Directeur général. Le Directeur général fixe la
semaine normale de travail.
Article 1.3 : Dans |'accomplissement de leurs devoirs, les membres
du Secrétariat ne doivent solliciter ni accepter d'instructions d'au-
cun gouvernement ou d'aucune autorité extérieure a 1'Organisation.
Article 1.4 : Les membres du Secrétariat doivent, en toutes circons-
tances, avoir une conduite conforme a leur qualité de fonctionnaires
internationaux. Ils ne doivent se livrer 4 aucune forme d'activité
incompatible avec l'exercice convenable de leurs fonctions dans
1'Organisation. Ils doivent éviter tout acte et, en particulier, toute
déclaration publique de nature a discréditer la fonction publique in-
ternationale ou qui soit incompatible avec 1'intégrité, 1'indépen-
dance et |'impartialité que leur situation exige. Ils n'ont pas a re-
noncer a leurs sentiments nationaux ou a leurs convictions politiques
ou religieuses, mais ils doivent, a tout moment, observer la réserve
et le tact dont leur simation internationale leur fait un devoir.
Article 1.5: Les membres du personnel doivent observer la plus
rande discrétion sur toutes les questions officielles, Sauf dans
'exercice de leurs fonctions ou avec l'aurorisation du Directeur
général, ils ne doivent a acun moment communiquer a ?;lli que ce
soit un renseignement dont ils ont eu connaissance du fait de leur
situation officielle et qui n'a pas été rendu public. La cessation de
service ne les dégage pas de ces obligations.

Disposition 101.6 : Relations avec le public — a) Lorsqu'un
membre du personnel a l'intention de publier un livre ou un ar-
ticle, de faire une déclaration a la presse, une conférence, une
émission radiophonique ou un discours concernant 1'Unesco, 1'Or-
ganisation des Nations Unies, une Institution spécialisée autre
que 1'Unesco ou une organisation intergouvernementale quel-
conque, il doit obtenir au préalable 1'approbation écrite du Direc-
teur géneral.
b) Cette approbation écrite préalable doit également étre demandée
chaque fols qu'a propos d'un livre, d'un article, d'une conférence,
d'une déclaration a la presse, d'une émission radiophonique ou
d'un discours, le nom d'un membre du personnel est appelé a étre
associé a celui de 1'Unesco.
c) Néanmoins, les dispositions des paragraphes (a) et (b) ci-
dessus ne s'appliquent pas aux membres du personnel en dépla-
cement, ou dont le lieu d'affectation est extérieur au Siége, qui
sont dans l'impossibilité matérielle de demander l'autorisation
écrite du Directeur général ; les membres du personnel dont le lieu
d'affectation est extérieur au Siége ou qui sont affectés a une mis-
sion devront cependant obtenir l'autorisation préalable du chef du
bureau ou de la mission.
Disposition 101.9 : Droits de propriété afférents a des travaux
exécutes - Tous les droits afférents a des travaux exécutés par
les membres du personnel dans l'exercice de leurs fonctions offi-
cielles, qu'il s'agisse de titres de propriété, de droits d'auteur ou
de brevers, sont dévolus a |'Organisation.
Article 1.7: Les fonctionnaires peuvent exercer le droit de vote,
mais ils ne peuvent se livrer 4 aucune acrivité politique qui soit
incompatible avec l'indépendance et l'impartialité qu'exige leur
qualicé de fonctionnaires internationaux, ou qui porte attelnte a
cette indépendance et a cetre impartialité.
Article 1.8: Les immunités et priviléges accordés aux membres du
Secrétariat en vertu de 1'Article XII de I'Acte constitutif sont confé-
rés dans l'intérécr de 1'Organisation. Ces priviléges et immunités ne
peuvent étre invoqueés comme dispensant les membres du personnel
qui en jouissent de s'acquitter de leurs obligations privées ou d'ob-
server les lois et réglements de police en vigueur. Dans tous les
cas ol ces priviléges et immunités sont invoqués, le membre du
personnel intéressé en rend immédiatement compte au Directeur
général, qui décide s'il y a lieu de les lever.
Article 1.9: Tous les membres du personnel, au moment d'accepter
leur nomination, souscrivent la déclaration suivante :

«fe prends l'engagement solennel d'exercer en toute loyauté, dis-
crétion et conscience les fonctions qui m'ont été conﬁe’es en
qualité de fonctionnaire international de I'Organisation des Na-
tions Unies pour l'éducation, la science et la culture, de m'ac-
quitter de ces fonctions et de régler ma conduite en ayant exclu-
sivement en vue les intéréts de I'Organisation, sans solliciter ni
accepter d'instructions d'aucun gouvernemen! ou autre aulorité
extérieure a ['Organisation en ce qui concerne l'accomplissement
de mes devoirs.»
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A soumettre a BOC Laisser en blanc
en quatre exemplaires ; DEMANDE DE PAIEMENT
olir les cases
11. DE SURNUMERAIRES
Bangque :
1. Nam du contractant
M;ne 4
Mile Nom Prénom i
2. Adresse
3. Période visee
Du : au inclus. Total jours
(jour) (mois) (année) ~  (jour) (mois) (annee)
4. Absences (y compris les journées d'absence pour raison de santé qui viennent en excedent de la
journée d'absence prévue dans |'engagement) jours
5. La rétribution complate est demandee pour le nombre de jours suivant (3-4)
jours
6. Journées d'absence pour raison de santé (autres que la premiere) donnant drait, sur présentation d'un

certificat médical, au paiement de |'indemnité journaliere de subsistance ou du supplément accordé jours
aux non-residants

. deures supplémentalres (uniquement pour le personnel de service et de bureau). Indiquer le nombre des
heures supplémentaires pendant lesquélles |'intéressé a travaillé au cours de la période considérée et heures
qui n'ont PAS éte compensees par un congé

8. Modalités de palement En une autre monnaie :

En francs frangais, préciser la monnaie choisie
= O

aris et |'adresse de |'interesse :

Cote(s) budgétaire(s) (S'il y a plusieurs cotes budgeétaires, indiquer le montant correspondant a
chacune d'elles, exception faite de la derniére, sur laquelle le solde sera automatiquement
impute)

10. ATTESTATION: Je certifie que ce qui précéde est un décompte exact et complet du travail ZLI‘:I‘ a été effectué de fagon satisfaisante par

I'intéressé et pour lequel un paiement est dii, et que le paiement demandé est conforme au D approuve.
Date : Signature du DAO ;
11. Décompte de la dépense {a remplir par le DAQ) Espace réserve a BOC
A. Rémuné- Jours Taux journalier Montant Monnaie Montant total des sommes
ration dues (A+B+C)
-omplete
B Moins
« AR suppl. Jours Taux journalier Montant Monnaie N 2 =
ou p.d. 1. Cotisation de |'employs
seule- a la Sécurité sociale
ment 2. Retenues diverses
==
C. Heures Heures Taux horaire Mentant Monnaie Montant tetal des retenues
supple-
mentaires Montant versa (net)
CERTIFIE EXACT ET INSTRUCTIONS POUR LEMECANOGRAPHE PIECE
APPROUVE POUR
LE CONTROLEUR FINANCIER L e
COMPTABILITE GENERALE COMPTES BUDGETAIRES
COTE SOUS-COMPTE MONTANT P COTE He 'DE L'E.D: LIQUIDE PAYE

"TOTAL TOTAL
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Submit in four
copies to BOC;
complete sections

1 te 11,

PAYMENT FOR
SUPERNUMERARY APPOINTMENTS

Please leave biank

Bank :

1. Name of contractor

Mr.,
Mrs
Miss

Family name

Date :

First name

2. Address

3. Period covered by this payment

From :

To :

inclusive ;

Day

Month

Year Day

Month

Yeor

a total of
Calendar days

4. Absence (Including days on sick leave in excess of the one day authorized in the contract)

days
5. Full Payment is requested for the following number of days (3-4)
. duys
4. Medically Authorized Sick Leave in excess of the one day authorized in the contract for which
Non-Res. Sup/Per diem is payable
days
7. Overtime (for General Service Category only). State the number of overtime hours worked during
the period of this payment which have NOT been compensated by time off
hours

8. Method of Payment

D French francs
in Paris

[]

Othet : specify
currency and address :

9. Allotment Symbol(s) to be charged (if the cost is to be shared between more than one symbol
indicate amount to be charged to each except the last to which the balance will be charged)

10.

Date :

Signature of DAO :

CERTIFICATION ; | certify that the above is a true and complete statement of work satisfactorily completed and payment due and that the
proposed payment is in accordance with the approved PAD,

11. Financial summary to be completed by DAO For use of BOC
A. Full Days Daily Rate Amount Currency Total due (A+B4C)
Pay
D Daflv R A c Less
B. NR Sup. ays aily Rate mount urrency
& D. O 1. Employees Ass. Soc. Control
only 2. Sundries
C..Ouars Hours Hourly Rate Amount Currency Total deductions
time
Net Amount Paid

CERTIFIED CORRECT

AND APPROVED

FOR COMPTROLLER

INFORMATION FOR MACHINE OPERATOR

UNESCO VOUCHER

o< L S 1 e I L M-S
GENERAL ACCOUNTS ALLOTMENT LEDGER
CODE SUBSIDIARY ACCOUNT AMOUNT P CODE OBLIGATION LIQUIDATED PAID
TOTAL TOTAL




TMET(62)4 _
« Septemher 1962

DECISION-MAX TG OF MECHANIZAFION IE
INTERNATIONAL ORGANIZATIONS

POREWORD

W

) One of the agenda items for the Inter-Agency Meeting
on Selected Management Problems reads "Determination of 3he
use of machines". This can be taken &s en .ndlcatlon on ithe
one hand of & conviction that further mechenization of office
processes can be profitable and on the other hand that
decigions in specific cases are by no means otvious o
without problems.

2y In fact, mechanizatlon offers great and sometimes
rather self-evident opportunlties to secure higher efficlency
in office processes. It is the task cf management %o utillze
these opportunities in such & way that they also bring abdboutb
a higher degree of effsctiveness, bbcause although efficiency
in the eoglaecering sease (as a reli:lon beiween outpud and
input) is interesting in itself,the| ultimate purpose is
effectiveness which relstes our efforis to the desired effuct,

B It is felt that a proper way to render the discussions
on the mechanization topic mnot only efficlent but also
affective is to {2) submit a paper on some baslc factors To
be considered in s mechanization decislion and to serve as a
basls for the discussion; and (b) to invite each Agency To
contribute their experience on mechanlzation - favorabls or
otherwise - during the disgocussions.



DECISION-MAKING ON MECHANIZATION 1IN
INTERNATIONAL ORGANIZATIONS

A. INTRODUCTION

— The declsiocn whether to mechanize a certaln #rocedure or
operation can be ratlionally taken only cﬁ@he basis of the facts of
the partioular situation.

2, Since the relevant factors are specific to that particular
sipuation, no effort has been made in this paper %to set forth
any standards or rules of thumb to govern the decisiocon whether to
mechanize this or that specific type of process.

Instead, the purpose of this paper is to bring up\for
=s;ussion some general principles which are of importance to any
echanization decision.

]
J
Ci

4 Bven so the subject is open to different approaches., The
cne chosen here centers on the fact that mechanizatlon normally
requires lavestment ¢f fuads notably in machinery but certainly
algc in the form of costs for plsnning and often for training.
This,in conjuncition with governmental type financing, poses rsther

intriocate problems with regard to costing and evaluation of best
use of funds.

o 1 The paper contains first a brief recapitulation of some
simple principles and some probleme connected with ilnvestment
{Taeoretical Background) which should also be valid in a
mechanization decision. Of spacial importance here is the effect
of scarciiy c¢f funds and the ‘avel of optimalization. The second
part (Practlcal Conslderations! deals with some questions that are
eften posed when discussing mechanization, such as whether to be
liberal or not with minor office machinery, considerations in
connection with the intreoductics ¢f major office machines and the
repercussions of a mechanization on other parts of the orgenizaticr
than the one direotly concerned.



B. THEQORETICAL BACXGROUND

{ o)

\a; Genersal

-

&, The mechanization problem 1ls inter alls a protvlem of economical
behavior and as such subject to a certain degree of objective
evaluation. One aspect of major importance is that méchanization
inveolves investment and thet therefore the principles governing
investment evaluation are applicabls,

7. Modern business research has gone a long way towards establishe
ing such pringpiples although in practice it can be doubted whether
they have been very widely applied. ' & characteristic featu 3 of the
bur “.oss resedrch appreach o investment evaluatiorn 48 that it
noreally ls based cn a revisw of the expeoted seriss of expenditure
and of income resuliing fromghe contemplated investmenis, The
arounts involved are discounted to the sawe point in time for com-
parison and choice of best investmernt alternative., In this process
the rate of Interest plays an impertant role since it will very much
Influence for wvarious reasons the outcome ¢f the comparison. %) . .

o F In an internaticnal organizaticn the business type approach is
net wholly applicable, Por astance,the "utilitles" emerging fronm
the investments do not sppear as s series of comes and are not
e¢aslly translated into money value,

9. This mskes 1% recassary 0 replace the income side of the
investrent squation by a menegerisl decision, namely a decision on
the level of services reguired from the operatlon under consideraticn.
In theory the evaluation problem is then reduced %0 a ccmpariscn of
the ocoets Anvolves in different ways of supplying that service,

10, Thus the absence of an incemse stream referable to the invest-
ment and the difficuliies to eveluaste its utility in money terms
implies that the approach whereby a series of incomes is discounted
at a certaln rate of interest 1s not applicable. However, a
freguently occurring situation in a mechanization problem is te
evaluate an investment in equipment in the 1light of future savings
in operational cests. This poses again the problem what rate of
interest te chose in discounting these future savings in order to
compare them with the investmant.

& 90 Difficulties of thies kind have led tc s rather wide application
of the pay-back method in investment sevalugtion at least for quick
gorting out of "non-profitable" investments, Investments that are
not paid back (by profit or savings), let us say within three or five

*3 In the more advanced appreoaches to the comparison of investiment
alternatives two different interest concepts are opersted, namely,
(1) the so-called "evaluation rate of interest® which gorresponds

to the inVester'’s minlmum demand on interest (governed i.a. by
interest in alternative uses of the capital, risk evaluation, e%tc.);
and (11) the "internal" rate offinterest, which is that rate at which
the serles of expenditures and the seriles of lnccomes related to the
game point in time are eguivalent,
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years are not considered any longer. The problem what pay=-back
period to chose will then pose itself and of course ‘thils is
besically the same thing as deciding on rate of interest,

{b)  Cost Selection

12. In selecting the costs that are to enter into the comparison
it is important to distinguish between costs connected with

{1) the acquisition of a certaln caepacity (mechanical or man-
power); (ii) the maintensnce of the capacity; send (1ii) the
utilizetion of 1t. The first of these types of costs represents
the investment proper. The last one refers to the varlable costs .
of operating the system. The maintenance costs are a little more
complicated. To the extent they are mainly time-costs they can be
viewed as periodic follow~up investments and to the extent they
depend on use as varlable costs.

B, 2 When comparing the doste of an existing process with a new
one the acqulsition costs once made for an already-existent
capaclty do not enter into the comparison since they are indepen-
dent of any decision whether to keep or exchange the present
method. Thus,the cost of equipment already bought, recrulting
expenditure already made, etc., can be disregarded. (Scrap value
or trade-in value would enter,however, as an offsset agelinst the
investment cost for the new method)

. 14, The maintenance costs on the other hand have to be inves-
tigated. It 1s too common that in manusl systems the maintenance
costs ere overlooked {they appear inter slie in the form of re-

recruitment costs for replacements). The bulk offthe costs will

however normally be the variable costs connected with the use of
the capacity, l.e. operating costs. ?

155 In office~type work,the costs appearing in connection wlth
the utilization of the capacity are mainly time-costs (salaries,
ete.) end do not have a one-to-~one relationship wlth output.
However, even if staff costs Iin reality represent a flxed cost to
the organization for a considerable period of tlme, it 1is not
necessarily so for the operation under review and can therefore
in relation to that operation be treated as a variable cost.

16, In short, for the existing process the genersl principle is
t0 lsolate the costs that would dlssppear 1f the process ls

mechanized and compars these costs to those of the mechanlized
process.

i i 2 In calculating the cost of the new process, conslderation
must be given to all the three types of costs mentloned above,
Thus the difference between the costing of the nsw- method and the
old one is that the\nvestment necessary for the new method has to
be coneglidered in the form of depreclatlons andghe usual problenm
of deciding on the depreclatlon period poses 1tself,



- & -

18, In caleulating the investment cost care should be taken not
te overliook certein costs that inevitably appear as additions to
the actual cost-oﬂ%he equlpment invelved (for example: 1nitisl
recrultment costs, installation costs, training costs), On the
agtherand certain deductions from the mvestment costs are often
justified (freelng of staff presently occupied in the exlsting
process mlght imply lessened recruiting costs in other operations
to which they are transferred, value of supplies that can be used
for other operations, eto.). , :

[e)} Scarcity of Funds

19, The above reasoning has been kased on the assumption 2%
unlimited resources of capital,il.e. & mechanized process8 shoul:

be chosen if 1t ls less costly than the existing manual procsess,
This is of course uarealistic and a rational evaluation would have
to take Into account the scarclty of funds, Thus ever 1if an
investm#nt in @ mechanized process is worih while per ga, 1t is
0ot necessarily irue that a decision to mechanize WowulLa be correct,
Thls would depend on what gaine could be achieved from alternative
uses of the funds’ :

20, These considerations imply ¢ change from e sub-optimallization
approach towards s more global optimalization {which in theory
could be extended %o the limit - total optimalization'. To exemplify,
it might be that an investment in addressing aquipment for dete
processing 1ln the Personnel Branch would pay off, But perhaps it
would pay even mereé teo hire another Perscnmel Officer {not concerned
with the process in question) or to use the money for something
outslde tiks Personnel Branch. : '

% In practics, howsver, when there is a quesiion 5f mechaniza-
tlon of office cperations and espescially if not extremely cosﬁl{
investments are involved the level of optimalizstion ie rather OV
Thls 1s partly an effect of the texdenoy, for very preotical reasons,
towards comparimentalization in large ovrgenizations {bes®ias the
difficulty alwayes invelved in tackling a wider evaluation problem).
This, of courss, touckhes upon %he sternal protlem of the Algtribu-
tlun of funds for tecanicali-substantive activitles versus funds for
supporting services, Oncé this distribution (and the subscquent
digtribution of funds) has teen made the optimalization levels are
rormally rather fixed.

22, The guestion also touches upon the difficulty or sase with

. which transfer of funde can be mede. If for institutlional reasgons
transfers ars comparatively difflcult ratlcralizations raguiring
such transfers are correspondingly more diffiszult to achieva.

{d) Stratezic investmerts

i The above discussiovn has centered on the econcmic evaluation
of & mechanization involving investment when a1y the prevalling
conditions are taken into account (except for the decision of write-
eff perlod for eguipment).
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24, A thorough penetration of the preoblem irould however take lnto
account the development in future of the rsquirements for serviece
and of availabllity of funds.

25, It might thus be ecomomically justified to mechanize at a
certaln moment even if the immediste gains are smell or non=-
exigiing, = Thls 1is especially true in connectlon with governmentalw
type funding where unspent funds cannot be balanced for future use
and the level of future spproprietions is unsure.

26,  Thie points at the importance of sitratsgic investments. In:
fact, 1t would be recommendable to have on stock mechanlzation plans
which could be realized 2% short notice (more advisable than,for
instance, purchase of stores of supplies) 1f it becomes evident
thet there are funds avaliable. These plans should of course form
an Integrated program for a long term development.



. PRAGTI:}‘A.L CONSIDERATIONS

(a) Does it pay to calculate?

27 » The presegtation under B - Theoretical Background sseems

to indicate that before s mechanization decision 18 taken quite
an effort of thinking and calculation would be needed. Daes the
risk for making non-profitable or less profitable decislions
really warrant this effoprt? There is of course no ready-made
answer to such a generalQuestion.

28. In office processes mechanization possibllities occur where
the costs of maklng a thorough eveluation on a case basls would be
higher than a possible gain or less by mechanization. Forisuch
cases general guldelines -~ based even on rather rough estimaten -
would be enough to reach at good case decisions., In other cases -
the costs and possible gains involved ere of such a magnitude that
e more thorough peneiration of the question ls required.

29, In any case one should constantly keep ln mind that staff
coets still form the by far greatest cost ltem in offlice opera-
tions. Thus there 1ls need to counteract any possible tendency
to use data on staff costs only for budgetary exerclses. They
should as far as possible enter as a factor, and be expressed in
money terms, when rationselizations or other changes 1n processes
are discussed.

20, Por this purpose filgures on cost for different type staff
should be readily avallable recognizing thatfthe cost figure to
‘ufe in a raticnalization problem is not necessarily the same as
the one used in budgeting. (The latter might for instance for |
a speclflic orgenizational unlt exclude certaln lndlrect costs
since they are budgeted apart while in a rationalization declsiocn
they. have to be considered.)

{b} Minor office machinery

1. Salaries and other staff costs being what they are in
relation to the cost of minor office machinery (adding machines,
small calculating machines, typewriters, ete.) there seems to be
1ittle reason for hesitation as t¢ a general princliple of bullding
up behind office staff s machine capacity at their dlsposal.

Even L1f this capaclty ie net utilized on a continucus basls it
would pay off. ,

22, Since even a rather low percentage of officer-time saved

would pay for such machines (ansther cese 1s the costly secretary-
time involved in copying by re-typlng versus use of copylng machines),
the problem does not appear to be whether a staff member ghould be
supplied with 2 machine or not - a minimum standard requirement

for the expected utilizatlon could be established for different

type machines (calculating machines, adding machines, typewriters,
gtc.). The important problem would irstead refer to the work
organization, viz. whether it would be possible and profitable to
establish central services for the kiand cf operation in question.
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%%, . Very similar reasoning is applicable to the switch from
menuel to electric typewriters. No doubt such a switch can provide
savings through quicker typing and less fatigus., In additlion
quality consideratlions enter especilally ln connection with typing
masters for offset reproduction. #) b

34, The problems involved in switching from a conservative
pellcy to a more liberzl sllocation of mlnor office machines appear
to be mainly of a financlal character. This 4is not a reason for
leaving the question undecided., Rather it calls for a decision on
principles combined wlth a long term implementation plan to be
implemented as finances and other circumstances permit. p

¥

(e} Major office machinery

L When it gomes to major office machinery (for imstance punch
card installations) there is more scope for thorough studies before
decislons sre taken, It is unevoidable that in discusslons of
these cases, factors enter which are imposelble or very difficult
to transform in terms of money savings or money costs.

6., A typlcal argument enters around gein and loss of flexibility.
Not infrequently it is advocated that in general a punch card.
installation carries with it a loss of flexlbility. Thls is a

too unqualified statement. Normally it implies a galn in flexl-
bility in the possible manipulations of data. On the other hand .

it imposes restrictlons on the format of the input information.

It is even too much to say that one loses flexibility in the sense

of possibility to extract ad hoc tabuldlons of information. Soae

of these ad hoc things could not be supplled at all with a manual
system or only s high cost. It is true, however, that the mechanized
procedure takes much more detall planning. Lo :

s 1 4% A second factor of importance refers to accuracy. Ian
prineiple a mechanized procedure ensures a hlgher degree of accuracy,
This 1s not always fully appreciated partly because for manual .
operations we normally have very little mformation on the frequency
of errors and time and costs involved in correcting them and 1n
checking. Some reasons for higher accuracy (besides higher securiiy
in calculations) are: {i) that transcription errors are largely
eliminated, and (ii) that the. mechanized process needs to recelve
the input data in standardized format and this in turn faclilitates
the before processing control, -
i I

8. The above remarks have centered on mechanization of data-
handling processes but similar considerations are applicable %o
other operations, for imstance to take only one example,the
collating operatlions in documents production.

*3 Not infrequently the rather irrstional arrangement can be
observed that secretaries with infrequent typing possess electric
typewriterswhile typlng pools with constant typlng continue with
their old manual mechlnes.



39. In an operation such as documents production a high degree
of mechanizatlon 1s generally profitable and has become possible

through the rapid develmnpment of offset machinery, plate prepara-
O e TN S ST e
tion equipment, etc.

40, This mechanization, however, implies a high degree of
centralization of the reproduction services which in turn requires
a well-developed planning and preparation cperation before actual
mechenical processing. This means that Jobs have to pass through
a special planning or scheduling stage. In cases of very simple
mproduction jobs this planning and scheduling seems to customers

to be an unnecessary time-consuming part and they compare it to a
gituation where they could easlly reproduce the document in question
if they would have 7ad & simple stencilling machine. In practice
this situation often leeds to special treatment of simple Jobs
whereby they by-padgs the central planning end scheduling operation.

41 . 0f special importancé in a precess like documents produc-
tion which is composed of various operations for whlch special
mechinery has been developed 1s the Jroper balanclng of dlfferent
capacities in order to svoid bottle-necking. This impliles that
propossls for Fuyrither mechanization of one operation Iln the process -
for instance the printirg - must be judged in rclatlon to capacities
for before-printing operstions - plate making {for instance XeroX) =
snd for after-printing operations (collating, finishing).

{d} Genersal considerations

42, In general Hie kind of operations most suited for mechaniza-
tion are of course those of s repetitive nature occurring in large
volume (accounting, documsnts production, addressing, recording of
date later %o be reproduced on a varlety of @rms or lists, mail
operations like folding,inserting and franking).

43, Tt is often asked what volume of work would warrant
mechanization. There is no ready answer to thls questicn. It has
to be judged on the merit of the perticular situatlon. It should
be kept in mind though that the sdditional question generally put
viz. "will the machine be fully utilized?" 1s not of partiocular
interest if made so unqualified. Even with an excess of machline
capacity the mechanized process can still be profltable in compari-
gon t¢ a manual processing.

Ak, A main consideration in every mechanigatlon measure is,
though, to pin-point the repersussions cn other operatlons and on

the work of other organizatlonal units both those who supply data
andthe process and those #ho, receive the end produect. The mechaniza-
tidn might imply a necessiiy to meke changes 1ln thelr operations

and work habits. For those who supply date it might mean both to

use another technique (e.g. typing offset masters is different from
typing stenclls, filling a form is different from writing a memo,
etc.) and to adhere to a specific time schedule necessltated by

the process. '



45, Pinally it should be stressed that the dacision on :
mechanization should ideally alsc meke provislons for a follow ub
aimed at checking whether expected galns were actually achleved.

46, In ﬂnmmlng up, the declslon making process has to allow
for (i) . a proper consideration of the economic factors of
mechanization and (11) the administrative repercussions even 1f
not readily translated in terms of money, as well as (1ili) a
fol ow up on result.



WORLD HEALTH

ORGANISATION MONDIALE

ORGANIZATION DE LA SANTE
Palais des Nations Palals des MNallens
GENEVA - SWITZERLAND GENEVE - SUISSE
Telegr. 1 UNISANTE- Geneva Tel. ¢ 33 10 00 = 33 20 00 - 33 40 00 Télégr. 1 UNISANTE - Gendve
In reply please refer to: Ajfam )
Pridre de rappeler la référence : m m . . 20 July 1%2

Dear Mr Curran,

As you will recall, the Pirst Inter-Agency Meeting of Management Offfcers,

held in Paris in October 1961, invited Wi to prepare & papor for the next
meeting on the sudbject of

Mork messurement and workload statisties®,

It was suggested that <his paper would

a) examine the possibilities of using work measurement
techniques in the Urganizations

b} establish common areas where sush techniques could be
applied and where inter-Agency comparisons would prove useful

@) suggest the methods that could be used
d) define “standard work units”.

Work on this paper has now reached a stage where we feel that it can no

' longer proceed without taking account of the experience, practices and ideas in

the other Agencies. - I am therefore writing to ask you to be good encugh to
reply to the questions in the enclosed annex; I am sure you will agree that
this approach is the only valid cne in preparing certain parts of this paper.

May T please ask you to be.r in mind the importance on the one hand of
being speeific {8.g. defining in careful detail what is included ard excluded
from certain concepta), and, on the other, of making your contribution in good
time. I would therefore be grateful %o receive your replies by . September 1962.

Yours sincerely.

bsv

Iﬂagnu's AskelAtanm
Chief; Administrative Ma;xagement

Mr H.G. Curran ;

International Bank for Reconstruction
and Development °

European Office

4 avenue d'Iéna

Paris XVI

ENCL: Queations on Work Measurement
and Workload Statistics
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e)

. page 2
vii) the rwranﬂa o7, and reaults expected fream, the comparigon
you progcec: this ahould inelude a stotement of the types

of asticn vou nlgnt envissge in the light of the culcome of

e con |1BEE) s, 5§

viii) any pariicular femtuves which mlght have to be specially
taken into account (e.g. volume, quality, poliey gonsidera-
tions, particuler ageney requirements, ets, ); .

have you ever eitempted any regular or ad hoe cornorisons hetween
ccitaln werk-gioury in your agency and similar work-groups in one
or more other agensicn?

131) ihe resgult, poying perticular attention to revesled ConpRra-
bility endfoxr ineomparability of the varlous elecwents
f?cv exampie, mention such featuves, 1T they were faund to
exist, &5 clone siodlarity of &1L espeets of the nature of
the work evomined, idemtical physical conditiecns of work,
feagibility of collscting stoetisiies for slmilar periods and
quantities of work, equel quality of labtour market from
which zteff is locally recruited, identical qualifications
and experience of staff; or on the otker hand, special
requirerants (teshnical or ctheruise) of each agency con-
sideved, ¢lfferences in sources of siaff, significent
differences of approach or of objectives, )

iv) acticn taken;

pake any generci chsopvetion or commenis on inter-Agency com-
pariscns and common woneupersnt-units which you fecl are rclevant
and ghould be Saken into sccount in the working poper.

2. in your organizaticn

e}

)
e)

do you alrendy male use of remlar workYoad stetistices for any

individual group or groupe of stalf?

if you do no%, are thera any speeisl eireumstances why not?
if you do, deacrihﬁ 3ugciqﬁtly.for gach caze

1)} the group of staff

31) 4the moesurswsnd wnit, and how and when collected

141) the work covered

c3

and, if Teasible, glve

by

iv) informotion you consider relevant on the present use made
e statistics, the polential but hitherto unexploited
seneral order of magnliude of the operation, how
long the techaicus bhas been ucad in the Instance cancer rned,
and changns in circumstences which 1t has tean found neces-
‘sary to alilow for in conpsering present with earlier returns;

4]
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)
e}
)
Fl
5

do you plaa Lo "I*f...J.',‘.u‘.‘n. cr extend the application of wvupwlar
workload stesiztics in new or in alrendy covered rreas of work?

have you node use 3¢ bos of work meagursment arart from the
rermlear Lo*ﬂpu;.it'-:a;?. and use of work staticti wred Lo
abova? f so,dazoribe briefly the purpcse, scope, method end
resulis; ;

as P8P

heve you any general views or pavdicular comrents on using these
technicues internally which you feel might be of interest to the
othler ¢rgenizations?
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August 16, 1962

Mr, Magnus Askerstam

Chief, Administrative Management
World Health Organization

Palais des Nationsl

Ceneva, Switzerland

Dear Mr. Askerstam:

After reviewing the questionnaire on Work Measurement and Workload
Statistics which you enclesed with your letter of July 20 to Mr. Curran of
our Paris Office, we have concluded that, at this time, the Bank is not in
a position to make any major contribution to your study.

As you know the Bank is relatively small in size. All but a small
seqment of its operation is conducted from the Bank's headquarters in
Washington. Thus we are significantly removed both in distance and in the
character of our operations, from most other members of the United Nations
family. lMoreover the interchange of work measurement data is further limited
by the fact that the Bank is not a member of the Common System used by most
of the other specialized agencies of the United Nations.

In considering part two of the questionnaire we find that we do not
presently make use of regular workload statistics for any individual group
or groups of staff, Initially the Dank was too small to justify these
standards and even now we rarely have two or more pecple in the same or
related units doing work that is statistically measurable. Ve continue te
depend on more subjective cbservatlons to measure performance. As the
Orpanization grows areas are beginning to appear that offer some potentlal
for work measurement and workload statistics., However, techniques are not in
use at the present time.

We appreciate the opportunity to comment on your study and, although we
are unable to contribute we have a continuing interest in the work you are
doing. We look forward to seeing the results of your study and will gve
them eareful study when they are published.

Yours sincerely,

Raymond J. Goodman
Assistant Director of Administration
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INTRODUCTION

l. Opeping of the meeting. The meetin; was opened by Mr. Alvin Roseman,

Assistant Director-General of Unesco, vwho extended a welcome to representatives.

In his introductory remarks Mr. Roseman explained the purposes for which Unesco

had, in accordance with discussions at CCAQ, taken the initiative in convening

the meetin;, and emphasized the necessity of maintainin; inter-/gency collaboration
in the difficult period through which the orgenizations in the UN system were paseiny.

2, Chairmanship end Secretariat. Mr. Irving L. Posner, Chief of the Administrative
Planning Branch of FAO; was unenimously elected Cheirman. Unesco as host Agency

provided a Secretury for the meeting.

3¢ Documentation. Backzround materinls on individual items of the agenda were
made availeble by Unesco and other Organizations. The main documents considered
are cited in the body of the report for reference convenience.

L. Report. It was agreed that the report of the meeting should comsist in s
sumary of the mein conclusions reached, together, where appropriate, with
recommendations for Agency action. It was further agreed that the report should
be distributed to the administrative heads of Organizatioms participuting in CCAQ,
with an informal distribution tc represcntatives who took part in the present
meetin:;, and that Unesco, as the comvening; AZency, would formelly present the
report to CCAQ at its next meeting.

5. Fubure of the sroup constitub the meetin;. Representatives agreed on

the importance of comtinuin; the work of the group. Opinion diverged, however,

on the periodicity of futwre meetin:s: some representatives favoured regular
yearly intervals, others preferred the comvening of meetinzs as required. With
regard to the status of the group, the majority of representatives considered

that it should continue to be of an informol character. It wvas agreed to recammend
to CCAQ that the group be established on a permanent but informal basis, and that
CCAQ make arrungements for future meetings.

6. At the end of the meetinz, the group expressed its thanke to Unesco for
convening; and organizing the meeting, and to the Chalrman and Secretary for
the competence und efficiency with which they had discharged their duty.

THE RCSIE OF ADMINISTRATIVE MANAGEMENT IN INTERNATIONAL ORGANIZATIORS
tDoct.dnent 53-@70(!720715 of 25 March 1959 "Study of Organization and Management
Services in International Agencies - Preliminary Report by FAQ")

7. Folloving a general statement by each representative of the current role

of mapsgement services in his Organizatiom, particularly as compared with the

1959 position summarized in the FAOQ report, discussiom centred round four questions:
the function of management services, the use of ocutside management cxpexrts,
inter-Agency exchange of information on management questions and inter-Agency

loen or exchange of specialist menagement staff {see parass. 8, 9 and 10 below) .



8. The function of munajzement services was examined on the basis of the FAC
report, pages 1l, 12 and 15 in particular. The conclusions reached by the
meeting are surmarized in Annex II to the present report; para. 8 of thut Annex
sums up the views of the meeting om the use of cutside management experts. In
order that the tables annexed %o the PAD report mizht be brought up to date, it
was agreed that representatives should advise the CCAQ Staff Officer of any
modifications required to reflect the current situation in their Organization.

9. It was found thut representatives would appreciate the possibility of
inter-Agency exchange of information regarding management activities. The
neeting agreed to a simple mechanism to facllitate such exchange proposed by
the CCAQ Staff Officer under which Organizations would send him by 1 December
1961 a list of management surveys and studies carried out, indicating those
on vhich reports or other materiuls werc availsble, which he would collate
and distribute; every six months or so Organizations would be invited by the
CCAQ Staif Oificer to submit an addendum, together with information on current
management activities, on which he would take similar asction. It wus further
agreed, in the light of the success obtained by the II0 Work Study Manual
prepared for the use of industry, that IIO should exeminc the possibility of
issuin; & similur kind of Msnual with the special needs of govermnmental-type
orgenizations in view.

10. An exchange of views revealed general agreement on the benefits to be
galned by Organizations, in solving management problems, from borrowin
specialized staff from other Organizetions for a limited period or from
sendin; menbers of their own staff to other Organizaticns to ascertain how
they operated. It was not considered feasible at this stage, vhere inter
alis the exact requirements of Organizations were not known, to put forward
a concrete plan for the possible exchange or leng-term losn of mansgement
staff; or for the addition of a few specialists to UN or a European Agency
vhose cost would be shared by user Organizations. It was however agreed that
ITU should study the question and prepare a working paper on the results of
the study for comslderation at the next meeting.

STRUCIURE AND PROCEDURES FOR THE MANAGEMENT OF FIUID PROGRAMMES

{Unesco document 00 EX/52, Section B)

1l. Discussiom revealed comsiderable diversity in the structure and proce%ﬁ-es
edopted by different Organizatioms for the management of field programmes

of an operatiomal character. This stermed from differences in the type of
operation and the proportion of total budgetary resources in each Organization
represented by fleld programme activities. It was Pfound however that in all but
cne of the Orgenizations there was o definite trend towards the complete
integration, in principle, of the EPTA, Special Fund and other similsr
programmes with the regular programme. Substantive responsibility for the
execution of the programmes rested with the technical departments, and in these
units integration of programmes generally existed at all levels. Aduinistrative

(1) In WHO, for instance, the authority over the plenning and operations of
programmes in the field, irrespective of the source of funds, had always
larzely been delegated to its six regional offices,



support for the extra-budgetary programmes was generally entrusted to the same
administrative units which dealt with the regular programmes. However, integration
within administrative unites did not in & few cases extend below the level of the
Chief of the unit.

12. In most Orzanizations with substantinl field programmes of an operational
character, there aleo existed a unit respomsible for the overall co-ordination
of such programmes. The functions of this unit varied with the Organization.

15. In general, the structure of Organizations had been determined by their
regular programmes, but with the advent of extra-budpgetary programmes structural
changes had been made; by and large however these had not basically altered the
orizinal structures. It was agreed that apart from the trend towards the
integration of all programmes, it was not yet feasible to gemeralize on the
structure most suitable for the manapement of field programmes.

WORK MEASUREMENT AND WORKIOCAD STATISTICS
{Unesco document GO EX/52, Bection D and Annexes XITA to D)

1k, Initial discussion centred round an atiempt by Unesco to use the work
measurenment technique in determining the relative preductivity of selected
units of its secretariat. This technique was considered by Unesco to provide
the basis for comparing quantitative performunce in the same activity in the
same organizatiom, and in similar activities in different organizaticms, over
a long period of time; work measurement gave good results in assessing staff
needs in certain units where operatioms could be reduced to recurring actions
of a similer nature {e.g. pages trenslated, staff recruited, mail regiztered).
Unesco therefore proposed to use the findings of its work measurement studies
as a gulde in assessing staff utilization and determining staff needs; it should
of course be used in conjuncticn with other methods for determining staff
requirements.

15, There wvas divergence of opinion repardin; the emphasis placed by Unesco
on this method in terms of determining staff requirements alone. There was
nevertheless gencral agreement, despité the difficulties involved, on the
value of developing vwork meesurement techniques as an Integral component of
menagement enalysis, and on the possible usefulness of a comparison of the
productivity of the various Organizations in certain common areas which lent
themselves to statistical analysis as well as to determination of future

staf? needs. WHO was invited to prepare for discussion at a future meeting

a working paper that would examine the possibilities of using work measurenent
techniques in the Organizations, establish common areas vhere such techniques
could be applied and vhere inter-Agency couparisons would prove useful, suggest
the methods that could be used, and define “standard vork units”.

THE USE OF PERYODIC REPORTS TO FACILITATE PROGRAMME EVALUATION AND PLANNING

16. This item wos examin:d from the point-of-view of determinin; the best
mechaniem for "upward" reporting and keeping the executive head and top
management of an Qrganization iu.lommed of the progress of its activities.

Tt was found that, apert from sgreement on the necessity of avelding the
preparation of reports merely for the seke of reportlng, it vas difficult to
loy down hard-snd-fast rules on the best system of reporting oving to the
diverse needs of Organizations and the lack of time. The question would
however be coversd in a paper that it wes agreed 110 should prepere for the
next meeting on the wider subject: of "upward”, "dowmward" and “lateral®
cemmunications within Orgendzecions.
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THE ORGANVIZATION OF CONFERENCES AND MEETINGS b
(T'nesco puper "Su(,geated inter-Apency measures o racilit.at.e the lenguage
servicing of meetings")

17. Discusaion of this item concerned general practices snd problems in the
orgenization of conferences and meetings, and, based mainly on the Unesco

raper referred Lo above, the particular question of iunterpreters. With regard
%o the former, representutives first Indicated the way #n vhich nmeetings of
their Agencles vere organized. A common element of great importance i1 the
sysiems ylelding the best resulte was the centralisati@m of responsibility

for overull co-ordinution of meécting arrengements. It was found that two

main problems were commanly met in organizing meetinzs: ensuring adherence

t schedules, an individual proeblem for each Organizatiom; and the supply

of interpreters, where it was suggested that grester ister-Agency co-ordination
night assist in reaching a solution (see para. 18 below). Some Agencies had
pariicular problems regarding the organization of meetings away fram headquarters,
and would communicate with other Agencies having experience in deallng with such
problems .

18. On the problem of securing the services of interpreters, it wus found
that most Organizations would welcone the re-estoblishment of the practice
uader which the Ul Buvupcan 0ffice circulated perdodically a camposite
calendar of meetings to be held by the various Organizetions. It would be
useful for such a calendar 4o show whether the detes and sites of meetings
could be comsidered as fiim or caly tentative, and to include an indicaticm
of the slze of the meeting and vhere possible of the number and type of
temporary languace staff required. In addition to faciliteting the recruit-
men% of inteypreters, such informaticn would be valuable for Organizations
in determining the dates and sites of other meetings they misht have to
arrange. The conpleteness and cenbtlouity of the calendar would be ensured
by systematic follow-up by the UN Co-orddnating O2flce. It was agreed that
the CCAQ Staff Officer should explore the possibility end circularize the
Agencies on the oubceme, A further proposal in the Uhesco paper, to set up
an information office - moat convenlently in Geneva and vhose cest would be
shared by pariticipating Orgenizations - for the purpose of collecting: and
providing information on meeting plans, was fell %o be premature at this
stage bub misht be considered at a later meeting in the iight of developmentec.

PUTURE PROGRAMME OF WORX

19, Agrcement hos already been reported (in peras. 10, 15 and 16) on three
papers o be prepared for consideration at the next mesting. Disceussion of
poseible additional 1tems for comsideratiom at that time resulied in the
selection of the three subjecte numbered 4, 5 and § irn the complete list of
papers o be preyparsd for the next meeting, together with the responsible
Orgenizations, glven dn pora. A of Anmex IYE. This list corebtliuked, in
effect; the sional agenda for the next meetinz. It wee agreed ”mt
responsible Agencies were free to mepare thelr papers on vhatever lines
they saw £it, and that if possihle the pepers should be avellable in approxi-
rately six to seven monthe? tims.
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Annex I

LTST OF PARTICIPANTS

Mro. A. Lethbridge, CCAQ Staff Officer®

My. James L. Mowad, Chief, Administrutive and (eneral Serviccs
Division

Mr. Irving L. Posner, Cbief, Administrative Planning Branch;
Chaivman of the meetdr 3

Mr. Murray Chase, Chief;, Hanagement Divisicn

Mr. M. Askerstam, Chief, Administrative Management
Mr. A. Teylor, Management Officer

Mr. C. O'leal, Menagemcent Officer

Mr. H,@. Curran, Burogpean Office, Paris

Mr. J.F. Berrier, Director, Bureau ¢f Administration and Services
Mr. Z. Caha, Counsalior

Mr. Russell Cook, Director, Administrative Department

Mr. K.T. Mcleod, Chief of Administretive Services

Mre. A.A. Wempe, Chief, Financc Section

Mr. R. Flsher, Director of Administratiom

Miss P. Bolm, Management Division, Unesco

®* By request of the Buropean Office, in the place ef Mr. John Clwer who
was prevented from participating.



Amnex XX

CONCLUSIONS REGARDING THE FURCTION OF MANAGEMENT SERVICES

l. All Orgenizations recognize the value for international adminjstratiom

and operatiomns of having specialized stef? engaged in providing manszement
advisory services.

2, The number of staff engaged full- or part-time in this activity and the
scope and vardety of functions assigned to them depend on the nature of the

agency's activities; the particular difficultles ianvolved and the potential
value of the results to be achieved.

3« ‘Tue internsl manacement sService should be so utilized that in terms of
staff and programming it is possible to deal with longer-range management and
administrative planning as well as with immediate tasks of a relatively urgent
nature. It is desirable to establish at least a ome-year progromme, allowing
at the sume time for flexiblility in covering ad hoc tecks of a high priority
nature. Over-ambitious programmes covering too meuny large-scale assignments
within too short a pericd of time normelly hinder effective achicvement of

the basic objectives of management services.

L. Menagement services should cover both headquarters and field activities,
including not cnly administrative end operatiomel functions amd units but also
the managerial aspects of technical activities.

5. While the differences between "advisory" functicas and "line"™ or "exscutive"
type functions is not easy or useful to drav in the field of management services,
it peams desirable fram a practical cr "public relaticns" standpoint to make o
elear-cut distinction, in assigning responsibility, between officers desling
with studies and recormmendations of a general advisery nature and those concermed
with administrative cases or situatioms requiring individusl Judsment and
determinations (such as classification and grading of posts, staffing suthori-
zations and manming tables).

6. Ydeally, management surveys are undertaken at the request of the unit to
be studied. However, the executive head of the Organizatiom or his delegated
representative may, in the light of the internal administrative situatiom,
himself initiate a management survey of a particular unit or functiem.

T. In addition to surveys and recamendatioms, the necessity for systematic
follov-up in terms of advisory help to the benefiting or line office concerned
is fully recopnized.

8. The use of outside munagement experts my be helpful on a comsultent basic

for certain speclalized fields, but such outside assistance should be arranged

in ters of full collaboration with all the services concerned; and in perticular
with the mansgement service where such exists. This should include discussion,

at least on an informal basis, of the findings and recommendations of the expert
before his report is finalized. It i3 ipportant slso that in assessing the

period for vhich the cutside expert should be employed sufficlent time be allowed
for his orientaticr in the problems peculisr %o work in internaticnal corganizatioms,
vhich are normally beyond his ronce of experlence; hevever wide.
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Ammex IIX

LIST OF PAPERS FOR THE HEXT MEETING AND ORCGAWIZATIONS RESPORSIBIE FOR

THEIR PREPARATION,AND SUMMARY O ODHER ACIIO0N TO BE TAKSH

PAFERS FOR THE NEXT MEETING

™Mtle (in briel) Responaible
ﬁg&n%zatim
Inter-Agency exchange or loan of management stafl It
Work messurement WHO

Vertical and horlzontal interpel cammmicatioms in Agencies I1o

Orgenization of secreterial and typing services UNESCO
Determination of the use of machines FAC
Inter-Agency compearison of organizational terminology IABA

SIBE4\RY OF OTHER ACTION TO 3E TAKEN

Orzanizations to advise CCAQ Staff Officer of amendments required to the
tables annexed to the PAO report (see pars. 8 of the present report).

Orgonizations to send 1o the CCAQ Staff Officer by 1 December 1961 a
list of management surveys, ctc., and CCAQ Stall Qfficer Lo call
periodically for addenda {para. 9).

Ii0 to examine the possibility of 1ssulng 2 work study menual for
sovernmental-type organizations (para. 9).

CCAQ Staff Officer to explore the possibility of re-establlshing the
practice of pariodic circulation of a camposite calemdur of Agency
meetings, with systematic follow-up (para.ll).
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ORGANIZACION DE LAS NACIONES UNIDAS

ORGANISATION DES NATIONS UNIES POUR
PARA LA AGRICULTURA Y LA ALIMENTACION

L'ALIMENTATION ET L'AGRICULTURE

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

Via delle Terme di Caracalla ROME Cables : FOODAGRI ROME Telex: 81181 FOODAGRI Telephone : 5797

Ret. PMa UN 10/29

BCT.2 5 w6,

Dear Mr. Howell,

As background material for the discussions under item 3 of
the agenda for the Inter-Agency Meeting on Selected Management Problems
I attach a copy of the document ""Study of Organization and Functions of
Management Services in International Agencies' (MGT(62)10) together with
the related tabulations (MGT(62)11). MGT(62)10 is a reprint without change
of the CCAQ document CO-ORD/CC/20 while the tabulations have been
brought up to date as of October 1962.

Yours sincerely,

Director, Divisién of Personnel
and Management

Mr. W. F. Howell, Director of Administration
International Bank for Reconstruction and Development
and International Financial Corporation
1818 H. Street, N.W.
Washington 25, D.C., USA



ORGANISATION DES NATIONS UNIES POUR
L’ALIMENTATION ET L’AGRICULTURE

Please quote  ADa

Référence :
Sirvase clier .

i

ORGANIZACION DE LAS NACIONES UNIDAS PARA
LA AGRICULTURA Y LA ALIMENTACION

FOOD AND AGRICULTURE ORGANIZATION
OF THE UNITED NATIONS

Cable Address: FOODAGRI, ROME

Viale delle T di Caracsll
EE TG X S S e Tel. 590011 - 590211 - 599071

ROME

26 March 1959

Dear Helen,

1a I am enclosing several copies of the preliminary report
by FAO to the CCAQ on the study of "Organization and Functions

of Management Services in International Agencies'", which will be
discussed under Agenda Item 12(a). Departing from usual practice,
I am not sending you copies for the regular official distribution
outside of the United Nations, because of the very short time
available before tho session. Instead I am sending several
copies directly to each of the participating agencies indicated
below, with a request for their indulgence in utilising this
informal method.

2 As statod in the paper, the agencies werc very good about
mecting a rather short deadline in transmitting the information
requested in questionnairc form. Therofore, although it was

not possible in the available timc to do & good job of analysis,
the fullsome information available and the topical significance
of the matter for scveral agoncies made it scem worthwhile to
submit in preliminary form the data compiled.

3. Additional copice will, of course, be available in Rome
at thce CCAQ session.

Yours sincerely,

Irving L. Posnor
Chief, Administrative Planning

Branch
Miss Helen Seymour
Secrotary
CCAQ
Office of the Controller
Unitod Nations
New York

co: Mr, John I. Armstrong EWHO} Mr. W.F, Howell (IBRD)

Mr, Choster W. Hepler (ILO Mr. P, Thorson (FUND)

Mr, H. Dawes (UNEscog Mr. P.R. Jolles (TAEA)

Mr, J. Berrier (ICAOQ Mr. I.J. Lowis (ICEM)

Mr. J. N, Rubiato (WMO)
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Administrative Committes on Coordination G0-ORD/CC/20/
CONSULTATIVE COMMITTED ON ADMINISTRATIVE QUESTIONS 23 March 1959

Twentieth Session

Week of 13 April 1959
Rome, Italy

Agenda Item 12 (a)

A,

STUDY OF ORGATIZATION AND FUNCTIONS OF MANAGEMENT SERVICES
IN_INTLRNATIONAL AGENCIRS

PROLIMILARY REPORT BY F.A.0.

Objective of Study

: At its April 1950 meeting the CCAQ requested FAO to assume
leadership for an inter-agency study dealing with "the question of
the organization and functions of 'management services' (O and M)".
This was in further implementation of the agreement at the March 1957
session that CCAQ should devote ite attention to specific management
problems of common interest.

2 The objective of the survey has been interpreted as a desoriptive
analysis covering: ;

(1) fThe types of management advisory services already existing
in international agencies, and their organizational location.

(1i) The determination of whether such services also include
respongibilities for line functions of a day-to-day
administrative or executive type and the nature of such
functions.

siii) The experience already derived from such services.

iv) The action contemplated to establish such sorvices where
non-existent or to modify existing management services.

(v) The formulation, on the basis of these factors, of some
useful conclusions as to the possibilities which might
well be pursued in connection.with the further development
of the concept of management services in international
agencies.

3 A quostionnaire wes dovised, on the basis of preliminary discussions,
to facilitate the compilation of the required information.

4. It was possible, under some pressure, to compile the information
set out udder 2(i) through (iv), at least in the form of working-sheet
compilations. In addition, valuable background was derived through
visits to agencies in Geneva and Paris during the fact-gathering stage.
Time was not available, however, for the thorough and systematic ashalysis
of the data compiled, and the further discussion or correspondence with
the participating agencics, which would be essential to adequate
completion of the study, in terms of useful conclusions.

i wce
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5e This paper should be regarded, thereforec, as simply a preliminary
report. In wview of the new or rcconstituted status of several management
units or services among the agencies participating, and the wide mutual
interest demonstrated in the current functiong and activities encom-
passed in the differcnt agency management programs, it was felt that
assombling the available data already compiled in tabular form, together
with a few provisional observations, would warrant a rather comprehecnsive
presentation even at this preliminary stage.

Definition of Management Servicesg

B The term "managemont sorvices'" 1s not easy to dofine precisely
since thore is such varicty in its terminology and in the fields
encompassed. This is partially illustrated by the many terms in common
usage which have comparable and overlapping mecanings in this respect,
guch as:

Management servicos Organization and mothods (O + M)
Management planning Organizational analysis
Management rescarch Scientific managemont
Managemont consultancy Procedures analysis
Management analysis Business managoment
Administrative managoment Office seorvices administration
Adminietrativo sorvices Methods improvement
Administrative plannimg Mcthods and gsystem analysis
Adminiatrative rescearch Work simplification
Administrative analysis Oporations research

+ ity Judging from a roview of available studics on the managoment

sorvicos concopt however, cortain activitios scem to be universally

or mogt frequeontly regarded as falling within that gencral field.

Those includo (i) doveloprment of offcetive long-renge program planning
and roviow procodurcs; (ii) installation of improved administrativoe
practicos; (iii) dovolopmont of sound and adcquato organizational plansj

iv) proparation of operating instructions and procedural manuals;

v) dovolopmont of improved methods and operatlng rolations in tho
fields of goncral administration, accounting and financo; (vi) comparative
study of the cost and offcctivoness of machincs and oguipmentg
(viig installation of automatic data procossing systems and reclatod
training programs; (viii) dovelopmont of mothods of work simplification;

ix) proparation of spaco allocation programs; (x) continuing and
systomatic analysis and improvemont of form utilization; (xi) analysis
of various phasos of porsonnel and wage and salary admlnlstration;
xi1i) dotormination of specific staffing and budgetary necds;

xii% developmont of budgetary cxocution and control systomss
xiv) comparative studics of administrative and managoemcent practices
and policios in othor agonciecs; (xv) oxcoution of spocial studios as
requosted by keoy administrative officials or logislativo bodics.

oY o
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8 It might bo sufficiont, for purposcs of tho immediato study,

to suy that "managemcnt sorvicos" arc provided by the highly specializod
staff who, on an advisory basis, aro dodicated to holping top-managemont,
administrators, and supocrvisors, do a bottor, more officient job with

the rosourcos available, by undertaking systomatic and comprchonsive
analyses of organization and managomont problcms, for which administra-
tors rarecly have tho time, the overall view (sinco usually morc than ono
administrator is concorned), or tho specialized professional knowlodge,
analytical oxporicnce, and gkill rcquired to attain offective and
cconomical solutions.

Basis of Study ~ Gucstionnairoe

9. A rovicew of tho various functions or tasks which administrators
and logislativo bodios tond to ascribe to "management scrvices"
(whatover thc organization torm actually uscd) made it possiblo to
group thosc various aspocts under thirtoen or fourtcen difforent
gonoral headings conveniont for thie study, i.c.

& Organization analysis

1k Work simplification, moasurcmont and improvomont
UlET Usce of machinus and cguipmont

Iv Spacc and lay—-out analysis

v Form analysis and control

VI Standardization of rocords, rcports, and communications

VII Effcotive utilization of resourcos

VIIT Ficld opecrations

IX Administrative rosocarch

Xl Staffing authorizations and manning tables

X Dovelopment of policy and procodurce Manuals and

relatod matorials
XIT Classification and grading of posts
XITI  Tstablishment of gencral remuncration standards

10, In the questionnaire dovisced to obtain the neocessary preliminary
background information from tho organizations inoluded in the study,

two to eight speeific types of functions or assignments were covored
undeor cach of those goncoral hoadings (sce Tablo 3). This grouping
provided a mecans of surveying the ways in which the various international
agoncics approach the spoecific aspocts listed, or of indicating whora
such aspccts have not yot beon dcalt with. '

a1 b In the questionnaire cach organization was askod to specify in
the format shown, which organizational unit in that agoncy, if any, was
systomatically concerncd with or would be conccrncd with cach managoment
function or task listed, illustrating tho rosponses, as appropriate,
with specific coxamples of surveys or activitics carriod out in cach
ficld. ‘

vofus
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12, The quegtionnaire was divided into two parts:

Part A: A group of questions dosigned to provide background
information on "Availability of IManagomont Scrviccs"
(answors arc consolidatcd in Table 1)

Part B: A dotailed tabulation of "The Types of Managemont
Functions or Services Porformod and the Organizational
Units Responsible™
(answers arc summariscd in Table 2,
and consolidated in Table 3)

13 -1t was omphasizcd that cven though an agency may not have a
formally designated management scervice, as such, it would necessarily
still be confronted with the types of functions and problems listed,
and would, thercfore, assign tho rosponsibility to one or more
orgenizational units, or clse the functions and problems listod

might be sprcad among soveral officers or units.

14. The agencios were asgked if thore werg any other types of
functions or projects not listod in the questionnairo which they
would considor as falling within the scope of "managoment sorvicos"
for purposcs of this roviow. WHO suggestod that training activitios
might constitute an additional genoral grouping. It was not possible,
however, to scouro complomentary information from the other agencies
of activities under the "Training'" heading.

Returms to Quostionnaire

15, The questionnaire was sent to all agencies in the CCAQ group,
i.e. UN, ILO, WHO, UNESCO, FAO, ICAO, Bank, Fund, WMO, UPU, ITU and
IABA. It wes followed up by a visit to the Genova'and Paris agoncies
in order to clarify the sighificance of certain aspects of the
guestionnaire and also to sccurc additional background on management
activities. Of the 12 agoncios, 7 completed both part A and part B
of tho quostionnairc, 2 (Bank and Fund) comploted part A, and 3

(UPU, ITU and WMO) -did not sond in roturns principally becauso tho

~size and working mothods of theso organizations did not provide a
- justifiable basis for omploying a staff momber full time on managemont

activitios (oven though in tho casc of ITU thoy are in tho midst of
a roorganization study at the presont timo).

16, Irformation was thus compiled on 9 agoncics in tho CCAQ group.
In addition the Inter-governmental Committoc on Europcan Migration
(ICEM) which follows closoly CCAQ developments in decaling with many of
its own acministrativo standards and practices, cxprossed koon. interost
in the study and comploted tho questionnaire. (Bocause of tho timing
of tho returns it was neccssary to use the same "blocks" in Tablos

1 and 3 for both ICAC and ICHM. )

"



-5 -

1T It should bo omphasizecd pcrhaps that tho facts and comments
submittod by tho various agencics constituto not in any scnsc "formal'™
roporte; thoy roproscnt simply information and obscrvations from the
managem.nt staffs thomsolves derived from thoir own oxpericnco and
personal viows.

Consolidation of Information

18, The throo tables which arc attached includc, with some
cditorial compression, most of the information provided by tho
participating agoncics. As statcd, bocausoc throe ageneics aro making
what amounts to a now or frosh start in “the ficld (UN, UNESCO, and IAEA)‘
two agencics will bo oporating their managoment units undor now Chiofs
(WHO and ICAO), and at loast onc ageney, ILO, which nrovided leadership
in tho iritiation of this study, hal exprosscd a particular intorost

in an carly roport, it was folt justificd to submit thc factual rosults
in advancc of opportunity for formulating any firm guncralizations or
conclusions, in order to tako advantage of tho timelinces of tho data.
In othcr words, tho tablos provide a "work-shoet" or "working papor"
bagis for preliminary discussion and subscquent analysis,

19. Table 1 draws togothor, with somu noccssary cditing becausc of
space limitation, tho answors of 10 agoncios to Part A of tho
gqucstionnaire. Tablo 2 providcs a summary of tho detailcd answors

to Part B of tho questionnairc (by gonoral ficlds) indicating - by
wndorlining - which unit in cach agency (if any) has tho major
responsibility in tho fiold, and adding othor units which have a
gignificant intcrost in that field.

20. Tablc 3 provides a comprossod vorsion of the comploto roturns
to Part B of tho quostionnaire. The quostionnairc itsclf had soparato
columms showing -

(1) Monagement function or sorvice

(2) "Spocify whothor cach of theso functions aro undortakcen
(a) Systcmatically, or (b) ad hoc, or (e) nover"

(3) Organizational unit or $itlo and grado of officors ecurrontly
rogponsiblo.

(4) Actual oxamplcs of surveys or projccts alrcady carricd out
in this ficld (and by whom).

(5) Commonts

All fiwvo columns havo boon combincd into onc colum for cach agency.
For cach itom therc is shown the organizational unit rusponsible and
whether tho responsibility is "systomatic" or "ad hoc". Examples of
actual surveys alrcady undortaken are then provided in paronthesis.

cof v
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Organization and Staffing of lanagemont Servicos

28. Gencrally spoaking, thore is no unifermity in the titloes or tho
organization location of the managoment scorvicos among tho various
ageneics. Tho titlos uscd include Administrative Managomont Scction,
Organization Suction, Organization and Mothods Scetion, Policy and
Procedurcs Sovction, Hanagcment Scction, Managemont Unit, Managoement
Staff, Administrative Planning Branch, Thore is also diversity in
organization location and lincs of reoporting as shown in tho answers
to both quosticns (2) and (B) &f -Pord A, In terme of proximity to
rolated units, tho managoment scrvices in WHO, FAO, ICAO, and ZGEM
sro tiod in roletively cleoscly to the Porsonnel scrvicos, whcreas in
UN, UNESCO, IABA, thc Bank and tho TMund managoment activitics appoar
morc¢ closcely allicd with the Budget oporation. In ILO management
sorvices aro linkced with intornal administrative and gencral sorvices.
(Notu: the functions shown under (2) for tho managemont staff at ICAO
recproacnt an abbreviated statumont dorived from a reeent vacancy
announcomont for the post of Chiof, Organization Scction).

29. For convonioncc in visunlising tho suporvisory roporting
rolationship§’ he managomont scorviccs, a simplo line chart has boon
includeod for cach agoncy.

30. The numbor of prefessional staff mombers ongagod full-timo in
managomoent projocts ranges from onc or two officers in tho case of
agencics with rolatively smiall Hoadquarters staff, to five profcssionals
in PAO and WHO. The sizo of staff doponds of course on the typc of
functions and the numbor of projects assigned.

"Advisory" or "Lino" Functions

31, In answor to tho quory whethor thoir manogomont staffs had any
"eontinuing dutics of a day-to-day naturc as part of routinc administra-—
tive processos, in addition to advisory dutics" most agoncics indicatced
thoat in principle assignmont of fixoed continuing dutics is avoidcod.

This is particularly true in UN, WHO, UN7SCO, and IABA. In FAO end

ICAO there arc still several functions which might bo cohsidcored

"line" or "excveoutiwve", but it is rocognisod that to tho maximum cxtont
possible this cdmixture of rosponsibilitics should bo avoidod.

2324 In linc with ono of tho original objcetives of the survey an
attempt was madc in Part b of the gucstionnaire to group the speciflic
menagoment functions and sorvices so as to distinguish botwoon
"advisory sorvicos" and "linc or oxceutive functions". In fact, the
introduction of the questionnoirc carricd the following statoment

"While thore is genural agrocmont thot "management sorviccs"
aro in esscence of a purcly advisory noturc, cxporienco has
shown that there is ofton a tondeney for top-managomont also
to assign "linc" dutice to its managumont advisory staff;
or, converscly, to wssign managument investigations to

md we



"ewsesto "lino" officors responsiblo for the daily
uxocution of a specific part of the Organization's

- program - incvitably, but by no means oxclusively,

"in thoso Orgenizations whoro intornal managomont
sdvisory sorvicue do not oxist. It is proposcd to
roviocw tho cxtoent to which thoso difforing approachos .
proveil in intornational agonoies and, if possibloe,
their roason and thu action contomplatod to modify
thom, if any." -

33 This spocific basis of difforentiation has boon abandoned
in tho tabulations, howover, for rcasons which aro well exprossed
in tho commonts from WHO

"It hoas not bewn -found possiblo to comprchond fully the
distinction betwewun Advigory Scorvices and Lino or

- Ixecutive Functions in Part B of tho questionnairo.
Thisg distinection is certainly of groat valuo when
considoring tho organizational sot-up in a procisc and
conerotc situation, and it is also uscful in discussions
of basic managoment prineciples and thoories. But the

- gituation is difforont whon an attempt is made to creato
a gonerally acceptable list of dctailed functions with
this grouping. As a mattor of fact, an analysis of tho

various itoms undor cach group reveals that the majority

~can bo reforrod to githor as advisory dutics or as somothing
like roscarch elemonts of the dceision procosscs,
doponding ontiroly on who dous what in cach particular
CoBQ.

inother thing which has causcd somc confusien whon filling
in tho quostionnaire is that practically all funotions
listcd as Linoe or txceoutivo Punctions arc of a Personnel
character. For instanco, it is difficult to undcrstand
why fuhctions roferring to "Effcctive Utilization of
Rosourceus" aro considered as Advisory Sorvicous, while
MClassification and  CGrading of Posts" and "Establishmont
of Goncral-Romynoration Standards™ (should bo Lino. or
Ixceutivo Functions, Menagement is normally considored
a gencral function; cutting through and integratcd in alil
© spocial functlons;_whothor of a 'tochnical or administrative
nature, ond consequontly the advisory - llnm digtinction,
if applicable at all, would scom to apply to all functiona.

oxife
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Programming, Initiation, zond Follow-Up of Survey

34. All agencics agroed that in addition to survey assignmonts .
ond rocommendations, thu functions of & managoment sorvico should
also cxtond to installation and fdlow—up. In onc or two cascs it is
rcecognizod that the follow-up stages havo not always beon carricd out
to the oxtont dosirablo bucausc of progsurc of urgent "ad hoc"
assignmonts or rocurring "linc' dutics of a continuing naturc.

35 Surveys arc initiatod most often upon diroct roquost of
orgonizational units, and somctimcs upon wreguost from top managomont.
The manegement sorvicce itself dous not usually initiatc survoys but
it can, of course, "stimulatc" roquosts.

36. Prioritios are c¢stablished by tho Dircctor-Conoral or head

of the administretive sot-up - normally through advanée approval of

a yoarly prograem of work or through rcviow of urgont nd hoc roqucsts

to moot unforoscen situations. The oxtont to whish advanco progtamming
is funcaible dopends upon tho flexibility desircd with rospeoet to
roquests for ad hoo survoys.

Quteide IBxperts

37. Both agoncics - ILO and ICAO ~ which answored "no" to tho
quostiorn "do you havo o staff cngaged full time on providihg managemecnt
advisory sorviccs" had proposals considoroed by their legislative bodics
in 1953 for formal cetablishment of management units, but for budgetary
roasons those were not carricd through.

38. TLO and ICAO have, howovor, chgaged tho scrvices of outsido
management oxverts, as in feoct, have most of tho other agencics. The
uge of oxports is usunlly confincd te spccinliscd ficlds or assignmonts;
howover, UNBSCO =nd TAO havo usod outside management tcams for genoral
revivws of the odministrative ospcets of thoir activities. All agencios
indicate that norpally thoy would cxpcct outside management consultants
to work in closc collaboration with the intornal managoment sorvico.

valuation of iHanagcmont Scrvicos

39, In gonoral, the surveys alrcady undertaken by tho agonvios
which have had monagement sorvices for somo timoe tend to group
thomselves into (n) completo surveys covering all administrative,
managerial, and oporating ospcots of an organizational unit, and

(b) survoys of specific types of activitics or functions covoring one
or more organigational units. There is, howover, no gencral pattors

in this rcspoct, ns may be noted from tho answers to the detailed ituvms
in Part B-of tho gqucstionnairg.

o
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40. Tho-quostion rogarding thc ficlds in which managomont or

0 and M scrviccs would be of particular valuc in intcrnational agoncios,
brought out varicd opinions. Tho agoncics with longor continuity of
gxporicnce indicated that tho spocial staff concornod with managoment
scrvicce should be given opportunity to dcal with longer-range
managcment and administrative planning, as well as with immodiate

tosks of & rclatively urgont nature. Tho possibility of furthor
oxtcnsion of mrnagomont services to ombrace tho "managorial aspocts

of toohnical activitics", as opposcd to tho so—called administrativoe
soervicoes, wasalso strosscd, ;

4l Other asrcets montioncd as important goals woroe:. dotorminiwg
tho proportion of total financinl rosourcos spent on staffy
ascortaining tho measuros in torms of proccdurcs;mothods of work,
equipment, which bear upon most suitable utilisation of staffy

. improvoment of Hoodquartors organization and proccdurcs; and

achicving bottor co-ordination of functions botween ficld missions
and Hoodguortors.

42, Most agoncics state that ot loast for tho near future they
plan to ocontinuc 2long present lines until furthor oxporicnco is gained.
WHC will try to give its Administrative Managomont Svetion gradually
more¢ time for bosic and long-term work and will also ondoavour to
cxtond its activity to the mmmagerial aspeocts of its tochnical
activitios; WHO adde that "At proscnt a great doal of the managomont .
projccts at Hoadquartors arc comploted.amd .... consgidorably morc
attontion will bo given to our rogi nal offices in the foroesccablo
futurc." TAO also hopcs to cxtond tho activitios of its managomont
serviccg in behalf of the techuical divisionsaond in rogional and
fiold opcrations.

Dotailoed Tabulations in Part B (Tables 2, 3 and 4).

43. The dotailed snswers to part B of tho questionnoire, which
shows for cach agoncy the typus of managemont functioms or scrvicos

.porformod; and tho organizational units responsibloy; arc contained in
Table 3. An attempt has boon mado ia Teblc 2 to summarise tho pattern

in cach agoney by tho thirteoen "goneral ficlds" of managemont scrvices
applicd during this survey. Table 2 sots out, and undoerlincs, tho
unit, if any, in ooach agency with magor rosponsibility for a particular

‘function or scrvice, and includos othor units in tho agoney whieh have

a.significant intcrest in the {ield,

44. Purcly as an oxcreisc in furthor synthosis of the information,
the compilatien-in Table 4 may be ‘used, with duo ceution, to sco if
therc is any goncral vattern of tho way in which management sorvicos
arc handlced in the cight agoncics which sent in full roturns to

Part 3. The fiovlds aro listed in order of tho froqueney with which
they appcar in Table 3 as functions which,are a major rosponsibility
of the intornal managomont scrvice as such.

"
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TABLE 4

No. of agencies reporting
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Comment

this activity as a pre-

dominantly Management
Service function

(1)

(111)

(X)

(X1)

(11)

(V1)

(virz)

(VII)

Organization analysis

Form analysis and control

Use of machines and equipment

Policy and procedural manual s

Btaffing authorizations and

manning tables

Work simplification

Standardization of records,
reports and communications

Administrative research
Classification and grading
of posts g

Establishment of general
remuneration standards

Space and layout analysis

Field operations

Effective utilization of
resources

8

Usually the chief executive officer of
the agency is responsible for organiza-
tion-wide or interdivisional changesj
with the management unit being concerned
with detailed implementation, or with
reorganizations of more limited scopes

—

In the other two agencies responsibility
ig shared with General Services unit.

In the other two agencies the Personnel
and General Services units share reaspon-
sibility with management service.

In two agencies, Budget or Personnel

share major responsibility.

Two agencies do not have this'aotivity;
another sees it ae a General Services
activity. -

In other agencies the Statistical,
Registry + Archives, lxternal Relations,
and General Services units play major
rolem. '

* Usually shared with Personnel or

General Services.

Most frequently a Personnel function.

Most frequently a Personnel function, but
Management section normally collaborates.

Normally a function of Building Manage-—
ment or General Services unit, although
Management unit very frequently
collaborates.

Varied responsibility (two agencies do
not have this functicn) including General
Services, Internal Audit, Personnel,
Budget; all with very frequent collabo-
ration ef Management unit.

41so spread out among Budget, General
Services, Internal Audit, with Irequent
btut ad hoc collaboration of Management
Unite. * =
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45. It is cvidont that the groupings uscd in the quostionnaire
arc in somc cascs too gonoral and in otheor cascs too spocific for
purposvs of thc survey. Thus(vii) Dffoetive Utilisation of Resources;

(viii) Field Opcrations; and (ix) Administrative Rescarch,arc too

broad to be considurcd as singld"units" of activity which might bo
regardcd as major rosponsibilitios of Managomont services. On the
othor hand, tho cxamples under othor gencral hoadings worce reogarded
by somc agoncics as being difficult to differentiate one from the
othcr. It may also be necessary to roach a clearor mutual under-
stonding of thc significanco of cortain functions (for oxamplo

Eii% Work simplificatinh, mcasurcment, and improvement; and

vi) Standardisation of rocords, roports, and communications.

Some Teontative Conclusions

46. As o bagis for furthoer analysis ond possiblo discussion, the
following tentativoe conclusions might be drawn from tho data compiled:

(a) All agoncics appoar to reccognize the value for intornational
administration and oporations of staff ongaged full timo in
providing managoment advisory services.

(b) Tho numbor of staff cngagod in this activity and the scopo
ond varicty of functions assignod to thom depends both on tho
nature of tho ajoncy's activitics and also on the amount of
offort and rcsources which the agency can or wishes to apply
to this activity. Over-cmbitious programs covoring too many
large—-scoloe assignments within too short a poriod of timo
normally hindor cffoctivc achicvement of pho basic objectives
of mancgement scrvices.

(¢) Tho intornal Management service should be so utilised that in
torms of stoff and progromming it is posmible to deal with
longor-rango managoment and administrative planning as well
as with immediato tasks of rolatively urgent naturc. It is
desirable to cstablish as lcast a onc yuar progrom, allowing
at tho samo time for flexibility in covering od hoc tasks of
high priority naturc. '

(d) As managemcnt scrvices dovelop, and complete the surveys of
Hoadquartors organization and administrative sorvicos which
normally constitute priority requiroments during the initial
stagus of o management program, they may cnvisage cxtension of
work into thco managerial aspocts of so called tochnieal
activitics and also furthor cxtension into regional and
ficld cpcrations.

(¢) Whilo tho difforonces botwcon "ndvisory" functions and "lino"
or "axecutive" typc functions is not casy or uscful to draw
in the fiold of moflagement services it doos scom desirable
that from o practical or "public rc¢lations" standpoint, a
cloar-cut distinction bo mode in assigning rcsponsibility

vadu
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(¢) +.vv.botwoen officcrs doaling with studios and
rocommendations of a goncral advisory naturc and
thosc conecerncd with administrative casous or
situations roquiring individual judgment and
dotorminations ( such as classification and grading
of posts, staffing authorisntions and manning tobles).

(f) If thoprovious statomont is valid it wmight be dosirable
to formplise the organizetional status of the staff
concornced with managomont edvisory scrvices, ot least
as a "suction" or "unit" of a larger organizational
entity; whother tho location of the unit is in tho
immocdiato office of the chief administrative officer
or is combincd with the Budgot or the Porsonncl
opcration docs not scem significant.

(g) Whatover the orgnnizational location of the managomont
stoff, thero must bo continuing consultation, collaboration,
and joint detivity betwoen the Hanagemont scrvice on tho
ono hand ond the Yorsonncl, Budgot, and Offico.Sorvicos,
in particular, on the othor, as woll as with other scrvices.

(h) Most often assignmonts for tho managoment service arc
inttizstod 2t thoe roquest of tho divieions or depamtmonts
concurned, subjeot to approval of tho designatod supcrvising
officor. The Managoment sorvice moy, howover, stimulate
roquests, bascd upon its overall lmowledgo of tho intornal
administrative situation.

(i) In addition to surveys and rccominondations, the nocussity
for systomatic follow-up in terxrms of ndvisory help to the
boncfiting or line office concorncd is fully rccognizod,
although in somc cascs pressurc of work hes provented
adoquate attontion to this phasc of managoment assistonco.

(j) The usce of outside management cxporis may be holpful on a
consultant basis for cortain speeializced ficlds, but such
outsido cssistonee should bo arranged in torms of full
collaboration with thu insido tcam,

(k) From the available cvideonco (for cxamplc, recont comments
by the UHN Advisory Committuo on Administrative and Budgetary
Quostions, ond sotion by UNESCO) the logislative bodigs of
tho various agoncics are favourably inclinced toward tho concept
of managoment advisory sorvicces, ond in most cases toward tho
accomplishment of this objcetive through intoernal units
cngaged full time on providing such scrvicus.

e
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47, It might be justificd to say in conclusion that whilo the
managemont sorvices concept is still at o rolatively carly stage of
dovelopment among the intcrmationnl agoneics, the valucs as well as
the limitations of this approach arc recognized and that thero is
ample room for furthor development, on tho basis of oxporicnco,

in tcrms of scopc, basis of operation, and tochniques. A furthor
systomatic but informal sharing of cxporicnco through cxchangc of
roports and cvaluations ocmong tho various managemont staffs might
therefore be most uscful.
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ORGANIZATION AND FUNCTIONS OF MANAGEMENT SERVICES IN

INTERNATIONAL AGENCIES

PART A - AVAILABILITY OF MANAGEMENT SERVICES

(TABLE 1)

QUESTIONS

UNITED NATIONS

WORLD HEALTH ORGANIZATION

FOOD AND AGRICULTURE ORGANIZATION

UNITED NATICNS EDUCATIONAL, SCIENTIFIC, AND
CULTURAL ORGANIZATION

(2) Not applicable

Organization and Personnel Branch of the Bureau of
Administration and Services, reporting to Chief,
Organization end Personnel Brench and comprising one
professional post at P-4 levelrbut as may be seen
from the appended| statement of duties the Section has
more “line™ " than advisory “staff'. -

(2) See (1). The Organization Section is responsible
for the performance of the following functions:
Analysis of work programme and distribution of duties;
framing staff establishment and reviewing requests for
classification changes; preparing studies on grading
standards and associated questions; conducting O end M
surveys for better utilisation of man-power and
material resources, including examination of methods
and procedures; preparing briefs and reports on
staffing requirements.

(2) One of the principsal responsibilities of the
Administration Department is “to develop policies,
procedures, steandards, records and reports neécessary

to ensure accomplishment of adwinistrative objectives.™
(Administrative Manusl, Organization Bulletin Ne.12).
Performed by 8 gection of the Administrative Planning
and Expense Division, reporting through the Chief of
the Division to the Director of Administration.

(2) The functions are to analyze and make recommen=
dations with regard to the internal management
policies of the Fund. This service is performed

by the Budget and Planning Staff, which consists

of one proftessionsl staff member (comparable to

UN P-3) and two non-professional staff members, all
under the immediate supervision of the Assistant
Director of Administration.- Recommendations are
Submitted to the Director of Administration and
thence to the Deputy Managing Director, as indicated.

(1) Existence of Staff (1) Yes. Since 1958, a small group in the Office of (l)_ Yes, and not only to top m2nagement and (1) Yes. Administrative Planning Branch (APB), part (1) Yes, Management Division of the Bureau of
the Controller has been engaged in management work; admmis;;nturs. but also to specialist staff. of Division of Personnel and Management in the Depart- Progreame and Budget.
; i firstly, as a team in the Budget Division and later, The staff constitutes the Administrative Mepagement ment of Administration and Finance, has major responsi-
E:ng::m:::ea;:?::rz“gjfz‘?cg110"':f”"gr:;:‘i’;g:'i‘ﬁn,s Since 1961, @5 A fépaiate Mpinistrative Manngeseni Unit (in the following called AN). bility in this field. Tasks specifically in “O and M
top mnuﬁement s sd;uinist'rator:ﬂ Service (AMS), This group also provides advisory sphere are assigned to Orgenization and Methods Section
& services to field missions as required. of this Branch. Branch also has Establishments (E), -
| {
Policy and Procedures (P and P), and Registry and ~
Archives Sections. °
(2) Functions of Staff (2) The primary functions o_f the AMS (noted in the (2) Official statement of AM's functions, guoted (2) Functions of APB (with an indication of Section (2) By resolution of the UNESCD General Conference,
“Organization of the Secretariet® Document ST/SGB/124) from (l)fficial Records of the World Health Org. concerned) may be summarized as follows: the Dl:.rel:tor-General is calléd upon to devglop more
If yes, provide the official :tateme:_ﬂ of its BEES . Ho. 1“i‘l'leP:Ei?fBis;arﬁ;sponsible Eo canEiRuaaly (a) Organization and reorgenization plans (OtM) :::ﬁ;i;t '::;h:gsm:{eh:::i;;:E ;?eszg;e:::i::a:ion
functions. How is the service organized? To ¢(a) To study problems of organizational structure reviewing the organization and methods of wark in (b) Improved work methods (OFM) worklond and metheds in all areas of the Secretariat
whom does it report: (a) structurally or and operational and administrative procedures at the Orgmnization snd for providing a consultative (c) Design and standardization of forms (O*M) The Management Division is primarily responsible for
organizationally, and (b) functionally? To Headquarters and m""’l offices, with a view to service on matters of administrative management (d) Classification of posts and establishuent of # Garipin g01.1t or directing this ulu:nrl'cj'r it is also
whem, end through what channels does 1t submit securing the efficient Mid economical use of to headquarters and regional staff with a view to classification standards (Establishmenits) respgnsfble for muintain%ng the adminlstrative masbEl
its' recommendations? E;;‘f{_oag‘: f:?;;g.Iﬁfgu;ﬁﬁléhe N DR m—— ensuring effective administration and ecenomical (e) Staifing authorizations “?g;:’;‘;;’;gm:::’g“ and dealing with such ad hoc management problems as
edministrative instruction§ gnd cor_xtrol the use ::f(i:é :::{:a:?gnzu‘;:; :::::;;:;;tig;’n:o:: al:ic:::j:;.nll (f) Salary, wage, and cost-of-living studies b a;‘t:eéanageuent jilwinton reparits to Chiek, POFéEn
and standardization of administrative forms. structure and staffing patterns: Plenning an& conduct= < & dinati gEstahli:lmnts) ati of Programme and Budget; also takes instructi:ms from
The AMS is a separate unit in the Office of ing management surveys of organizational units (in (8) R:‘”;‘. ;ﬂ c;or ln:."‘m " Eg:n;i," h;:m:ner tion the Acting Director-General who deals with administra-
the Controller. The Chicf of AMS reports to the consultation with their heads and at their reguest or standards and practices (Establishments) tive guestions. Recommendations submitted to the
Controller. that of their superiors) and of questions or problems (h) !d“m m‘:'.m“ a;‘ip"th" pollcy and procedaral Acting Director-General via Chief, Bureau of Programme
with broader implications (as decided by the Director, . Alrectivey (f21) \ : and Budget.
Division of Administrative Menagement and Personnel); (i) Reference and interpretation services on
assisting in the study of inter-agency administrative . ad;xu;!str_atwefpu_:lu:xf;_m:nd_prsgl:nces (i.’i-P)I
procedures end services; assuring the co-ordination (i) Coordination of inter-divisional operaticnal
and issue of policy statements and procedural and sdmx{:lstratlve matters through consultation
instructions and infarmntim: to the staff, clarifying " ;.nd g:?claldgurveyslgﬁ‘ranihz t il Ak e
internal organizational relationships, and advising on (k) ?"“1' ERuGing; szf‘:? : at?m“ :.! o ;'l‘ :’;‘
other matters related to administrative practice as Tional pEDERE S0 SCmYLERLYEs RO 1
required. * ) 9petratmnal matters :gr leE;slatwe bodies and
AM reports to Director, Division of Administrative inter Agefcy: ELOUPS [=rci) 3 «
Mansgement and Personnel, who submits official report (1) iCorilination af; cecords ndu;;en{lttrattmhp;xi:grﬂm
after having ensured necessary co-ordination between Sinisterta d tg g1stry ; veR)
the various administrative services with regard to (m) d‘mxnxslen: re;:‘(_:r AiERrIremenls MECOLES
recommendations to be contained in report. Recommenda- LEPOSHL MIY AroiIves '“"f;:"?":e pioira:
tions normally agreed upon in draft form before any Utilizati : £ hed ‘d ?:s.?ft. rcoi;es)
official action tasken. Reports are in principle () Utilizstion of punched car cilities ( )
submitted to person or persons whase fields or respon- The four sections report organizationally
sibility are affected by recommendations. Consequently, through Chief, Administrative Planning Branch, to
what channels to use depends on individual factors, Director of Personnel and Management. Functionally
e.g. level of the original request, geographical O + M may report directly to originators of requests for
location of the unit concerned, ete. advisory services, particularly for ad hac limited
advice. 4
Recommendations are normally discussed with
originaters of requests for advisory services before
formal report is submitted. Channels through which #
reports are submitted depend on individual circumstances;
for example, lgvel of the original request, the organiza-
tional location of unit concerned, etc.
®
INTERNATIONAL LABOUR ORGANIZATION INTERNATIONAL CIVIL AVIATION ORGANIZATION ¢ INTERNATIONAL BANK FOR RECONSTRUCTION JINTERNATIONAL MONETARY FUND INTERNATIONAL ATOMIC ENERGY AGENCY
AND DEVELOPMENT
(1) No - (1) No. There is an Organization Section in the (1) Yesd (1) Yes (1) A small staff is now engaged full time in

providing menegement advisory services.

(2) (=) Functions of the Manapgement Unit, Office
of Budget and Mansgement are currently stated as
follows: :

(i) to provide consultent services in matters
of administrative management to steff of’
operating divisions;

(ii) to conduct management surveys, including
organization methods and procedures studies;

(iii) to advise in other matters related to
administrative practice as required;

(iv) to prepare, in connexion with other

administrative divisions, an Administrative

Manual for the Agency.

(b) Management staff is a component of the
Budget and Management Branch which reports organiza-
tionally to the Director, Divisien of Finance.
Functionally, however, branch reports directly to
the Deputy Director-General for Administration,

Liaison snd Secretariat.

(c) Depending upon effects of particular recomnen-~
dations concerned, they can either be made on the spot
to Divisional Directors, or to Deputies Director-Geperal
through Deputy Director-General for Administration,
Liaison and Secretariat.
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ORGANIZATION AND FUNCTIONS OF MANAGEMENT SERVICES

IN

INTERNATIONAL AGENCIES

PART A

- (continued)

Page 2

QUESTIONS

(3) Composition of Staff

Indicate the number, type, and grading of
staff in the service. Enclose a detailed
organization and staffing chart indicating
the relationship of the service to other

parts of the organization; also copies of
post descriptions at different levels, if
available, of the staff in the service.

UNITED NATIONS

(3) The following full-time staff is assigned to the
Administrative Management Service!

1 Senior Officer (P-5)
4 First Officers (P-4)
1 Senior Clerk (G°4)
1 Clerk-Stenographer (G-3)

In addition, various officers of the Office of
the Controller or other Departments are called upon
for mssistance on specific projects. An organization
chart is enclosed reflecting the structural and
functional relationship of AMS to other parts of the
UN.

Office of Controller

Internal Audit Service

Administrative Management Service

Budget Division

Accounts Division

Treasury

(3)

WHO

Staff of Administrative Management Unit:

1 Management Officer as Chief of Unit

1 Management Officer, asst.Chief of the Unit

4 Management Officers

1 Clerk
1 Clerk-Stenographer

It is not possible to submit “a detailed
organization and staffing chart indicating the
relationship of the service to other parts of

the Organization®”, as prectically every type of

service rendered by AM, being normally of an

ad hoc nature, creates its own pattern of
functional relationships.

stant Director- Genersal

Director, Division of Personnel + Management

Chief, Personnel Unit

Chief, Conference + Dffice Services

Chief, Administratjve Management Unit (P-5)

(P-5)

(P-5)

FAO

(3) Administrative Planning Branch consists of the
following staff:

Chief of Branch P-5
Chief, O + N Section P-4
O+ M Officer P-3
2 O+M Officers P-2
Administrative Clerk (Forms) G-5
Chief, Establishments Section P-4
(Estnbli:hment Officer P-3
Establishment Officer P-2
Establishment Assistant G-6
Establishment Assistant G-6
Chief, Pnlicy + Procedures Section P-3
Procedures Officer P-2
Chief, Registry * Archives Section P-2

Assistant Director=General,

Director-General
s Program and Budgetary Service

Assistant Director-General, Administration and
Finance

Director, Personnel and Management

Chief, Administrative Planning

Branch (P-5)
Chief, O*M Section (P-4)

Chief, Establishment Section (P-4)

Chief, Policy end Procedures
Section

(P-3)

Chief, Registry and Archives (P-2)
. Section £
Chief, Personnel Branch

(P-5)

Director, Division of Finance

Chief,” Gen-eraI\Q_Services Branch

UNESCO

(3) The staff of the Management Division for 1961-1962
is as follows:

Division Chief P-5
Management Officer P-4
Management Officer P-3

Senior Clerk (vacant)
Clerk-Stenographer posts

B s e s

Director=General

Assistant Director-General

-Chief, Bureau of Programme *+ Budget (D-1)
Chief, Management Division (P-5)
Chief, Budget Division (P-5)

Chief, Buresu of Personnel (D=1)

Comptroller (D-1)

(3)

Assistant Director-General

or, Adminjstrative and Genersl
Services Division (D-1)
Management Of ficer (P-3)

ICAQ

(3) ICAD: See (1).

- ICAD

Director, Bureau of Administration * Services

Chief, Organization * Personnel Branch (P-5)
Organization Officer, Organization
Section (P-4)

(3) Two professionals; one secretary.

relationship. No post descriptions available.

BANK

Director of Administration

Administrative Planning + Expense Division

% l MAministrative Planning Section
. (two Prolessionals)

See above for

FUND

(3) For number and type of staff see (2) a'ove.

Director of Administration

Budget and Planning Staff
{one Professional P-3)

IAEA

(1) Composition of the Management Services staff

is at present as follows:
1 P-5 (Chief of Office of Budget + Management)
1 P-3 (Management Analyst) .
1 G-4 (Secretary)

An additional P-3 Management Analyst is expected
to join the staff on March 15th.

Director, Division of Finance

l Office of Budget * Management (P-5)

Management Unit

(2 x P-3)
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QUESTIONS

(4) Routine Administrative Duties

Does it have any continuing duties of a day-to-day
nature as part of routine administrative process
in addition to its advisory studies? If so, specify
nature of duties. Indicate the reason for mssign-
ing these to the management staff. Specify whether
any modification in the location of these functions
is contemplated.

(5) Advisory and other Functions

If you do have such 8 management or organization
and metheds service, are its responsibilities
confined to survey assignments and recommendations;
or do they also extend to installation, follow-up,
and even in some cases actual supervision of opera-
tions? Are such supervisory or operating functions
of a recurring or routine nature?

(6) Initiation of Surveys

How are such surveys by the internal management
service initiated: (i) upon request from top manage-
ment; (ii) upon direct request of organizational
units; (iii) upon initiative ci the service itself,
or (iv) from other specified sources?

(7) Progremming end Priorities

(a) Who determines priority of requests in terms
of potential returns and establishes the work
schedule? !

(b) Is there a yearly or long-term program of work?

(c) Who drafts, who approves, and who assesses the
results of this program?

UNITED NATIONS

(4) Continuing duties assigned to AMS which are
specifically provided for in its terms of reference
include:

(a) Design, standardization and contrel of forms;
(b) Review, clearance and issuance of administrative
instructions.

(5) Responsibilities do include follow-up and assist-
ance on installation. On occasion, supervising or
operating functions are assumed for limited periods
of time.

(6) Surveys are initisted in all ways mentioned above.
In addition, surveys called for by various bodies of
the United Nations (Advisory Committee on Administrative
& Budgetary Questions and Fifth Committee of the
General Assembly) mey be assigned to the AMS by the
Controller.

(7) The Controller decides upon the general program
and determines priorities based upon recommendations
of the Chief of AMS. Controller approves and assesses
the results.

WHO

(4) In principle, assignment of fixed continuing
duties for AM is svoided; there are however two excep-
tions to this:

"2) One management officer is in charge of the manual
and the Secretaries' Handbook, becsuse of the close
functional relationship between administrative
studies and the recording of established procedures
etc.

b) AM aedvises on requests for the establishment of
new posts, since the evaluation of suitable staff-
ing patterns and of relative workloads forms an
integral part of its activities.

No modifications of these arrangements are contemplated.

(5) Considered paramount importance that AM take part
in implementation and follow-up; in what way and to what
extent depends on nature of probliem, staff available in
units surveyed, and extent of acceptance of recommen-
dations made. Factual responsibility in principle
never leaves line staff (even in implementary stage)
but AM serves in an advisory cepacity on all possible
and appropriate occasions. Follow-up is rformal, in
sense of checking on operation surveyed after suitable
interval.

(6) Who initiates a survey depends on its nature,
importance and general scope. Majority of requests
received from the heads of organizational units, such
as divisions and regional offices. pDirector of
Administrative Management and Personnel also assigns
surveys of wider implication. AM does not start a
survey by itself but might stimulate requests.

(see also para. 2 above)

(7) Work schedule is worked out by Chief, AM, and
approved by Director of Administrative Management and
Personnel. AM operates according to a programme of
work which extends over a period of 1% to 2 years. The
plan,. however, is adhered to with much flexibility and
prov&lsims ark made for the execution of unforseen assign-
ments. Quarterly and sometimés even monthly"revisions
of program are necessary to keep it up tb\date with
factual situation. Important revisions are submitted
to Director of Administrative Management and Personnel
for approval. 5

FAQ

(4) (a) Establishments Section is carrying but routine

administrative processes in clagsification, vacancy
announcements, language allowances, local sqales, etc.;

(b) OtM Section also in charge of punched-cerd unit,
essential for now because of direct connection with O+M
surveys and relative recent introduction;

(c) Forms management work, partly routine, but also
directly related to O*M functions and surveys:

(d) Issuances drafted or processed by P+P BSection
follow established routine;

(e) Registry and Archives Section attached to APB
pending completion complete changeover to decentralized
records admipistration system resulting from O+M survey.

(5) Although censidered abscolutely essential, implemen-
tation and especially the follow-up stages of O'M
recammendations have not always been carried out to the
extent they should have been, mainly because of the
demand for new surveys,/“Supervision’ presently limited
te Punched Card operations.

(6) Majority of requests for surveys are received from
the heads of orgsnizational units through the ADG
(Administration and Finance). APB does not start
surveys by itself but may stimulate requests.

{(7) The work of Policy and Procedures Section and
Registry *+ Archives Section follows general pre-approved
pattern of development. In O*M Section, however,
co-existence of duties of a continuing nature has pre-
vented up to now establishment of intermediate and
long-term work programs, a&lthough these programs are
considered essential. Programming has therefore been
limited to periodic reviews of workload anticipated,
with consequent assignment of prioritiés, especially
for the surveys copsidered as more important.

UNESCO

(4) Thus far nocontinuing duties have been assigned

to the Management Division. Possible exception is the
maintenance of the administrative Manual, forms i
control, but these may not be considered teo be * contin-
uing duties' as meant by this question.

(5) Responsibilities in principle extend to the
installation and supervision of operations, though
for the most part lack of funds has resulted in this
ectivity being carried out on a “spot-check" basis.

(6) Surveys are initiated as follows: at the begin-
ning of each year the Management Division prepares a
list of surveys it considers necessary and feasible.
This list is discussed with top management, amended
as necessary, and approved. However, during the year
additional surveys are added at the request of top
management, at the suggestion of an organizational
unit or on the initiative of the Management Division.

(7) Management Division determines its own work
schedules and priorities. Yearly schedule drafted by
Management Division is submitted for the spproval of
the Director-General via the Assistant Directors-
General. Assessment of the results of the work carried
out is contained in the relevant reports, prepared by
the Management Division, that are submitted by the
Director-General of UNESCO's governing bodies.

(4) Not applicable.

Not applicable.

(5)

(6) Not applicable.

(7) Not applicable.

(4) See (1).

(5) O and M work undertaken to date has been confined
to survey 8ssignments end recommendations with an
advisory role in implementstion where warranted.

(6) Survey 'a::':ignmen,l_:.s undertaken to date have been’
initiated at the request of top management.

(7) Priority was determined by top management in the
instance quoted in (6). A long term O and M programme
of work must of necessity be integrated with the day
to day organization and establishment work arising in
the Orgsnization and Personnel Branch.

BANK

(4) None of significance.

(5) Confined to survey assignments and recommendations
as directed.

(6) At instruction of the pirector of Administration
or at requests of organizational units concerned.

(7) Director of Administration. No work program as
such. Drafted by Administrative Planning Section.
Approved by Division Chief, Director of Administration,
and, on_, some occisions, the management. Results
assevsed by Administrative Planning Section.

FUND

(4) Continuing duties involve primarily budgetary
preparation and review, special problems in connection
with the insurance program end contacts with insurance
agents and administrative arrangements in connection
with technical assignments. No modification contem-
plated.

(5) Responsibilities confined to survey assignments
and reconmendations.

(6) Actual survey work is limited. Would ordinarily
be undertaken at the direction of top management.

(7) Assistant Director of Administration and Director
of Administration. Work in connection with budget
preparatiorn and review throughout the year constitutes
major portion of program of work.

IAEA

(4) In addition to advisory functions and special
studies Management Unit charged with maintenance of
Agency's Manning Teble. Chief, Office of Budget and
lianagement, also occupied with advisory functions
related to Budget questions, and with actual pre-
paration and execution of Budget is aided by P-4
Budget Officer.

(5) Contemplated duties of Management Unit will be
limited to survey assignments and development of
recommendations. Also expected that routine follow-up
will be made to assure their proper integration within
administrative pattern. Not conteamplated, however,
that Unit will ever ‘undertake direct supervision of
operations. '

(6) Surveys can be initiated both by request from
Director-general or Deputy Directcr-General level, end
upon initiative of Management Service itself. Posdible
that surveys will be initiated upon direct request
from organizationzl units.

(7) (a) Assignment of priority to requests made by
Management staff subject to my urgent priority
considerations directed by Dixi.

(c) Programne is drafred and put into effect by
Management staff in consultation with DDG level
subject to the review of DG and Board ¢” Jovernors.
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QUESTIONS UNITED NATIONS WHO FAQ UNESCO
(8) If the answer to (1) is no, has the question of {(8) Not applicable. (8) Not applicable. (8) Not applicable. (B) HNot applicable
setting up 2 management or organization and methods
service been discussed, either internally within
the organization or at sessions of your legislative
bodies? What were the conclusions?
(9) Outside Experts (9) Outside experts have been employed in the past, (9) No outside management experts have recently been (9) A management team from a national government was (9) |UNESCD has employed outside management experts,
end are contemplated for the future. When employed, employed. However, in formative phase of WHO, con- employed in 1955 at request of FAO Conference for a in the past, and contemplates continuing this practice.
Have you employed in the past, or do you contem- such experts would work in cellaboration with internal sultants were employed, e.g: in communicetions and general review of the secretariat, especially adminis- Outside experts should work under the supervision of
plate calling in outside management experts? Would e records, and }" post Clﬂfslflcntmn- Specielist (but trative and documents aspects. Results were not the internal Manegement Division.
you expect such outside experts to work in col- nat strictly man agement ') consultants have also been unsn.lmm_mly app_lauded. Occasionally experts have been
laboration with the internal managem"nt service or '!3“’1;{11”9'5- e.g. reporting systems, library. If work called in for limited advice, for example for the
independent 1y? : oad in AM or nature of a problem made an outside erection of new building. Although not specifically
expert 1:|sefu1, his close collaboration with AM would contemplated at the moment, such outside interventions
be considered natural and essential. would be expected to be made in close collaboration
with the AP Branch, particularly O and M Section.
10) Surveys already underteken (10) In general types of work already undertaken: (10) (a) In general, the surveys undertaken can be (10) Part B of the questionnaire indicates the surveys (10) (b) Outside experts conducted extensive survey
E (a) Internal brnkenldmm i“toztwgomﬂiﬂ groups: undertaken; they might be grouped into: of management of the Secretariat in 19?7.d0ther
; . see also para. e i i 3
§ Indicate in general the type of surveys already (i) Organizational and functional analyses (. > ) : . ) (a) complete surveys covering administrative and ;:l:t;ding’tﬁ;{:c::‘.:z;,smm:he.ug:“'B:cil‘i'd";: ;:n]?::ent
undertaken - (a) by the internal management or (ii) Revisions of administrative and operational (i) Complete surveys covering all essential menagerial operating aspects of full-scale organizational i 1 i RCRLELIYY 1i L gt '
organization and methnd:fservice.land (b) by procedurss and administrative aspects of organizational units units; ef:s:;:;?:c;;:::gf:t 2{:““5““ information hy
outside experts. Specific examples may be - " a - : of warious sizes, from regional offices down to b) surveys of particular types of activities of 2 5 .
indicated in Part g G EhEs: gud CLaThiSrEes;) E;:;) ?::;E;:l?:ye:]:;g?:zto';stﬁ: u?gll;:l:::i-:i of 2 units consisting of only a few staff members; K functions covering one or more organizational St “.(a) Ha;a%eme:; of F;!;lgef';:%;:mi; S;z‘;ﬂf:::'a d
tomsbic dnta processing o ippent (ii) Surveys of certain functions within specific units., Bua iy ;°‘al“re’ Sl fhe re:: ) va;fhich rp
(v) Reviews of personnel practices and staff organizational units or of a more general nature. in:;:‘dl:é PROUCE QO &0 BALVEY R, s e
e 5 in the administrative Mapual; work measure
_ utilization ) . . (b) See paragraph 9. ment studies; ad hoc surveys. (A full list was sent
Ak ekttt St ot PP to the CCAQ Staff Officer in November 1961).
activities and mssessment o e servicing &
of such mctivities at Headquarters.
(b) External
Some special organizational studies have been
undertaken by outside experts in the past. The
value of such expertise in our general work is
considered somewhat ‘limited except where there
is a specialized or technical application.
ILD ICAO BANK FUND TAEA
(8) In the budget estimates for 1953 the Director- (8) Yes, in the course of overall management survey (8) Not applicable. (8) Does not apply. (8) HNot rpplicable.
General had proposed a small management unit to be instituted in 1953 by Assembly of Organization, setting
established in the Dffice, with a view to achievinz | up of such a service was considered both within the
increased efficiency in the central and technical Secretariat and by legislative bodies. A madified O
services. The Governing Body, having decided and M service has now been established but assignments
against the creation of any new posts in 1953 need to be related to fulfilment of continuing organi-
budget, the proposal was not fully discussed. zation and establishment work.
(9) Yes. (9) Yes. Outside mansgement experts have been (9) No. If called, would expect collaboration. (9) No. (9) While sssistance of outside experts since begin-
; . r ) i employed in past on a few occasions (inter alia in ning of Agency's operations hasnot been utilized, it’
Yes, in collsboration with the services concerned. connection with overall management survey referred to is contemplated such experts will be called upon from
under (B) above) and may again be employed for specific time to time to undertake studies of particularly
tusks. We did in the past, and would always, expect specialized functions. In this event it is anticipated
them to work in very close collaboration with officers that they will work in collaboration with internal
charged with management service duties. mAnagement service.
(10) (a) not appliceble (10) (&) O*M survey of organization methods and (10) (a) Review of joint services with International (10) Survey of joint ser\_rices with IBRD. Survey of (10) (&) Only one such survey has been ?ndertsken and
(b) (i) Classification Surveys for staff procedures undertsken in two Regional Offices. Monetary Fu?d; study of health programs; operation f:lf travel !erv%ce,_ﬂndlIEVIE' of administrative completed by the Management Unit, and that
a) in the Professionnl Category and (b) Major surveys. rg::g;];nmndgllon!_fzrdl sa}lar{ supplement for policies with budgetary implications. has b;cn B study of Agency procurement
in the Principal Officer and Director staff members wi ependents. procedures.
o category; 195?. (b) None. {b) None have been underteken by outside experts.
ii) T.A. Personnel Unit; 1953.
Eiii) Library; 1956.




October 1962

ORGANIZATION AND FUNCTIONS OF MANAGEMENT SERVIC:S IN INTERNATIONAL AGENCIES

PART A - (continued)

Page 5

QUESTIONS

(11) If your answer to (1) is no, please indicate the
specific organizational units, if any, which have
been assigned or would be assigned the warious
functions and problems listed above under para. §
of the transmittal memorandum of this guestionnaire.
I1f possible, include a detailed organizational and
staffing chart which shows the scope and inter-
relationship of these units. It would alsoc he
useful to have an evaluation of the sdventages =nd
disadvantages of such a distribution of management
service functions.

(12) value of Management Services in

International Agencies

In the light of the mctual experience of your
sgency or in terms of current reguirements, in
what fields would you consider 2 sanagement of
organization and methods service being of
sarticular value in international egencies?

(13) Future Plans

What afe your own future plans in the field of
management services?

UNITED NATIONS

(11) Not appliceble.

(12) Those listed under reply to question (10) above.
While many of the tasks undertaken by the AMS could be
done under other auspices, there, would appear to be a
particular value in having a 'separate organization
for this work so as to assure that it will be carried
forward systematically. Otherwise operational require-
ments tend too often to divert'attention from manage-
ment work.

(13) To continue along preseant lines.

(11) Not applicable.

{12) Manegement service should be properly staffed, not
only to undertake ad hoc surveys in restricted areas
where the needs are particularly pressing, but also to
be given time and opportunity for general and basic
studies of structural matters as well as importent
administrative functions, thereby giving direct
assistance to top management in their long-term plan-
ning.

In ean international agency, where staff to a large
extent are of highly qualified technical calibre,
usefulness of a management service can be greatly
increased by extending its field of activity to embrace
not only what is normelly called administrative servicesg
but also managerial ‘aspecis of technical activities.

'

(13) Mo changes of Administrative Management Unit asetiv-
ities as described above mre contemplated. Aim is to
continue towards the fullest possible implementation of
what is expressed in paregraph 12.

FAD

(11) Not applicable.

(12) There is ample scope in interpational organizations
for utilization of special staff concerned with helping
top management deal with the particular characteristics,
intricacies, and problems of international administratim
and global operations. Such management advisory serv=
ices should be utilized so that in terms of staff and
programming it is possible to deal with long<term man-
agement and administrative plenning, as well as with
immediate tasks of a relatively urgent nature.

Similarly & clear-cut distinction should be made
in assigning responsibility between matters requiring
study and recommendations of a general advisery nature,
and " administrative cases or situations requiring
individual judgment and determinations.

The specific fields to be encompassed within the
“management services® concept in each agency must depend
on nature of organization and status of, and functions
carried out by, various related services. Further exten-
sion of mansgement approach to operations of so-called
technical aspects of international agency programs
should be carefully explored.

(13) The immediate objectives for further development
ere (i) the extension of the activities of the FAQ man-
agement services in behalf of the technical divisions
and in regional and field operations, and (ii) the
improved rationalization and usefulness of policy and
procedural materials.

(11) Not epplicable.

(12) In the fields covered by the agenda items of the
first, and of the next, meeting of inter-agency man-
agement of ficers (OCAQ document CO-ORD/CC.23/8), in
the field of structure and staffing of organizational
units, and in the simplification and improvement of

procedures.

(13) Plans will be developed, within the framework of
decisions of UNESCD's governing bodies, as the need
arises. Two major surveys are being undertaken, with
the aid of outside experts: (i) on policy and 'proce-
dures for testing, recruitment, sssignment, training
and supervision of secretarial and clericel staff, and
(ii) on information processing, simed 8t improving
UNESCO's methods for handling documentation and
statistical data. This study will extend over several

years.

UNESCO

110

(11) Advisory Services:

(i) Orgenization analysis - Administrative and
General Services Div.
(it) wWork simplification, 4
measurement and improvement
(iii) Use of machines and equipment
(iv) Space and layout analysis
(v) Form snalysis and control
(vi) Standardisation of records,
reports, end communications
(vil) Effective utilisetion of resources"
(viii) Field operations - Field Services Division
and Adm. * G.S. Div.
(ix) Administrative research - Adm. * G.S5. Div.
(x) Policy snd Procedure Manuals - Adm. * G.S.
Division and Personnel Office
(xi) Staffing authorizations
and manning tables
(xii) Clmssification and grading
of posts
(xiii)General resuneration standards

"

o

(12) See No. 13 below

(13) In the budget estimates for 19560 the Director-
General has proposed that outside experts should
he esked to investigate the procedurez and methods
whereby ILO edits, translates, reproduces end
distributes its publications snd ether papers and
to make recommendations Tor improvement of these
procedures and methods.

ICAC

(11) See detmiled answer to guestions in Part B. Advan-
tages of existing arrengement lie in charging with the
relevant management problems officers femilier with
them through day-to-day operations, i.e. officers who
are specialists in various fields whi.lf a menegement
officer, though a specialist in managément, could not
be also r specinlist in each of these’fields: disadvan~
tages - leck of time for menagement research (though a
considerable amount of time would also have to be spent
by line officers with a management specialist) lack of
perspective and proper coordination of the various man-
agement research solutions.

(12) Primarily in the field of staff requirements and
utilization in view of proparkion of total financial
resources of international organizations spentonstaff.
Secondarily in areas bearing upon staff reguirements
ond utilization, i.e. procedures, methods of work,
office equipment, office space, requirements and
standards.

(13) Ne current plans for expansion of management
services.

(11) Not spplicable. -

(12) Review of operational procedures.

{13) No definite plans.

FUND

(1) Not applicable.

(12) In the Fund, we have found the management servicea
of value in the development and review of internal man-~
agement policies and administrative procedures.

(13) No plans for asny changes.

(11) Not Applicable.

(12) Insofar ms it is imposaible to offer comments in
the light of our own experience, any statement as to
our views concerning the usefulnezs of &8 management

service would be quite academic in nature end of only

theareticzl walue.

(13) Not epplicable.

IAEA
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FUNCTION OR SERVICE

UN

(d?f'ice of Controller includes
Budget Division and Accounts
Division)

WHO

(bivision of Personnel and
Management includes Adm. Mgt.,
Personnel, and Conference and
Office Services)

FAO

(Administrative

Planning Brench

of Division of Personnel and
Management, Department of
Administration and Finance
includes O + M, E, P + P, and
Registry * Archives Sections)

UNESCO

{Byreau of Programme and Budget
includes Mansgement and Budget
Divisions)

ILD

ICAD -

(Organization Section is part of
Organization and Personnel Branch})

Equipment

Administrative Management Service

Budget Division

Conference * Office Services

Internal Services Branch

Line Staff

Management Division
Bureau of Conference
Planning * General Services

E. Organization Analysis Administrative Management Service Adm. t, Unit Org. * Methods Section Mapagement Division Directorate Organization Section Office of Budget *+ Management
Budget Division Line Staff Policy + Procedures Section Administrative and Field operations officers
Program + Budgetary Service General Services Division
II. Work Simplification, Offices and Departments concerned Adm. Mpt. Unit Org. + Methods Section Management Division Adwm. + G.S. Div. Organization Section and Executive OBM
Measurement, and Administrative Management Service Line Staff Officers concerned
Improvement
TEL: Use of Machines and Office of General Services Adm. Mgt. Unit Org. + Methods Section Adm. + G.S. Div. Organization Section and Executive OBM

Officers concerned

Services concerned

Iv, Space and Layout Analysis

Office of General Services

Administrative Management Service

Conference + Office Services

Orpg. + Methods Section

Administrative Management

Internal Services Branch

Bureau of Conference

Planning + Gen. Services

Adm. * G.S5. Div.

Organization Section and Executive
Officers concerned

Division of Conferences and

General Services

Reports, and Communications

General Services and Communications

Conf. + Office Services

Internal Services

Statistical Division

Field Services Div.

Services concerned OBM
V. Forms Analysis and Control -Administrative Management Service Conference + Office Services Org. + Methods Section Management Division Adm. * G.5. Diw. Organization * Personnel Branch-: OBM
Adm. Mgt. Unit Bureau of Conf. Planning * General Language 2nd Services Branch
Services Publications Section
Documents and Publications Service
vI. Standardization of Records, Statistical Office, Office of Adm. Mgt. Unit Org. + Methods Section Management Division Adm. + G.S. Div. Organization Section and Executive OBM

Officers concerned

Div. of Conferences and General

1. staffing Authorizations
and Manning Tables

Budget Division

Adw. Mgt. Unit

Bureau of Personnel
Budget Division
Management Division

- Personnel Office

and Records Division Office of External Relations Statistics Division Registry Division Official Relations Div. Statistical Section Services
Offices and Departments concerned Registry + Archives Section Archives Section i Planning + Services Section
Registry and distribution
VII. Effective Utilization Budget Division Div. of Budget + Finance Org. + Methods Section Management Division Adm. *+ G.S. Div. Organization Section and Executive OB
of Resources Administrative Mansgement Service Conf. + Office Services Budget Branch Budget Division Budget * Control Bervice Officers concerned
Adm. Mgt. Unit Internal Audit Buresu of Comptroller Finance *+ Accounts Service Finance Branch
Finance Branch Director, Bureau of Administration
and Services
VIII. Field Operations Oifice of Ceneral Services Adin. Mgt. Unit Org. + Methods Section Technical Departments e Organization + Personnel Branch cens
Budget Division Conf. * Office Services Internal Audit + Inspection Bureau of Relations with Member Language and Services Branch
Offices of the Secretary-General Line Staff Internal Services Branch States
Budget Unit Management Division
IX. Administrative Research Offices of Controller and Conf. + Office Services Org. + Methods Section Management Division Adm. * G.5, Div. Organization Section OBM
Conference Services Adm. Mgt. Unit Policy * Procedures Section Buresu of Conference,Planning + Official Relations Div. Langusge and Services Branch
aifiﬁe of.‘Per:cmnel External Relations Conference Operations _General Services Special Research + Reports Div. Organizetion * Personnel Branch
Progrem Evaluation Branch Bureau of Personnel Personnel Office Executive Dfficers concerned
Publications Service
X Development of Policy Services Concerned Adm. Mgt. Unit Policy *+ Procedures Section Management Division Adm. * G.5. Div. Executive Officers concerned 0__3_3!_;
and Procedural Manuals Office of Personnel Line staff Bureau of Personnel Personnel Office Langusge and Services Branch
and Related Materials Budget Division Personnel Section Blildle-t Service ?i:::::aé:z:c]: Personnel Br.
Administrative Management Service Finance Service
Establishments Section Organization Section oBM

XIY. Classification and
Grading of Posts

Office of Personnel
Budget Division

Executive Officers coacerned:

Personnel Unit

'Establishments Section

Bureau of Personnel

Personnel Office
Adm, + G.5. Div.

Organization Section

Division of Personnel

XIII. ¥steblishment of
General Remuneration

Stendards

Office of Personnel and

Eu,dgel Division

Porsonnel Unit

Establishments Section

Buresau of Personnel

Personnel Office
Adm- *+ G.S. Div.

Organization Section

Division of Personnel

The Bank and the Fund have not been included in this detailed tabulation because of general

nuture of available information on their manmgement staffs.

In the ank the Administrative

Plenning Section of the Administrative Planning and Expense Divlsiunrtleals with sansgement

mitters.

In the Fund the udget and Planning Staff carries out this work,
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FUNCTION OR SERVICE

I. ORGANIZATION ANALYSIS

UNITED NATIONS

I. Organization Ansalysis

WHO

I. Organization Analysis

FAO

I. Organization Analysis

UNESCO

I. Organization Analysis

ILO

I. Organization Analysis

ICAO

I. Organization Analysis

TAEA

I. Organization Analysis

Only as part of 8 survey

A hoc (Laundry Survey. Simplified

majling procedures)

(1) General surveys of organiza- (1) ADMINISTRATIVE MANAGEMENT (1) DG_and ADGs; Sometimes 1) DG DDG; or AD HOC COMMITTEES 1 DIVISION 1 ith -
tional structure (determining R D o e RsENT INIT | : €L MANAGEMENT DIVISION (1) BUG Leith assistence of (1) ORGANIZATICN AND PERSONNEL (1 g‘mr;cz OF BUDGET AND MANAGE
appropriate organization by W i - . Systematically and ad hoc SERVICES DIVISION) : =
function, purpose, process, . 0‘; e Ad hoc (Abolishing Departments to Reorganization of FAQ departmental Ad hoc (Overzll management survey Ad hoe
_chu;\telg. area, time, or £e) ( gthg Of{'c; .:’;l:hr S; ne'tar meet present r_wed for orgeniza= or _diviaional organization. Ad hoc (Reorganization of the - of 1953-56 executed by outside
il combination of factors). o T ieey Wil ¥ tional flexibility). i i, 1.L. Office 5B/59) experts) -
G;neral under = Single execu-m ' DRCGANIZATION + METHODS SECTION per
i OfFi 4
(b) (The gttty Hhubfing A Ad hoe (a) Agriculture Div.
Functions of the Offices of the (b) Fisheries Div.
Controller and Personnel) ] (c) Statistics Div.
(c) (Report on the Machine Records (operational orgenization)
Unit
(d) (Office of Conferance Serv-
ices: Report on Functions,
Organization, Staffing Methods
and Work Stetistics, with
Particular Reference to
Lenguage and Meeting Services) o s -

(2) Review of specific problems in | (2) ADMINISIRATIVE MANAGEMENT (2) ADM. NGT. UNIT (in Cooperstion |(2) ADMINISTRATIVE PL (2) MANAGEMENT DIVISION (2) DIRECTORATE for organizational |(2) ORG. * PERSONNEL BRANCH (2) OBM
organizational relationships SERVICE with Line Staff assigne and i questions above divisignal i !
and channels of commd'ireln- " SERVICE Ad hoc level A hoc (Surveys: relationship "| Ad hoc
tionships between units;staff Ad hoc Ad hoc, but high frequency (Delega- between Bureau of Administration
versus line relationships; (a) (Department of Economic & so- tion of authority for Tuberculo=~ |Ad hoe Ad hoc (Reorganization of I.L. + Services and Technical Assist-
lines of authority and cial Affairs: Organizational <is Research Qffice, Copenhagen). Office 58/59) ance Bureau; suthority in staff
delegation). Changes end Review of Internal sdministration matters; organiza=

Pracedures Relating to Tech- tion of financiel function) ’
nical Assistance Activities

(b) (Survey of Organization and

erations of the Technical

Assistance Recruitment Services

(e) (Review of Organization and
Functions of the Training and
Fellowship Section, Bureau of
Technical Assistance Operations

(d) (Top Management of the UN
Office in Geneva)

(3) Problems of headquarters/field | (3) ADMINISTRATIVE MANAGEMENT (3) (2) Staff Assigned or (3) DG; PBS; and APB (3) W%[ DIVISION (3) DIRECTORATE with dhsistance (3) CHIEF, GROUND BRANCH;- CHIEF, (3) Not applicable
relationships: centralization SERVICES (b) ADM. MGT. UNIT with Line e fg.sta!; ishment, of policies of Adm. *+ G.S. Div. REGIONAL ORGANIZATION SECTION
versus decentralization; : Staff assigne Ad hoc ‘and pFocedifres). DIRECTOR OF TECHNICAL ASSISI-
location of field offices. M hoc ‘Bureau of Relations with Ad hoe WE BT

(8) (Assumption by Field Operations | Ad hoc, but high' frequency Member States & other o b
Service of Administrative Serv- (&) Decentralized accounting - Organizational Units Ad hoc (Study of location of Far
icing Responsibilities for Div. of Budget and Finance concerned (execution). East and Pacific and North ?
Information Centres. . (b) Inter-office supply Ad hoc American and Caribbean Office.

(b) (The Sale of UN Publications . procedures. Executed by Chief, Regional

{c) (Establishment of a Management . Orgenization Section).

Unit in ONUC)

(4) Formulation of functional (4) ADMINISTRATIVE MANAGEMENT - (4) (a) Staff Assigned (4) POLICY + PROCEDURES SECTION (4) MANAGEMENT DIVISION (4) DIRECTORATE and organization (4) DRGANIZATION SECTION (4) OBM
statements, clearly assigning SERVICE b 5 A with Line unit concerned . »
functions end responsibilities Staff assigned Systematically. Part as maintenance of Adminis- Systematically (Manual of distribu- | Systematically
to individual units. Systematically - (Offices, Depart- trative Manual, and part ad hoc | Ad hoc (“A Brief Outline of Work tion of duties prepared, in 1956

ments and Chief Editor Ad hoc s&:rvey of Personnel Sect.). as a result of surveys of and Responsibilities of Divisions by outside experts)
participation Very freguent, essential part of structure, staffing + procedures. and Services of ILO." )
Revised Organization Manual for nermal surveys. Adm. Mgt.regards
éer.-ret:ariatE this asmajor field of assistance.
Ad hoc '
a) (Review of Staffing Arrange-

i ments in the Correspondence
Unit - Office of Personnel

(b) (Review of the Functions of the

; Registry Unit in the Statisti-

7. cal Office)

(5) Construction of charts (5) ADMINISTRATIVE MANAGEMENT (5) Normally ADM. MGT. UNIT: (5) P+ Por0+M (5) MANAGEMENT DIVISION (5) ADM. *+ G.S5. DIV. (5) ORGANIZATION SECTION (5) oM

i i tional SERVICE - times others = e _— o .
5::5;?;:;;:3""0:;:5):“' ! 22 (a) P+ P - systematically Made as part of surveys. Systematically (ILO Organizational Systematically Systematically
* Ad hoc - (In connexion with Partly systematically, partly 50rznnluuun Charts) chart)
specific organizational studies ad hoc. (b) O + M » ad hoc (related
and reports). to O + M Surveys)
(6) Maintensnce of orgenizational | (6) See (4) above (6) ADM. MGT. UNIT ond others, () ELP (6) MANAGEMENT DIVISION (6) ADM. + G.S. DIV. (6) ORGANIZATION SECTION (6) DEM
g Tonal Difices ;
s fatacicn mifaiecs mn A . Systematicall Part of maintenance of Systematically (ILO Orgenizational Systematically Systematically
charts on up-to-date basis. o ¥ ¥y
Systematically (The Manual-Adm.Mgt.) Administrative Manual chart)
WORK . jmplificati II. Work Simplification II. Work Simplification II. Work Simplification IX. Work Simplification, II. Work Simplification, 1I. Work Simplification,
ik msuiéﬁ%l’lcﬂTim. T I; NEO::u;s-::en:; IEEEC’ l!:.;:-nvament °:=u;:£n: mm'-ovement asurement an mpl'-owment asurement a mp;ovement asurement an mprovement Measurement and Improvement asurement = mprovement

i L oy

(1) Anslysis of division of labouri| (1) No intensive work yet undertaken| (1) Normally ADM. MGT. UNIT (1) 0+ N (1) MANAGEMENT DIVISION (1) ADM. * G.S. DIV. 1) z;cg::::il;’::i::YEGS:?Z;NEd (1) OBM
flow,volume,snd distribution this heading other then as y " 1 g Systematically

ifi pvi i Ad h Syrveys of Bditorial Ad hoc (Related to O + M Surveys) Work measurement systematically Ad hoc s . ’
of work. relates to specific reviews Seﬁi:ng;v ¥ ¢ for certain units; other as Contuin.ung ftflnctinnu (Quentitative
art of surveys. analyses of output in trans-
4 £ : z lations, printing, typing, etc.)

(2) Developing technigues for (2) ADMINISTRATIVE MANAGEMENT (2) (a) Assigned Line Staff (2) 0+ M (2) MANAGEMENT DIVISION (2) ADM. *+ G.S. DIV. (2) En‘.lnecub;i.r:‘f:ifi;:rle(c:n?z:rned (2) OBM

i i i = b . WGI. == ——— =t
2:::;:‘1:\;??::;:;y;n:\fzmlﬁy CLt R Not yet Systematically (in the units Ad hoc Systematically
obtained for effort and Study underwsy for the establish- r) Systematically (Typing where such techniques can be Ad hoc
resources applied’ ment of work measurement tech- pool productivity = Confer= applied).

niques. ence * Offlce Services)
b) Ad hoc (Survey of Trens-
lation Sectdon)
(3) Analyzing systems of Planning, | (3) See (1) sbove (3) (x) Normally Line Staff |, (oM (3) MANAGEMENT DIVISION (3) ADN. * G.S. DIV, (9) Exceytive Officess Concerned (3) om
. me . . .
scheduling, and reporting wosk. ( Ad hoc (Publicstions Service) Systematically Ad hoc A} Systematically
(4) Time snd motion studies. (4) Only as part of a survey (4) ADM. MGT. UNIT (4)0+ M (4) None planned (4) Never (4) Not applicable (4) OBM
; ; e e Ad hoc
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(5) Preparation of process,flow, (5) See (4) sbove (5) See angwers; to (1) and (2) (5)0+ ¥ (5) MANAGEMENT DIVISION (5) ADM * G.S. DIV. (5) Executive Officers Concerned (5) OBM
and work distribution charts . : Ad hoc ( in O * M Surveys) As part of surveys A o and Orgenization Section Systematically

. et ' g . . | b > Ad hoc )

(6) Cla:icnl operations meesure- (6) See (4) above (6) ADM. MGT. UNIT (6) O+ M (6) MANAGEMENT DIVISION (6) Never (6) _E_xe(l:u't-i\re Officers Ooncérned -tﬁ) bﬂu‘ ‘
) —_— ——— N - : : —_—

Ad hoe (Supply Services Survey) Hot yet éystemticully (in the units where g Drge aatios Bection

such techniques can be applied)

Ad hkoc

Systematically

(7) Training programs for super-
visors and other staff in

(7) Not yet

(7) Normally Line Supervisors

(7) O + M and PERSONNEL BRANCH

OF PER: EL -
MENT DIVISION

7

(7) EERSONNEL OFFICE

(7) DIVISION OF PERSONNEL

(7) Executive Officers Concerned

application of work simpli- Ad hoc (Communications and Records,| Not yet i boe B ise [Cirtenily Liatted ¥o idnguage
fication approach to everyday new system - Supervisor, in co- Envisaged for 1963-64 tralning programs)
administration cperation with 8n outside
consultant)
III. USE OF MACHINES AND III. Use of Machipes and III. Us:lof Machines and 1II. Use of Machines and I1I. Use of Machines and IXI. Use of Machines and III. Use of Machines and III. Use of Machines and
AuE uipment Equipment L Equipuent Equipment Equipment Equipment '
REX Baruand ty Mevimhl b 26 (33 (a) Normally ADM. MGT.UNIT (1) O+ M (in collsboration with | (1) MANAGEMENT DIVISION (1) ADM. * G.S. DIV. (1) Executive Officers Concerned | (1) OBM
mechanization in terms o (often with other : VICE. an P A tod TicioToattes Soct —
labour .cost, safety, and staff) user Divisions) Ad hocj see also para. 13 under Ad hoc & x.u.s l?ﬂ == Ad hoc
accuracy of work process, and (b) CONFERENCE + OFFICE Table 1. Ad hoe (Justifications for
space reguirements. (1) ADMINISTRATIVE MANAGEMENT SERVICES Ad hec (Surveys af: financial meens reviewed by
Eﬂ\fl%. E%T DIVISIGN 4 & Treasury Section, Payroll, New legislative bodies in budgeting
and affected partments 2 :d hD:né}l::“h s ek Bullding Pullicatiop Herwicested) process)
o oy e 1Cs m. SErvices
Ad hoc (a) Installation of {on punched cards)
additional reproduction b) Systematically (Annual
equipment in Geneva Office estimates of needs for
(b) Dictating Equipment equipment etc. )
{c) Microfilming) - F
T .
(2) Ensuring most effective use (2) OFFICE OF GENERAL SERVICES, (2) CONF. * OFFICE SERVICES (2) 0 * M-(in collaboration with (2) DIVISION (2) ADM. * G.S. DIV. (2) See (1) above (2) OopM
of existing equipment BUDGET DIVISION and ADMINISTRA- (Sometimes assisted by ° and ganizational Units Concerned - i
TIVE MANAGEMENT SERVICE ADN. MGT. UNIT) blications user Divisions) Ad hoc Ad hoe
Continuous (Surveys of allocations | Survey of all calculating eguip- Ad hoc (offset printing cperations; A e
and usages of typewriters; photo- ment . Recording machines; Photographic
copy and calculating equipment equipment )
also). .
(3) Centralization v. decentrali= (3) OFFICE OF GENERAL SERVICES and | (3) Ad hoc (See III. (2)) (3) 0O+ M (3) MANAGEMENT DIVISION (3) ADM. * G.S. DIV. (3) Executive Officers Concerned (3) OB
i ration of equipment PUBLISHING DIVISION e S S S e —
5 Not yet Ad hoe Ad hoc Ad hoc Ad hoc
(4) Iﬂ"““““i:"t"f Puﬂched't”d-d (4) ACCOUNTS DIVISION and ADMINIS- | (4) 1) Prelimin-ry consultation on| (4) 0 + M (4) MANAGEMENT DIVISION (4) ADM. + G.S. DIV. (in collabors-| (4) In view of size of ICAD (4) OBM
sutomati ata processin an . TRATIVE MANAGEMENT SERVICE | - : i 5 MANAGEMENT DIVISIUN 0 oBM
et k. e 2 h:§ATIVE et etrtes iy A o (Pomched Bagiel In collsboration with organize- tlon with relovant divisiont) R R et s
: b ONnCcern . ee . : :
(a) dnalysis of need (a) (Report on the Machine Records '::l; u:h:rogr?:s_ between AM Trade stutisti::s: ! (13) under Table 1. Ad hoc .of '“t'l"“t“.’ data processing
(b) Adoption to current regquire=- Unit) 2y od h:: _;I‘-':fﬂ: - i Specialized Statistics: scarcely arise
ments (b) Review of the Work and Proce- bl (: alih Fats and Oils; Animal Disease
(c) Related training programs dures to Assess the Scope for o T g a;E;ad s .. Italian Land Reform;
(d) Continuing supervision of i—_r‘_f’t:lsiﬁg Electronic Data Process- i plementgd.?ersmntf St':tis " World Census (Agr)
Aperaticas ;::E?g:‘mgg * Joint Statf ‘tics - under considerltim)'. Continuing supervision of operations
(¢) (Report of the UN Payroll
System)
(d) (Feasibility and Desirability
of Using Automatic Data Process-
ing Equipment for Accounting 1
Work)
() Research in and development (5) OFFICES OF GENERAL and (5)'Normally ADM. MGT. UNIT with, (5) Never (5) MANAGEMENT DIVISION (5) ADM. + G.S. DIV. (5) Executive Officers Concerned (5) OBM
of special machinery or CONFERENCE SERVICES CONF. + OFFICE SERVICES e.p. Cenersl rvices Ufficer
equipment Pri ily i lation to Publishi : Ad hoc Systematically Chief, Planning + Services Ad hoc
':':':“.y.m PRESETOR 8 ISMINE] a4 hoc (May form part of surveys - Section; Chlef, Language ¥
SRLERERERS mentioned under II) %rv ces Branch: Director
reau of Administration -
Services
= Continuing functions
(6) Review of requests for special| (6) PURCHASE + TRANSPORTATION SERV-| (6) . * OFFICE SERVICES (6) O + M (6) ADV. * G,S. DIV. (6) See (5) above (6) OBM
furniture end equipment TCE (0GS) AND BUDGET DIVISION Esmnmn l;;lstEd by a) Systematically (Collating RO M
Continuous, (Requisitions in this ; — s problems survey. Inventory of
category subject to special A e Office Machines and Equipment) Ad hoc
screening and investigation by b) Introduction of new standard
P + T Service). furniture
(7) Analysis of opersting proce- (7) Has not arisen (7) ADM,. MGT. UNIT end/or (7)0+ M (7) Not envisaged (7) Never (7) See (5) sbove (7) OBM
dures and equipment available CONF. * OFFICE VI i o TimilE e . a0
tation personnel 2 oc auffeurs rations;
ta trensportation pe 2 Ad hoc (Survey of WHO Cars. Might Shipping Instructicns: Hq. é"
engaged in shipping, ware- also form part of fundamental
housing, receiving and traffic survey on “Adm. aspects of Field Pool)
menagement, etc. Programs ™)
IV. SPACE AND LAY-OUT ANALYSIS IV. Space end lay-out analysis IV. Space and lay-out analysis IV. Space and lay-out analysis 1V. Space and lay-out analysis IV. Space and lay-out snalysis IV. Space #nd lay-out snalysis IV, Space and lay-out snalysis
(1) Surveys to determine spatial | (1) Activities under this hesding -| /(1) DIV. OF ADM. MANAGEMENT and | (1) 0 + M (1) BUREAU OF CONF, PLANNING AND | (1) ADM. * G.S. DIYV. Executive Officers Concerned e.g. | (1) PIVISION O AD
requirements and physical under continuous scrutiny and articular . GENERAL SERVICES ; ﬁnerlll Services Officer; Chief, ;
arrangements control by Office of General CONF., + OFFICE SERVICES) a) Ad hoc in relation to surveys Systematically anning * Services Section; 2
Services. Special surveys A h Stud 3 Eor - sepkinti b) advising in connection with Ad hoce Chiel, E;ngunge ¥ Bervices Ad hoc
undertaken by outside con- bu?fdg “f” “;;V R néw wing of the office build- Branchi Director, Bureau of
sultants with the assistance e o Ha) ing Administration ¥ Services
of the Administrative Manage=
ment Service. : y Ad hoc
(2) Development of space (2) See (1) sbove (2) CONF. * OFFICE SERVICES (2) O + M and GENERAL SERVICES (2) None (2) ADM. + G.S. DIV. (2) See (1) above (2) DIVISION GF CONF, + GENERAL

allocation programs

Systematically end ad hoc

Ad hoc (New Building Planning
Committee) g .

Systematically

Ad hoc

{3) Revisions of space allocations

(3) See (1) mbove

(3) B%V. gE g MANAGEMENT _and
RSONN! articular
F. + 1

Ad_hoc

(3) O * M and GEN SERVICES

Ad hoc

(3) BUREAU OF 3
SERVICES

Ad hoc

(3) ADM, * G.S. DIV,

Systematically

(3) See (1) above

(SJW

.Ad hoc
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(4) Revision of space/lay-out ar=
rangements in line with im-
proved working procedures, flow
of work, essential safety or
security practices, and com-
fort and convenience of staff.

UNITED NATIONS

(4) OFFICE OF GENERAL SERVICES -
and ADMINISTRATIVE T
SERVICE

Ad hoc - (Survey of Accommodation
for Re=-locating Accounting bhits)

wHo

(4) ADM. MGT. UNIT (in consultation
with CONF. + BF%IBE SERVICES)

Ad hoc (Librsry Survey)

FAD

(4)o0+ N

Ad hoe (In Surveys, e.g.
Personnel Branch cperations)

v

UNESCO

(4) INDIVIDUAL ORGANIZATIONAL
0 i

Ad hoc

T

- 1LO

(4) ADM. * G.S5. DIV.
Ad hoc

ICAO

(4) See (1) above

IAEA
(4) o
Ad hoc

(5) Charting floor plans, includ-
ing arrangement of equipment,
machinery and utilities

(5) OFFICE OF GENERAL SERVICES
and DEPARTMENTS CONCERNED

Ad hoc

(5) ADM. MGT. UNIT (in consultation
With im?. DF%TEE SERVICES)

Ad hoc (L;brery Survey)

(S)O*M.

Ad hoc (In Surveys, e.g.
Commissary Self Service)

(5) INDIVIDUAL ORGANIZATIONAL
s

Ad hoc

(5) ADM. * G.S. DIV.
Ad hoc

(5) See (1) above

(s) omu
Ad hoc

V. FORM ANALYSIS AND CONTROL

¥, Form Analysis and Control

V. Form Analysis and Control

V. Form Analysis and Control

V. Form Analysis and Control

¥. Form Analysis and Control

V. Form Analysis and Control

V. Form Analysis and Control

T R
(1) Surveys to ensure that forms (1) ADMINISTRATIVE MANAGEMENT (1) Normally ADM. MGT. UNIT (1)D + N (1) MANAGEMENT DIVISION (1) ADM. * G.S. DIV. (1) ORG. + PERSONNEL BRANCH and (1) oBM
facilitate logical flow of SERVICE (also CONF. * OFFICE SERVICES) e L P Pt [ANGUAGE ¥ SERVICE BRANCH (in e
work, and procedural routine, . — . Ad hoc (In surveys e.g. Library & | Systematically Ad hoc consultation with units mos Systematically
and that paper work is reduced Continuous (Full-time clerk pro Ad hoc (Often part of normal Commissary Self Service) directly concerned)
Mo p cesses all requests for forms, survey) st s e L
to actual ‘?efd;' el;mx:s;u:g advises - with professional help
nen-essentia orms an: ata. as required - on formats,paper, A hoc
reproduction, size of runs,
consolidations. )
{2) Reviewing, consolidating, (2) As (1) above. (2) CONF. + OFFICE SERVICES and (2) 0+ M (2) See (1) sbove (2) ADM. * G.S. DIV. (2) See (1) above (2) OBM
simplifying, and controlling B . UNIT —clie =
new or redesigned forms. Ad hoc (Adm. Mgt. particularly in Sys;:::n:icnil)y (Continuing forms Ad hoc Systematically
: connexion with surveys) HRIRERIO
(3) Systematic research into (3) As (1) above in consultstion (3) CONF. + OFFICE SERVICES and (3) Standards developed for layout (3) See (1) sbove (3) ADM. + G.S. DIV. (3) See (1) above (3) OBM
pnss:.ble standardization of with Publishing Service (OCS) Administrative ﬂanngement patterns, quality, colour, = i
sizes, lay-out patterns, Systematic forms program weight of paper, sizes under A hoc Systematicelly
quality and weight of paper, execute 951-55; WHO review
ete. orms are largely stanfiardized
(4) Determining appropriete paper, (4) As (3) above (4) £G + OFFICE SERVICES (4)0 + M (4) DOCUMENTS + PUBLICATIONS (4) ADM. + G.S. DIV. (4) LANGUAGE *+ SERVICE BRANCH and {4) OBM
format, and method of reproduc- (sometimes ADM. MGI. UNIT) _ SERVICE + MANAGEMENT DIV. e PUBLICATIONS SECTION i
tion for individual forms Systematically (Continuing forms Ad hoc Systematically
Ad hoc (ALl WHO forms) management ) Ad hoc Ad hoc
(5) Continuing inventory of exist- | (5) ADMINISTRATIVE MANAGEMENT (5) CONF. + OFFICE SERVICES, and (5) 0.+ M (5) BUREAU OF CONF. PLANNING + (5) ADM. + G.S. DIV. (5) DISTRIBUTION OFFICER (5) DBM
ing forms and their distribu- SERVICE REGIONAL OFFICES e : GFNERAL SERVICES
tion A Systematically ( tinuing forms Ad hoe Ad hoc Ad hoc
Continuous (Forms catalogue issued | Systematically (ALl WHO forms; 5
and distributed; sample files “pistribution' is presumed to . management ) Systematicsally

mainteined and constantly
reviewed).

include storekeeping)

VI. STANDARDIZATION OF RECORDS,
AND CONMUNICATIONS

VI. Standardization of Records,

¥I. Standardization of kecords.‘

VI. Standardization of Records,

VI. Standardization of Records,

VI. Standardization of Records,

V1. Standardization of Records,

vI. Standlrdiz.tion of Records,

REPORTS, Reports, and Communications Reports, Communications Reports, and Communications Reports, and Communications Reports, and Communications Reports, and Communications Reports, end Communications
(1) Surveys of reporting systems (1) S}‘ATISI:EAL omczb,lmm\- (1)(a)={c) Assigned Staff (some- (1) O +Mor P+ P (1) MANAGEMENT DIVISION (1) ADM. * G.S. DIV. with FIELD (1) Esecutive Officers Concerned (1) OBM
(2) from staif to supervisors 420 FIELD OPERATIONS Tn-their I  Saleimes? | Mlho (eoporting of tesbatend | & fw e e, | s & o
(b) from field to headquarters respective areas. On occasion {d] DG, Assigned Staff, and assistance zl:pgrts)
(c) from supervisors to top Besisced by ADMINTSTRATIVE y_ADMINISTRATIVE AD_HOC Copmittees (Legislative Bodies)
management ICE. (e) !E! MGT. UNIT
(d) from top management to (a)-(c) Ad hoc (Comprehen- Ad hoc
legulatxve bodies sive reporting
() from top management to system: special
staff as a whole consdltant with
Adm. Mgt.)
(d) Continuously (Special
directives in DG's
annual report)
(e) Ad hoc (Manual and
Information Circulars)
(2) Standardizetion of statistical | (2) STATISTICAL OFFICE is (2)(2) ADM. MGT. UNIT (Internal) (2) STATISTICS DIVISION (2) STATISTICS DIVISIGN (2) RESPECTIVE ORGANIZATIONAL (2) STATISTICS SECTION (2) OBM
end other questionnaires centralized lssuance point Ad hm' e pEesSSE e —_— e SIALISTILS ok
for statistical questionnaires - Systematically Ad hoc Ad hoc Ad hoe
and standardizes them (b) OFFig EXTERNAL
TIONS gExtern:l.)
Ad hoc '
- ; T
(3) Review and control of the (3) (2) sbove applies: where (3) See (2) above (3) STATISTICS DIVISION (3) STATISTICS DIVISION (technical (3) See (2) above (3) Executive Officer concerned (3) OBM
issuance and handling of governments ere to respond, concerning Togramme )
questionnaires questionnaires are generally Systematically MANAGEMENT DIVISION (Adminise Ad Rae &L Ne
;:::l!‘:teﬂ by governmental trative questionnzires)
- Ad hoc
(4) Surveys of internal office (4) OFFICE OF GENERAL SERVICES (4)(n) CONF. * OFFICE SERVICES (4) O+ M_and GENERAL ' SERVICES (4) See (1) above (4) ADM. * G.S. DIV. (4) GENERAL SERVICES OFFICER (4) OBd
communications system and INISTRATI (b) . . IT an *
MENT SERVICE OFFICE SERVICES - Ad hoc Ad hoc Ad hoc
i oo = (.) (Control of Remittances (= SSy:tzmhc:‘l::{EE::ard: No:czet but for' Messenger Serw-
' Received by Mail) NA—_—
(b) (Revfew of Telephone b e W e
Services) (b} Ad hoc (Various Registry
surveys; also as part
of other surveys, e.g.
in Regional Office for
S.E. Asia and Persomel
Section)
(5) Surveys of files and records (5) ADMINISTRATIVE MANAGEMENT (5) See (4) above (5)(a2) O *+ M (Survey of Registry (5) TSTRY DIVISION and WANAGE- (5) ADM, * G.8, DIV, (5) SUPERVISOR REGISTRY UNIT (5) DIVISION OF CONFERENCE ¢
systems SERVICE ‘operations) MENT DIVISION (policy * pro- ERVICES
(b) REGISTRY * ARCHIVES cedures ) Ad hoc Ad hoc

Ad hoc - (Cooperates with Registry
(0GS) in working parties on
specific studies).

BECTION i!mp!emntnhm
and continuing review)

Systematically & ad hoe

Systematically (Staff for this
activity not yet employed)

{6) Establishment and operation’
) of archives and records
disposal programs

(6) ISTRATIVE MANAGEMENT
ERV and OFFICE OF
GENERAL SERVICES
Ad hoc - (Microfilming of Account-
ing Records).

(6) CONF. * OFFICE SERVICES

Systematicelly (WHO archives and
disposal program)

(6) REGISTRY * ARCHIVES SECTION

Systematically

(6) g DI‘U’ISIQ!
ﬁiﬂiﬁﬁmr nnnsmu (policy *
T

procedures

.:?ystemlt ically

(6) ADM. * G.S.

Systematically

(6) LANGUAGE + SERVICE BRANCH
(chiefly LIBRARY and
REGISTRY UNIT)

Ad hoc

{6) See (5) mbove
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FUNCTION OR SERVICE

VII. EFFECTIVE UTILIZATION OF
RESOURCES

UNITED NATIONS

VII. Effective Utilization of

WHO

VII. Effective Utilization of

FAD

‘VII. Effective Utilization of

UNESCO

VII. Effective Utilization of

1L0

VII. Effective Utilization of

ICAO

VII. Effective Utilization of

IAEA

VII. Effective Utilization of

Besources Besources Resources XKesources Resources Resources Resources

(1) Review of ?nmplr?ble bugzetlry (1) BUDGET DIVISION and, on occa= | (1) DIV. OF BUDGET * FINANCE (with {(1)(a) O+ M (1) BUDCET DIVISION (generally) (1) Respective Units Responsible (1) DIRECTOR, BUREAU OF ADMINISTRA-{ (1) OBM
resources for stipulate ) sion, ADMINISIRATIVE MANAGE- those responsible for the (b) SERVICE HEAD MANAGEMENT DIVISION (specific Eﬁm TION + SERVICES (in connection —
programs In terms of prescribed MENT SERY participation pPrograms ) e surveys) Th Gadeet 1ei: "'al s 1eall
it B o e (a1 M hoc - Before propossls sre sumitied to | ATt comlefonmf | | systenaticelly
ndequacy of provision for Systematically (in relation to Systematicall i Director-General, program and
hui!.din:r maintenance, internal budget eslimnSes} 4 Systemat.lcnlly et /A1 b cost are discussed at Budget of budgetary allotments)
communications, of fellowships Hearings, before Committee M h
administration) composed of Deputy Director- iRt

General, Treasurer, Chief of
Admin., Chief of Control, &nd
Chief of respective divisions

(2) Comparative analyses of costs 2) ADMINISTRATIVE MANAGEMENT 2) ADM, MGT. UNIT and CONF. + 2) O+ i i i
N axine tieiiir 2 soreice | VW B o TS 1) SRFicE smviCT S SeE R S ) A i g | () Txocutive Officer Concerned e
can be more economically and SERVICES A hoc {(Surveys of Travel Section; |Ad hoc with Divisions concerned) Ad hoe Ad hoc
effectively rendered by the % Ad hoc (Micro-filming of Exec. Office Machine Servicing)
agency or by use of commercial Ad hoe (Surveys of electrical Board and Assembly d t
S bles oran & iatErads maintenence and :el;commica- sembly documents) Ad hoe
S tions contract; landscaping
:j:‘:ic::tg::i:hm personnel contract; cleaning and elevator

operation contract; telephone
services)

(3) Determining that general ac- (3) INTERNAL AUDIT SERVICE (3) DIV. OF BUDGET + FINANCE (3) INTERNAL AUDIT + INSPECTION (3) BUREAU OF COMPTROLLER (3) BUDGET *+ CONTROL: FINANCE + (3) DIRECTOR, BUREAU OF ADMINI- (3) OBM
counting and cost accounting e = oFFICE ‘MANAGENENT DIVISION SERVI STRATION ¥ SERVICEST CHIEFS ==
procedures are compatible with | Systematically. Systematically (Continuous review B . - ' F . Ad hoc
organization structure, operat= of procedures. Adm. Mgt. may A hne Systematically Systematically ;@%Wm
ing procedures, and statutory sometimes come in ad hoc on
requirements. special points or as part and/or Ad hoc

result of a normal survey)

(4) Appraising efficacy of various | (4) BUDGET DIVISICK (4) DIV. OF BUDGET + FINANCE (4) BRANCH, PBS, INTERNAL (4) MANAGEMENT and BUDGET (4) See (3) above (4) See (3) above {4) OBM
types of budgetary contrels in IT, end VIS OF DIVISIONS '
current use (allotment system; (Continuous edaptation by Budget Systematically Fm Ad hoc
reports on receipts of expend-- Division particularly in con= Ad hoc
_iture, administrative sudits nexion with new form of budget) Ad hoc
of expenditures and work pro=
grems, etc.)

(5) Comparative cost studies on (5) Not done (5) gulll ADM. MGT. UNIT (3) O+ M (5) MANAGEMENT and BUDGET (5) ADM. *+ G.S. DIV. and (5) DIRECTOR, BUREAU OF ADMINIS+ (5) OBM
various types of operation {in_cooperation with Line h Line DIVISIONS TRATION *+ SERVICES, and
among different agencies Staff) Not yet Executive Officers Concerned Systematically

4 Ad hoc Ad hoc ;
Ad hoc (Installation of Telex) - A hoc
(6) Determination of criteria for (6) BUDGET DIVISION (6)(a) ADMINISTRATIVE SERVICES, (6) 0 + M (6) BUDGET DIVISION (6) See (S) above (6) OBM

charging items against various
funds (for example, allocation
of operating costs between
Regular Program and ETAP).

Ad hoc (Arrangements by Deputy
Controller and Budget Division
for UNEF and ONUC separate
financing and administration}

(b) Somectimes ADM. MGT, UNIT
Survey of the charging criteria

for Reg. Office for the Americas .

Ad hoc (Distribution of head-
quarters and regional costs
between RP and EPTA UNSF ete.)

Ad hoe

(6) BUDGET *+ CONTROL with ADM. *
G.5, DIV.

Ad hoe

Systematically

(7) Audits of work programs

(7) INTERNAI. AUDIT SERVICE
Ad hoc

(7) ADG's Responsibility with
assistance s B

PROGRAM EVALUATI

Systematically (Presumed as
technical program; review of

~“work program of eny unit is part
of supervisor's normal duties)

(7) Never

(7) BUREAU OF THE COMPTROLLER

Systematically

(7) Each Division within own
field of activities

Ad hoc/systematically

(7) Executive Officer Concerned
Ad hoe 7 '

(7) OBM
Ad hoc

(B) Operations research

(B) Ad hoc (es part of the normal
survey)

(8) Part of normal survey

(8) Never

(8) MANAGEMENT DIVISION
Ad hoc

(8) Never

(8) Executive Officer Concerned
Ad hoc

(8) Om
Ad hec

VIII, FIELD OPERATIONS

(1) Conducting on-the-spot
operations and administrative
sudits in field offices and
missions

VIII. Field Operations

(1) INTERNAL AUDIT SERVICE and
OFFICE OF GENERAL SERVICES
Systematically. (Regular world-wide
administrative inspection visits
to Information Centres and
Missions).

VIII.

(1) ADM. MGT. UNIT (with Staff
from related Services at Hg.
21 PO Stalf)

Field Opergtions

Ad hoc and systematically (Owing
to the “three tier™ structure,
WHO is not strictly comparable
with other agencies)

VIII. Field Operations

(1) 0 + M; INTEENAL AUDIT

Initisting systematic reviews
(Near East Regional Office)

VIII. Field Operations

(1) TECHNICAL DLPARTMENTS

qBUREJ’\H of RELATIONS with
WEMBER STATES
MANAGEMENT DIVISION (establish-
ment of policy ' procedures)

Ad hoe

VIII. Field Operations

{1) Ad hoc arrengements

VIII. Field Operations
(1) ORG. + PERSONNEL BRANCH

(Ad hoc) O + M survey of European
and Africen office, Paris and
North Americen end Caribbean
Office, Mexico executed in 1961
by Organization Officer

VIII. Field Operations
(1) Not applicable

(2) BUREAU OF PERSONNEL

(2) ADM. * G.S. DIV.

(2) ORGANIZATION SECTION AND
LANGU

(2) Not applicable

(2) Establishing standards of (2) OFFICE OF GENERAL SERVICES (2) CONF, + OFFICE_SERVICES, (2) O + M; GENERAL ~ SERVICES
equipment, space, facilities with occasional pemm . DM, mw .iUN an! : Y > e caiti e _— S BT AGE + SERYICES BRANCH
t i for field office by ADMINISTRATIVE SECTION, in conjunction w ¢ cept for staffing not immedintely ystematically
e Mg TSNS SECRE SERVICE responsible HQ unit Ad hoc ms required envisaged Ad: hpc
Systematically. (Continuing Ad hoc
gtudies for the development
and consolidation of common
services in field offices).
IX. ADMINISTRATIVE RESEARCH IX. Administrative Research IX. Administrative Research IX. Administrative Research IX. Administrative Research IX. Administrative Research IX. Administrative Research IX. Administrative Research
’ {Exclusive of frequent ad hoc
(1) Review and development of (1) OFFICE OF CONFERENCE SERVICES | (1)(a) CONF. * OFFICE SERVICES assignments by APB) (1) Mmmmgd;r Q'I;Isll’l?i and (1) ADM. + G.S. DIV. (1) LANGUAGE *+ SERV. ERANCH (1) o=
improved standards and pro- 3 with ADMINIS- (b) Uften . . TUREAU 4 it M h A hoe A Hoc
::edurrl for conferences, TRATIVE MANAGEMENT SERVICE (a) Systematically i (1) 0+ M GENERAL SERVICES oG
meetings, snd training centers participation (b) ::! E::‘ESg;ﬁ:eu;or Ad hoc (Training Centers Survey) K2
Ad hoc = (Training end recruitment Eusupc)
of Russien Language Stsff). FERENCE OFFICER
OPERATIONS BRANCH)
Ad hec
i f - 2) Mot applicable 2)(a) EXTE"NAL RELATIONS; CONF, *+ (2)(m) m_‘w {2) BUREAU OF CONF. PLANNING * (2) + G,8, DIY. and (2) _I:MGUAGE + SERVICE BRANCH end ) (2) OBM
< E:;;:::nn:n??;::;nzluueg::onl ,< o s J ’ g_r_r-‘[m SERVICES: and LEGAL COMMITTEE"" GENERAL SERVICES ICIAL RELATIONS DIV. Council and Assembly Secre- ' R R
of legislative bodies OFF. (b) CONFERENCE OFFICER ; tariat
(b) ADM. MGT. UNIT Ad hoe Ad hec &
oc

(a) Systematically
(b) Ad hoc (Burvey of
“Assembly Procedures’)

Ad hoc
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(3)

FUNCTIONS OR SERVICE

Review of inter-departmental
mechanisms for program planning
and coordination

UNITED NATIONS

(3) Not presently being done

WHO

(3) AD HOC Inter-Departmental
‘[fommxffees o

FAQ

DIVISION

(3) PROGRAM FORMULATION AND BUDGET

UNESCO

(3) MANAGEMENT DIVISION
Systematically

ILO

(3) SPECIAL RESEARCH * REPORTS
DIVISION; PROGRAMS BOARD

ICAO

(3 )_DIRECTORS concerned
Ad hoc

IAEA

(3) Conmittee Composed of
Deputies DirectoreGeneral

nel procedures (for example
training programs, merit-rating
systems snd procedures, general
terms of employment for special
categories of workers, etc.)

Continuous (Language training;
drafting courses)

Systematically

Working Parties
Ad hoc

Systematically

Systematically

(May e.g. be necessary when TAB Systematicall i

makes changes in procedures) 2 - = Systematically Systematically

(4) Study of flexibility in use 4) OFFICE OF PERSONNEL 4) Normall
of oeraiara] HEalt (g PR O SRR 1) Horaally APws WAT. TNIT EBrE (#) NANAGEMENT DIVISION and (4) ADM. * G.S. DIV, and (4) ORG. + PERSONNEL BRANCH (4) OBM

Continuous Ad hoc (Survey of Various Regional |Ad hoc (In Surveys, e.g. W_____F__&NEL PERSONNEL OFFICE Ad h.—___“_'—_ —
) offices) Statistics Division) Sté pars. 13 under Table 1 M five - i
(5) Standardization of reports and | (5) CHIEF EDITOR OF UN and OFFICE |(5) MGT. UNIT and EXTERNAL (5) PUBLICATIONS ICE, T
s : (5) ICATI SERV, or 5) MANAGE DIVISION
papers prepared by the Secre- OF CONFERENCE SERVICES RELATT PURL () Mg MV (5) DM+ G.5. DIY. end OFFICIAL | (%) DIRECTORS concerned e 5) O
tariat for legislative bodies 3 LIRS TS PUBLICATIONS BOARD A hoe TIONS DIVISION s <
PPN e A e - el A hoe Systematically
Ad hoc

X. DEVELOPMENT OF POLICY AND X. Development of Pelicy and X. }slgvelumnt of Policy and X. Devel t Pol ! i

PROCEDURES MANUALS AND_RELATED Procedures Manuals and Related rocedures Manual and Related Przzeszr::: M::lus?ai:idn;edlated X pevele MntMOF rolie dand1 R e * %@wﬁﬁd K e ot e e
RS Materials T Waterials nﬂy{ﬂﬂ’iﬂ_&ﬁgﬂ rocedures Manuals an Related rocedures Manuals and Related Procedures Manuals and Related
e i b et P - - aterials Materials Materials Materials
(1) Developing Manuals co-ordinat- | (1) ADMI IVE MANAGEMENT 1) ADM. . UNIT (i i i 7
ing and defining the various SERVICE assisted by other = with l[i.’-rl;e Sta f)m gty R 1 o mmmugg’r DIVISI}.;.WL and certai e T (1) Excontive Officers Converned (1) om
olicies, functions and ac- tment Continuously Braenizational Unit = e i ema
siv“;“.nf thelorgsngzation ].)ep“ ments ) Systematically (The Manual: develop- ganizational Units Systematically Ad hoc Systematically
Continuous (Organization, person- ment stage largely over now) Systematicall
nel, finance and mission manuals -
as well as administrative issu-
¥/ ances related thereto).

(2) Developing written procedures (2) SPecificnlly affected offices 2) ADM, MGT. UNIT (in cooperati 3P+ P MANAGEMENT i - LANGU: BRANCH R
for achievement of standardized and Departments with ADMINIS- i with Line Stslf() peration | (%) : @ ti 'tEDIVI':fIDN = col}iabo (2) AR, ' .5, DIV 2 LA s
working practices, includin TRA icE Continuously fatlon wilh wntls copeerae

rking P ' c € TIVE MANAGEMENT SERV Ad h Coordi i i
correspondence manuals participation when required Systemnticgll}: (The Manual and the Systematically oc (Coordination) Ad hoc Systematically
Secretaries’ Handbook)
Ad hoc = (Correspondence and
Registry Menuals).
(3) (Xl)lnpiling i:rnining o; orienta- (3) OFFICE OF PERSONNEL (3) Units Responsible for Subject (3) P+ P {3) BUREAU OF PERSONNEL and (3) PERSONNEL OFFICE (3) ORG. + PERSONNEL BRANCH (3) OBM
tion manuals and handbooks 3 Matter MANAGEMENT DIVISION S
Continuous — Ad hoc e Ad hoe Ad hoc Ad h
Systematically (Part of the tech- Systematically DC
nical activities)

(4) Development of new administra- |(4) OFFICE OF PERSONNEL and the (4) SERVICE CONCERNED, assisted 4) P + P gin collaboration with MANAGEMENT DIVISION and ik ' i
tive, personnel and financial CONTROLLER Px by AW. WGT. WRTT M) Erviste o FINANCE, o |4 BREaT O PRESORNEL Tocol abo- R T & e T ANGOACE + e LA
;is:c:;;:gs' rulex and Continuous (Representatives of Systematically (Revised Staff alRN:CH and other interested ration with units concerned FINANCE *+ ACCOUNTS SERVICE ICE” BRANCH e e

Staff also participate through Rules - Personnel Section) Mnlte) Ad hoc Ad hoc
joint machinery) L

($) Control of asunce and | (5) AMDUSTMATIVE WNAGRENT | (5) ADM: MOT. LT (HE+F (5) WANAGEMENT DIVISTON (5) ADd. * G.5. DIV. () see (4 sbove (s) om

s et R E ‘ Systematically (The Manual ) Continuously Systematically Systematically Systematically
Continuous (Central clearsnce
point established)

(6) Omngufativelanalyses of (6) Not as research but _for use (6) SERVICE concerned (sometimes (6) P+ P (6) MANAGEMENT DIVISION (6) ADM. * G.S. DIV.; PERSONNEL; (6) See (4) above (6) OBM
administrative, personnel, in respect of specific problems assisted by ADM. ﬂgl.i Ad b BUREAU OF PERSONNEL BUDGET + CONIROL; FINANCE * e
financial and operating (by unit concerned) Ad hoe {Stud vesulti i e i l Syscematizuliy
policies and practices of tive éoa:dy::lotum:nt ’;E ;:n ra;u T ;i
other agencies et Hepesdnves aint prictices Other units as may be concerned Ad hoc

in specialized agencies - Adm,
Mgt. for Budget t Finance
Division)
(7) Compilation and issuance of (7) Not undertaken, except for (7) PERSONNEL UNIT; ADM. MGT. and (7)P+P (7) BUREAU OF CONF. PLANNING ¥ (7) ADM, * G,S, DIV. (7) ORG. * PERSONNEL BRANCH (7) OBM
organization directories. telephone directory, annual TONF, + OFFICE SERVICES P GENERAL SERVICES CES (tel. directo- 11 R
staff list, and organization v gy Systematically Ad hoc Systemctically
manual BUREAU OF PERSOMNEL (staff list)
] Systematically
(8) Development of special person- | (8) OFFICE OF PERSONNEL (8) PERSONNEL UNIT (8) P+ P (in collaboration with | (8) BUREAU OF PERSONNEL (8) PERSONNEL OFFICE (8) ORG. + PERSONNEL BRANCH (8) DIVISION OF PERSONNEL
d Hoc e — i

Ad hoe

Ad hoce

NOTE: In reviewing these functions,

distinguisk, if possible,
between responsibility for
(&) development and compila-
tion, (b) review and coordina
tion, and (c) editing and
reproduct ion.

NOTE: Difficult, as e.g. Adm, Mgt.

| ~and (c) (not watally (c)
only). Adm. Mgt, clso stimu-
lates (a), which ia a 4th
point.

may do all three, —r8r only (Bt

i

NOTE: It is planned that data
be compiled and Manual, or
directive, be daveloped by
OBM, Review (including.
editing) will then be made
by Staff Committee (com=
posed of DG, and DDG's)

XI. Staffing Authorizations and

XI. Staffing Authorizations and

XI. Staffing Authorizations and

XI. Staffing Authorizations and

XI. Staffing Authorizations and
Manning Tables

XI. Staffing Authorizations and

tional personnel or for change
in type in staff, to determine
minimum or most suitable work-
ing force necessary to carry
out suthorized functions of the
organization - on & continuing
or temporary basis

Systemstically

BUDGET SECTION)

Systematically (Requests for addi-
tional staff for the Malaria
Eradication program) Adm. Mgt.

Program includes study to system-
atize procedures more thoroughly

Ad hoc

Systematically

XiI. STAFFING AUTHORIZATIONS AND XI. Staffing Authorizations and
MANNING TABLES Manning Tables Manning Tables Manning Tables . Manning Tables Manning Tables Manning Tables
(1) Determining establishment (1) BUDGET DIVISION with Depart- (1)(a) DG vised by Subordinate (1) ESTABLISHMENT (1) BUREAU OF PERSONNEL and (1) ADM. + G.S. DIY., and (1) ORGANIZATION SECTION (1) OBM
(personnel) required for organi- ments concerned tatf, Inter ia Service Papindicall "MANAGEMENT snd BUDGET DIVISIONS PERSONNEL OFFICE e m— Syssemntieat
zation-wide or individual-unit goncerned) ¥ coni B bt 5 t. _“'"'t_ T - ystematically ystematically
operations in terms of type, Systematically (b) Frequently ADM, MGT. UNIT 2) 0 + M Reco S i ;i i ¥y ystematically
level of staff ; 5 ( . mmendations in
number and v (a) Systematically (Establishment relation to surveys
for Malaya Eradicétion programi
also Annual Budget)
(b) Ad hoc (Fellowships; often part
of, or even reason for, survey)
(2) Reviewing requests for addi- (2) BUDGET DIVISION (2) DG _(edvised by Service (2) ESTABLISHMENT (2) BUREAU OF PERSONNEL and (2) ADM. * G.S. DIV. (2) ORGANIZATION SECTION (2) OBM
B concerned, ﬁﬁ MGT. UNIT, and MANAGEMENT and BUDGET DIVISIONS Systematicslly Systematically Systematically
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FUNCTION OR SERVICE

maintaining them on up-to-
date basis

"NOTE: Budget Division examiners

 ~anthbrizations and controls

scrutinize proposals in order
to determine actual needs;
recommendat ions are forwarded
fo Establishment Contraol
Officer (who maintains full
records on post allocations,
expenditure trends, etc.) for
review in light of Secretariat-
wide resources available.
Establishment Control Of ficer
issues manning fables and

revisions. Administrative
Management Service has been
called upon tu comment on
gradings of posts as an
element of an overall review
of a fuuction.

(2) asbove)

Systematically

UNITED NATIONS WHO FAO UNESCO ILo ICAO 1AEA
(3) Spot studies to review \(é:) ADMINISTRATIVE MANAGEMENT - (3) Ad hoc (No time so far for (3) ESTABLISHMENT e (3) MANAGEMENT DIVISION (3) ADM. + G.3. DIV. (3) ORGANIZATION SECTION (3) OBM
utilization of existing SERVICES and BUDGET DIVISION systematic program of spot Ad h BUREAU OF PERSONNEL SEEemsal S SS - e
.manpowe r or sample checks) == Ad hoc d ek A e
Ad hoc Ad hoc
(4) Determination of post (4) BUDGET DIVISION . 4) T UNIT and REGIONAL (4) ESTABLISHMENTS {4) BUDGET DIVISION (4) ADM. * G.S. DIV. (4) ORGANIZATION SECTION (4) OBu
RARAIE S5 e Systematically Yevs Continucusly Systematicall ‘ Systematicall Systematicall Systematicall
™ atl e
Systematically (This is to some A ¥ EESSIR R R, PR
extent part of (1) and (2)
ahove)
(5) Issuing manning tables and (5) BUDGET DIVISION (5) BUDGET UNIT (5) ESTAELISHMENTS (5) BUREAU OF PERSONNEL (5) ADM. * G.S. DIV. and (5) ORGANIZATION SECTION (5) OBM
staffing authorizations, Seitematicall ceal = z PERSONNEL OFFICE < el
dotrailing Tesiivoas, wnd ystematically Systematically (See comment under |Continuously Systematically Systematically Systematically

. Classification and Grading

XII. CLASSIFICATION AND GRADING |-XII 'XII. glassification and Grading XII. Classification and Grading XII. Classification and Grading XII. classification and Grading XII. Classification and Grading XII. Classification and Grading
) OF POSTS of Posts of Posts of Posts of Posts of Posts | of Posts of Posts AP~
(0 D;““_’??"-‘ﬂ*."f ‘PPYZP';"“ g (BRI apscislly venstiioted (1) PERSONNEL UNIT .. | (1) ESTABLISHMENTS (1) BUREAU OF PERSONNEL (1) PERSONNEL OFFICE (1) ORGANIZATION SECTION (1) oBM
:__:1:::li;zZE;?ga:;::sa:s,b:I;is ::z:l\‘:::ye:f('i’;t;mi’nmm:. Y::,se::ly Systematically (Dr_igina!ly done Ad hoc Systematically Ad hoc Ad hoc (A study of this kind was Ad hoc
for allocation of professional separate unit engaged in such by specuﬂ.. c“"s';]'tB"t", since i included in the overall manage-
and general service posts work was eliminated. For new then continuously by Personne ment survey of 1953-56 executed
functions, work as required is Sectlon) by outside experts)
done by Budget Division in
consultation with Departments.
For existing functions, ample &
_opportunity for reviewing level
of current assignments in work=~
ing parties reviewing promeo-
tions, etc.
(2) Allocation (classification (2) BUDGET DIVISION in consulta- (2) PERSONNEL UNIT (Regional (2) ESTABLISHMENTS (2) EJREAU OF PERSONNEL (2) PERSONNEL OFFICE and ADM. + (2) See (1) above (2) OBM
and grading) of new posts tion with Departments concerned Offices for loca pnstu). Continuously Systematically ; . DIV. Al o
Systematically : Systematically z

Review of classification of

(3) ESTABLISHMENTS

4)

usefulness of individual
job descriptions

OFFICE OF PERSONNEL and
DEPARTMENTS

Ad hoc

Ad hoc

Systemstically

Ad hoc

@ (3) Not generally done exceptlin' (3) PERSONNEL UNIT (3) BUREAU OF PERSONNEL (3) PERSONNEL OFFICE and ADM. + (3) See (1) above (3) DIVISION OF PERSONMNEL
existing posts through desk special cases. Responsibility . = T G.S. DIV, z
audits,interviews, etc, for operation would rest with A hoc Conif jnvously Systematically e Ad hoe

BUDGET DIVISION and/or ADMINIS-
TRATIVE MANAGEMENT SERVICE. g ‘
Development of improved ) (4) PERSONNEL UNIT (4) ESTABLISHMENTS (4) BURFAU OF PERSONNEL (4) Wever (4) ORGANIZATION SECTION (4) DIVISION OF PERSONNEL

Ad hoc

to Agencies' practices.

tion)

Ad hoc
(5) Study of classification (5) BUDGET DIVISION (5) PERSONNFL UNIT (assisted by (5) ESTABLISHMENTS (5) BUREAU OF PERSONNEL (5) PERSONNEL OFFICE and ADM. + (5) ORGANIZATION SECTION (5) OBM
standards in other agencies No formal studies undertaken Line Staff if necessary) Ad hoc : Systematically WSS TNy Ad hoc Ad hoc (NOTE: Current procedure
: dithough frequent reference made Ad hoc (Translators' classifica- Ad hoc of the pivision of Personnel is

to follow the practices of the
United Nations and other inter-
nat fonal organizations foextent
feasible.

Ultimately it is planned by
this Division that all of these
functions will come under sys-
tematic review)

XIII. ESTABLISHMENT OF GENERAL
REMUNERATION STAND.

XIII. Establishment of General
Remuneration Standards

XIII. Establishment of General
Remuneration Standards

XIII. Establishment of General
Remuneration Standards

XIII. Establishment of General
Bemuneration Standards

XIIX. Establishment of General
Remuneration Standards

XIII. Establishment of General
Remuneration Standards

XIII. Establishment of General

Remunerat ion Standargl_i

pay differences between
classes of posts.

Continuous.

(1) Development of standsrds for | (1) Continuous functions of the (1) PERSONNEL UNIT and (1) ESTABLISHMENTS (1) BUREAU OF PERSONNEL- (1 PERSONNEL OFFICE (1) ORGANIZATION SECTION (1) 0BM
H ivisi i im m ¥ = - R T T, T
surveys of salaries, wages gudgat D;vuu?n 'zd Off;‘ce of ADMINISTRATIVE MANAGEMENT Ad hoc Systematicslly as required Ad hoc Ad hoe (Study of conditions of Ad hoc
and related elements. STETane ls!xst.e by the Systematically o2 service of General Service
Statistical Office, and are Satenor taff at H S
d as “O and M" Ev s T o
not t_.rentel = by Chief, Org. + Personnel with
EETWICER IR Wi help of outside experts in 1958)

(2) Surveys of salaries, wages (2) (2) PERSONNEL UNIT (2) ESTABLISHMFNTS (Werking (2) BUREAU OF PERSONNEL (2) PERSONNEL OFFICE (2) ORGANTZATION SECTION (2) 08
and related practices in Systematically Barties) Systematically as required Ad hoc From time to time (See (1) above) Ad hoc
particular areas to ascer- i
tain community levels and |
practices. :

(3) Surveys of cost-of-living (3) See (1) sbove (3) PERSONNEL UNIT (3) ESTABLISHMENTS (in collsbora- | (3) BUREAU OF PERSONNEL (3) PERSONNEL OFFICE. and (3) ORGANIZATION SECTION (3) O

g 2 . tion with Workin arties 8n ' < STATISTICAL DIVISION : :
Systematically et DA Sn Dl CRT Rt T Systematically as required From time to time (Montreal-Geneva| Ad hoc
STATISTICS DIVISION : Systematically cost-of-living survey executed
by UN Statistical Office, 1857)

(4) Establishment of schedule of (4) OFFICES OF THE CONTROLLER AND (4) PERSONNEL UNIT (4) ESTABLISHMENTS (4) BUREAU OF PERSONNEL (4) PERSONNEL OFFICE (4) ORGANIZATION SECTION (4) OBy

salary ranges to allow proper FERSONNEL sysgemn{icnlly Ad hoc Systematically as required Ad hec From time to time Ad hoc




October 1962

ORGANIZATION AND FUNCTIONS OF MANAGEMENT SERVICES IN INTERNA;I'IONAL AGENCIES

PART B (continued)

P.age 13

FUNCTION OF SERVICE

(5) Review of other elements in
the remuneration pattern such
es travel subsistence, field
allowances, fellowships,
stipends, hospitality rates,
deductions for ledging, etc.

UNITED NATIONS

(5) BUDGET DIVISION and
Departments concerned (the
Tatter in matters relating to
fellowships, stipends, etc.)

WHO

(5) SONNEL, FINANCE + ACCOUNTS,
and FELLOWSHIPS IT; also in

.conjunction with dnter-agency
bodies (TAB, ACC)

Ad hoc/systematically

FAO

(5) ESTABLISHMENTS and Warking
Parties
Ad hoc

UNESCO

(5) BUREAU OF PERSONNEL

Sys te.n:st-icully Bs required

iLo

(5) ADM. + G.S. DIV. and
PERSONNEL OFFICE

Systematically

ICAD

(5) ORGANIZATION SECTION
From time to time

TAEA

(5) OBN
Ad hoc

(6) Analysis of fees and contrac-
tural services arrangements
for translation work, graphics
services, maintenance work,
etc.

(6) BUDGET DIVISION, OFFICE OF
SERVICES an
OFFICE OF GENERAL SERVICES

Systematically. (Approval of
Contracts Committee reguired
contracts of § 10,000 or more).

(6) DIV. of EDITORIAL + REFERENCE
SERVI i or F. * OFFI
SERVICES

Ad hoc but continuously

(6) ESTABLISHMENTS
Ad hoe

(6) BUREAU OF PERSONNEL (in
consultation Wi interested
Drganizational Units)

Ad hoc

(6) ADM. * G.S, DIV. and
PERSONNEL OFFICE

Ad hoc

(6) LANGUAGE * SERV. BR.
Ad hoc

(6) OBM
Ad hec

XIV. TRAINING (See also II-7)

#1) Administrative Organization
(2) Work instructions

XIV. Training

(1) Administrative Orgenization
(2) Work instructions

No farmal programme other than for
Language Staff. Responsibility
generally rests with Office or
Department concerned.

XIV. Training

' (1) PERSONNEL UNIT

Systematically

(2) Line Supervisors
Systematically

XIV. Treining

(1) and (2) APB

Ad hoe (Devefapm:nt of principles
and general conteat for Round
Table discussions with Program-
ming and Administrative Officers)

XIV. Trsining

(1) and (2) BUREAU OF PERSONNEL
and MANAGEMENT DIVISION
together, for (2) with heads
of organizational ‘units and
other officials concerned.

Systematically and ad hoc

XIV. Training

XIV. Training

X¥I1V. Training
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OFFICE OF || FOOD SCIENCE AND U5 TRADE AND =
- LOCUST CONTROL TECHNOLOGY BRANCH PRICES BRANCH REGIONAL OFFICE
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2/ Headquarters liaison with the regional offices

AGRICULTURAL is through the Program Liaison Division,Program
EDUCATION AND @ and Budgetary Service,and with country

t EXTENSION BRANCH representatives and field missions through the

Division of Technical Assistance Coordination,

Program and Budgetary Service.

PROGRAM OPERATIONS
i DIVISION

ORGAN1ZATION OF 3/ With special responsibility for western and
AGRICULTURAL = eastern zones,

SERVICES BRANCH

4/ Site to be determined.

AND APPRAISAL DIVISION

' 5/ With special responsibility for western zone.
A et st s sttt s as e LAND TENURE AND & Headguarters for the Assistant Director-General
SETTLEMENT BRANCH for Latin America affairs,who also serves as
regional reprosontative,is in Santiago.

The office for lialson with the Organization
of American States and other Latin American

DIVISION
o COOPERATIVES, CREDIT agencies is located in Washington.
1/ Reports administratively to Director-Ceneral = OFCRLIERIM B arion, AND RURAL S
through Assistant Director-General SOCIOLOGY BRANCH 6/ An office for liaison with Headquarters is
qu

(Administration and Finance) located in Rome,




