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In accordance with agreed procedures, six formal reports of the Joint Inspection Unit are 
submitted, with the Director-Generars comments thereon, for the Board's consideration. 
The first of these reports, "Decentralization of organizations within the United Nations 
system", in three parts, is of relevance to the future orientation of WHO and is therefore 
addressed separately under section A (pages 2-4) of this document; the other five formal 
reports are dealt with in section В (pages 4-6). 

INTRODUCTION 

1. The Director-General is pleased to transmit to the Board, together with his comments，the following 
reports formally addressed to him by the United Nations Joint Inspection Unit:

1 

A. Decentralization of organizations within the United Nations system: 

-Part I: Déconcentration and managerial processes (JIU/REP/92/6, Part I - Annex I to this 
document); 

-Part II: Comparative approaches (JIU/REP/92/6, Part II - Annex II to this document); 

-Part III: The World Health Organization (JIU/REP/93/2, Part III - Annex III to this 
document). 

B. Other reports 

(1) Advantages and disadvantages of the post classification system (JIU/REP/91/7 -
Annex IV to this document); 

(2) United Nations system co-operation with multilateral financial institutions: Parts I and 
II (JIU/REP/92/1 - Annex V to this document); 

(3) Towards an integrated library network of the United Nations system (JIU/REP/92/5 -
Annex VI to this document); 

1 The annexes mentioned are attached only to the copies of the document distributed to members of the 

Executive Board. 
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(4) Field representation of United Nations system organizations: a more unitary approach 
(JIU/REP/92/8 - Annex VII to this document); 、 

(5) Management of buildings in the United Nations system (JIU/REP/92/9 - Annex VIII to 
this document). 

2. The annual report of the Joint Inspection Unit, describing activities during the period 1 July 1992 to 
30 June 1993 (Official Records of the United Nations General Assembly, Forty-eighth Session, Supplement 
No. 34 - document A48/34), has been transmitted to the Director-General. Copies are avaüable to 
members of the Board upon request. 

A. DECENTRALIZATION OF ORGANIZATIONS WITHIN THE UNITED NATIONS SYSTEM 

(1) JIU/REP/92/6 - Part I: Déconcentration and managerial processes (Annex I), 
and 

Part II: Comparative approaches (Annex II) 

3. Comments on Parts I and II of this report are provided together, since the two are complementary. 

4. In general, the Director-General appreciates the efforts by the JIU Inspector to tackle these 
complicated issues, and his attempts to fairly describe the constitutionally-based decentralized structure of 
the World Health Organization. 

5. H e feels, however, that the constraints regarding W H O ' s structure as enumerated in Part II, 
paragraph 25, tend to give the unfortunate impression that, on the whole, the W H O model is an 
inappropriate one. While the listed constraints could be seen as one side of the coin, indicating that a 
potential for management difficulties does exist in a highly decentralized organization, it is also a fact that 
there are strong advantages in having decentralized mechanisms which can assist in translating global 
policies that will be compatible with regional cultures and priorities. 

6. As far as paragraph 84 and recommendation 6 in Part I are concerned, the Director-General agrees 
that "worldwide environmental protection and socio-economic development efforts are exhibiting increasing 
regional disparities and specific characteristics calling for regionally-tailored approaches". H e is not, 
however, convinced about the feasibility of transforming the regional economic commissions into regional 
commissions for the United Nations system as a whole, since the new challenges facing the United Nations 
system, such as peace-keeping, refugee matters, drought and famine relief, do not match the mandate and 
scope of economic commissions，however much they are transformed. 

7. At its meeting of 28 and 29 October 1993，ACC adopted comments on Parts I and II of the report. 
These comments are attached as Appendix 1. 

(2) JIU/REP/93/2 - Part III: The World Health Organization (Annex III) 

8. According to its Introduction，this JIU report was prepared "to assist the governing bodies and the 
executive management in their re-assessment of decentralization in W H O with emphasis on possible 
changes that would close some management loopholes, effect economies, further strengthen internal 
controls and make W H O more effective than the sum of its parts". The Director-General appreciates the 
work which has been done by JIU, but would point out that this intended focus is not consistent with the 
agreed terms of reference for the study，as set out in JIU，s letter to W H O of 25 June 1991. At the time, 
the objective of the study was supposed to be "an in-depth case study of W H O ' s system of decentralization 
for the benefit of other United Nations organizations and agencies in search of the most appropriate model 
of field decentralization". Several technical programmes were identified by JIU at the time, and the 
Director-GeneraPs clear understanding was that the study would concentrate on reviewing how these 
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programmes were decentralized and delivered from headquarters, through the regional offices, to the 
country level. 

9. For that reason, extensive discussions were arranged between the Inspectors and senior staff and 
programme directors of the following programmes: Global Programme on AIDS (GPA), Special 
Programme for Research and Training in Tropical Diseases (TDR), Expanded Programme on 
Immunization (EPI), Maternal and Child Health and Family Planning (MCH), Planning Coordination and 
Cooperation (PCO), Personnel (PER) and Budget and Finance (BFI). The Inspectors also paid a one-week 
visit to the Regional Office for the Western Pacific in Manila, where further meetings were arranged with 
counterpart regional office staff of the above-mentioned seven programmes. 

10. In spite of this very significant investment of W H O staff time, the Director-General notes that there 
is no discussion in document JIU/REP/93/2 (Part III) of any of the technical programmes reviewed. On 
the other hand, there is extensive coverage of the Health and Biomedical Information Programme (HBI), 
which did not form part of the terms of reference agreed between JIU and W H O . One of the eight 
recommendations in the report also concerns this programme, and advocates the upgrading of the Office 
of Publications "to the level of a full-fledged Division". This is a somewhat unexpected thrust of the report, 
the conclusion of which is not shared by the Director-General. 

11. In the light of this shift in focus by JIU, it may be considered that the consultations undertaken were, 
in fact, not sufficiently broad for the subjects eventually covered in JIU/REP/93/2, Part III. Given the final 
scope and coverage of the report，the Director-General feels that a more representative sample of W H O 
staff at different levels could have provided a more solid factual basis for the conclusions presented in the 
report. It is also unfortunate that JIU did not seek to review W H O ' s operations in other regions, as it 
would seem impossible to generalize about the Organization's practices on the basis of information limited 
to headquarters and one regional office only. 

12. As an example, there is no reference to any of the efforts made by the Regional Office for Europe 
since the radical geopolitical changes in the region in 1989-1991 and the changes in the regional programme 
to support countries of central and eastern Europe and the Newly Independent States. Likewise, the 
Director-General agrees with some of the observations on the constitutional framework and the role of the 
governing bodies, but feels the report would have benefited from an examination also of PAHO，s 
Constitution, which would be violated by some of the changes suggested for the regional committees. 

13. As far as the "Performance assessment" in subsection В of section II is concerned, the Director-
General feels that this review tends to concentrate too much on negative aspects taken from W H O ' s own 
evaluation reports, and does not adequately recognize the fact that "health conditions around the world have 
improved more in the past forty years than all previous human history" (World Development Report, 1993). 
W H O has done much for health improvement in the world, but it cannot be assigned responsibility for all 
successes and all failures. 

14. The Director-General takes exception to the statement in paragraph 38 that the credit for expanding 
immunization coverage should go to U N I C E F "which spins the operational wheels of the programme". Such 
a statement is uncalled for’ since it was，in fact，WHO that provided catalytic support and initiated 
mobilization of resources - including U N I C E F funds - to ensure execution of the immunization efforts. This 
included development of the cold chain and encouragement of countries to invest in immunization 
programmes. As such, W H O acted as the "midwife" in bringing the immunization programme to the light 
of day, nurturing it and involving other agencies in its growth and maturity. 

15. In section III，"Constitutional framework"，the Inspectors appear to suggest in paragraph 68 that 
"foolproof organization-wide checks and balances" are needed. Apart from the very real danger that this 
could well lead to increased bureaucracy without improving performance, the statement is indicative of an 
excessive belief in the efficacy of structural and administrative solutions. It ignores the experience of 
complex organizations and systems generally, which points to the need for dialogue and shared 
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understanding. Problems in health delivery are not solved by introducing a formal hierarchial style into an 
organization which is constitutionally, operationally, and culturally decentralized, and where the needs of 
Member States are so diverse. W H O cannot function effectively unless there is decentralization of 
management and a collégial approach to policy-setting. It would be inappropriate, the Director-General 
feels, to be advising countries of the benefits of managerial decentralization, and then behaving in a 
contrary fashion. 

16. In subsection A of section IV of the report on "Trends in resource allocations", some unfortunate 
generalizations have been made. The Director-General wishes to point out that it is certainly not correct 
that the country level has been losing in the competition for resources, as reflected in paragraph 84. It is 
indeed the intention to strengthen the country-level authority in the future. Furthermore, with regard to 
headquarters, a large part of the increase in resources between 1985 and 1990 must be attributed to the 
rapid growth of the Global Programme on AIDS (GPA). 

17. The above critique of particular aspects of the report should not, however, be taken to mean that 
there are not also positive features, both in the general analysis and the recommendations. Overall, the 
Director-General suggests that the report be regarded as a contribution to the current consideration of 
W H O reform in response to global change. Recommendation 1 (Executive Board), recommendation 2 
(regional committees), recommendation 3 (Regional Directors), recommendation 4 (technical programmes) 
and elements of recommendations 6 to 8 (in the administrative fields) can thus be reviewed during the 
debate in the Executive Board on the W H O reform process. 

B. OTHER REPORTS 

(1) JIU/REP/91/7: Advantages and disadvantages of the post classification 
system (Annex IV) 

18. This study was undertaken in response to a request by U N E S C O to analyse the results of the 
application of the post classification system and make recommendations for improving and making the 
system more flexible，while maintaining a sound and secure system for staff in the United Nations common 
system. 

19. The Administrative Committee on Coordination (ACC) considered this report at its October 1992 
session and found it to be an excellent overview of the classification standards and procedures in the 
organizations of the United Nations common system. It generally supported the conclusions and most 
recommendations, while noting that there could be difficulties with the immediate implementation of some 
of them. A C C also noted that one major issue was not addressed in the report which could help resolve 
many of the problems reported by the Inspector, i.e., the overall level of professional salaries in the United 
Nations common system. 

20. The Director-General also considers the report to be a concise review of the post classification system 
and supports, in general, the first seven recommendations, although, as stated, there could be difficulties 
with their implementation in some cases. 

21. In reviewing recommendations 8, 9 and 10’ the Director-General appreciates the thought behind the 
proposals to revert to a broader use of P.l and P.2-level posts and to consider "scaling down and underfilling 
of posts" in order to attract new，qualified staff. H e is, however, hesitant about studying these issues in 
isolation from a broader review of career development policies for the United Nations system. 
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(2) JIU/REP/92/1: United Nations system co-operation with multilateral financial 
institutions: Parts I and II (Annex V) 

22. The basic objective of this study was to examine the cooperative activities between the organizations 
and agencies of the United Nations system and the multilateral financial institutions. The latter institutions, 
which continue to expand their activities in the social sector, include the World Bank, the African 
Development Bank, the Asian Development Bank, the Inter-American Development Bank, and the 
Commission of the European Communities. The comments of A C C on the JIU study were submitted to 
the Economic and Social Council at its substantive session of 1993 (document E/1993/18/Add.2), and was 
duly noted by the Council in decision 1993/227. It is worth noting that among comments on organizations 
and agencies such as FAO, ILO, U N C T A D , U N D P and U N E S C O , no reference was made to W H O despite 
the Organization's direct technical cooperation with countries and its links to multilateral financial 
institutions. 

23. However, welcoming the topic of the report, the Director-General supports in general the opportunity 
to continue "to build effective co-operative relationships with the multilateral financial institutions", which 
could be facilitated by certain "elements of mutually perceived advantage" as described in the JIU report. 
Rather than treating these institutions as "competitors" or donors, W H O has in recent years taken 
important steps to establish a new partnership with each institution. A n important objective is to reinforce 
health on the agendas of the institutions as a central component of national development, consistent with, 
for example, resolutions WHA46.20 and EB92.R4. 

24. The Director-General reiterates the view expressed by A C C that, due to the general character of the 
report, it tends to be of limited practical value, although the two recommendations of the study were 
accepted in principle. The basic principles outlined by JIU are continually being applied by the 
Director-General and the Executive Board, most recently through the W H O response to global change. 

(3) JIU/REP/92/5: Towards an integrated library network of the United Nations 
system (Annex VI) 

25. This report reviews the activities of the headquarters libraries of the United Nations system and 
makes recommendations for an integrated approach in the provision of information services. 

26. The Director-General finds this report timely and constructive, as information is an essential 
component of W H O activities, and he notes with satisfaction that the Inspector commended W H O for 
having developed its library into a modern information centre and enhanced the coordination of its 
information activities. 

27. The Director-General strongly endorses the strengthening of coordination between libraries of the 
United Nations system and notes that some practical steps were taken within the framework of the ACCIS 
Technical Panel on Inter-library Cooperation, Standards and Management. W H O has taken the 
responsibility of extending the scope of this work to include regional and field information units. This 
initiative was also strongly endorsed by A C C at its session in February 1993. 

2& The Director-General wishes to point out that many of the recommendations in the report are already 
implemented in W H O , the main aim being to improve the information flow within and between its Member 
States. 

29. The Director-General supports the constitution of a veritable documentation network in the form of 
an electronic library, based on telecommunication networks, for the whole international community and the 
Member States. 



EB93/43 

(4) JIU/REP/92/8: Field representation of United Nations system organizations: 
a more unitary approach (Annex VII) 

30. This report deals with an important subject which has been kept under continuous review within the 
United Nations system, its member organizations and their governing bodies. It represents a contribution 
to the current debate in the United Nations system on this and related matters. 

31. Certain shortcomings of the report have been noted by ACC, which considers that the value of the 
analysis and recommendations in the report is diminished by assumptions and judgements that are not 
substantiated and cannot be fully supported. Furthermore, the report relates the functions of field offices 
only to operational activities, ignoring the normative and technical mandates of specialized agencies like 
W H O . 

32. The Director-General believes that the field representation of the United Nations organizations and 
the decentralization of the programming process should be undertaken according to the specific mandate 
and areas of technical expertise of each organization. Moreover, the establishment of field offices is within 
the scope of policies set by the respective governing bodies, as well as specific agreements with the host 
countries concerned. The Director-General is concerned about the prominence given in the report to the 
political and diplomatic functions of United Nations Resident Coordinators, emphasis on which might only 
distance them from their basic role as professionals in the field of development. 

33. The Director-General shares the A C C view that proposals for further reform with the aim of 
achieving greater coherence for the United Nations system in the field should be assessed in the light of 
the progress made in the implementation of the provisions of resolution 47/199 of the United Nations 
General Assembly, as well as the outcome of discussions on the restructuring and revitalization of the 
United Nations in economic, social and related fields. Furthermore, the prudence expressed by A C C when 
it recommends avoiding the adoption of new structures that are not clearly superior to existing ones and 
which do not command the full confidence of all parties concerned, is considered pertinent. 

34. While the Director-General agrees with the conclusions and the two recommendations for immediate 
action, he notes that the rapid developments in the field have overtaken the report. It would be 
advantageous first to evaluate the practical experience gained thus far from the application of a unitary 
approach to United Nations field representation, and to use the results to guide the initiation of more 
studies, or the submission of the options proposed in the report, for further consideration by the heads of 
agencies, organizations and programmes of the United Nations system within the context of ACC. 

(5) JIU/REP/92/9: Management of buildings in the United Nations system 
(Annex VIII) 

35. This report, made at the request of one of the participating organizations, analyses the building 
management practices of agencies based in Geneva, Montreal, Vienna and Washington, DC. For purposes 
of comparison, the Inspectors also visited governmental buildings outside the United Nations system. 

36. The Inspectors were unable to prepare specific and quantitative guidelines and produce system-wide-
comparative tables due to the striking dissimilarities in the United Nations system buildings and their 
settings. 

37. The four recommendations of the Inspectors stress general practices such as the provision of adequate 
resources for preventive maintenance, participation of building managers in design and construction, 
balanced use of in-house and contractual staff, and periodic meetings of United Nations system building 
managers. 

38. The Director-General has no difficulty in supporting these recommendations, the first three of which 
concern already-established practices in W H O . 
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PROPOSED ACTION BY THE EXECUTIVE BOARD 

39. The Board may wish to take a decision in which it thanks the Joint Inspection Unit, expresses its 
agreement or otherwise with the related comments of the Administrative Committee on Coordination and 
the Director-General, and requests the Director-General to transmit this document to the United Nations 
Secretary-General, the members of ACC, the Chairman of JIU and the External Auditor of W H O for their 
information and perusal. 


