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Report by the Secretary-General 

I. Introduction 

1. At the Ninth Session of the General Assembly I recommended, and the Assembly 

approved, the termination of the double echelon of Principal Directors and 

Assistant Secretaries-General at the senior level in the Secretariat. The new 

administrative arrangement, consisting of Under-Secretaries and officers of 

equivalent rank, has now been in operation for more than three years and has 

demonstrated its value both in terms of greater smoothness of operation and 

increased efficiency in the discharge of the Secretariat's responsibilities» 

The scope, special nature and variety of the Secretariat's responsibilities and 

its capacity to discharge them lead me to suggest additional modifications in 

the organizational pattern adopted at that time. This further elaboration has 

a bearing on the number of senior posts, the allocation of responsibilities among 

them, flexibility in the assignment of senior personnel to posts and to functions, 

and the method of ensuring the taking of important and urgent decisions when the 

Secretary-General is absent and unavailable. 

2. The indications I gave of the scope for some reduction in the number of 

senior posts was set out in the following passage of the introduction to my annual 

report to the General Assembly in 1956 : 

Official Records of the General Assembly. Eleventh Session. Supplement 
No. 1 A (A/3137/AdcM), p. 8. 
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"Belonging to the same category of problems is the question of the 
proper number of Under-Secretaries and other officials on the most senior 
level of equal rank. The view has been expressed that the number of 
officials on this level at present is unduly large. It has been felt 
that this represented a lack of economy, was bound to lead to difficulties 
in the co-ordination of the various activities, and might put the 
Secretary-General under an unnecessary pressure in his efforts to maintain 
current contact with all the senior officials. In part, the present 
number of senior officials is explained by historical circumstances; it 
is my hope that, at the end of the trial period, the proposals put forward 
can be framed independently of such considerations. I have given the 
matter constant and careful thought"and my conclusion is that, even on a 
purely rational basis, only a minor reduction of the present number of 
senior officials is possible.... To .some extent that is explained by the 
need to provide for a wide geographical distribution. The main reason, 
however, is of another character. It should not be overlooked that the 
Secretariat has to cover a field not much less diversified than that of a 
national cabinet and that, therefore, specialization on the top level must 
be pushed fairly far. A simple enumeration will indicate what I have in 
mind. Senior officials are necessary for all the three Councils and for 
servicing the General Assembly and its committees. Such officials are 
likewise necessary for public information and for legal matters. In the 
purely.administrative field, it is necessary to have special senior 
officials in charge of the Executive Office of the Secretary-General, of 
the Office of Personnel, of the Office of the Controller and of the very 
numerous problems relating to the administration of the buildings and 
technical services of the Organization. Likewise, a senior official must 
be in charge of the administration of technical assistance. Finally, 
there are three regional commissions and the European Office. In at least 
one of the Departments *> the Department of Economic and Social Affairs -
there is, further, an undeniable need for a deputy with responsibility 
also for relationships with the specialized agencies. In the special case 
of the Technical Assistance Board, which has an inter-agency secretariat, 
there must be a senior official, appointed by the Secretary-General in 
consultation with the heads of the organizations participating in the • 
Expanded Programme of Technical Assistance, to serve as Executive Chairman. 
This enumeration, which represents the number of specialized responsibili
ties requiring the leadership of a senior official reporting directly to 
the Secretary-General, already amounts to seventeen different posts. When 
attention is paid also to a reasonable geographical distribution and 
certain vital needs which may be expected to arise from time to time, such 
as the atoms for peace programme, it is difficult not to exceed this figure 
which differs from the present number of senior posts only by four*" 
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II. Summary of proposals 

3. In reconsidering the needs of the Organization for officials on the 

senior level, reporting directly to the Secretary-General, as set out above, 

I have arrived at the conclusion that decisive reasons exist for the maintenance 

of the two Under-Secretaries "without department" over and above the posts 

enumerated. Pending further consideration of the full integration of the 

Technical Assistance Administration with other Secretariat-activities, the 

post of Under-Secretary in charge of the Technical Assistance Administration 

would be maintained on a temporary basis. My recommendations include the 

deletion of the Deputy Under-Secretary posts, with a possible reduction at 

a later stage of the other post just mentioned. 

4. The Secretariat organization thus proposed (see table, paragraph 6) 

comprises sixteen regular posts of Under-Secretary, of which four are regional 

officers (the three heads of the regional economic commissions and the head 

of the European Office) which leaves twelve Under-Secretaries for the adminis

tration at Headquarters. The Chairman of the Technical Assistance Board is 

on the same level, but this post should be regarded as being outside the 

Secretariat, as this office functions on the basis of a joint assignment by 

the heads of all the specialized agencies and the Secretary-General. The 

thirteenth post retained, the official in charge of General Services, may more 

properly be placed in a special category as being outside the group charged 

with responsibilities of a diplomatic or political-administrative character. 

With the location of the Headquarters of the United Nations in New York, the 

officer in charge of General Services should be a national of the United 

States, having the requisite broad capacity and experience. 

5. It may be worth noting that, of the twelve Under-Secretaries serving at 

Headquarters, one, the Executive Assistant to the Secretary-General, holds a 

post which is in a special relationship to the work of the Secretary-General 

and which, therefore, I regard as falling outside the posts to which geographical 

distribution applies. With the proposed organization, I consider eleven posts 

as falling within a category where a wide geographical distribution should be 

sought. This number corresponds to the present number of members in the 

Security Council. Thus, the proposed organization, quite apart from administratif-

considérations, represents a minimum framework for a balanced geographical 

distribution. 
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6. My proposals are as follows: 

AT HEADQUARTERS 

Present situation Roc ommendations 

A. Four officials with special responsibilities 
in tho Offices of the Secretary-General 

1. The Executive Assistant to the Retain 
Secretary-General 

2. The Legal Counsel Retain 

3. The Controller Retain 

4. The Director of Personnel Retain 

B. Two Under-Secretaries without department 

5. Under-Secretary 

6. Under-Secretary 

Retain (new title -
"Under-Secretary in 
charge of Special Political 
Affairs") 

Retain " " " " 

C. Five departmental heads 

7. Under-Secretary for Political and 
Security Council Affairs 

8. Under-Secretary for Economic and 
Social Affairs 

9. Deputy Under-Secretary for Economic 
and Social Affairs 

10. Under-Secretary for Trusteeship and 
Information from Non-Self Governing 
Territories 

11. Under-Secretary for Public Information 

12. Deputy Under-Secretary for Public 
Information (filled briefly) 

13. Under-Secretary for Conference Services 

Retain 

Retain 

Delete 

Retain 

Retain (change '/Department" 
' t o "Office") 

Delete 
Retain (change "Department" 

to "Office") 

D. One head of the Technical Assistance Administration 

14. Director-General of the Technical Assistance 
Administration 

15. Deputy Director-General of the Technical 
Assistance Administration 

Retain on a temporary basis 

Delete 
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AT HEADQUARTERS (cont'd) 

Present situation Recommendations 

E. One Office head 

16. Director of General Services 

F. One head of the Technical Assistance Board 

17. Chairman, Technical Assistance Board 

Retain in special category 

Delete from Secretariat 
calculation 

Present total - 17 Recommended total - 12 plus 1 

AWAY FROM HEADQUARTERS 

A, Heads of three regional economic commissions 

18. Executive Secretary of the Economic Commission 
for Asia and the Far East Retain 

19. Executive Secretary of the Economic Commission 
for Europe Retain 

20. Executive Secretary of the Economic Commission 
for Latin America Retain 

B. Head of the United Nations Office in Geneva 

21. Director of the Office • Retain 

22. Deputy Director of the Office Delete 

Present total - ,5 Recommended total - 4 

7. The above organizational arrangements would require the establishment of 

new posts at the D.2 level. To meet necessary administrative requirements, I 

recommend that one D.2 post should be added to each of four units, the Office 

of Public Information, the Department of Economic and Social Affairs, the 

Technical Assistance Administration and the United Nations Office at Geneva. 

III. Special matters 

8. In the reorganization of the senior level of the Secretariat, approved at 

the Tenth Session of the General Assembly, two posts of Under-Secretary without 

department were established. The intention was that the incumbents of these 

two posts would be in a position to take over special tasks which went beyond 
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the limits of any single department but which, on the other hand, the Secretary-

General would find it difficult to attend to personally to the full extent 

necessary. 

9. It was also the intention that the Under-Secretaries without department 

would follow the activities of the offices and departments, with a fixed 

division of responsibilities between them. For reasons of a temporary nature, 

the plan has proved effective only in part. However, I have no doubt that, 

when the proper traditions have been built up and close co-operation between 

the heads of departments and offices and the two Under-Secretaries has had 

time to develop, the arrangement will prove to be a highly useful one, both 

for the units concerned and for the Secretary-General. For example, one of the 

two Under-Secretaries would follow, inter alia, the work of the Office of 

Personnel and of Finance, providing, not an officer between these officers and 

the Secretary-General, but one who, through following their work, would be 

in a position to assist in their individual and co-ordinated tasks, thus in 

part relieving the Secretary-General. 

10. The experience of these two Under-Secretary posts has been that they are 

of great value to the Secretary-General in other respects as they provide him 

with a possibility of organizing, on the senior level, activities in fields which 

either cut across the limits between various departments, or in other respects 

go beyond the scope of the departments. Without the present arrangement, the 

workload on the Secretary-General personally would have been much heavier. 

11. The two Under-Secretaries, in addition to current contacts with a group 

of offices and departments, would have the responsibility for specific fields of 

activity transferred from other units, particularly the Departments of Economic-

and Social Affairs and of Political and Security Council Affairs, and would also 

carry out ad hoc assignments either of a special nature or including matters 

normally falling to offices and departments. With the suggested arrangement, 

their title should be changed to "Under-Secretary in charge of Special Political 

Affairs". They would, in the execution of their responsibilities, be allotted 

the necessary staff transferred to them on a permanent basis. 

12. The Department with the broadest field of activities and a resulting 

heavy workload is at present the Department of Economic and Social Affairs. 
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This is explained by the fact that the two separate Departments of Economic 

Affairs and of Social Affairs, which were established at the beginning of the 

operations of the United Nations, were later integrated into one Department. 

There is a strong reason to reconsider the scope of activities of the joint 

Department. As has often been pointed out, the links between it and the 

Technical Assistance Administration are very close. So far I have advised the 

General Assembly to postpone consideration of an amalgamation of the Technical 

Assistance Administration and the Department of Economics and Social Affairs. In 

an arrangement intended to provide a more lasting organizational framework for 

the activities of the Organization, I consider that strong reasons of principle 

and logic exist for an early integration of the technical assistance activities 

within the United Nations Secretariat with the Department of Economic and Social 

Affairs; in view of the many and important practical considerations involved, the 

matter will require further study. 

13. Even without such an amalgamation the workload of the Department is greater 

than that,of any other. Some of the activities in the Department bear little 

relation to its normal functions and could appropriately be lifted out for 

assignment to the Under-Secretaries without department. 

14. The proposed arrangement would spread responsibilities more evenly among 

the senior officials, combining fixed responsibilities with enough latitude for 

such special or ad hoc assignments as might appropriately be assigned to them. 

v^ While .the two Under-Secretaries referred to would be relatively less burdened 

with fixed assignments than their colleagues, and therefore more available for 

ad hoc assignments, the plan envisages also the use of the other Under-Secretaries 

for special assignments, as their workload and special experience dictate. 

15. These recommendations envisage the reservation of the title of "Department" 

to the three units of the Secretariat which, while performing normal duties 

in the Secretariat, serve specifically as the staff Of the respective Councils. 

16. The experience of the past, and especially of the last year, confirms the 

value of the principle of maximum flexibility in the assignment of senior 

personnel to various posts and functions. Apart from a limited nimber of posts 

in which specialization is required, the majority of the senior posts are of 

such a nature as to make possible and even desirable the circulation of the 

senior staff among them. Experienced officials may thus bring to the Organization 
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the value of fresh approaches to their new assignments. Furthermore, it would 

avoid an. implication, which naturally develops with the passing of time, that 

there is a vested interest of any kind in a given post. In view of these con

siderations, it is my intention to gain the advantages derived from flexibility 

both by assignment of specific and important projects among senior officials and 

by circulation of senior officials among appropriate posts. 

17. I am confident that with the organizational arrangements and procedures now 

being followed, together with the elaborations outlined above, the Secretariat 

will be in a position to discharge its responsibilities fully and effectively and 

to meet such emergencies as may arise. With competent officials in charge of 

clearly defined tasks and with procedures for day to day work clearly established, 

the direction of the Secretariat does not entail an undue burden. 

18, Procedures already followed, at least partially, cover the question of the 

direction of the Secretariat in the absence of the Secretary-General. The head 

of each department and office is directed to carry on his operations and to make 

such decisions as are necessary within the limits of established policy. Where 

marginal policy questions or new questions of importance not covered by existing 

policy arise, the daily contact maintained by the Secretary-General through the 

Executive Office provides a basis for his continuing direction of the Secretariat. 

It is only on those occasions when, due to unsatisfactory communications, the 

Secretary-General is both absent and unavailable, that some special measure would 

appear to be indicated. In these circumstances, it is my view that an arrangement 

should be made whereby a group or "panel", consisting of the Under-Secretary con** 

fronted with an urgent and important policy decision not covered by existing 

policy lines, associated with two other Under-Secretaries selected on the basis of 

geographical distribution, should make the decision. With this gap covered by 

this special arrangement, the total administrative structure would seem to be 

complete, both in terms of the requirements of policy and effective administration. 

IV. Emoluments 

19» In the light of the foregoing proposals for the reorganization of the Secre

tariat at its top-level, and bearing in mind the views expressed in the course of 
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the Fifth Committee's discussions during the Eleventh Session of the General 

Assembly, as well as the level of emolument's maintained in similar service by-

Member Governments, the Secretary-General has reached the following conclusions 

concerning'the nature and leyel of the emoluments that" should attach to the post 

of Under-Secretary. These represent, in his judgement, the minimum that can be 

considered appropriate for the immediate supporting staff which is found essential 

for the proper discharge of his total responsibilities as Secretary-General. 

20. Present base salary (i.e., pensionable remuneration) should be increased from 

#12,500 net, the amount fixed by the General Assembly at its last session, for 

the Director (D-2) level, representing the top of the normal career service, to 

$15,000 net per annum. Under-Secretaries would at the same time bedome subject. 

along with all other United Nations staff members, to the application of the system 

of post adjustments, plus such other allowances and benefits as are available to 

the staff generally, including dependency allowances. It would follow from these 

proposals that the present basic allowance of #3,500, provided for under paragraph 

1 of annex I of the Staff Regulations, would be eliminated. Except for the deletion 

of the words "and officials of equivalent rank at Headquarters" no change is re*. 

commended in the existing arrangement for.which,provision is made in paragraph 2 

of the same annex, whereby the Secretary-General "is authorized, on the basis of 

appropriate justification and/or reporting, to make additional payments to Under** 

Secretaries Jaxïû. officials of equivalent rank at Headquarters/ to compensate for 

such special costs as may be reasonably incurred in the interest of the Organization 

in the performance of duties assigned to them by the Secretary-General". Until 

such time as budgetary needs for this purpose can be reassesed, following full 

implenentation of the General Assembly's decisions affecting the top-level struc

ture of the Secretariat, the Secretary-General believes that such needs should be 

maintained at the present level of #50,000, 

21. Basic emoluments payable at present and those which would be payable under 

the proposed new arrangements are shown in the following comparative table for 

Headquarters and Geneva. The comparative figures do not take account of dependency 

allowances (other than the #200 now payable in respect of a dependent spouse) nor • 

of the additional allowances which may be granted in accordance with annex I, 

paragraph 2 of the Staff Regulations, at the Secretary-General's discretion. 



Spec/180/57 
Page 10 

Present situation 

GENEVA NEW YORK 

Total 16,000 16,200 

Item 

Base salary 

Dependency credit 

Allowance 

GOL adjustment 

Without 
dependents 

$ 

12,500 

~ 

3,500 

" 

With 
dependents 

12,AGO 

200 

3,500 

— 

Without 
dependents 

$ 

12,500 

-

3,500 

500 

With 
dependents 

12,500 

200 

3,500 

500 

16,500 16,700 

Secretary-General's proposal 

Base salary 

Post adjustmenti/ 

Dependency allowance 

15,000 

400 

..» 

15,000 

600 

200 

15,000 

1,500 

~ 

15,000 

2,250 

200 

Total 15,400 15,800 16,500 17,450 

Ï7 Based on Glass 2 for Geneva and Class 5 for New York 
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22, In view of the considerations set forth in paragraph 12, I believe it is 

equally necessary for administrative and other reasons that the D-2 post which 

would be added to the Department of Economic and Social Affairs should carry 

an allowance of ^2,500 per annum in recognition of the special duties which the 

incumbent of the post would be expected to assume. These would include par-> 

ticularly the responsibility of acting for the Under-Secretary as the personal 

representative of the Secretary-General in matters involving co-ordination and 

relationships between the United Nations and the specialized agencies. For the 

same reasons, I am of the opinion that the Secretary-General should, if ap« 

propriate, be able to grant a similar "special duties allowance" to the incumbent 

of the D-2 post which would be added in the Technical Assistance Administration^ 

I would further consider that, in riew of their special character and purpose, 

these two proposed allowances should be specifically provided for in the annual 

budget estimates as a charge against the established posts account. 

23» As regards the remaining posts at the D-2 level (i.e. in the Office of Public 

Information and the Geneva Office), the Secretary-^ïeneral wishes to propose that 

the General Assembly grant him adequate discretionary authority in the matter of 

transitional arrangements. These might take the form of payment of a personal 

allowance designed to compensate those affected for any net loss they might 

otherwise suffer for a reasonable period beyond the expiration of their present 

term of appointment. Such compensation should not, in ul\o viow of the Secretary-

General, take account either of additional allowances which may currently be 

paid under annex I, paragraph 2, of the staff regulations or of dependency benefits*, 

24, Subject to approval by the General Assembly of the organizational proposals 

and emoluments herein recommended in sections II and IV respectively, it is my 

intention to issue internal instructions setting forth the allocation of functions 

among the senior officials along the lines described above. 


