	[image: image1.wmf]
	INTERNATIONAL TELECOMMUNICATION UNION
	

	
	Council Oversight Group (COG)
	Document COG-03/5-E

10 July 2003

English only

	PARIS    —    THIRD MEETING    —    (16 JULY 2003)


Information Systems Issues
Status of actions related to recommendations

 AUTONUMLGL 
Council Resolution 1210 concerns

 AUTONUMLGL 
The essential action mandated by Group of Specialists (GoS) Recommendation 6 is "The Council instructs the Secretary-General to review and report to the Council Standing Committee on Finance concerning the Information Systems (IS) Department, including its organization, operation and management, the level of its expenses and quality of its services" as well as other points.  The Secretary-General has tasked the Information Systems (IS) Department to prepare a draft report, to be reviewed by the Information and Communication Technology Committee (ICTC)
.  The study and report are to include all the issues identified in recommendation 6. 

 AUTONUMLGL 
An ICT strategic plan for the ITU information system is to be defined; the first version will be made available to Council Members before the end of this year.  A roadmap for preparation of the strategic plan has been prepared, as well as a draft outline intended as a starting point for the team tasked with developing the plan.  

 AUTONUMLGL 
A plan of action detailing implementation deadlines and financial implications for implementation of all the External Auditor's recommendations will be prepared and submitted to the Council as requested in paragraph 5.1.2 of Doc C03/71.

 AUTONUMLGL 
Group of Specialists Recommendation 6 and External Auditor’s Report

The areas identified for study in Recommendation 6 were already examined in the report of the External Auditor (Doc. C03/21) as shown in the table below.  These areas are also discussed in subsequent sections of this document.

	Recommendation 6 item
	External Auditor’s Report (Doc C03/21) paragraphs
	Section of this document

	Organization
	21, 22, 24, 26, 85
	3.1

	Management
	23-24, 26, 29-32, 35-38, 124
	3.1

	Operation
	34-35, 41, 49-82, 92-123
	3.6

	Level of IS expenses and spending
	14, 33
	5

	Spending priorities that maximize benefits.
	12-13, 28
	4

	Quality of IS services
	35-40, 45-48
	3.4, 3.5 items 3 & 4

	New accounting system (HR/Payroll)
	43-44
	6

	IS staff employed in the Bureaux and IS Department (eliminating any duplications or inefficiencies)
	41-42
	8

	Efficiently fulfilling support function 
	14, 16-20, 84-91
	3.5 items 3 & 4

	Support strategic guidelines
	11, 13, 15
	3.2, 4


 AUTONUMLGL 
External Auditor’s Report follow-up

 AUTONUMLGL 
Senior management’s concern about the issues raised by the External Auditor has been translated into concrete acts.  The Secretary-General has given instructions that appropriate and vigorous action be taken to implement the recommendations, and the most urgent matters have already been addressed.  The actions, in order of priority, are listed below.  Progress on implementation of items 3.4 – 3.6 depends on implementation of item 3.2 (reorganization of the IS Department).

 AUTONUMLGL 
Reorganization of the IS Department: The plan for reorganization of the IS Department, made available electronically for Council as document C03/EP/13, is to be carried out soon. 

 AUTONUMLGL 
Establishment of the ICT strategic plan: See §1.2 above concerning the ICT strategic plan.  In order to strengthen the high-level consideration of the importance and the role that information and communication technology should play in the future, we have the intention to organize a senior officials’ retreat on the theme (one day in Geneva area). 

 AUTONUMLGL 
Portfolio of IS services: Defining service levels (§§45-48 of Doc C03/21) is well advanced. A portfolio of approximately 50 IS services has been identified, and Service Level Agreements (SLAs) have been drafted for several basic services (e.g., LAN, storage management, etc).  The catalog of services will allow IS and departments and sectors to compare services and prices provided by IS with those of UN organizations (ICC for example) or external providers.  This will provide a transparent performance measurement tool for determining which service area is weak or too expensive and needs to be improved, changed, reorganized or might better be outsourced. 

 AUTONUMLGL 
Implementation of high-priority projects: Several high-priority projects recommended by the External Auditor have been started, with defined completion dates (also see §4.3 below).

1. Upgrade of the Local Area Network (implementation completed on 31.03.2002)

2. Human Resources (HR) management and Payroll system (to be operational as from 01 January 2004).  See section 6 below.

3. Helpdesk and asset management:  Call for Bids procedure for Help Desk and Asset Management Software completed.  The IS Department plans to use a very widely used and highly respected robust model of service management (part of the IT Infrastructure Library – ITIL) for achieving a service-based orientation with measurable performance indicators.  The Help Desk software will be a necessary tool for managing service delivery, identifying problem areas, and measuring performance. Project implementation plan will be refined in conjunction with the software supplier.  This project can be carried out successfully only after IS Department re-organization.

4. Improvement of data backup and recovery (procedure for Call for Bids initiated). Implementation related to definition of agreed-upon service levels (see 2.4 above), and service-oriented reorganization. 

5. Regional Presence Connectivity Improvements (project plan approved by ICTC)

6. Reinforcing capacity, resilience, and security of Internet services (identified as priority project by ICTC)

7. Services to improve working methods for Study Groups (identified as priority project by ICTC)

 AUTONUMLGL 
Implementation of other recommendations: Many of the operational recommendations have already been acted upon; a list of these is in preparation.  An ad hoc committee created by the Secretary-General made an analysis last year of the resources required to carry out most of the various recommendations in the report.   A plan of action detailing implementation deadlines and financial implications for implementation of all the External Auditor's recommendations, within the financial and human resources available to the Union, will be prepared and shared with the COG when available.

 AUTONUMLGL 
Project selection and prioritisation

 AUTONUMLGL 
During Council concern was expressed about whether ICT investment choices were appropriate and in particular, whether the priority areas identified by the External Auditor were addressed.  

  AUTONUMLGL 
Decisions on use of the ICT Capital Fund are made by a consultative process within the Secretariat which assures that projects proceed on the basis of realistic plans, and that priority is accorded to investments closely related to ITU strategic objectives.  The Information and Communication Technology Committee (ICTC), composed of senior managers representing each Bureau and each department of the General Secretariat, makes recommendations on priorities for the ICT investment plan, using a project proposal evaluation technique that takes into account the value (benefits) to ITU of each project, the danger of failing to carry it out, the risks associated with the project, and the estimated costs.  The ICTC project prioritization and approval process involves two stages: 

1) identification of priority areas, with provisional estimated resource levels, and 

2) recommendation of specific projects based upon project proposals which identify project objectives, project elements and expected costs and benefits.  

 AUTONUMLGL 
The priority projects identified in section 2 of Doc C03/20 are the result of this process.  The first corrects serious problems of capacity, and especially of reliability for the Local Area Network.  Three of the other five priority projects respond to recommendations of the External Auditor: “Human Resources (HR) management and Payroll system” (paragraph 44 of External Auditor’s report in Doc. C03/21), improvement of data backup (paragraphs 96-99), and “reinforcing capacity, resilience, and security of internet services” (paragraphs 77-80).  The remaining projects, “Regional Presence Connectivity Improvements” and “Services to improve working methods for Study Groups,” correspond to important objectives for ITU.

 AUTONUMLGL 
Level of spending for IT

 AUTONUMLGL 
GoS recommendation 6 suggests that the level of spending for IT appears to be excessive.  While there is need for improving IS Department cost control mechanisms (see paragraphs 25-28 of Doc C03/21), the External Auditor’s view about the level of IT spending, as expressed in paragraph 33 is “I recommend that the reflections made about the strategic importance of information and communication technology within ITU (see paragraph 15) be taken into account in future budgetary processes.” 

 AUTONUMLGL 
There are several ways to examine what is an appropriate spending level.

 AUTONUMLGL 
The Booz-Allen & Hamilton report to the HLC stated, based on 1989 figures, that “ITU spends 14% of its overall budget on information systems and telecommunications.  This level is in line with information-intensive commercial firms.”
  BAH reported total yearly IT spending of CHF 17,476,000 at the time.  The 2004 estimated yearly total budget for ICT is CHF 19,670,000 including posts and equipment purchase outside the IS Department
.  This is 12% of the overall budget, and represents a 16% real decrease in overall ICT resources.  The table on page 4 of Doc C03/20 illustrates the dramatic 37.6% decline (in nominal terms
) in non-staff spending for ICT (i.e., investment, consulting and maintenance) over the decade from 1996 through 2005.

 AUTONUMLGL 
Because ICT functions are often included within programmatic or decentralized budgets, it is difficult to compare the IT budgets among UN System organizations.  The JIU attempted to compile a comparative table in a 1996-97 draft report on “Maximizing the Use and Value of Information Systems and Information Technology in the United Nations System,” but the report was not finalized and issued.  A comparison can be made with another organization that posts its budget information on its website. The WIPO has 859 staff and a proposed 2004-05 budget of CHF 655,400,000 with a budget of CHF 87,467,000 for “IT Services.”  This amount does not include ICT-related areas at WIPO such as “IT Policy and Projects development” and “Intellectual Property Office Automation.”  The table below compares the two organizations.  The figures for numbers of ITU staff are calculated from budgeted work-months, the IT services budget for ITU is the IS Department budget and does not include the ICT staff and equipment of the Sectors (estimated at CHF 11,500,000 including about 30 staff) or of TELECOM.  The IT expenditures for both organizations include services for members as well as those used by staff.

	
	budget 2004-05 (CHF '000)
	IT services (CHF '000)
	IT services as % of total
	Number 
of  IT staff
	Total number 
of staff
	Biennium   IT spending  per staff (CHF)

	WIPO 
	655'400
	87'467
	13.3%
	91
	859
	101'824

	ITU
	328'028
	26'620
	8.1%
	53
	764
	34'843


 AUTONUMLGL 
New information system (Human Resources and Payroll)

 AUTONUMLGL 
The GoS raised a concern that “ITU has recently contracted for a new information system. It is not clear whether it is intended that this system would replace, or operate in conjunction with, the SAP system.” Recommendation 6 calls for “a report regarding ITU's award of a contract for a new software accounting system.”

 AUTONUMLGL 
The new system meets requirements for Human Resources and Payroll functions to replace an outdated payroll system and provide automated support for more efficient HR management by the Personnel Department.  This system will interface with the existing SAP-based Financial Management System, without duplicating its features. 

 AUTONUMLGL 
The payroll system and basic HR management are to be operational by the end of 2003, with further HR management functions implemented during the course of 2004.  An extension to the new HR/Payroll system is contemplated that would include Salary and Budget Control System functionality presently implemented in a series of ad-hoc spreadsheet and database programs that require intensive maintenance and human intervention for processing.  These functions also interact with SAP, and do not replace it for Financial Management.

 AUTONUMLGL 
The need for a new Human Resources Management and Payroll system has been recognized for many years, and studies have been carried out as long ago as 1998-99.  Adapting SAP’s HR modules to UN system requirements is a major undertaking. Consequently, efforts were made to organize an SAP-based approach in cooperation with other UN organizations, so that the costs would be within ITU’s means.  There are other organizations that now use SAP HR (WFP) or are in the process of implementing it (UNICEF), but the date by which implementation could be carried out at ITU would be past the “end-of-life” maintenance deadline for the existing payroll system, and the total costs would also be higher than the approach that has been chosen.

 AUTONUMLGL 
The recommendation for selection of the new system for HR/Payroll was made by a Steering Committee comprised of the Heads of Personnel, Finance and IS Departments.  The primary alternatives considered were the SAP modules for HR and Payroll functions and the IBM HR/Access system.  Selection criteria included total cost over 10 years, timely replacement of the obsolete payroll system, satisfaction of user requirements, and degree of risk for the project.  The IBM HR/Access solution was preferred for all four of these criteria.  The 10-year external costs were estimated to be 1/3 of the SAP solution provided by IBM Global Services, with similar internal costs for implementation (8 person-years of P staff).  A very advantageous price was negotiated, based on a large part of the customization work being carried out by ITU staff.  Detailed project documentation has been prepared for internal use.

 AUTONUMLGL 
The GoS also pointed out that SAP’s capabilities are not being fully exploited.  

 AUTONUMLGL 
Some of the functions identified are related to HR management, and will be implemented more cost-effectively via the new HR management system.  With respect to budget, accounting and financial management functions, the GoS is correct that fuller use of SAP’s capabilities could be made, although there would be implementation costs.  This will be studied further.

 AUTONUMLGL 
IT staff allocation table

 AUTONUMLGL 
The review mandated by GoS Recommendation 6 “… should also include a review of the functions carried out by IS staff employed in the Bureaux (Radiocommunication and Development Bureaux) and by those in the centralized IS Department, with the objective of eliminating any duplications or inefficiencies.”  The Information and Communication Technology Committee (ICTC) has requested the establishment of a staff allocation table showing staff with ICT duties in all Sectors and Departments and recording the projects and duties to which they are assigned.  This will be used as a tool to insure that staff resource allocations are consistent with agreed priorities.

                                   

� The terms of reference for the ICTC (Service Order No. 02/19) are Annex 1 of this document.


� Page IV-3 of BAH report to HLC.


� The 2004-2005 estimated budget total for ICT of CHF 39,335,000, including CHF 11,250,000 for the cost of approximately 30 ICT posts outside the IS Department (mainly in BR) and CHF 1,465,000 in decentralized equipment purchases is 12% of the CHF 328,028,000 overall 2004-05 budget. Half the ICT sum is CHF 19,667,500 per annum which is equivalent to 14,750,625 in 1989 Swiss francs: a 13% nominal increase and a 16% real decrease. [Comparing Swiss consumer price index November 2002 values with January 1989 (0.75) � HYPERLINK "http://www.statistik.admin.ch/stat_ch/ber05/ftfr05.htm" ��http://www.statistik.admin.ch/stat_ch/ber05/ftfr05.htm�.]


� Inflation since January 1996 is 6%, so this is equivalent to about 40% real decrease in 2003 Swiss francs.
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