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GoS Recommendation 8.2

Study Report 

1. Introduction 

At its 2003 session, Council approved the implementation of the near-term recommendations of the Group of Specialists (GoS), by adopting Resolution 1210 (see Document C03/87, Annex 1 at (http://www.itu.int/dms_ties/itu-s/md/03/cl/c/S03-CL-C-0087!!MSW-E.doc ). The implementation work plan “Secretariat Work Plan to Implement Near-Term Council 2003 Recommendations” that was approved by the PSC distributed the responsibilities for the different studies in question, and called on the designated focal points / project leaders to present a project proposal for each study. 

Item 2 of the GoS Recommendation 8 was to review the functions involving corporate communications, publications, documentation, document control and marketing with the objective of eliminating any duplication of work and inefficient use of resources. 

The main objective of this study project that was submitted was to identify and evaluate concrete improvements for increased effectiveness, both relating to working methods and tools and relating to organizational changes. The salient features of the study project were: a) to set up a Task Management Team (TMT), with member selection based on competencies appropriate for the study in question; and b) to conduct the study exclusively by questionnaires to the designated service providers and to their respective users, and by only using Email and electronic methods. 

After the green light to go ahead was given, the project was initiated in mid-June 2003 and completed in March 2004. 

The purpose of this document is the report on the main conclusions of the study that was carried out. 

2. Analysis Scope

Questionnaires were sent out to the managers of 18 service-provider units. 14 replies were received. A second set of questionnaires was sent out to the managers of user units of the service-provider units in the first survey. 89 user questionnaires were sent out. 36 replies were received.

Taking into account the wide scope of the study, the parallel priorities and the limited resources available, it was decided to have a narrow focus during the analysis and conclusion phase. For this reason, the analysis was focused on the following words / concepts in GoS Recommendation 8.2: duplication
, efficiency and improvements. 

Annex 1 is the evaluation table that was constructed to bring together those elements of the questionnaires to the above-mentioned analysis scope. Annex 2 presents the conclusions of the analysis for each of the service-provider units covered by the study. These two annexes present analyses of the answers in the two sets of questionnaires. Taking these annexes into account, the conclusions and recommendations in this report also draw on the experiences, competencies and knowledge of the members of the TMT in relation to how the ITU secretariat functions. 

3. Conclusions 

In the replies to the questionnaires, there were only 4 instances of duplication reported. For the sake of brevity, duplication cases are herein cross-referenced with the symbol >Dup*.

Ratings (on a scale of 1 to 5) of user satisfaction in the questionnaires are interpreted as a qualitative expression of service-provider efficiency. With this indicator, the level of efficiency ranges mostly between 4 (very good) to 5 (excellent) among those service-providers evaluated. Furthermore, the user’s rating of satisfaction was often close to the service-provider’s perception of the user satisfaction. 

The service providers were also asked to state their own strengths and weaknesses. An analysis of these comments would be an important indication of efficiency. However, due to lack of time this task is left to Dalberg Consultants. 

A) Corporate Communications and Marketing

This functional group comprises 7 different service-provider units:

1. Corporate Communications (SG/CEC/CCU)

2. Marketing Service (SG/SAMA/MKT)

3. Sales Service (SG/SAMA/SALES)

4. Marketing & Business Development Division (SG/TELECOM/BDM) 
 

5. Partnerships, Promotion & ITU-D Membership (BDT/PSF/PPM)

6. Text Editing and Publication Division (BR/IAP/EDP) 
 

7. Promotion Coordinator, Communications and Promotion (TSB/ASEP) 

Taking into account the relatively small size of the ITU secretariat, one option is to consider a partial regrouping of these functional units that should result in increased synergies. However, to do so the management needs to buy into some degree of centralization – with corresponding safeguards such as accountability and peer review.In this option, distinction is made between two specific centralized functions  that could be “sub-contracted” by other units: 

i)
The public relations and media relations function on one hand (covering items 1, 5 and 7). For example, an ITU-wide annual promotional plan could be considered. 

ii)
Marketing and promotion of products on the other hand (covering 2, 3 and 4). For example, if the tasks of market segmentation and customer surveys for ITU publications and for Telecom exhibitions can be outsourced to commercial companies, then these tasks could also be subcontracted to a centralized unit. 

A second option would be to demand more coordination between different services, but without any functional centralization. In this option, there would be a annual promotional plan that should be coordinated and approved by the PSC, with indication of decentralized task / project responsibilities therein. Similarly, there should be a document to consolidate annually the product-specific marketing programs and projects. 

B)
Publication Production and Document Production

This functional group comprises 4 different service-provider units:

8. Publication Composition Service (SG/SC/COMP) >Dup*11

9. Electronic Publishing Service (SG/SC/EPUB) >Dup*BR-EDH

10. Document Composition Service (SG/CONF/POOL)

11. QUICKPUB (SG/CONF/QUICKPUB) >Dup*8

These are almost exclusively production support functions. As they do not deal with substance, there is a strong argument that these functions should be provided by the General Secretariat, and should not be decentralized in the bureaus. The author functions should continue to be decentralized in the bureaus
. 

Second, currently Quickpub operations (i.e. the desk-top-publishing operations for ITU-R Rrecommendations and for ITU-T Recommendations) are the responsibility of two different departments: the Publication Composition Service (SG/SC/COMP)  and the QUICKPUB (SG/CONF/QUICKPUB). It would make sense to combine all the Quickpub operations in a single department
. 

C)
Printing and Distribution (documents and/or publications)

This functional group comprises 2 service-provider units that are part of the same division:

12. Reprography Service and External Printing Service (SG/SC/REPRO and IMPEX)

13. Conference Documents and Dispatch Service (SG/SC/ PDD/DCEXP)

There was no duplication identified by the study. These services are considered to be efficient, and there is general user satisfaction. It is therefore recommended to make no changes.

D) Document Control

This functional group comprises 5 different service-provider units:

14. Coordination (Unit SG/CECS/CEC) >Dup*

15. Administration Division (BR/IAP/ADM)

16. Administration, Meetings, Documents & Logistics Service (TSB/ASEP/AMDL) 

17. ITU-D Study Group Unit (BDT/IOS/STG) 

18. Document Production and Administration (SG/CONF/LING)

Document Control is a key activity for all meetings and conferences of the Union – an area of activity in which the ITU is considered to excel. The recommendations in this area are three-fold: 

a) To treat each conference and each major meeting as a project, and to continue the Project Team Concept that has often been applied in the past.

b) To ensure coordination of methods and procedures with the Conferences Department in all cases.

c) To consider the centralization of some conference-related functions under the responsibility of the Conferences Department (see Section 4 below). 

4. Other remarks 

In the previous sections, the analyses and conclusions have been strictly within the scope of the GoS Recommendation 8.2. However, it is recognized that management recommendations / decisions need to be made against a backdrop of wider perceptions and broader understanding of challenges, strengths and weaknesses. It is the purpose of this section to address these wider considerations pertinent to the intent of the GoS recommendations. 

First, there are two important activities to which the criterion of “duplication” applies, as interpreted in the study context: 

19. Accreditation and registration of conference / meeting participants an delegates: this activity is often referred to as DRS, which is the acronym for the IT system Delegate Registration System. Further studies should be undertaken to analyze the current situation in order to make best use of available competencies and to reduce possible duplication.

20. There are currently four different units within the ITU secretariat dealing with procurement and purchasing services. There is more than one good reason to consider creating a centralized unit to deal with this activity as a service to the requesting units who often have the technical competence for requirements scope analysis and requirements specification. 

Second, it is worth noting that the annual income from the sale of publications is around CHf 12.5 million per year – and apparently on a downward trend according to past statistics. In line with GoS Recommendation 10 (not yet approved by Council, but included as part of the terms of reference of the Consultant) consideration should be given to creating a Publications Department, with its own line manager. Such a move would have a subsidiary benefit, namely to reduce the size of the Common Services Department
. 

Third, considerations of delegation and manager training could be as important as – or more important than – structural considerations. In this regard, both vertical delegation and horizontal delegation should be taken into account. Both of course involve trust and competence, as well as responsibility and accountability. 

Encl.: 2 annexes per text

�  In the context of the GoS recommendations, the usage of the word “duplication” signified that two or more functional units may be carrying out identical or similar functions. For example two secretaries to different managers carry out the same function, but not the same tasks. During the study, no instances were identified where two functional units carried out the same identical task. 





� This unit did not to reply to the questionnaire survey.





�  Sales and Marketing are two functions within the same administrative unit “SC/SAMA”. 





� This unit did not to reply to the questionnaire survey.





� This unit did not to reply to the questionnaire survey.





� Preparation of content, including editorial and proof-reading functions, are considered as part of the substantive “author” functions of bureaus with regard to all publications inclusive of recommendations. 





�  Such a decision would normally require the regrouping of the staff concerned within the same physical space. The Chief of Common Services Department has underlined that such an office regrouping  (either on the 5th Floor of Varembé or in Montbrillant) may prove to be difficult and costly. 





�  The Common Services Department appears to have the largest departmental budget, the highest number of staff, the most functional complexity / variety and yet the least number of P5 managers: only one. 





