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Note by the Secretary-General 


This note to the Council Oversight Group (COG) sets forth preliminary views, following consultation in the Coordination Committee, on the work program of the Group over the coming months.  It focuses on three key issues: (1) the need to establish priorities for future work (2) a possible timetable for implementation of the near-term recommendations of the Group of Specialists (GoS) as adopted by the Council (2-6, 8-9, 13-15) and for revising the budget and (3) areas where the Secretariat requests guidance and clarification from the COG.


The next seven months will be among the most critical periods for the ITU.  In that short space of time, many major events will take place that will shape the future role of ITU, including RA-03 and WRC-03 in June-July; Summit PrepCom-3 in September, Telecom 2003 in October and the Geneva phase of the World Summit on the Information Society (WSIS) on 10-12 December 2003.  The Additional Session of Council 2003 will be held from 27-29 October, at which time the dates for the 2004 ordinary session will be decided.


The elected officials and the Secretariat are committed to timely and full implementation of the near-term recommendations adopted by the Council.  In some cases, recommendations can be immediately implemented.  In other cases, implementation of the near-term recommendations is a two-step process, whereby the issue must be studied first before steps can be taken to put into action the conclusions that are reached.  In some instances, parts of the recommendation had already been implemented, as indicated in the report of the Secretary-General to Council (C03/42).


The Secretariat will also revise the draft budget for approval at the Additional Session of Council, following the principles and conditions agreed at the May session of Council (Annex 3 to Res. 1210). Under Res. 1210, the COG is charged by Council to oversee the preparation of a revised budget.


To ensure an effective and rational approach in fulfilling the near-term recommendations adopted by the Council, it is requested that the COG establish some work priorities for the coming period.  Attached to this note is a proposed timetable for implementation of the 10 near-term recommendations and revision of the budget (Annex A and Timeline for Preparation of Draft Budget 2004-2005).  It is requested that the COG review this proposal and indicate areas of priority concern, including those which should be given immediate attention for implementation. 


The 2003 ordinary session of Council took many decisions during its final days, occasionally without benefit of fully coordinating the different Resolutions.  It was recognized during Plenary that some work might be needed to clarify the decisions taken to avoid overlap in work and to provide clearer guidance to the Secretariat.  At the same time, the list of principles and conditions that was intended for implementation of the budget on a provisional basis now must be adapted to the task of revising the budget.





Accordingly, the COG is asked to consider and clarify the matters set out in Annex B, which are an essential part in establishing the above timetables.





					Yoshio UTSUMI


					Secretary-General
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ANNEX a


Draft Timetable


Proposed Date of Report Submission to COG


IMPLEMENTATION


OF COUNCIL NEAR-TERM RECOMMENDATIONS (2-6, 8-9, 13-15)�
cog oVERSIGHT Of Budget 


�
�
JUNE�
�
Clarify Council near-term recommendations�
Clarify Council decisions on budget revision and budget revision process�
�



JULY�
�
Enhance internal audit function


9	Functions of the SPU


13		Quarterly report on budget





*	Progress reports on those parts of all recommendations that have already been implemented�
Presentation of revised draft budget to COG, possibly including:


1a	updated plan to implement cost reductions, including staff reduction


1b	updated plan for staff reductions


1e	recomputing of reserve for debtor’s account


1l	report on WSIS


1n	introduction to budget should include all ITU activities


* 		projection of budget 2006-07�
�
Late August 2003�
Submission of second revision of budget�
�
NOVEMBER�
�
Use of information systems at ITU 


8	Review of various functions to reduce 	duplication (partial report)


13	Quarterly report�
1i	Strategic Plan for ITU information systems�
�
FEBRUARY 2004�
�
3		Prioritization of Sector Activities


Cost-accounting process


8	Review of various functions to reduce 	duplication (final report)


13	Quarterly report


14	Reorganization of Telecom along project lines


15	Audit of amounts ITU is charging 	TELECOM�
1k	report on clear billing procedure 


1m	Plan on use of six official languages


7		proposal for a new budget structure�
�



Comment:  This timetable is preliminary, as many of the suggested deadlines may vary depending on clarification concerning the nature of the recommendations, and in particular whether some of them have implications for the draft budget 2004-05.  Dates are suggestive and take account of the schedule of meetings of ITU in 2003.





The above deadlines are for submission, by the Secretariat to the COG, of the final implementation action report.  Upon request, the Secretary-General will also provide quarterly progress reports to the COG on implementation of the near-term Recommendation (Res. 1210, Annex 3(5)).





The work undertaken under Rec. 2 on amendments to the Financial Regulations will be reported directly to the Council Working Group established under Rec. 7 to address that issue. (Annex 4 to Res. 1210).�
Comment:  The timetable for revision of the budget will depend on (1) the deadline set for its distribution to Council Member States and (2) the nature and extent of the revisions to the budget that COG request, in particular the format and presentation.  Further, the Principles and Conditions in Annex 3 to Res. 1210 were designed to accompany the provisional adoption of the budget.  Since the budget was not adopted, some of the items in this annex may not be relevant in revising the draft budget. 





Note:  Citations are to Annex 3 of Res. 1210.�
�
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TIMELINE FOR PREPARATION OF DRAFT BUDGET 2004-2005














�EMBED Excel.Sheet.8���


�



ANNEX b


Questions For Clarification To The Council Oversight Group


General


The Council decisions concerning GoS and COG have significant budget implications.  Each group is to be assigned a member of the Secretariat which, given the nature of the work, requires a professional.  The Additional session of Council will cost between 300-500,000 SFR.  Implementation of the near-term recommendations will also have resource implications, and Rec. 6 already mentions the use of outside experts.  In light of the present budget situation, the GoS should determine how these resource requirements can be met, e.g. should the reserve account be used or should some other activities be reduced?


Many of the recommendations call for a study and report, either to COG or to the Council.  To ensure the efficiency and utility of these reports, COG should adopt a common reporting format.  This applies, in particular, to Recs. 3, 4, 6, 8, 9, 13 and 14 and to items 1a, 1b, 1i and 5 in Annex 3 to Res. 1210.  This format could include a resource impact statement for all reports prepared.


Recommendation 3: Recommendation regarding prioritization of Sector activities


1.	This recommendation deals with priorities, which are often set by sector advisory groups in the process of elaborating Operational Plans.  This would suggest that the report on priorities would not be applied to the budget for 2004-05, but only to its execution.  The COG is requested to confirm this point.


2.	How should the work on this topic be divided between the COG and the Group to be chaired by Mr. Gracie which is responsible for Resolution 107?


3.	In addition to setting priorities within Sectors, the more difficult issue is how to agree relative priorities between Sectors. How should this be handled?


Recommendation 4: Recommendation that the cost-accounting process should enable the cost of individual ITU projects and activities to be identifiable and auditable.


It is clear from the report of the GoS and from the discussion in Council that the changes are necessary, but it would be helpful if the Council Oversight Group could clarify the extent of the required changes:


Does the COG wish to review the current list of activities that are used as the basis for cost allocation? Should there be more or fewer activities? (48 activities are currently listed in the cost analysis section, shown in section V of the draft budget).


Does the COG wish to review the current types and usage of allocation-drivers? (the allocation-drivers currently include cost, post-count, production volume, work months, etc).


Does the COG wish to review the definition of different types of costs? (costs are broken down into Direct and Indirect costs, with subdivisions of each).


Should time-recording be extended? (Time-recording is currently applied for the direct costs of satellite cost recovery and for other activities undertaken under cost recovery, as shown in para. E6. Other activities are subject only to a time-survey, which involves an estimation of time spent on each activity during the course of a year).


How should penalties for over-spending be applied? (At present, costs are re-estimated on the basis of actual costs at the end of a period and these new costs are reapplied to future periods. This can cause big fluctuations between forecast and actuals, with no penalties applied to activities that exceed the allocated budget).


What level of detail is required in the cost analysis? (much more data is available than was presented in the draft budget, but there may be a need to be selective).


What is the ultimate purpose of cost allocation studies? (A high percentage of the costs are of a fixed nature, such as buildings, pensions, security etc. If the purpose of cost allocation is to identify savings, it may be better to exclude non-staff fixed costs from the cost analysis).


�
Recommendation 6: Recommendation to review the current use of information systems in ITU  to review the current use of information systems in ITU.


There is significant overlap in the various instructions concerning information systems given by Council; there are also some differences, and the ensemble may lead to conflicting priorities in carrying out the different instructions.  COG’s guidance is requested in setting priorities.


The Finance Committee of Council asked that the Secretary-General's full attention be brought to bear on the rapid implementation of all the External Auditor's recommendations, the first priority being the reorganization of the Information Services Department (Doc C03/71 § 5.1.2).


The essential action mandated by 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.  All the areas identified are already examined in the report of the External Auditor (Doc. C03/21).  Will there be a benefit in doing a near-term report that would duplicate that of the External Auditor, or should the Recommendation 6 review and report follow implementation of most of the External Auditor’s recommendations, e.g., the report would be prepared for Council 2004?


Developing a strategic plan for the ITU information systems is one of the priority recommendations of the External Auditor.  It is also item 1.i in the “List of Conditions and Principles” (Annex 3 to Res. 1210). Clarification is requested that this understanding is correct.


Recommendation 8: Recommendation that various functions be reviewed to reduce duplication


For each review, to be undertaken by the Secretariat, the scope of the study is the organization of work in the Secretariat for the activities in question. The study objective will be to propose Secretariat structures that will be more efficient and effective. Should any other objectives be taken into account? What criteria should be taken into account?


Among the five points described in Recommendation 8, are any to be studied as a priority?


Recommendation 9: Recommendation to clearly establish the functions of the Strategy and Policy Unit (SPU)


	The GoS report refers to the activities of operations analysis. Should these be undertaken by SPU, by the internal audit department or by some other unit?


Recommendation 13: Quarterly Reports by Secretary-General to Council


1.	The estimated length of the report and the languages in which it should be produced need to be determined to evaluate the workload involved in such reports and the costs.


2.	This recommendation contains four points upon which the Secretary-General is asked to report on a quarterly basis to the Council.  While point (d) clearly refers to the budget, the meaning of points (a-c) require clarification from the COG which are less clear as to whether they refer to the budget or to some other document.  For example, what is meant by “project milestones and deadlines” in point (a)?


Recommendation 15: Recommendation to audit the amounts ITU is charging TELECOM


The GoS report invites an external audit of the cost methodology applied to TELECOM and an annual examination of TELECOM’s administrative budget. This requires some clarifications:


In view of Recommendation 14 on project accounting, should the budget presented for approval by Council be on the basis of project costs, or for the financial year (bearing in mind that projects costs may span for one week, one month or several years)?


TELECOM is currently subject to two forms of cost recovery, covering both direct provision of services and indirect cost allocation (at 60%). Should only one form of cost recovery continue in the future or should both co-exist?


What is the appropriate level of cost recovery to be applied to TELECOM? (In the draft 2004-05 budget, a figure of 60 per cent cost recovery is applied, in accordance with PP decisions, but the WGR had proposed a figure of 100 per cent).


BUDGET REVISION


The COG should clarify the timetable for preparing the revised budget and confirm the recommendation of the GoS to follow Decision 5 of PP-02, which asks that the budget be submitted no less than 5 weeks before the Council convenes.





List of Conditions and Principles (Annex 3 to Res. 1210)


Personnel 


Item 1 a. When does the COG plan to give its approval to begin "immediate implementation of this plan"? Let's hope that we can continue with a gradual staff reduction over time. How detailed should the staff reduction plan be?


Item 1 b. What is meant by "a staff reduction plan that can be executed in stages"? What kind of stages and timing does the COG see?


Item 1 c. Did the Council mean that incentives should be paid to staff to take early retirement otherwise this item has no meaning. If yes, does the COG wish to develop a general incentive programme or an individualized one?





Item 8.  Renewal of short-term and fixed-term contracts. According to the contract policy most fixed-term appointments should be extended by 2 years. Will it be possible to go beyond the end of 2004 in these cases? The maximum renewal of short-term contracts is 11 months. The limit of end 2004 does not affect these renewals, but can ITU go beyond end 2003 since we do not yet have an approved budget for 2004? This assumes that we cannot convert fixed-term appointments into permanent ones in accordance with the contracts policy until the budget is approved. This should be confirmed by the COG.





Information Services 


Item 1 i. It should be confirmed that this provision refers to the overall IT strategic plan, and not to the action plan for implementation of the External Auditor's recommendations.  It should be noted that Council also called for an action plan for implementation of the External Auditor’s recommendations. 





TELECOM


Item 1 n.





It is understood that information on the TELECOM unit will be separate from the 2004-2005 ITU draft budget. Could it be confirmed whether this information should be in a separate document or as a annex to the budget document?


Spending by exhibition and by conference: does the word "conference" mean "forum" in that context?


Should the administrative and marketing expenditure, as well as other indirect costs, be distributed between the "exhibition" and "forum" activities, and if so which allocation driver should be used (time, costs...)?


Some important cost parameters are not known in advance, and at least not until the host country agreement has been signed. What budgetary assumptions should be made for such cases?





____________________
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