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Staff Reduction Plan 2003 – 2004 - 2005

1.
Framework and conditions
1.1 Decision 6 (Marrakech, 2002) on the Financial Plan of the Union for the period 2004 to 2007 under “instructs the Secretary-General, with the assistance of the Coordination Committee”, paragraphs 2 and 3, requires the elaboration of a cost reduction programme, including a possible staff reduction and the implementation of the cost-reduction programme as soon as possible. Under “instructs the Council”, paragraphs 4 and 5, it was requested to examine the cost- and staff-reduction programme prepared by the Secretary-General and in so doing, to take account of the social constraints that could result from the implementation of the Financial Plan for the Staff of the Union

1.2 Resolution 48 (Rev. Marrakech, 2002) mentions under “recognizing”, paragraph b): “that a reduction in staffing levels from their present levels will almost certainly be required during the period up to the next plenipotentiary conference”. Under “considering”, paragraph e) it is stated: “that it is likely that the definitive upper limit of the contributory unit approved by this conference for the years 2004-2007 will affect the amount spent on human resources in the Union”. Under “resolves”, paragraph 3 it is mentioned: “that, with immediate effect and within available financial resources, recruitment of new staff, including temporary staff, should be limited and, to the extent practicable, vacancies should be filled through greater mobility of existing staff”. Paragraph 4 states: “that internal mobility should, to the extent practicable, be coupled with training so that staff can be used where they are most needed” and paragraph 5 mentions “that internal mobility should be applied, to the extent feasible, to cover needs when staff retire or leave ITU in order to reduce staffing levels without terminating contracts”.

1.3 Another reference document is Council-03 Resolution 1210, Annex 3, paragraph 1a) which states that the Secretary-General should provide “…as soon as possible to the Group of Specialists (GOS) and the Council Oversight Group (COG) a plan to implement cost reductions, including staff reductions, that both respect the letter and spirit of Council and Plenipotentiary decisions and resolutions, and minimizes disruption to ITU work and staff. Following approval by the COG, the Secretary-General shall begin immediate implementation of this plan.”

1.4 
Paragraph 1b) of Annex 3 also states that:


“Council takes the view that certain cost reductions, including staff reductions, do not require complete approval of the budget and directs the Secretary-General to create a staff reduction plan that can be executed in stages and will be conducted in consultation with Staff Council representatives.”

1.5 Paragraph 1c) of Annex 3 is also of interest for the formulation of a staff reduction plan, assuming that this paragraph would involve the development of an incentive programme for staff to take early retirement. This however needs to be clarified by the GOS and COG.

1.6 In addition the Staff Regulations and Staff Rules provide conditions in case of staff reductions. Staff Regulation 9.1 prescribes procedures to be followed for terminating staff on permanent, fixed-term and probationary appointments, of the necessities of the service require abolition of the post or reduction of the staff. Staff Regulation 9.1 is attached in annex 1. This regulation does not cover short-term staff whose terms and conditions of service are regulated under a separate set of rules. Furthermore it should be noted that non-renewal of fixed-term appointments is not considered as “termination of service” and no termination indemnity can be paid to a staff member upon the expiry of a fixed-term appointment pursuant to Staff Regulation 9.6, paragraph e) ii.


All of the above elements and conditions have been taken into account in developing the staff reduction plan, which is summarized in Annex II, B of document C03/2 (Add 1), “Effects of budget reductions on posts”.

2 
Methodology

2.1
The staff reduction plan is primarily budget-driven and has been based on the financial limits established in the Annex to Decision 6 (Marrakech, 2002) and the associated budget guidelines approved for the preparation of the budget by the Secretary-General and the Coordination Co in November 2002. 

2.2
The staff reduction plan is completely aligned on the individual draft budget proposals submitted by the Bureaux and General Secretariat Departments to the Finance Department. The Directors of the Bureaux and Heads of Department are best placed to determine which posts could be cut since they have the best knowledge of their activities and they are accountable for their respective areas of work. Especially under the ongoing decentralization of authority within the ITU the managers concerned are responsible to identify the priorities of their activities, which they have done in preparing their 2004 – 2005 budgets proposals. The Personnel Department has cooperated very closely with the Finance Department in order to ensure complete consistency between the draft budget and the staff reduction plan. The draft staff reduction plan has been discussed with the Staff Council representatives and their comments can be found in Annex 2. 

2.3
There are several means to reduce the number of staff of an organization in the following order of priority:

a) Recruitment freeze

b) Natural attrition

c) Cancellation of funded vacant posts

d) Creation of a voluntary departure scheme

e) Non-renewal of short-term contracts

f) Non-renewal of fixed-term appointments, taking into account competence, efficiency, conduct, length of service, geographical distribution and family responsibilities (Staff Regulation 9.1, paragraph c))

g) Termination of permanent appointments as a last resort also with due regard to the conditions mentioned under paragraph f) above. 

3.
Recruitment freeze and natural attrition
3.1
A recruitment freeze on all external recruitment was implemented immediately after PP-02 in Marrakech. A Service Order to this effect was issued on 29 October 2002 (Annex 3). This recruitment freeze is continuing and has been updated by Service Order dated 27 March 2003 (Annex 4). As at 1 October 2002 the ITU employed the equivalent of 761 staff members funded by the regular budget. The term “equivalent” is used because several posts are partly funded by the regular budget and partly by ITU Telecom for services rendered. Because of the recruitment freeze no new staff members have joined the ITU service then, except for those who had a signed contract and reported for duty in November/December 2002 and January 2003. The recruitment freeze is planned to continue until at least the end of 2003 with a few exceptions for the filling of extremely essential posts such as the Internal Auditor post. 

3.2
Natural attrition consists of the following elements:

a) Retirement of staff at age 60 or 62

b) Pre-retirement between age 55 and 60 or 62

c) Voluntary departures (resignation)

d) Death

e) Disability

Since October 2002 the staff reduction due to natural attrition amounted to 19 staff members funded by the regular budget as at 1 June 2003. This trend will continue in 2003, 2004 and 2005 and it is expected that by the end of 2005 the reduction by natural attrition will be around 70 to 80 staff members. However, 29 posts are planned to be funded in 2003, 2004 – 2005 and expected to be filled after the retirement of their incumbents. So the net staff reduction would amount to approximately 40 to 50 posts.

4.
Cancellation of funded vacant posts
4.1
The ITU has around 135 vacant funded established posts at present. The funds for these posts are used to finance a number of extra-budgetary posts with fixed-term staff, short-term staff, free-lance translators and some consultants on Special Service Agreements (SSA’s).

About 35 vacant posts were advertised but not yet filled and about 15 vacant posts were ready to be advertised. Some of these posts were filled in the meantime through internal redeployment of staff creating other vacancies in the organization. On the basis of the draft budget proposals submitted by the Bureaux and Departments, some 20 vacancies will no longer be funded in 2004 and 2005 and need to be cancelled. In addition, a number of vacant funded posts which were not advertised or going to be advertised and are used to finance short-term staff, free-lance translators, consultants, etc. are no longer planned to be financed in 2004-2005. On the other hand, some 10 new posts are proposed to be funded in 2004 and/or 2005, in particular new posts for Arabic, Chinese and Russian. Some 10 new posts are also proposed in order to continue the funding of extra-budgetary posts created during 2002-2003 with fixed-term staff in them. The net result of the cancellation of vacant funded posts and creation of new posts is of around 63 posts

5.
Creation of voluntary departure scheme
5.1 When organizations need to reduce staff and a recruitment freeze, natural attrition and cancellation of vacancies are not sufficient, an incentive scheme for staff to take early retirement or resign voluntarily is established and implemented. There are normally two options: an individualized scheme which is applied to each case separately and only in the interest of the organization or a general scheme where each staff member who is interested can apply and qualify. 

5.2 In view of the relatively small numbers of staff needed to achieve the necessary cost reductions an individualized approach could be recommended.  However, the scope of such a scheme should be very limited.  It should be restricted to those staff members whose posts are to be abolished and for which it would be in the best interest of the Union to terminate their contracts.

6
Non-renewal of short-term contracts
6.1
Short-term staff members have no entitlement to termination indemnities and their contractual status does not involve any expectation of continuing employment. The ITU employs between 150 and 250 short-term staff depending on conferences and meetings. Some 50 short-term staff members are employed on a more continuous basis with breaks in service and about 30 staff members have more than 2 years of service with the ITU. Only if regular staff has been redeployed would it be possible to consider redeployment of short-term staff. No specific programme is legally required for this category of staff because of their contractual status. It is estimated that because of the budget reductions 30 to 40 short-term staff members may be affected. 

7
Non-renewal of fixed-term appointments
7.1
As shown in the table in Annex 5 some 24 fixed-term contracts may not be renewed. Every effort will be made to re-deploy the staff members affected. Unfortunately between January and June 2003 three fixed-term contracts were not renewed because of financial reasons and re-organizations. This brought the total of staff reduction as at 1 June 2003 since     PP-02 at 23 staff members. The introduction of an incentive scheme for voluntary departure would, of course, ease the possibility of re-deploying fixed-term staff whose contracts are not to be renewed. It may be noted that practically all fixed term staff affected are employed in the General Secretariat. 

8
Termination of permanent contracts
8.1
As can be noted from the table in Annex 5, 5 staff members would be affected. These cases concern some staff members in the General Secretariat as well as some possible cases of invalidity. The staff members concerned will have priority over all other staff members to be re-deployed and it is expected that this may be possible. 

9
Reduction in work/months and posts during 2004-2005

9.1
A detailed summary of the reduction in work/months and posts by Bureau and Department in the General Secretariat during the period 2004-2005 is presented in Annex 6.

10
Staff redeployment and possible recruitment
Taking into account what has been explained in the preceding paragraphs, the figures are as follows: 


- 79,5 funded vacant posts will be available for redeployment or recruitment by the end of 2003


- an additional 7 funded vacant posts following retirement and 5 newly created posts will be available for redeployment or recruitment during 2004

· Another 10 funded vacant posts after retirement and 3 newly created posts will be available for redeployment or recruitment during 2005.

It is to be noted that in spite of an overall reduction of staff of about 100 by the end of 2005 some external recruitment could take place during 2003, 2004 and 2005.

ANNEX 1

Regulation 9.1 Termination

a) 

 1) The Secretary-General, giving his reasons therefore, may terminate the appointment of a staff member who holds a permanent appointment and whose probationary period has been completed, if the necessities of the service require abolition of the post or reduction of the staff, or if the staff member concerned is, for reasons of health, incapacitated for further service, or if his services or his conduct prove unsatisfactory.

2) The Secretary-General may terminate the appointment of a staff member with a fixed-term appointment prior to the expiry date for any of the reasons specified in paragraph 1) above, or for such other reasons as may be specified in the letter of appointment.

3) In the case of all other staff members, including staff members serving a probationary period for a permanent appointment, the Secretary-General may at any time terminate their appointment if, in his opinion, such action would be in the interest of the Union.

b) If the necessities of the service require abolition of a post or reduction of the staff and subject to the availability of suitable posts in which their services can be effectively utilized, staff members with permanent appointments shall be retained in preference to those on all other types of appointment, and staff members with probationary appointments shall be retained in preference to those on temporary appointments.

c) Appointments shall be terminated with due regard to competence, efficiency and conduct, to length of service and to the factor of geographical distribution; all else being equal, appointments of staff members with the least family responsibilities shall be the first to be terminated. These provisions, in so far as they relate to locally recruited staff members, shall be deemed to have been satisfied if such locally recruited staff members have received consideration for suitable posts available at their duty stations.

d) Before terminating any appointment, the Secretary-General shall obtain the advice of the Joint Advisory Committee, which will consult the Director of the Bureau concerned.

e) A permanent staff member whose appointment is terminated because of abolition of post shall normally be offered another suitable post for which he is considered to possess the necessary qualifications, if one becomes vacant during the two years after the date on which the termination becomes effective.ul

y 1995

f) The Secretary-General shall report all cases of termination to the Council.

ANNEX 2

Annex to the draft Staff Reduction Plan 2003-2005 presented by the Staff Council

Following a meeting held with Mr. Michel Rolland on 11th June 2003 the Staff Council has the following comments to make regarding the draft Staff Reduction Plan 2003-2005:

1. Paragraph 1.2

Paragraph 4 states: “that internal mobility should, to the extent practicable, be coupled with training so that staff can be used where they are most needed.” In this context we would like to draw the attention of the Council Oversight Group that no initiative has been taken by the Amdinistration in order to plan for and undertake additional staff training to increase mobility.


2. Paragraph 1.6
The Staff Council cannot totally agree with the proposition. In the case where it is noted that “non-renewal of fixed-term appointments is not considered as “termination of service” and no termination indemnity can be paid to a staff member upon the expiry of a fixed-term appointment purusant to Staff Regulation 9.6, paragraph e) ii.” The Staff Council recalls best practice wherein an organization has, following a staff reduction plan for budgetary reasons, treated the fixed-term staff as they would the permanent staff of the organization. That is to say, where fixed-term staff whose posts were terminated due to budgetary constraints, the indemnities applicable to permanent staff were also applied.


3. Paragraph 2.3
The Staff Council would like to draw attention to the order of priority for staff reduction. We would strongly insist that the creation of a voluntary departure scheme be the first priority in this regard. We also request that point 9.6 c) of the ITU Staff Rules and Regulations be applied in favour of the staff who are subjected to his option.


4. Paragraph 6.1
The non-renewal of short-term contracts should only be applied once the voluntary departure scheme has been fully implemented and completed. 


5. Document C03/DT11-E, paragraph 11 and Document C03/87-E (Resolution 1210, Annex 3, paragraph 8).
The Staff Council is dismayed by the change in the text which, to our knowledge, was not the decision of the Council 03. We would like to bring this change to the attention of the Council Oversight .Group 


Patricia Benoit-Guyot

Varghese Joseph

For the ITU Staff Council

ANNEX 3

	INTERNATIONAL TELECOMMUNICATION UNION
	
	Geneva, 29 October 2002
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SERVICE ORDER No. 02/13

temporary measures to be applied in light of decisions of the plenipotentiary conference (marrakesh, 2002)

1.
After consultation with the Coordination Committee, I should like to announce the following temporary measures:

a)
The impact of the decisions of the Plenipotentiary Conference (PP-02) on the Financial Plan for 2004-2007 and related decisions will be carefully examined as a matter of urgency.  The General Secretariat and the Bureaux will propose cost-reduction programmes by mid-November in response to Decision COM 6/2 of PP-02.

b)
Pending this examination and further discussions on the possible consequences of the PP‑02 decisions, all new external recruitment of regular staff is temporarily suspended.

c)
Until 31 December 2002, new external recruitment of short-term staff, consultants on SSAs, etc., will be limited to staff supporting meetings, conferences and short-term projects and programmes.

2.
Short-term contracts of staff members in service before the date of publication of this Service Order shall continue to be managed in accordance with procedures currently applied; extension or renewal of these contracts shall continue to be subject to satisfactory service of the staff member concerned, certification of availability of funds and work requirements.

Yoshio UTSUMI
Secretary-General

General distribution

ANNEX 4

	INTERNATIONAL TELECOMMUNICATION UNION
	
	Geneva, 27 March 2003
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Service Order No. 03/10

Temporary measures to be applied
in light of decisions of

the Plenipotentiary Conference (Marrakesh, 2002)

(This Service Order abrogates and replaces
Service Orders No. 02/13 of 29 October 2002 and No. 02/22 of 20 December 2002)

1.
After consultation with the Coordination Committee I wish to inform you of the following necessary relaxation of the temporary measures concerning the suspension of new external recruitment of regular staff due to the exigencies of the service and in the interest of the Union. Until further notice, certain posts may be exceptionally considered for filling through external recruitment if:

a)
the post is extremely essential for the good functioning of the Union; and 

b)
no suitable internal candidates are available who meet the qualifications and experience required for the post.

2.
New external recruitment of short-term staff, consultants on Special Service Agreements (SSAs), etc. will continue to be limited to staff supporting meetings, short-term projects and programmes until further notice.

3.
Short-term contracts of staff members in service before 29 October 2002 will continue to be managed in accordance with procedures currently applied; extension or renewal of these contracts will continue to be subject to satisfactory service of the staff member concerned, certification of availability of funds and work requirements.

Yoshio UTSUMI
Secretary-General

General distribution
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