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A.
BACKGROUND

1
One of the issues considered at the Marrakesh Plenipotentiary Conference (PP-02) was the functioning of the Coordination Committee (COCO), including the tasks of the Deputy Secretary-General and the role of the other elected officials. Res. 108 of PP-02 called upon the Council to establish a Working Group to consider these issues and that group was formed under the Chairmanship of Mr. Sharafat.  We welcome the opportunity provided by the Working Group to comment on the matters it is reviewing.

2
At the outset, it should be recalled that PP-02 took other decisions to improve the Coordination Committee.  In Decision 7, the Secretary-General was instructed “to make the minutes of Coordination Committee meetings available on the Council website, excluding confidential staff matters.”  The Secretary-General complied with this requirement immediately following PP-02.  Further, the 2003 Ordinary session of Council required the Coordination Committee to work closely with the Council Oversight Group (COG) in the implementation of the near-term recommendations of the Group of Specialists.  Council 2004 made a similar request in adopting Res. 1216 in 2004 and establishing the New Council Oversight Group (NCOG).  In both cases, the members of the Coordination Committee have participated in the work of the Council Oversight Group and regularly attended its meetings.

B.  
THE COORDINATION COMMITTEE
3
The Coordination Committee is established in Article 26 of the Constitution and Article 6 of the Convention of the Union.  

4
Since taking office in 1999, the Secretary-General has taken several steps to utilize the Coordination Committee effectively.

5
Meetings of the COCO were opened to the senior managers, namely Deputy to the Directors of the Bureaus, Chief of Personnel and Chief of Finance.  The inclusion of these 5 persons in COCO meetings has provided significant benefits.  Staff and financial matters are often on the agenda of the COCO, and the presence of the responsible Department Heads facilitates informed action and discussion.  The presence of the Deputy to the Directors ensures representation of the Bureaus when elected officials are away from Geneva.  Of course, other Department Heads are invited to be present when a matter is being discussed that directly affects their work or when they have prepared a document for consideration by the COCO.

6
On the other hand, only elected officials are present when issues of a delicate nature, mostly concerning staff matters, are on the agenda.

7
To ensure and improve coordination among the Bureaus and the General Secretariat, the COCO has met frequently in the past years.  The Convention provides that the COCO should meet at a frequency of monthly meetings.  In the period 1999-2003, the COCO has met an average of 21 times per year, or nearly every two weeks. 

8
The mandate of the COCO is stated in general terms in the basic instruments.  In practice, the COCO devotes a considerable amount of time to reviewing staff and financial matters.  This has helped to ensure that Bureaus apply harmonized approaches in dealings with staff and thus facilitate the avoidance of inequalities in treatment.  The COCO has played an active role in financial matters.  It approves the budget guidelines and is regularly briefed by the Head of Finance on the evolving financial situation of the Union.  This has enabled the COCO to act rapidly to introduce efficiency measures to offset estimated revenue losses.  Such measures include new policies to reduce costs on staff use of mobile phones and remote computer access, and an across the board cut in travel costs.

9
The COCO has been a main body to guide the reform process in the ITU and has worked closely with the Council Oversight Group in this area.  The COCO endorsed the respective plans for implementation of the Near and Mid Term Recommendations of Council and reviewed the reports prepared by the staff persons responsible for these matters, prior to their transmittal to the COG.

10
Under its terms of reference as set forth in the Constitution, the COCO advises the Secretary-General and provides practical assistance with the management of the Union, but it is not a decisional body.  Nonetheless, the COCO operates on a consensual basis to find a common viewpoint on matters.  This understanding has worked well and should not be changed.  The provision in the Convention which requires the Secretary-General to inform the member States of Council when COCO cannot agree has not been invoked in recent times.

11
In light of the above, and to retain necessary flexibility for the COCO to serve as an effective body, there is not a need at this time to amend the provisions in the basic instruments concerning the Coordination Committee.  Nonetheless, while the COCO plays a useful role, there are a number of areas in which reforms could be considered and possible improvements achieved.

12
One main area for improvement of the COCO concerns the range of matters with which it deals.

13
For the most part, it is the Secretary-General who proposes items for the agenda of the COCO, generally in response to issues that arise in the management of the Union (often financial or personnel matters), so that policies and solutions can be discussed and established.  The financial situation of the ITU and the budget have been major agenda topics in recent years.

14
The COCO could take a more proactive stance.  For example, a more regularized approach could be taken to information reporting, so that the Bureaus and the General Secretariat would regularly inform the COCO of their main activities.  At present, the agenda of the COCO does not contain regular items of this nature, although such information is sometimes provided informally.

15
The COCO could also more regularly consider the strategic objectives of the Union in the context of the Strategic Plan  (adopted at the Plenipotentiary Conference), and the extent to which the Plan is being effectively implemented.   In this context, COCO could regularly consider strategic orientations of the Union, in the light of changes in the telecommunication environment and industry.  The COCO could also play a greater role, in a time of budgetary constraints, in prioritizing activities and seeking new efficiencies.   

16
Reforms introduced at Marrakesh have improved the transparency of the COCO for the membership.  Pursuant to Decision 7, the summary records of COCO meetings are now made available on the ITU council website to Council Members.  This reform could be taken one step further by providing an annual report to Council concerning its main activities during the year.

C.
ROLE OF THE DEPUTY SECRETARY-GENERAL

17
The other main issue being studied by the WG concerns the role of the Deputy Secretary-General.

18
The role of the Deputy Secretary-General is set forth in Article 11 of the Constitution and Article 5 of the Convention.  Article 11 provides that:

the Deputy Secretary-General shall be responsible to the Secretary-General; he shall assist the Secretary-General in the performance of his duties and undertake such specific tasks as may be entrusted to him by the Secretary-General.  He shall perform the duties of the Secretary-General in the absence of the latter.

19
In the past, there has been some perception that since the Deputy Secretary-General lacked precise tasks, this post was more of an honorary than an operational position.  This probably led some Member States at PP-02 to propose that specific tasks be assigned to the Deputy Secretary-General in the basic instruments.

20
This issue is both one of substance and of procedural form.  In addition to the matter of the operational role of the Deputy Secretary-General is the procedural question of whether this role should be established in the basic instruments, which are binding treaty instruments, or in a more flexible manner.  This concern is linked to the fundamental issue of whether the Secretary-General should have the discretion to set the tasks of the Deputy Secretary-General or be constrained by binding instruments.

21
Turning first to the substantive role of the Deputy Secretary-General, the recent record is that the holder of this position has played an active and vital role in the management of the Union.  In addition, this role has changed to meet prevailing circumstances, thereby allowing flexibility in the senior management of the Union.

22
In 1999, the Secretary-General tasked the present Deputy General-General to lead a number of key projects and issues, based on resolutions adopted at PP-98, including work on gender perspective, cost recover, internet networks, linkages in planning, efficiencies in documentation and publications and the use of languages.  This division of responsibilities was formalized in a document submitted to the Coordination Committee.

23
This arrangement continued until 2002.  By Service Order 02/14 dated 7 November 2002 (attached), the Deputy Secretary-General was delegated authority for much of the work of the General Secretariat, namely the Common Services, Conference and Information Services Departments.  In 2003 and until early 2004, the Deputy Secretary-General was in charge of TELECOM.

24
As the above pattern shows, the Deputy Secretary-General has played a vital role in running the ITU, albeit one that has changed in response to evolving needs.  In some cases, the Deputy Secretary-General has been delegated control of some departments in the general secretariat, either when there are some perceived problems or when senior management positions are vacant.  In other cases, the Deputy Secretary-General has been given responsibility for new areas of activity that cut across the sectors.  The tasks of the Deputy Secretary-General have also been adjusted in relation with the activities of the Secretary-General, to ensure that all areas of ITU work receive close attention and that the priorities set by the membership are respected.

25
The present situation has enabled maximum use of the office of the Deputy Secretary-General and harmonious balancing of the respective roles of the Secretary-General and the Deputy Secretary-General.  The only other UN agency with a similar position of Deputy Secretary-General is the UPU, and it contains similar language in its basic instruments concerning the role of the Deputy in order to preserve the flexibility of the Secretary-General to best balance and manage the workload.

26
A flexible approach to the duties of the Deputy Secretary-General should be continued.  
27
Overly rigid prescriptions in the basic instruments would impede adaptive management of the ITU and deprive the Secretary-General from making optimum choices in the organization of senior management.  This does not mean that the tasks of the Deputy Secretary-General should be left vague and undefined.  Instead, each Secretary-General should carefully assign the responsibilities of the Deputy Secretary-General and clearly communicate this decision, but not through the basic instruments.  In this way, the Secretary-General should also modify or adjust the workload if and when circumstances change.

28
As a general matter, the Deputy Secretary-General should play a large role in the management of the General Secretariat and in ensuring coordination across the secretariat and in the implementation of key priorities of the membership.  The exact nature of these tasks needs to be set by each Secretary-General in relation to the organizational needs of the Union, as well as decisions taken by the membership at major conferences or in Council.  Flexibility is vital so that the Secretary-General and the Deputy Secretary-General can fulfill their responsibilities in the best interests of the Union.
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