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AUSTRALIA
Best Practices for Cost Recovery Implementation
1
Overview
This paper proposes potential steps to improve the efficiency of cost recovery for the delivery of products and services of the ITU in line with the best practice provisions of Resolution 91 (Antalya, 2006).

Efficiency gains may be achieved by employing best practice methods across cost recovery services either through benchmarking these services against other efficient organisations or through outsourcing the services to external providers. 

The ITU should consider further developing its understanding of best practices techniques, and we would support the MBG considering this issue and reporting to Council on provisional guidelines for comparing best practice of ITU cost recovery services with other relevant organisations.

2
Best Practice for Cost Recovery Services
Resolution 91 (Resolves 3 (vii)) was amended at PP-06 to resolve that the ITU Council should implement cost recovery in a way which:

allows for relevant products and services to be delivered in the most efficient and cost-effective manner, taking into account best practices from other relevant organisations where appropriate.

Australia supported this amendment at Antalya, 2006, and would support a study into best practices (or benchmarking) for current and potential cost recovery services. Such a study, implementing the best practice provisions of Resolution 91, should take into account the best practices of other relevant organisations. 

Given the mandate of the MBG to explore further options for reducing expenditure within the framework of the budget, the MBG appears to be the appropriate body within the ITU to develop the guidelines for such a study.

For any study of best practices, the following steps could be considered:

1. Identification of the services appropriate for best practice comparisons. Cost recovery for services such as publication sales, satellite network filings and project support costs are potential items for consideration. 

2. Identification of appropriate organisations (such as within the United Nations family) with comparable processes. 

3. Comparisons with those organisations that were seen as leaders in the field. For example, comparisons could be made of how the ITU and external organisations contract printers for publishing documents. This process could well show the ITU to be among the most efficient provider of these services
4. A survey of the relevant organisations’ specific processes could be used to identify the leading organisations’ alternative administrative processes. 
5. The ITU could meet with the leading organisations and exchange information beneficial to all parties and share the results.
The outcome of the best practice/benchmarking process would provide the basis for the ITU to decide on how to implement new and improved processes that put it at the leading edge within the UN in terms of efficiency and cost effectiveness. The study may determine that there are cost savings that can be achieved through outsourcing a cost recovery product or service, or, alternatively, that a product or service is already being delivered efficiently in line with best practices.

It should be noted that any study of best practices across cost recovery services is not necessarily a solution to the current CHF 39 million shortfall in the ITU budget. This is a longer-term issue which deserves our attention going forward into the next quadrennium. 

An MBG study of best practices within ITU cost recovery services could potentially identify the following three categories:

1. services provided efficiently in line with best practices and/or where the internal service provision provides key support to other internal processes within the ITU;

2. services where efficiencies could be gained through adopting processes identified within best practice organisations; and

3. a cost recovery service outsourced by best practice organisations and not provided at a best practice level by the ITU.

Where an identified best practice organisation has externally outsourced a cost recovery function, the ITU could give consideration to outsourcing in a similar fashion.

3
An Outsourcing Approach for Cost Recovery Products and Services
Contribution MGB-01/4-E from Malaysia suggests outsourcing as a means of maximising income for the ITU. Malaysia proposes the ITU formulate a coherent outsourcing strategy for the possible outsourcing of certain internal activities (such as sales publications, satellite network filings and project support costs).

We support the principle that cost recovery income be used to strengthen the financial base of the ITU and welcome Malaysia’s proposed evaluation of outsourcing activities and a potential pilot project. 
The UN has also been considering the benefits of outsourcing, through its 2006 report: “Investing in the United Nations” (http://www.un.org/reform/investinginun/report.shtml). The paper, which proposed wide ranging reforms to the administration of the UN, also proposed to undertake a systematic and detailed cost-benefit analysis of outsourcing for select administrative services. The report noted that “any decision to relocate or outsource a function depends on a broad range of factors, of which cost is only one. Reliability of service and guaranteed standards of quality are of primary importance.”
In light of the UN’s consideration of these issues and the MBG’s mandate to explore further budget saving options, the MBG could consider the potential of outsourcing through a study into best practice techniques. 

4
Conclusion
In the event of a cost recovery study, we propose that the MBG is the appropriate body to report to Council, with provisional guidelines for comparing best practice for cost recovery services amongst relevant organisations.

There are pressures across the ITU, and indeed the UN, for reform at the administrative and managerial level. The MBG provides an appropriate forum to examine further improvements within the organisation. By leading on these issues the ITU has an opportunity to be seen at the forefront of leading administrative practice in the UN.

We do not have any preconceived notions as to what a study into best practice would reveal, nor do we have any firm views as to whether outsourcing would provide any cost savings to the ITU, however, we do support an assessment of its worth.

                            
