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CANADA
Implementation of Results-based Management

Some Preliminary Considerations

1
Background

Resolution 151 (Antalya, 2006) resolves to instruct the Secretary-General a) to complete the tasks associated with the full implementation of results-based budgeting, including the presentation of the 2008-2009 biennial budget, as a precursor to the development of a framework for the introduction of results-based management (RBM) in the Union, and b) to develop such a framework in close consultation with the Coordination Committee and the Council. 

Pursuant to Resolution 156 (Antalya, 2006) concerning the establishment of a management and budget group (MBG) of the Council, it was agreed at the informal meeting of the MBG held in March 2007, that its tasks would include, inter alia, an assessment of the development of a framework to implement RBM.

2
Overview/Conceptual Framework for the Implementation of RBM

Building upon a results-based budgeting methodology with its emphasis on linking strategic, financial and operational planning, RBM refers to a management approach and a set of tools designed to improve both project management effectiveness and accountability for the achievement of results. Rather than focusing programme/project management efforts on the monitoring of inputs, activities and processes, an RBM approach concentrates on results and places emphasis on elements which include, but are not limited to, the following dimensions:

· Planning. Planning involves the articulation of strategic choices in light of past performance and includes information on how an organization intends to deliver on its priorities and achieve associated results.

· Implementation and Monitoring. Ongoing performance measurement and periodic evaluation are key tools by which progress is assessed. Performance measurement and evaluation present valuable opportunities to learn and adjust in order to achieve the expected results.

· Reporting. Results are reported through the provision of integrated financial and non-financial information. In the ITU context, results-based information is used for both internal management purposes and for accountability to the membership, which ultimately involves the Council and the Plenipotentiary Conference. The reporting phase also provides managers and the membership the opportunity to reflect on what has worked and what has not: a process of learning and adjusting that feeds into the next planning cycle.

3
Adaptation of RBM to the Circumstances in ITU

Need for Simplicity

One of the most important factors for the implementation of RBM in ITU is the need for simplicity. To be workable, the RBM approach must be easy to understand and simple to apply. There is ample information from the experiences of other organizations which have applied RBM principles to suggest that over-complexity of the performance measurement and data collection system is the most significant risk factor in successfully implementing RBM. It may lead to planning delays and high levels of frustration for programme/project managers and clients (i.e. the ITU membership) alike.

Designing and using a simplified results-chain is a key factor to successful RBM implementation. This is especially important when users are new to the RBM process. Consequently, the initial use of relatively few results statements and performance indicators can facilitate effective measurement and tracking. The easier RBM is to use, the more likely the approach will be adopted and embraced by all with an interest in its application.

Broad Application

This refers to the use of RBM across all programmes and projects, with certain exceptions. The experience of other organizations in implementing RBM shows that programme-wide application helps ensure consistency and complementarity in programme planning, management, evaluation and reporting. All new projects should therefore be designed using a results framework and selected on the basis of their fit with the programme objectives. In the case of ongoing projects, they should be retrofitted to a results framework if they are not yet beyond the half-way point in their life-cycle. Projects that are nearing completion are not considered good candidates for retrofitting, since the time and money needed to complete a retrofitting exercise far outweighs the benefits of doing so.

Accountability

The participation of all with an interest in programme/project implementation helps create a work environment where individuals accept that their accountability includes delivering on results. All major stakeholders (in the ITU context, managers and the membership constituency) must have an opportunity to participate in the identification of expected results which are agreed upon through a consensual process. This ensures that, from the beginning, expected results can be achieved with confidence and those involved are willing to accept the responsibility for achieving them.

Transparency

RBM requires the explicit articulation of programme/project expected results in terms that are clear, unambiguous and easily measurable. In addition, it requires the use of performance indicators to measure the value of resources invested and results achieved.

As a final observation, it is suggested that two of the initial steps to be undertaken for the application of RBM to the circumstances prevailing in ITU are the following: 

1. Clearly defining the elements and concepts associated with the RBM approach.

2. Undertaking an analysis of the implementation of RBM in other organizations, including the UN system, with a view toward identifying lessons learned and determining how the approach can be best adapted to ITU requirements.
                            
