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Preamble

Pursuant to the decisions of the Plenipotentiary Conference (Antalya, 2006) the ITU started on implementing measures to enhance cost effectiveness, decreasing (curbing) costs for producing a balanced ITU budget for 2008-2011, making use of both administrative and financial aspects of transformations. Consequently, a renovated structure of the General Secretariat and Sectors was presented.

Complying with the Convention, Article 70, significant structural changes in the Secretariat and Bureaus should be approved by the Council. At the same time applying a methodology for evaluating the structural efficiency of the ITU managing bodies can facilitate producing the structure appropriate for objectives, targets and resources of the Union.

The key principles of the methodology for evaluating alternative versions of the organizational structure of the General Secretariat (GS) and Sector Bureaus based on modern approaches to the complex organizations management are described below.

Methodology key principles

1. Updating the organizational structure of the management of administrations of the ITU and its Sectors should be directed at seeking organizational factors conducive to maximizing the level of attainment of objectives and targets set before the ITU (Sectors) in the context of limited resources.

2. To evaluate the efficiency of shaping and enhancing organizational structures of the GS and Sector Bureaus management a system approach is proposed, which is based on the following indicators:

- indicators of operational efficiency: optimality and regularity of the management organizational structure (current and proposed versions); its information traffic capacity; complexity and structural intensity levels; management centralization; use of human, financial and material resources; level of general stability, reliability and adaptability, etc.;

- indicators of system efficiency: assessing the level of attainment of ITU (General Secretariat and Sector Bureaus) functional objectives/targets with the help of the current organizational structure (or proposed alternatives).

3. It is necessary to evaluate both groups of indicators to reflect the systemic quality of the management organizational structure, which is conditioned by the multiplicity of structure elements and complexity of their networking. In both cases it is required to identify the current (operational) component of the activities of the organizational structure and its strategic potential.

It is necessary to identify the notion of the “strategic potential” in order to evaluate in principal the capability of the organizational structure (OS) of the ITU management to ensure the attainment of the Union’s policy objectives by adjusting the OS to the changing external environment and internal activities of the Union.

4.
Formulas for measuring the indicators should be simple enough and should not be the reflection of the OS from the inside (“micromanagement”), but should be the reflection from the outside, i.e. from the point of Member States and Sector Members views.

5.
In certain cases (to assess the compliance of the OS to the policy objectives) peer review may be needed to identify the indicators. Council members or members of appropriate Working Parties can act as experts. As the most suitable method for identifying the indicators it is proposed to apply the well-known Hierarchy Analysis Method (HAM).

6. The generalized evaluation of alternative versions of the organizational structure (of the General Secretariat, Sector Bureaus) is given on the basis of comparing the alternatives under consideration according to the totality of all calculated indicators through applying the known methods of comparative assessment. Such methods are more informative than methods for identifying indicators. They also suppose an agreement on the possibility of commensurating indicators, which cannot be compared directly: costs, in kind, labor and other indicators. This can be achieved by excluding individual characteristics from assessment indicators. The assessment itself is carried out by taking into consideration the deviation of indicator values from reference values (structures with the best indicator values across all alternatives under consideration), but not by their actual (absolute) values. The alternative organizational structure with least deviations from the reference model across the totality of all indicators under consideration is recognized as the best one. It is proposed to use the so-called taxonometric method.

7. The evaluation ranges alternative OS according to the set of indicators agreed by the Council (Management and Budget Group). Consequently, it becomes possible to make a rational and coordinated choice of appropriate OS by all Member States and Sector Members. However, it may turn out that a simple reduction of the number of personnel, although producing a quick effect of a decrease in costs, may significantly degrade the OS systemic features and will not permit the ITU management to implement efficiently the objectives and targets set before the ITU.

The expected results

The Council, the General Secretariat and Sector Bureaus will acquire a simple enough tool permitting to evaluate systematically (as may be required) and objectively the adequacy of the organizational structure to the objectives and targets of the Union.
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