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Vl. IMPROVED MANAGEMENT OF THE UNION

1.1 It is a fact of life that the ITU will continue to be faced with serious resource constraints,
both financial and human. It will be an imposing challenge to accomplish more. To do this will
require the infusion of new management practices adapted to the particular mission and
chemistry of the ITU. .

1.2 The ITU, with its record of achievement and the quality and dedication of its staff, can be
a model of dynamic management within the UN system. Without this commitment to rethinking
and renewal, the ITU and its staff are unlikely to be in a position to meet the task ahead.

1.3 The Nice Plenipotentiary Conference authorized the ITU to retain consultants to assist the
H.L.C. in its work. At our recommendation, the ITU engaged the consultant firm of Booz, Allen
and Hamilton (BAH) to study the ITU's financial and personnel management and information
management systems and identify actions which could be taken in those areas to improve the
Union's organizational effectiveness, productivity and efficiency. The contract was awarded on a
competitive basis following an open-bidding process. '

1.4 The consultants began the study by working with the H.L.C., ITU elected officials and
staff to assess the management challenges facing the ITU in the present rapidly-evolving
telecommunication environment. The study found a number of significant shortcomings in current
ITU management practices, which hinder its ability to respond effectively to the needs of its
"customers”. These include problems with timeliness of work in many areas, lack of flexibility and
transparency in resource management, difficulty for staff in keeping current professionally, serious
staff morale problems, and the need for improved internal communications and a more collegial
working spirit across the organization.

1.5 In formulating recommendations for management improvements which would enable the
ITU to meet the needs of its constituencies more effectively, BAH advocates three fundamental
management directions, which we endorse:

() a more delegated, flexible management approach empowering managers and
staff to show greater initiative; :

(i) an emphasis on measuring results obtained and providing incentives to
-achieve further improvements;

(iif) the use of advanced management methods and information technology to
achieve effective monitoring of delegated work.

1.6 While BAH found no large-scale "quick fix" for the Union's management problems, a
number of smaller-scale actions were identified which address operational problems, and which
~cumuliatively will result in notable improvements. The consultants made a total of 40 formal
recommendations on financial and personnel management and information systems. We
- concentrated our attention on those recommendations deemed most important in terms of their
potential impact on ITU management, or most complex to implement. The Executive Summary of
the BAH Report is at Annex Il
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1.7 The major findings in each of the three areas of the BAH study, and our
recommendations to the Council on the key measures designed to address the shortcomings they
identified, are summarized in the foliowing paragraphs. (The number in parentheses after a
recommendation is the number by which it is identified in the BAH report.)

2. Financial man men

241 BAH found the current financial management system effective in ensuring budgetary
control and accountability at moderate cost. The system does ‘not, however, provide effective
mechanisms for setting programme and budget priorities, give managers full responsibility and
accountability for resources to promote cost-conscious decisions, or provide transparent cost
information by activity either to managers or to Administrations. To address these shortcomings,
the consultants advocate:

() more decentralized decision-making coupled with clear allocation of costs to activities
and accountability; .

(i) mechanisms to foster more cost effectiveness;

(iii) related changes in financial reporting.

2.2 Our first major recommendation in this regard is to change the budgetary format and
procedures to increase transparency and the accountability of Sector and General Secretariat
department managers for costs, promote prioritization of activities, and provide more flexibility to
readjust priorities in response to changes in the telecommunication environment during a budget
cycle. In support ot this, recommendations include:

021 decentralized preparation and submission by Director of a cost-based Sector
budget which complies with budget guidelines issued by the Secretary-General. The
Secretary-General (through the Finance Department) will consolidate and refine the budgets for
each Sector into an overall Union budget in consultation with the Coordination Committee. The
Secretary-General retains the ultimate authority for the Union's financial management.
Publications-related income and expenditures, which are subject to fluctuation, should remain in a
supplemental budget (FM1).

222 atwo-year budget cycle and an outline four-year strategic budget (FM2).

223 flexibility for each Bureau and the General Secretariat to reallocate funds within its
budget, and responsibility to control expenditure, except that funds budgeted for non-
personnel expenditures could not be reprogrammed for personnel expenditures (FM3).

224 increased authority for the Secretary-General to reallocate funds between Sectors,
up to a 3% maximum. H.L.C. members disagreed on the desirability of a further
recommendation by the consultants that the ITU establish a non-specific contingency fund for the
Secretary-General's use (FM3). . : :

225 changes in financial control, accounting and reporting‘prace_dur,es: (FM'4,7,8,9) to
make them consistent with the above recommendations and to provide clearer reporting
on expenditures. o o

i S S
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2.3 Further recommendations are as follows:

231 establish a "transfer pricing" policy for common services, under which common
services would be funded by Bureaus en a contractor/client basis with Bureaus deciding
whether to use the Common Services Department or outside vendors, within certain limits.
The objective is to increase transparency in accounting for common services and promote cost-
conscious decision-making. Implementation would be phased-in gradually to take into account
existing resources, including staff (FM5).

032 establish a separate consolidated publications sales and marketing unit, with a
more commercial marketing approach, to promote increased information dissemination
and revenue. The Head of such a unit should be experienced in marketing and sales. Once the
ITU acquires experience with a separate unit, consideration could be given to further
recommendations of the consultants to establish a differential pricing policy and to return a
portion of additional net profits from sales to the units originating the publications (FMe6).

3. Personnel managemen

3.1 While the consultants found the ITU staff motivated to carry out the mission of the ITU,
they also noted serious staff morale problems. Dissatisfaction with compensation and benefits,
while widespread, was only one of a number of factors contributing to poor morale. Others
include: insufficient control by the ITU of "fit" between characteristics of staff recruited and job
requirements; limited training and career advancement opportunities; inadequate channels of
communication and consultation between staff and supervisors and between organizational units;
a largely ineffective perfermance appraisal system, and an overly hierarchical structure with
excessively narrow spans of supervisory control.

3.2 The consultants concluded, and we agree, that major changes in management style will
be necessary to address these problems effectively and create a moré motivated, preductive and
efficient staff. In looking at recommendations for changes, it was necessary for us to keep in mind
UN Common System constraints.

3.3 We recommend the adoption, in some cases in a modified form, of a number of key
programmes which BAH has proposed in the area of personnel recruitment and management, as
follows.

33.1 Establish a reformed personnel appraisal system which encourages appraisers to
be constructive but also to confront problems realistically (PM2). The goal is to make the
ITU appraisal system effective in differentiating among various levels of performance, which the
consultants did not find to be the case with the present system. An effective, fair appraisal system
is a prerequisite for accurately evaluating and monitoring performance in meeting management
objectives and for introduction of any system of performance awards, keeping in mind that
developing such a system in an international organization composed of staff with diverse cultural
backgrounds is & complicated task. It was agreed that any new system must be characterized by
uniformity in application, quality control in its operation, and clearly understood criteria for rating
performance. Bearing all relevant concerns in mind, we recommend that development of a new
appraisal system take place under the direction of the Secretary-General, with close
coordination between all involved.
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Rec78 3.3.2 Introduce the TEAM process into the ITU (PM6). As used by the consultants, TEAM is
an acronym for an approach which groups together in co-operative work programmes all staff
involved in a particular transaction. (A transaction is defined as a series of activities which begins
with a request for goods or services from the ITU and ends with their delivery.) The goal is to
foster management-staff co-operation across organizational and hierarchical lines to enhance
operational efficiency.

REC7® 3.3.3 We recommend that the Secretary-General implement pilot TEAM projects, which
would prove instructive in determining the manner and extent to which TEAMs should be
introduced into the ITU as a whole.

REC® 3.3.4 Establish a performance incentive programme, based on achievement of
demonstrable gains in productivity, cost reduction and/or quality (PM7). BAH linked
performance incentives to the TEAM process. However, it is our view that the question of
performance incentives, whether monetary or non-monetary, should not be strictly linked to
TEAMs, but should also allow awards to individuals not associated with a TEAM. We

RECc81 recommend that the ITU begin by establishing a non-monetary awards programme to
recognize high achievers, either individually or as members of a TEAM. A system of one-
time, non-pensionable cash bonuses could be considered for introduction subsequently. In the
H.LC.'s view and in accordance with recommendations of the International Civil Service
Commission (ICSC), however, a fair and effective personnel appraisal system must be in place
and working well before any bonus programme is introduced:; otherwise, such a programme could
damage staff morale instead of improving it.

REce2 3.35 For new recruitment, consider conversion of some positions to "managed
renewable term” (MRT) contracts with a proposed term of five years and renewal tied to
maintenance of a specified standard of performance (PM3). We recognize that this
recommendation poses some difficulties, including the question of its compatibility with the UN
Common System, the determination of objective standards for renewal of contracts, and staff

_concern about greater career uncertainty. While recognizing these difficulties, we believe that
MRTs could yield important benefits for effective management of personnel in the ITU, as the
consultants found that currently "de facto” tenure of staff regardless of performance impedes
career mobility and has an adverse impact on the ITU's efficiency. However, a proper balance
should be maintained between permanent, MRT and regular fixed-term positions. We -
consider MRTs particularly appropriate for those long-term positions in which it is essential, in a
rapidly changing environment, that staff maintain state-of-the-art expertise” . It would be
‘necessary for the Secretary-General to ensure, however, that any MRT plan considered for
implementation:is compatible with the UN Common System.

3.3.6 Delegate authority to the Bureau Directors and General Secretariat Department

necsa Heads to reassign staff/irearrange posts within an overall financial constraint, with review
by the Personnel Department of any proposed reclassifications to ensure that sound
position classification management principles are observed, e.g. reclassifications should
not substitute for promotions (PM4). This change would permit managers to optimize use of
staff by giving them the flexibility to shift resources as needed, while providing safeguards to
ensure that total personnel costs do not increase. :

* (Positions whichfill a short-term rather than a continuing need would continue to be regular fixed-term.)

o
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3.3.7 Permit wider advertising of vacancies, beginning with notifications to
Administrations to ensure global coverage, supplemented by advertising in appropriate
publications at the Secretary-General's discretion and considering cost constraints. With
the- understanding that, in making selections, the Secretary-General should consider, in
addition to position qualifications, such factors as geographic distribution and gender.
Also permit direct application to the ITU, on the understanding that the Secretary-General
should, in such cases normally consult with Administrations of the nationals involved
before making a final selection (PM16). These changes would provide the ITU with a greater
choice of qualified candidates and bring the ITU's recruitment procedures more into line with
those of most other UN agencies. At the same time , the interest of developing countries in
preventing "brain drain” would be addressed and Administrations would retain a role in the
selection process.

3.3.8 Conduct credentials checks and personal or telephone interviews with short-listed
candidates for professional positions (PM1). These procedures would assist the ITU in
evaluating candidates' qualifications for a particular position and help avoid costly recruitment
mistakes arising from incomplete or inaceurate information about a candidate's suitability.

33.9 Include the relevant Department head and direct supervisor of candidates on the
Professional Appointment and Promotion Board (PM5). This- will include in the selection
process those who will work most closely with the recruits.

3.3.10 Establish a Code of Practice to foster more effective manager/staff communication,
including regular staff meetings, and train managers in communications skills (PM9). This
recommendation is designed to institutionalize a consultative management approach and improve
internal communications. :

3.3.11 Enhance professional and technical training for ITU staff, to improve productivity
and quality of performance and help staff maintain up-to-date technical expertise in a
rapidly changing environment. (PM10)

3.4 The consultants made five additional lower-priority recommendations, which we consider
desirable although not as significant as those discussed in the above paragraphs. These are:

(i) Make job descriptions more goal-oriented. The objective is to make job descriptions
more responsibility- and result-oriented rather than a detailed description of tasks,
and hence to increase flexibility in utilization of personnel (PM12).

(i) Simplify procedures for processing routine communications. The goal is to eliminate
. over complex procedures for routing correspondence (e.g. unnecessary multiple
signature levels for routine communications) to reduce unproductive time (PM14).

(i) Establish explicit written managerial objectives, so that elected officials and staff
clearly understand the goals of the organization (PM15).

(iv) Institute an annual or biennial employee opinion survey (PM13). This would provide
management with helpful information about staff concerns and a mechanism to help
resolve them. However, questions would need to be carefully formulated to avoid
soliciting input on a particular issue unless the ITU is both willing and able to address
concerns employees may have on the subject. Otherwise, the survey could be

" counterproductive.

" (v) Establish g‘a,n"outplacement service for fixed-term and MRT contract holders, if this
. service 'c_ra\n' be accommodated by cost savings elsewhere (PM11)
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3.5 Since the consultants had net commented on the lack .of women occupying ITU
professional and higher category positions, we requested information on this matter. The
Secretary-General advised us that wemen occupy the following positions: 1 D1.(19 men), 2 P5
(57 men), 13 P4 (81 men), 12 P3 (43 men), 14 P2 (16 men). This means that there are just 42
women professionals compared te 216 men. We call upon Administrations to encourage more
women to apply and to put forward more women candidates if feasible, and the Secretary-
General to take practical steps to increase the number of women in professional positions.

3.6  Salaries

361 We note the consultants finding that the UN Common System . salary levels for
professional staff are not competitive with those of the private sector. If the ITU is to maintain its
pre-eminent role in international telecommunications, it must be in a position to retain and attract
highly specialized and competent staff. We further note that the erosion in the purchasing pewer
of professional staff salaries, especially since1985, and the overlap of remuneration between the
General Service and Professional and higher categories of staff, is having a detrimental effect on
staff preductivity and morale. We commend the Secretary-General on his initiative to seek a
common approach to these issues from European-based UN Specialized Agencies and
within the UN Administrative Committee on Coordination (ACC). We request the Council to
closely monitor this situation and to assist the Secretary-General in finding a permanent
solution to these problems within the Common System.

3.7 Pensions

3.7.1 We believe that continuing uncertainties over their local currency pension
purchasing power has been one of the major concerns of the ITU staff, and that the failure
to date to find a long-term solution to the problem has been one of the major contributing
factors to the low level of their morale. All H.L.C. Members consider that measures should
be taken to deal with this problem as a matter of urgency. ' I

372 We endorse the view of the UN General Assembly (Resolution No. 45/242) that the UN
Joint Staff Pension Board (UNJSPB) should give priority to the development of a long-term
approach to the determination of the initial local currency pensions which takes account of the
need to safeguard the financial health of the Fund and, at the same time, responds to the
problems caused by the declining value of initial pensions in certain countries resulting from
currency exchange rate fluctuations.

373 However, we note that the UNGA has not yet adopted long-term safeguards to protect
the purchasing power of initial pensions for those retiring in a number of streng currency
countries, as referred to in Resolution No. 43 of the Nice Plenipotentiary Conference. The
UUNJSPB is scheduled to decide in July 1991 on what it will recommend to the 46th UNGA. The
45th UNGA invited "the governing bedies of the other member organizatiens of the Fund to
refrain from seeking to establish for their staff, whether by provisions in their staff regulations or
by other means, additional pension entitiements, as such action would be detrimental to the
Common System under which all staff should receive equal treatment, irrespective of their
employing organization”. B

3.7.4 We note that, aside from the UPU (which is not a member. of the. UNJSPF), no UN
organization has taken any independent action to protect their staff against the risk of devaluation
of pension benefits. As a result of provisions which mainly predate their membership in the Fund,
a limited number of staff of three of the Geneva-based agencies, however, currently benefit from
higher pensions than those available to ITU staff members.
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3.7.5 We recall that Nice Resolution No. 43 instructs the Administrative Council to "take, at its
session in 1991, appropriate action to secure for ITU staff retiring in any country of the world,
pension benefits comparable to those prevailing at the base of the System (New York)” and "to

" envisage the implementation of any scheme protecting the purchasing power of pensiens which is

REC 89
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found to be compatible with the Common System". We also noted that BAH recommended that
the Council at its 1991 session should approve implementation of a Pension Protection
Purchasing Power Insurance Plan (PPPPIP) effective from 1 April 1992 if, by that date, the UNGA
had not implemented system-wide measures to provide comparable protection.

3.7.6 Many members of the H.L.C. believe that, in the absence of a system-wide solution to the
problem, the ITU would be justified in providing separate and adequate protection for their staff
through the implementation of the PPPPIP which, as an insurance rather than supplementary
pension scheme, would not in their (and the ITU Legal Adviser's) view be incompatible with the
ITU's obligations to the UN Common System. Other members of the H.L.C. are of the firm
opinion, supported by the UNJSPB, that any independent action by the ITU would be inconsistent
with their membership of the Common System.

3.7.7 The majority of H.L.C. members, therefore, recommends that the Administrative
Council, at its May 1991 session, approve the PPPPIP scheme for ITU staff members
entitled to pension benefits after 31 March 1992, unless the UNGA implements appropriate
safeguards prior to that date. The PPPPIP should remain in effect until comparable
protection is provided by the UN Joint Staff Pension Fund (UNJSPF).

3.7.8 Those who do not share the foregoing view consider that action now by the
Administrative Council would be interpreted as a challenge to the UNJSPB and prejudice
the likelihood that it will rule in favour of the ITU.

3.7.9 All H.L.C. members, however, join strongly in recommending that Member States,
through their representatives to the UN in New York, make known their support for a just
settlement of the pension issue. Members should inform the Secretary-General of the
actions they take in this regard.

4, information systems

4.1 The consultants found that the ITU's level of expenditure on information systems and
telecommunications (approximately 14% of the overall budget) is in line with that of information-
intensive commercial firms. They also concluded that, although the ITU has a large pool of skilled
and well-trained systems development staff, this talent is not utilized as effectively as possible
because of an over-fragmented organization of information systems activities. In addition,
inadequate training for staff in such areas as use of personal computers was found to hamper
optimum utilization of existing systems. Deficiencies were noted in the Union's own internal
telecommunications, including lack of veice mail and automated call accounting and inadequate
fax capability.

42 Believing that the ITU should be the leader within the UN system in the effective use of
information technology to facilitate internal and external communications, we recommend the
adoption of the consultant's proposal to implement a formal information systems planning
process (1S8). This includes formation of a coensolidated Information Services Department under
a Director who serves as the ITU's "Chief Information Officer”, and an Information Technology
Steering Committee composed of members from each Bureau and the major General Secretariat
departments. This Committee should prepare proposals for the Secretary-General and the
Coordination Committee on information systems technology and control/monitor information
technology functional activities. The objectives of this reorganization are to focus high-level
attention on information technology strategy and objectives, and to better coordinate ITU activities
in this area.
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BAH also developed a list of eight priority applications for systems development

based on user surveys, and a number of other priority technical recommendations on
information systems. We endorse these proposals in principle, recognizing that costs are a
factor to be considered in any implementation schedule and that some refinements or
adjustments to the consultant’s proposals may be necessary or desirable.

These recommendations are:

(i) Focus applications development on the eight top priority applications and a "bridge"
initiative (see No. 3 below) detailed in the BAH report. (IS1) ’

(i) Increase staff resources and external contract funding for development of the eight
priority applications, with the goal of completing this development within 24 months
(1S2). We note that, practically speaking, this timetable may not be possible because
of the level. of resources which the Computer Department estimates would be
required.

(i) Implement software "bridge” to facilitate data access and connectivity/interchange
among applications systems. Use "bridges" to implement an Executive Information
System. (IS3)

(iv) Complete the planned transfer of certain applications from Siemens mainframes to
distributed network resources, then terminate the lease on one mainframe. (1S4)

(v) Continue systems development on three platforms: IDMS Windows, SQL Server-
- Windows and SAP-Windows for financial applications. (1S5)

(vi) Add automated call accounting and voice mail capability to PABX. (iS6)
(vii) Recruit a specialist for internal telecommunications. (1S7)

(viii) Implement a structured systems engineering environment and provide appropriate
training for Information Systems (1S) staff. (1S9)

4.4 BAH made six additional, lower-priority recommendations, which we also endorse in
principle:

(i) Complete the ongoing deployment of personal computers. (1S10)

(i) Intensify the user training programme to the extent practicable from a cost standpoint
so that staff can take maximum advantage of existing automated systems. (iS11)

(i) Evaluate the use of PC-based barcode scanning system for document
tracking/management. (1S12)

(iv) Postpone expansion of current PABX capacity. (IS13)

(v) Consolidate IT management under a Chief information Officer, with two major
departments: Information Resources and Systems Development (except IFRB
applications programming staff, who would remain in the IFRB Secretariat at least
until completion of Space Notification System). (IS14)

(vi) Expand IS training for specialist staff. (IS15)

5. Other recommendations
5.1 As discussed in more detail in Chapter 1V, we recommend establishment in the General

Secretariat of a Strategic Policy and Planning and Operations Analysis Unit. The Unit would
assist the Secretary-General and the Coordination Committee, by, inter alia, identifying changing
trends in the environment and their implications for the ITU, preparing strategic planning studies,
and helping to determine priorities for use of scarce resources.
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5.2 On the Operations Analysis side, the new Unit would help to identify and implement
opportunities for operational improvements and monitor resulting cost savings or other benefits.
We strongly believe that greater focus on and coordination of strategic policy planning and
operations analysis is necessary if the ITU is to respond effectively to the challenges of the
changing environment.

6. Iimplementation and associated costs
6.1 In the limited time available to us, we were able to make a significant beginning in
analysing the financial effect of all our Recommendations.

6.2 For the Recommendations on finance, personnel and information systems, flowing from
the BAH report, we had estimates both from BAH and from the Coordination Committee. As of 15
April 1991, the Coordination Committee summarized its own estimates and those .of BAH as
follows: :

Millign Swiss francs

BAH ITU-
ONE TIME YEARLY ONE TIME YEARLY
6.9 1.9 11.5/12.3 3.7/3.9
6.3 In general BAH and the Coordination Committee’s figures are different for two reasons:

i) BAH are more optimistic about likely offsetting savings, particularly from productivity
improvement. Thus, they forecast a more favourable net financial effect of the
Recommendations. Over a four-year period, all expenditures would be offset by
productivity gains, resuiting in reductions of posts.

i) the Coordination Committee believe that the Nice Plenipotentiary budget ceilings
already require significant productivity savings, the source of which had not been fully
identified, so that any savings resulting from our Recommendations will, therefore, be
required largely to meet this existing commitment. (BAH was aware of the productivity
increases required to meet the Nice budget ceilings and took them into account in
making their estimates.) Thus, the Coordination Committee forecast a less favourable
effect on the existing budget forecasts.

6.4 The main impact on the ITU's finances will depend on how the agreed Recommendations
are phased in. At this stage, we offer two main comments.

6.5 First, BAH justifies their estimates on the basis of their extensive experience in
introducing similar changes in other organizations. We consider that the Coordination Committee
may have underestimated the benefits from some measures, €.g., they do not foresee as wide or
early introduction of the TEAM process as might be possible. We must aiso consider the
cumulative effect of the whole range of changes, within a changed organization culture, which
more fully encourages delegation, initiative and co-operation and in which the staff can more fully
realize their potential, with fair conditions of services, within a well managed organization. We
also foresee savings from some of our other Recommendations - from conversion to a part-time
Board and from shorter conferences - as well as possible increased income, e.g., from
publications.

6.6 Second, and in the light of this, we consider that a phased implementation of our
proposals can be achieved with little or no increase in the budget projections. Some limited
rephasing of expenditure may be needed. However, we believe that this could be confined to a
one-time expenditure designed to improve the ITU's information systems.
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. VII. IMPLEMENTING OUR RE MMENDATION

1. We have agreed that the ITU must now adapt in many ways, if it is to maintain its leading
role.
2. it follows that it is now vital that the ITU should not lose momentum in deciding what

action to take on this report and in then implementing it. Any delay will weaken the ITU's positien.
Uncertainty over the nature and timing of action will adversely affect morale and efficiency in
Members' activities and ameng ITU staff. It will cast doubt on the ITU's credibility and commitment
to change. »

RECS2 3, We, therefore, recommend that the Council at its 1991 session should take action

on the basis of our report and give a strong impetus to its implementation. Some
recommendations can be implemented by the Secretary-General, by the Coordination
Committee, or by decision of the Council. We recommend that early decisions and actions
be taken on these. Others will require decisions by the Plenipotentiary Conference. The Nice
Plenipotentiary Conference envisaged that the Council might call an additional Plenipotentiary
Conference, under Nice Reselutions No. 2. No. 55, paragraph 8 and No. 1, paragraph 1.3.

4, An ordinary Plenipotentiary Conference is to be held in the autumn of 1994 in Kyoto

reces (Japan). Having regard to the Union's schedule of activities and the need for preparation, we

recommend the holding of the additional Plenipotentiary Conference in the last quarter of
1992 or early in 1993.

5. The entry into force of the Nice Constitution and Convention is subject to the deposit with
the Secretary-General of 55 instruments of ratification; enly six instruments of ratification have
been deposited by 26 April 1991. We, therefore, consider that the Constitution and Convention of
Nice are uniikely to come into force before the additional conference.

6. Taking inte account the foregoing considerations and since it is legally possible to amend

reces a treaty before its entry into force, we recommend that the Council, at its 46th session, decide

REC 95

to consuit, in application of No. 271 of the Nairobi Convention, the Members of the Union
on:

a) the holding of an additional Plenipotentiary Conference (as recommended in
paragraph 4 above); and

b) the provisional application of the provisions of Article 48 of the Nide
Constitution, in case the Nice instruments have not entered into force before
the date of that additional Plenipotentiary Conference.

7. By the same token, we have scrutinized the provisions governing the amendment of the
instruments of the Union, which may be too restrictive and liable to hinder the Union in its efforts
to adapt rapidly to the changing telecommunication environment. We recommend that these
provisions should accordingly be reviewed.

REC9 8. Finally, to ensure effective preparations for the additional conference, we

recommend that the Council set up immediately a small Drafting Group to elaborate draft
texts for amendments to the Nice instruments on the basis of our recommendations, and
send them to Members for appropriate action.
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