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1
Introduction

The Plenipotentiary Conference (Marrakesh, 2002) decided to implement a rolling four-year Operational Plan and to link the Financial, Strategic and Operational Plans. To develop and implement the linkage between the Plans, Council has to establish a calendar for the development of the Strategic and Financial Plans for the Union, and of the Operational Plans for each Sector and the General Secretariat. The establishment of the calendar has implications for the management of the Sectors, and therefore the Sector Advisory Groups need to consider what advice they can make available for the Director in advance of Council's deliberations. This paper has been developed to initiate further discussion on linking the Financial, Strategic and Operational Plans, and to assist in the development of advice for the Director. 

2
The Financial, Strategic and Operational Plans

The ITU's present planning process has a number of defects that make it difficult to determine the work requirements of the organization and their costs. These problems were highlighted at PP-02 when the Conference faced considerable difficulty when trying to set the budget and identify potential areas for cost savings. Partly as a result of the problems faced by PP-02 a range of new planning approaches have been agreed, and now Council and the Sector Advisory Groups need to consider how these changes should be implemented. In considering the various Plans and how that implementation could be effected, the following issues have been identified (see Annex 1 for a description of the Plans).

The current formulation of the Strategic Plan makes it difficult to cost its implementation and is an issue that will become more prominent when it is linked to the Financial Plan. Part of this problem could be resolved by the move to an activity-based budget, but to achieve a costing of the draft Strategic Plan its goals and priorities need to be reflected in the various rolling Operational Plans. These changes will also be required in order for Council to review and update the Strategic Plan within the constraints of the current biennial budget and Financial Plan. However, to reflect the Strategic Plan's goals and priorities in the rolling Operational Plans, it will highlight the different time-scales for the development of the individual Plans and their periods of applicability: an issue for consideration in Council's establishment of the calendar for the development of the linkage between the Plans.

In approving a Financial Plan, a Plenipotentiary Conference does not have the information required on the work programme and resource data for the entire period covered by the Financial Plan. The introduction of activity-based budgets and the four-year rolling plan will assist a future conference, but again the issue of time-scales and periods of applicability need consideration.

Currently, the biennial budget elaborates the income to the Union and the expenditure limits for the General Secretariat and the three Sectors on a per section and per category basis. In the future, the biennial budget should be developed on a resource (activity) basis and reformulated to reflect the programmes delineated in the four-year rolling Operational Plan and their time-scales. In addition, key activities foreseen in the following biennial budget cycle should be indicated, particularly:

•
if they are closely linked to the work programme covered by the biennial budget Council is considering for approval; or,

•
if the successful completion of an activity, in the work programme covered by the biennial budget Council is considering for approval, represents a pre-condition for starting work on an activity in the following budget cycle.

Reformulation of the biennial budget and the linkage of the Plans will require a review of the information each Plan contains, to determine the appropriate level of detail and avoid unnecessary duplication. In addition, in developing a four-year rolling Operational Plan the level of detail that is contained in Years 2, 3 and 4 needs consideration, as well as the development of guidelines on the classification of projects (i.e. whether a project has to be recorded as a separate area of work or is a sub-component of a larger project). Classification of projects is frequently related to cost or critical importance, and there needs to be a decision on whether these are the only relevant criteria and how the criteria should be defined.

In future, Council will approve the rolling Operational Plans, which closes the current gap in the planning process between establishing the work programme and providing the resources to fund it. However, it raises the question of which years will Council approve: the current year, the years relevant to the biennial budget, or all four years. Noting that part of the Operational Plan can be used for information vis-à-vis the next biennial budget cycle, it would assist the Sector Advisory Groups if Council also provided advice, or feedback, on any resource implications that may arise during the next biennial budget cycle. 

3
Linking the Strategic, Financial and Operational Plans 

The Plenipotentiary Conference (Marrakesh, 2002) decided to link the Financial, Strategic and Operational Plans, but the linkage between the Plans has still to be developed. In the absence of that linkage, questions have been raised on which Plan takes precedence and which Plan initiates the development of the other Plans. In addition, as the biennial budget is not referenced in terms of the linkage between the Plans, further questions have been raised as to how the biennial budget is included in the linking process. 

Planning is an iterative process and, as recognized by PP-02, the results of the planning process (i.e. the Plans) need to be regularly reviewed and updated. For example, in many organizations the role of the organization is defined and that sets the framework for planning the work requirements, and sometimes new activities are identified that require a redefinition of the organization's role. Following identification of the work requirements, the resource requirements are determined. However, irrespective of the resource requirements, it is normal for income limitations to determine what work can proceed - requiring a review of the work requirements to see if cuts are required or, sometimes, what additional work can be initiated. Within this example, setting the biennial budget 

is simply another round in a two-way process. Nevertheless, the Financial Plan and biennial budget must take priority in terms of their application, as they set the financial limits within which ITU must operate. 

Noting the questions on planning and the need to review the implementation of the preceding year's Plan, an issue that may need further clarification, with the development of the linkage between the Plans, is the distinction in the references made between current Plans, future Plans and in some cases, the previous Plans - again noting the different periods of applicability. An example of the linkage between the various ITU Plans is shown in Annex 2. 

4
A Calendar for the development of the Plans

Council has to establish a calendar for the development of the Strategic and Financial Plans of the Union, and of the Operational Plans for each Sector and the General Secretariat, so as to allow for the development of appropriate linkage among the Plans. The requirement to develop a calendar highlights the issues of the review and modification of Plans and hence, the timing of the various meetings of Council and the Advisory Groups. 

Currently, the RAG reviews the Operational Plan after it has come into force. In the case of Council, the General Secretariat Operational Plan is reviewed halfway through the year. Reviewing Plans after they come into force for the purpose of agreeing priorities and commitments, as opposed to reviewing progress, is not compatible with ensuring any changes in activities can be implemented with minimum disruption to other parts of the Plan, as part of the resources required for the Plan's implementation have already been consumed. In addition, in the future, the Sector Advisory Groups will also review the implementation of the Operational Plan of the preceding period and advise the Director on any necessary corrective measures. Corrective measures that would probably need to be implemented during the period of the new Operational Plan (Year 1 of the four-year rolling plan). Hence, the need to revise priorities and activities could become more frequent. Further to these new duties, the Advisory Groups will also review the General Secretariat's Operational Plan. Under the current meeting arrangements, the concept of the Sector Advisory Groups reviewing a Plan for the preceding year and then providing comments to Council, which meet some six months later and then may not be able to act on them for a further year, due to financial restraints, seems to emphasise the need for change.

If Council and the Advisory Groups are to successfully address their enhanced responsibilities, the time-scales for the review and approval of the Operational Plans will be an essential element in making the process work. Changing the date of the RAG meeting to the October time-frame and Council to November would greatly assist the review of the various Plans and would also clarify the implementation of the linkage between the Plans (see Annex 3 for an example of a revised time schedule). 

Annex 1

The Financial, Strategic and Operational Plans

From discussions in various fora, it would appear to be useful to review the framework and time-scales of the various Plans. 

The Strategic Plan is approved by the Plenipotentiary Conference and covers the same time period as the Financial Plan. The Strategic Plan states ITU's purpose, the environment in which it operates and its goals and priorities. The Strategic Plan does not contain a high-level overview of the work of the Union, as much of the work of the Union is stipulated in the Constitution and hence, the goals and priorities highlight aspects of this work that need particular attention. In addition, through the environment section of the Strategic Plan, ITU has a mechanism for recognizing and reacting to changes in the world of telecommunications. 

The Financial Plan is approved by the Plenipotentiary Conference, and according to the level of income available to the Union in a prescribed four-year period, sets the limits on expenditure. The Plan may elaborate the expenditure limits for the General Secretariat and the three Sectors, and may also elaborate reductions or increases in expenditure for specific programmes or functions. A draft Financial Plan is developed by Council prior to the Plenipotentiary Conference and when approved, comes into force on 1 January in the 2nd calendar year following the Conference - based on the current four-year Plenipotentiary Conference meeting and strategic planning cycles. The financial planning period is divided into two distinct biennial budgets.

The Biennial Budget is approved by the Council and provides the mechanism to implement the Financial Plan. Currently, the biennial budget elaborates the income to the Union and the expenditure limits for the General Secretariat and the three Sectors on a per section and per category basis. Each biennial budget covers two calendar years: one for the first two years of the Financial Plan and a second biennial budget for the last two years of the Financial Plan. The biennial budget comes into force on 1 January in the calendar year following the Council meeting. In approving the biennial budget, the Council also reviews the biennial budget forecast for the two years following the biennial budget being considered for approval. 

The Operational Plan is reviewed by the Sector Advisory Groups, and in future will also be reviewed and approved by Council as part of the four-year rolling Operational Plan. The Operational Plan contains a detailed plan of the activities, including their implementation and, currently, information on resources, hence there could be some overlap with an activity-based biennial budget. The Operational Plan applies to a single calendar year and comes into force on 1 January of that calendar year, hence it is always Year 1 of the four-year rolling Operational Plan. 

The Four-Year Rolling Operational Plan will be reviewed by the Sector Advisory Groups and also reviewed and approved by Council. It effectively provides a programme plan for the Sector. Year 1 of the four-year rolling Operational Plan is always the Operational Plan currently in force. The other three years each provide an outline year showing progressively less detail, with Year 2 being developed as the draft Operational Plan for the forthcoming calendar year. 

The four-year rolling Operational Plan covers four sequential calendar years. It is not fixed to the time period of the Financial or Strategic Plans or to the time period of the biennial budget. The four-year rolling Operational Plan starts on 1 January, Year 1, and ends on 31 December, Year 4. 

Annex 2

Linkage between the Plans

	Financial Plan
	
	Strategic Plan 
	← 
Changes in the external environment may require update to the Strategic Plan.

	
	



    →
Approval of the expenditure levels in the Financial Plan may require the Strategic Plan to be revised, prior to approval, to take into account any limitations in ITU's income.
	
	

	↓ 
Financial Plan determines the framework for the two biennial budgets.
	  

The resource requirements of the Financial Plan are developed based on the four-year rolling Operational Plan, which reflects the goals and priorities contained in the Strategic Plan.
	↓ 
Goals and priorities from the Strategic Plan included in the rolling Operational Plan.
	

	
	
	↑
Review of priorities in the rolling Operational Plan may require update to the Strategic Plan.
	

	Biennial Budget 
	← 
The resource requirements of the biennial budget are developed based on the draft rolling Operational Plan.
	Rolling Operational Plan 
	

	
	



    →
Approval of the expenditure levels in the biennial budget may require the rolling Operational Plan to be revised prior to approval (to reflect increase or decrease in resources).
	
	


Linkage between plans in different planning periods

The current Financial Plan period 

The Operational Plan is linked to the biennial budget, which by definition is related to the Financial Plan. The Strategic Plan is linked to the Operational Plan but the Strategic Plan is only linked to the biennial budget, through the Operational Plan. This approach is possible, as the Strategic Plan does not contain work programme information. Any changes to the Strategic Plan will impact on the implementation in the four-year rolling Operational Plan and it is that impact, on the implementation of the four-year rolling Operational Plan, that needs to be considered in respect of the biennial budget.

The forthcoming Financial Plan period

The four-year rolling Operational Plan is linked directly to the Financial Plan and provides the details to support the resource requirements. If the draft biennial budget for the next period is available, it could also be linked to both the four-year rolling Operational Plan and the Financial Plan. 

In practice, having a draft biennial budget(s) that covers part, or all, of the period of the forthcoming Financial Plan period would be a valuable asset, providing it was based on activities, as it could be more useful to the PP in approving the Financial Plan than the rolling Operational Plans.

Example

The diagrams below show how the above process would work. The variation in shading in the Operational Plan indicates the reduction in detail. For the following diagrams, it has been assumed the Advisory Groups and Council all meet in October - November.

	Year
	2002
	2003
	2004
	2005
	2006
	2007
	2008
	2009
	2010
	2011

	Strategic Plan
	
	
	
	
	
	
	
	
	
	

	Financial Plan
	
	
	
	
	
	
	
	
	
	

	Biennial Budget
	
	
	
	
	
	
	
	
	
	

	Operational Plan
	
	
	
	
	
	
	
	
	
	


Highlighted year 2003: Sector Advisory Group (SAG) review Operational Plan for 2004 and Council review and approve biennial budget 2004-2005. Financial Plan sets guidelines for biennial budget but details of biennial budget finalized as a result of information in Operational Plan for 2004 and outline for 2005. Operational Plans are adjusted to take into consideration financial limitations of new Financial Plan as reflected by the biennial budget.

	Year
	2002
	2003
	2004
	2005
	2006
	2007
	2008
	2009
	2010
	2011

	Strategic Plan
	
	
	
	
	
	
	
	
	
	

	Financial Plan
	
	
	
	
	
	
	
	
	
	

	Biennial Budget
	
	
	
	
	
	
	
	
	
	

	Operational Plan
	
	
	
	
	
	
	
	
	
	


Highlighted year 2004: SAG review Operational Plan for 2005 based on biennial budget 2004-2005 and any changes in priority, add new year to four-year rolling Operational Plan (2008) and update years 2006 and 2007. Council approve Operational Plans with any financial revisions.

Council review budget report from 2002-2003.

	Year
	2002
	2003
	2004
	2005
	2006
	2007
	2008
	2009
	2010
	2011

	Strategic Plan
	
	
	
	
	
	
	
	
	
	

	Financial Plan
	
	
	
	
	
	
	
	
	
	

	Biennial Budget
	
	
	
	
	
	
	
	
	
	

	Operational Plan
	
	
	
	
	
	
	
	
	
	


Highlighted year 2005: SAG review Operational Plan for 2006, add new year to four-year rolling Operational Plan (2009) and update years 2007 and 2008. Council review and approve biennial budget 2006-2007. Financial Plan sets guidelines for biennial budget but details of biennial budget finalized as a result of information in Operational Plan for 2006 and outline for 2007. Operational Plans are adjusted to take into consideration financial limitations of Financial Plan as reflected by the biennial budget.

	Year
	2002
	2003
	2004
	2005
	2006
	2007
	2008
	2009
	2010
	2011

	Strategic Plan
	
	
	
	
	
	
	
	
	
	

	Financial Plan
	
	
	
	
	
	
	
	
	
	

	Biennial Budget
	
	
	
	
	
	
	
	
	
	

	Operational Plan
	
	
	
	
	
	
	
	
	
	


Highlighted year 2006: SAG review Operational Plan for 2007 based on biennial budget 2006‑2007, add new year to four-year rolling Operational Plan (2010) and update years 2008 and 2009.

PP approve future Financial Plan 2008-2011 based on information shown in shown in Operational Plans for years 2008-2010 (assuming SAG meet before PP to facilitate adoption of Financial Plan by PP and, if available, the draft biennial budget for 2008-2009). 

	Year
	2002
	2003
	2004
	2005
	2006
	2007
	2008
	2009
	2010
	2011

	Strategic Plan
	
	
	
	
	
	
	
	
	
	

	Financial Plan
	
	
	
	
	
	
	
	
	
	

	Biennial Budget
	
	
	
	
	
	
	
	
	
	

	Operational Plan
	
	
	
	
	
	
	
	
	
	


Highlighted year 2007: SAG review Operational Plan for 2008, add new year to four-year rolling Operational Plan (2011) and update years 2009 and 2010. Council review and approve biennial budget 2008-2009. Financial Plan sets guidelines for biennial budget but details of biennial budget finalized as a result of information in Operational Plan. Operational Plans are adjusted to take into consideration financial limitations of Financial Plan as reflected by the biennial budget.

Annex 3

Revised Timeline For Plan Approval

	Month
	Action

	01/04
	New Operational Plan comes into force (Year 1 of the four-year rolling Operational Plan).

	02/04
	In the following months, the current Operational Plan targets should be reviewed on a regular basis and time-scales/actions amended as required with changes noted for review by Sector Advisory Group. In addition, the reviews should include updating Years 2, 3 and 4 of the four-year rolling Operational Plan as required.

	03/04
	

	04/04
	

	05/04
	

	06/04
	

	07/04
	

	08/04
	 

	09/04
	Current Operational Plan targets reviewed and time-scales/actions amended as required with changes noted for review by Sector Advisory Group. Report generated and dispatched to administrations.

Years 2, 3 and 4 of the four-year rolling Operational Plan reviewed and updated. Year 2 has implementation details included and a new Year added (Year 5).

Revised draft four-year rolling Operational Plan (Years 2, 3, 4 and 5) dispatched to administrations.

	10/04
	Sector Advisory Group reviews report on implementation of the Operational Plan.

Draft four-year rolling Operational Plan (Years 2, 3, 4 and 5) reviewed and amended as required to include any changes in priorities and advice to the Director.

Sector Advisory Groups review the General Secretariat draft four-year rolling Operational Plan (Years 2, 3, 4 and 5) and, as appropriate, sends comments to Council.

	11/04
	Council advises Directors of any financial issues arising from their draft four-year rolling Operational Plan (Years 2, 3, 4 and 5) and approves the Years relevant to the biennial budget on the understanding the Director will make the necessary amendments and inform the Advisory Group (in 2004 this would only require approval of Year 2). 

Council notes comments of Sector Advisory Groups on the General Secretariat draft four‑year rolling Operational Plan (Years 2, 3, 4 and 5) and actions, as appropriate.

	12/04
	


The dates shown above are for illustrative purposes only and depend on when the various groups meet and the time-scales established for the dispatch of the reports and draft Plans. However, it is proposed all Plans are reviewed before they come into operation. 

_____________
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