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	REPORT OF THE RAG AD HOC GROUP ON issues related to the linkage between  STRATEGIC, OPERATIONAL AND FINANCIAL PLANS


1)
The Ad Hoc Group met during the week of 27-31 January 2003 to draft text that may be considered for inclusion in the advice given by the Radiocommunication Advisory Group to the Director, Radiocommunication Bureau, relative to possible improvement of the Operational Plan and its linkage to ITU Strategic and Financial Plans. Operational planning is extended to the three Sectors and the General Secretariat as a mechanism for increasing accountability and transparency, and enhancing the linkage between this management tool and the strategic planning and budgeting process. Linking strategic, financial and operational planning in the ITU is called for by Resolution 72 (Rev. Marrakesh, 2002). In the new environment of severe financial limitations, the current 2002-2003 Operational Plan requires reconciliation with the budget. Due account must also be taken of resource constraints as the first, four-year rolling Operational Plan for the period 2004-2007 is developed later this year.

2)
Annex 1 to this report is the Terms of Reference of the Ad Hoc Group and a list of the documents considered in the discussions.

3)
Annex 2 to this report, "Elements associated with operational planning," is the Annex of Resolution 72 (Rev. Marrakech, 2002). It is provided for information inasmuch as it gives indicative (but not exclusive) measures and elements anticipated for operational planning. Annex 2 may help in understanding the context of this report.

4)
In his "Report to the Eleventh Meeting of the Radiocommunication Advisory Group" (Document RAG03-1/4), the Director of the Radiocommunication Bureau indicates (paragraph 5.1) that he that he will prepare a rolling four-year operational plan that begins with January 2004. The plan will include financial implications of activities to be undertaken by the Bureau in support of the ITU-R Sector as a whole. This four-year operational plan shall be reviewed by the RAG, and shall be submitted to the Council for further review and approval on an annual basis.

5)
[Paragraph 5.2 of the Director's Report indicates that the accomplishments of the Bureau realized in 2002, as compared to the objectives set forth in the existing ITU-R Operational Plan for 2002-2003 (See ITU-R Circular Letter CA/116 of 2 May 2002), are for consideration by the RAG. These accomplishments are identified in Document RAG03‑1/43, "Implementation of the Operational Plan for the Year 2002", as Performance indicators. It is noted that in every case, the Performance indicators are entered as satisfactory within the parameters of the activity covered. The weight of these activities, with total work-months as a percentage of the total number of work-months within the Radiocommunication Bureau, are reported in the 2002-2003 Operational Plan for the ITU‑R Sector as:
a)
World Radiocommunication Conference

3.50%

b)
Radiocommunication Assembly



1.18%

c)
Radiocommunication Regional Conference 

0.85%

d)
Radio Regulations Board



1.06%

e)
Radiocommunication Advisory Group


0.38%

f)
Study Group meetings




8.20%

g)
Seminars






1.61%

h)
Publications





20.30%

i)
Processing of notices for space services


26.65%

j)
Other space services




7.25%

k)
Processing of notices for terrestrial services

13.57%

l)
Other ITU-R activities




12.97%

m)
Management





2.48%
TOTAL








100.00%]

6)
Paragraph 5.3 of the Director's Report introduces the "Progress Report on the Review of Performance Indicators in the Operational Plan," which is contained in Document RAG03‑1/15, prepared by the Convenor of the RAG Correspondence Group on performance and measurement indicators. The Progress Report brings the attention of RAG to Resolution COM6/8 (Marrakesh, 2002) which instructs the ITU Council to consider establishing a working group open to all Member States to examine mechanisms for enhancing the process by which priorities in ITU activities are established, and for evaluating the achievement of objectives as part of the strategic and operational planning functions. The annex to Resolution COM6/8 includes a chart for use in development of the strategic and operational planning functions. The chart would show for each course of action, an Indicator unit and Objective values for each year of the four -year rolling Operational Plan. The Progress Report of the RAG Correspondence Group proposes example performance indicators for WRCs and for the space service. These performance indicators and the format given in Document RAG03-1/15 should be taken into account by the Radiocommunication Bureau when developing the first four-year rolling Operational Plan. This new, four-year plan would reflect the work within the Radiocommunication Bureau with respect to ITU-R Study Groups, Working Parties, Task Groups, and appropriate Joint Groups. However, it is understood that, in place of performance indicators, appropriate data and statistics would be given in the report of the Bureau on work undertaken by Study Groups, Working Parties Task Groups, and Joint Groups. 

7)
Paragraph 5.4 of the Director's Report informs the RAG of the approximately 10% reduction of the budget by the ITU-R in expenditure, compared to the expenditure for the period 2000-2003, as a result of reduced income to the ITU. This information puts into context the financial situation of the ITU-R, which situation must be taken into account by the Director in adjusting application of resources to the objectives of the Radiocommunication Sector as included in the current Operational Plan. Appropriate application of available resources to the activities of the Sector is critical if the correct balance is to be maintained among all the objectives of the Sector and the priorities which are mandated by the Strategic Plan as adopted by administrations at the Marrakech, 2002, Plenipotentiary Conference.

8)
Paragraph 5.6 of Document RAG03-1/4 indicates that the RAG is expected to review the results of PP-02 concerning the linkage of the strategic, financial and operational planning of the ITU-R, recalling that Resolution 72 (Rev. Marrakesh, 2002) instructed the Secretary-General and the Directors of the Bureaux to prepare a consolidated plan reflecting the linkages between strategic, financial and operational planning. (See Annex 2.)

9)
With reference to Document RAG03-1/19 - United Kingdom, there was general agreement that linkage among the Strategic, Financial, and Operational Plans has still to be developed. The issue of timing as to when RAG would review the first four-year Operational Planning document is one for decision by the Council as the body which appropriates funding for the schedule of ITU meetings.  

10)
The question of machine translation, tantamount to use of artificial intelligence for translation purposes, was addressed (Document RAG03-1/31 – Japan) as a means of possibly increasing efficiency in meetings that must realize documentation in the ITU languages. ITU translation occurs under the auspices of the General Secretariat. It was brought to the attention of the Group by the BR that the United Nations is addressing this matter on a unified basis to determine if and when a suitable automatic method for translation  would be available for general use by agencies of the U.N. The BR indicated that, as of this time, no fully acceptable automatic method is available, but ITU continues to pursue this issue. 

11)
The proposal for the work of the ITU-R to be more focused on the core functions of the Sector (Document RAG03-1/36 – United States) was discussed in terms of requirements for the operational planning. The conclusion of the Ad Hoc Group was that the functions indicated by the Constitution for the Sector, taken to be the "core functions," might be considered by the Radiocommunication Assembly, and should be strongly linked among the Strategic, Financial, and Operational Plans. The Director could suggest to the Assembly and to the subsequent CVC meeting that a review by the Study Groups of their work programs to determine the relevancy of current questions to the Sector's "core competency" may be appropriate.

12)
The Satellite Backlog Group provided a Liaison Statement to the RAG (Document RAG03-1/44) pointing out that, notwithstanding the recent software efforts that have helped in reducing the satellite backlog at the ITU, no overall ITU-R software development plan exists. With an overall software development plan, the BR and the RAG would be in a better position to identify related, realistic performance indicators and assess the implications of failing to meet them. Considering an overall software development plan would help the BR in identifying indicators and would help the RAG in any subsequent consideration. An overall software development plan would help in providing appropriate justification for projects that could be reviewed alongside, or incorporated into, operational planning. In preparation of the overall plan, each activity, task and deliverable should be covered by a relevant brief description. The scope of work and identified objectives are required for each program in the overall plan.  A time-implementation chart of steps to-be-taken, showing planned start and ending times, should be included for each program.  An indication of human (by category of staff level) and other resources required of the BR (as well as any contractor engaged) should be part of each element of the overall software plan.  Resources and priority for each foreseen software program in the overall plan should be linked to the Strategic and Financial Plans.
13)
The Objectives of the Radiocommunication Sector for the years 2002-2003 (Circular Letter CA/116, page 8) were reviewed by the Ad Hoc Group in light of the limitations and restrictions consequent to the 2.3 MCHF budget deficit which is indicated in Document RAG03-1/39 supplied by the Director. The following comments were agreed:

•
These Objectives certainly apply to the current 2002-2003 Operational Plan, but will also apply to some extent to the new, four-year rolling Operational Plan to be developed and which should take effect 1 January 2004. In developing this new four-year rolling plan, the BR must take into account the categories of prioritization (A, B, and C) that were included in the new Strategic Plan
 agreed for the Union by the Marrakech Plenipotentiary Conference, as well as the Financial Plan, to ensure proper linkage among the three plans.

•
In considering any modifications that might be applied to the current 2002-2003 Operational Plan, because of the immediate budget deficit faced by the Radiocommunication Sector, the Bureau should immediately take into account in year 2003, the categories of prioritization (A, B, and C) included in the new Strategic Plan.

•
The BR was urged to advise Council 2003 of the definitive measures being taken in calendar year 2003 to meet the identified 2.3 MCHF budget deficit of the Bureau, inasmuch as it is imperative to implement cost-reduction programs as soon as possible.

•
Since the processing delays have recently shown improvement with respect to space network processing requests, Bureau resources should be examined to see if and how they might be redeployed in the future to address the three-year backlog within the terrestrial network processing activity.

•
With respect to the one Objective stated as, "Optimize and rationalize the use of resources in streamlining processes and improving working methods to the extent possible", it was believed that this Objective needs to be understood "in light of the current and expected financial situation of the Bureau." This understanding should be taken into account when addressing the processes and working methods to which this reference is made, particularly when developing the new, four-year rolling Operational Plan. Additionally, in reaching this objective, due account must be taken of the impact on ITU human resources which will be affected by any reordering of priorities as a consequence of budget stricture. Quality and effectiveness of the Union's human resources are critical elements of the Strategic Plan.

•
The purposes of the Radiocommunication Sector as indicated in the ITU Constitution and Convention need to be given first attention in operational planning in the Bureau.

•
Within the Bureau's operational planning process, treatment of post-WRC-2000 and post WRC-2003 activities needs separate consideration from preparation for the Regional Radiocommunication Conference (RRC) 2004, to ensure appropriate priority is given to each, considering particularly that the RRC finances are on a cost-recovery basis.

14)
It is understood that the Group of Specialists to Review the Management of the Union (Decision COM6/1 (Marrakesh, 2002)) will be examining the issue of how to develop linkage among the Strategic, Financial, and Operational Plans, and will be reporting its conclusions to Council 2003.

Annexes : 2

ANNEX 1

Terms of reference

RAG ad hoc group on reconciling strategic,
operational and financial plans

Taking into account the financial situation of the ITU, and in particular of the Radiocommunication Bureau:

1
Review the current ITU-R Operational Plan, and in particular its objectives (Circular Letter CA/116).

2
Identify the difficulties the Radiocommunication Bureau may have in implementing a rolling four-year Operational Plan for the period 2004-2007.

3
Suggest ways and means the Radiocommunication Bureau might undertake to adjust its priorities and elements in the 2002-2003 Operational Plan so as to reconcile this Plan with the ITU Strategic Plan and the Financial Plan.

4
Documents for consideration:

a)
Strategic Plan, Resolution 71(Rev.Marrakesh; 2002)

b)
ITU-R 2002-2003 Operational Plan, Circular Letter CA/116

c)
Document 4 (§§ 5.1, 5.2, 5.3, and 5.6) (Director, BR)

d)
Document RAG03-1/15 (Convenor, RAG Correspondence Group on Performance Indicators in the Operational Plan)

e)
Document RAG03-1/19 (United Kingdom)

f)
Document RAG03-1/31 (Japan)

g)
Document RAG03-1/36 (USA)

h)
Document RAG03-1/39 (Director, BR)

i)
Document RAG03-1/40 (Director, BR)

j)
Document RAG03-1/43 (Director, BR)

k)
Document RAG03-1/44 (SAT-BAG)

l)
Document RAG03-1/45 (Director, BR)

ANNEX 2

Elements associated with operational planning

•
Detailed specification of activities to be undertaken during any given four-year period, including ongoing work as well as special projects or studies having a fixed duration.

•
Establishment of performance indicators, benchmarks or milestones in order to measure progress in the achievement of objectives and sub-objectives of the various organizational units.

•
Establishment of workload scenarios and implementation strategies, and specification of resources available to undertake various tasks.

•
Specification of strategies to address resource shortfalls through measures such as the re‑ordering of priorities, which are precipitated, for example, by relevant conference or assembly decisions having financial resource implications.

•
Outline of progress on the implementation of decisions taken by plenipotentiary conferences or by the Council.

•
Specification of measures undertaken to fulfil the objectives outlined in the strategic plan: for example, progress achieved in identifying a range of products and services which could be subject to cost recovery and/or revenue generation.

•
Outline of progress reports by the various advisory groups.

                         






�	Resolution 71 (Rev. Marrakech, 2002)





�	Document RAG03-1/40(Rev.1), giving the bases for the preparation of the 2004-2005 draft budget, was not available until the end of the discussions in the Ad Hoc Group and could not be fully appreciated. It was agreed that, because of the new information included therein, and the need to address interpretation of languages further, this document needed to be discussed in Plenary.





�	Annex to Resolution 72 (Rev.Marrakesh, 2002)
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