[image: ]
	[bookmark: dmeeting][bookmark: dnum][bookmark: _Hlk133421839][bookmark: _Hlk133421856][bookmark: _Hlk133422370][bookmark: _Hlk133586559]Agenda item: PL-1
	Document C26/55-E

	[bookmark: ddate]
	30 March 2026

	[bookmark: dorlang]
	Original: English

	
	

	[bookmark: dsource]Report by the Secretary-General

	[bookmark: dtitle1]UPDATE ON ITU TRANSFORMATION – BUILDING AN EFFICIENT, AGILE, FIT-FOR-FUTURE ITU

	Purpose
This document reports on the status of ITU transformation efforts in the General Secretariat to achieve organizational excellence and modernize services to the bureaux and members. 
Action required by the Council
The Council is invited to note the progress achieved to date. 
Relevant link(s) with the Strategic Plan
Excellence in human resources and organizational innovation.
Financial implications
Investments of CHF 1.6 million from 2023 and 2024 savings approved by Council were allocated to transformation implementation efforts. Additional investments are being proposed using 2025 savings in Document C26/42. 
_______________
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1	Introduction
In January 2023, ITU’s leadership team launched a transformation initiative based on a comprehensive visioning process that involved input from staff at various levels of the organization. Building on these early ideas, a changemakers programme was created to give staff opportunities to recommend specific cases. This provided a foundation for change and engaged staff in a collective effort to prepare ITU for the future. While transformation is occurring across the secretariat, the focus of the transformation initiative has been on achieving operational excellence in the general secretariat, as a service provider to the bureaux and members. 
As reported to previous Council and Council Working Group sessions, ITU’s transformation roadmap covers a list of initiatives across the five pillars: governance, members and partners, people and culture, resource optimization and systems, processes and tools. 
As ITU’s transformation effort matures, the secretariat is transitioning from diagnostics and ideation to implementation. Considering inputs from various consultative processes, senior business owners have been assessing feasibility and integrating recommendations where possible into their operational plans. 
2	Transformation Roadmap Implementation status – Dashboard
A dashboard reporting on the status of transformation initiatives is available here. The dashboard has been updated since the recent Council Working Group on financial and human resources (CWG-FHR) with deliverables for 2026 and completion rates for each initiative as of Council-26, estimated investment in General Secretariat staff time allocated to support transformation initiatives, and reporting on efficiencies.
Some early achievements include: the establishment of an Oversight Unit with the addition of the evaluation function; a comprehensive redesign and automation of the operational planning process to improve alignment between the strategic, operational and financial plans, and annual/bi-annual budgeting; establishment of an Ombudsmen function in January 2026; a simplified performance management processes, with more improvements to come in 2026; and financial transformation, including full IPSAS compliance, and improvements to treasury, extrabudgetary funds, a post management system linked to funding and a full budget allocation management system in place. 
Adaptive leadership training was organized for staff and management in 2025 and continues into 2026. A new draft policy for fixed-term appointments as well as one for the hiring of consultants are being consulted before finalizing by end 2026. Following feedback from the staff engagement survey, several measures are now being implemented, including a new rewards and recognition programme and dedicated time for learning and innovation-related activities. 
In response to the changemakers’ cases, multiple initiatives advanced, including training on evaluation, end-to-end document process review and development of ITU-wide guidelines on staff use of generative AI.
3	Rationalization to accelerate implementation and results
In line with feedback from the Council and IMAC, the secretariat has taken measures to rationalize and prioritize the list of transformation initiatives. 
This more refined focus aims to help accelerate implementation and results. To this end, the Secretary-General streamlined internal governance processes in September by establishing a Transformation Task Force to advance priorities, monitor progress, and remove obstacles to delivering results. The Task Force is Chaired by Chief of Administration and Finance and provides regular updates to the Coordination Committee (CoCo). The Transformation Team has been assigned to the Chief Information Officer (CIO) as implementation of digital and AI platforms are essential to successful delivery of the various initiatives. 
The CIO and the Transformation Team are developing a sustainable model for ownership, adoption, and delivery of transformation initiatives. This includes accompanying business teams with specialized support in areas such as lean project management, AI and application development and business process re-engineering. In doing so, the secretariat is fostering new “ways of working” where transformation, agility, and innovation are embedded into ITU’s culture and operations in the pursuit of digital and organizational excellence. 
The aim of these efforts is to deliver visible and meaningful impact that is felt, seen, and appreciated by ITU staff and members. 
4	Priority areas of delivery for 2026
ITU’s transformation focus is built on three priority areas for 2026 to modernize operations and build a culture of innovation. The Transformation Task Force, CIO and transformation team are providing support for several initiatives within each of these priority areas. 
Enhancing member experience
The organization is undertaking several major initiatives to modernize members’ experience. First, event management is being improved through a pilot of a modern end-to-end events management system for AI for Good 2026 and WSIS Forum 2026, accompanied by digital and AI enhancements for the PP-26 delegate experience. In addition, the first release of the new ITU website is planned for delivery by PP-26. Following consultations with staff and members, technical and preparatory work is advancing according to Council‑approved timelines. This first release focuses on four objectives: 1) creating a cohesive and user‑centred information architecture; 2) improving content findability through enhanced navigation and AI‑powered search; 3) strengthening multilingual consistency across all six official languages; and 4) establishing governance, standards, and processes to ensure long-term quality, maintainability, and scalability.
Operational efficiency and impact
The second priority area focuses on improving organizational efficiency and delivery through several strategic initiatives. The secretariat is expediting the adoption of new AI solutions to automate business processes in areas such as procurement, human resources administration, and project management. A new cloud solution is being piloted to streamline travel administration and expense management. Additionally, ITU is implementing a leading AI ‑powered CRM system to support scaled-up ITU-wide coordinated resource mobilization. 
Staff empowerment and innovation culture
The goal of this third priority delivery area is to empower ITU staff through new learning opportunities. Central to this effort is the newly launched Innovation Hub, located on the main floor of the Montbrillant Building. This space serves as a hub for experimentation, prototyping, training, and coaching. The Changemakers will serve as a core group of early adopters taking advantage of the new opportunities offered. 
Digital transformation as key enabler and accelerator 
Supporting all these initiatives is a comprehensive digital transformation strategy (Doc 26/62) that serves as a critical enabler and accelerator through four main areas: developing internal strategies for AI, Data, Cloud, and Cybersecurity; establishing an ITU-wide Enterprise Architecture programme for secure, flexible, and interoperable systems; restructuring the ISD team with a new operating model; and implementing a revised Digital and Data Governance Model.
5	Financial status
Funding of transformation initiatives has come mainly from regular budgetary allocations and savings. The Council approved a total of CHF 1 600 000 from 2023 and 2024 savings. Of this amount, CHF 600 000 was allocated to the website project. The remaining CHF 950 000 was spent over two years primarily on transformation team staff to support planning and reporting, coordination and implementation. Deliverables from this investment include: 1) development of the transformation strategy, roadmap and regular reporting internally and for the Council, 2) staff engagement in transformation, including management of the changemakers community and assistance with change cases, launch of the Innovation Hub and training on AI and digital solutions, and, 3) implementation support for initiatives to strengthen recruitment, document management, customer relationship management and resource mobilization and travel management among others. 
In addition, the transformation dashboard highlights an estimated CHF 6.6 million investment in staff time from across the general secretariat departments dedicated to transformation related activities, based on the 2026 Operational Plan. This is about 10.5% of total staff time accounted for in the Operational Plan.
Looking ahead, additional investment is required for the implementation of new AI and digital systems and new skills to support modernization, automation and streamlining of business processes. To support these improvements, Document C26/42 provides a proposal for the use of 2025 savings.
_____________
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