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	Purpose
This document is submitted in response to the request from Council, as reflected in Document C25/84. Council requested improved clarity and transparency with respect to the existence and coherence of IT, data/information and AI strategies, the alignment of IT architecture with ITU’s strategic orientations, governance arrangements and accountability mechanisms for digital and data management, the management of digital risks, and visibility over the portfolio of digital solutions and IT projects supporting the transformation of core business processes. In that context, Council instructed CWG-FHR to elaborate a concept clarifying and strengthening IT and data/information governance and requested the Secretariat to provide information and prepare a report covering the strategic, organizational and governance aspects of IT and data/information management across the Union.
The present document provides an update on the launch of four interconnected and foundational digital elements within the General Secretariat, which together respond directly to the above requests:
1	a refined ITU Internal Digital Strategy 2026-2027, providing clear strategic direction, priorities and alignment with the ITU Strategic Plan 2024-2027.
2	an Enterprise Architecture (EA) program and blueprint, enabling alignment of IT architecture with strategic objectives and informing investment and portfolio decisions.
3	an enhanced ICT governance framework covering digital, data, AI, cloud and cybersecurity, strengthening transparency, accountability and risk management; and
4	a modernized IT/ISD operating model, enabling effective execution through product-, service- and user-centric delivery and supporting the digital transformation of core business processes
Together, these four elements constitute the internal digital foundations required to support ITU’s organizational transformation, strengthen transparency and accountability in ICT investments, and respond to the expectations expressed by Member States, including in the Switzerland contribution (C25/84), as well as recommendations from IMAC and other oversight mechanisms.
Action required
The Council Working Group on financial and human resources is invited to take note of the progress and plans outlined in this report, and to provide any guidance as appropriate on the governance and implementation of ITU’s digital/ ICT initiatives. 
______________
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1	Strategic context and organizational transformation
The ITU Strategic Plan 2024–2027 identifies organizational excellence and internal digital transformation as key enablers for delivering value to Members and ensuring that the Union remains fit for purpose in a rapidly evolving global digital environment. Digital capabilities increasingly underpin how ITU delivers services, manages risk, supports decision-making and implements its mandate.
Since 2023, ITU has been implementing a broad organizational transformation program structured around five interrelated pillars, including governance, people and culture, processes, systems and tools. Experience from this program has demonstrated that digital capabilities are not confined to a single pillar; rather, they act as a horizontal enabler across the transformation agenda. More than 70 per cent of transformation initiatives are either digital in nature or heavily digitally enabled, confirming digital transformation as a primary accelerator of organizational change.
In parallel, Council and its Working Groups have emphasized the need for improved clarity, transparency and coherence in IT and data/information governance, including clearer strategic direction, stronger alignment between ICT investments and business priorities, and enhanced oversight mechanisms. The present update situates the Secretariat’s internal digital initiatives squarely within this strategic and governance context.
2	“Assess & Transform” roadmap and progress to date
2.1	2023 roadmap to digital excellence
In 2023, the“Assess & Transform” report (Council document C23/INF/11) provided ITU with a comprehensive assessment of its digital and IT landscape. The review included a business capability mapping and a structured roadmap towards digital excellence, highlighting the need to:
–	establish a clear digital and IT strategy aligned with ITU’s strategic objectives.
–	strengthen ICT governance and decision-making.
–	develop enterprise architecture to align technology with business capabilities.
–	modernize core systems and infrastructure, including cloud adoption; and
–	ensure the availability of skilled teams to deliver and sustain transformation.
This roadmap remains a key foundation for ITU’s digital and transformation journey and informs the work underway.
2.2	Progress Achieved Since 2023
Building on the recommendations in Council document (C23/INF/11), the Secretariat has achieved notable progress, including:
–	establishment of a Transformation Team with a mandate to drive systemic changes across the organization.
–	initiation of cloud migration and modernization of selected core platforms.
–	strengthening of cybersecurity capabilities; and
–	establishment of an ICT Governance Committee, chaired by the Deputy Secretary-General and composed of cross-bureau senior leadership, to oversee and prioritize ICT initiatives.
These steps have strengthened coordination and delivery and underscored the growing interdependency between transformation outcomes and robust digital foundations.
3	Why a refined internal digital strategy and enterprise architecture are now required
Despite the progress achieved, developments since 2023 and lessons from the transformation program demonstrate that a refined internal digital strategy and enterprise architecture are essential.
Five converging factors drive this requirement:
1	Generative AI: Rapid advances in AI since 2023 are transforming how organizations operate, requiring explicit strategy, governance and architectural readiness to leverage opportunities responsibly.
2	Cybersecurity: Escalating threats demand security-by-design across systems, data and processes.
3	UN80 and efficiency agenda: Digital and technology capabilities are central to UN system-wide efficiency and transformation efforts.
4	Sustainability commitments: Digital choices increasingly affect ITU’s environmental footprint and resource efficiency.
5	Transformation dependency: The transformation program has revealed a strong dependency on digital capabilities, making the internal digital transformation a key enabler and accelerator of the overall mandate.
Without a clear internal digital strategy and enterprise architecture, governance bodies face inherent challenges in making informed, risk-aware and strategically aligned decisions on ICT investments.
4	Four interconnected and foundational digital elements
To respond to these challenges and to Council’s request, the secretariat has launched four interconnected and foundational digital elements that together provide the strategic direction, coherence, governance discipline and delivery capacity required to enable and accelerate ITU’s organizational transformation.
4.1	ITU Internal Digital Strategy 2026–2027
A refined internal Digital Strategy for 2026–2027 is under development to provide a clear, time-bound framework for ITU’s internal digital transformation. The strategy will:
–	align digital priorities with the ITU Strategic Plan 2024–2027 and the organizational transformation agenda;
–	define a focused roadmap for enabling and accelerating transformation initiatives (especially on AI and Data); and
–	prepare the ground for the next strategic cycle (2028-2031).
The strategy is intentionally limited to a two-year horizon to ensure agility and responsiveness in a rapidly evolving technological and operational environment.
4.2	Enterprise Architecture (EA) program and blueprint
An Enterprise Architecture (EA) program has been launched to establish a coherent blueprint of ITU’s current and future digital landscape. The EA will:
–	align technology investments with business capabilities and strategic objectives;
–	reduce fragmentation, duplication and technical debt;
–	enable AI-, data- and cloud-ready architecture by design; and
–	provide a structured basis for ICT investment and portfolio decisions.
The EA blueprint will serve as a key reference for governance, prioritization and sequencing of digital initiatives.
4.3	Enhanced ICT governance framework
An enhanced ICT governance framework is being developed to integrate digital, data, AI, cloud and cybersecurity. The framework will:
–	clarify roles, responsibilities and decision-making authorities;
–	strengthen transparency, accountability and risk management; and
–	support effective oversight by management and Member States.
A multi-tier model is envisaged, linking Council oversight, the ICT Governance Committee and operational delivery.
4.4	IT/ISD operating model
In parallel, work has been initiated on a modernized IT/ISD operating model that reflects the evolving role of IT in the era of data, AI and cloud. The model aims to:
–	shift from project-centric to product- and service-centric delivery;
–	strengthen user-experience and value-focused approaches; and
–	embed data and AI capabilities as core enablers of decision-making and service delivery.
This operating model is intended to improve efficiency, optimize resources and enhance ITU’s capacity to deliver sustained digital value.
5	Internal Digital strategy as an enabler and accelerator of organizational transformation 
Digital strategy is not an end in itself. It functions as a horizontal enabler and accelerator across ITU’s transformation pillars, supporting:
–	automation and simplification of core business processes;
–	improved decision-making through better data and analytics;
–	enhanced service quality and user experience; and
–	more agile, resilient and secure operations.
By consolidating digital initiatives under a coherent strategy, enterprise architecture and governance framework, ITU aims to maximize impact, avoid duplication and reduce risk across the organizational transformation portfolio.
6	Way forward and next steps
The development of the Internal Digital Strategy and Enterprise Architecture is underway using a participatory and iterative approach involving leadership and key stakeholders across the organization.
Key next steps include:
–	completion of the EA baseline and co-design of the future-state architecture;
–	finalization of the internal Digital Strategy 2026-2027 and its associated roadmap and operational plan;
–	refinement and formalization of the ICT governance framework; and
–	progressive implementation of the new IT/ISD operating model.
Together, these actions will enable the Secretariat to deliver on the organization transformation plan in 2026, strengthen governance and transparency in line with Council expectations, and establish a robust foundation for ITU’s next chapter of organizational excellence.
Annex: 1


Annex
Summary of “Assess & Transform” Report – Roadmap to Digital and Operational Excellence
[image: ]
[image: ]
[image: ]

______________
	council.itu.int/working-groups
		CWG-FHR-22/14-E	1




	
		CWG-FHR-22/14-E	1



image1.png
Nine-Step Roadmap to Digital Excellence — What does success look like?
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