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	Purpose
This document reports on the status of ITU Transformation efforts to achieve organizational excellence.
Action required
The Council Working Group on financial and human resources is invited to note the progress achieved to date.
_______________
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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 extensive input from staff at all levels of the organization. Building on these early ideas, a changemakers programme was created to give staff additional opportunities to recommend specific cases for change. 
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 General Secretariat and Bureaux, 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 comprehensive list of initiatives with tangible deliverables 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. Taking into account inputs from various consultative processes, senior business owners have been assessing feasibility and integrating recommendations where possible into their operational plans where budgets allow, prioritizing key initiatives while balancing day-to-day operations with transformation efforts for 2026-2027. Accordingly, for the 2028-2031 Strategic Plan and its accompanying Financial Plan development, transformation is incorporated as a central performance enabler rather than as a separate undertaking—ensuring the resources are available to support transformation initiatives while aiming to enhance efficiency and increase impact, ensuring realistic operational plans and the realization of agreed strategic outcomes and KPIs.
2	Transformation Roadmap Implementation status: Dashboard
A dashboard reporting on the status of the full list of more than forty initiatives in the transformation roadmap is available here. The dashboard categorizes the initiatives as: 
–	Completed: Planned deliverables achieved
–	Ongoing: Work on initiative started and in progress
–	Planned: Not yet started
–	Revised: Due to feasibility/prioritization/rationalization (i.e. changed scope, combined with others).
Some early completed deliverables include:  the establishment of an Oversight Unit which will be fully staffed by January 2026 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 with onboarding 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 at various levels in 2025. This successful effort will continue into 2026 to support ongoing planning and decision-making. Significant progress has also been made in streamlining recruitment with a new draft policy for fixed-term appointments as well as a draft policy for the hiring of consultants, currently circulating for consultation among key internal stakeholders before finalizing for implementation in 2026. Following feedback through the staff engagement survey, the Secretary-General recently announced several measures, including a new rewards and recognition programme and dedicated time for learning and innovation-related activities. 
In response to one of the changemakers’ cases, ITU is building an internal community of staff (so far, almost 30) to support more rigorous evaluation across the organization, under the guidance of the Evaluation Officer. Tailored training is being provided by UNSSC in early December for this community. Also responding to changemakers, an ITU-wide team was established to review ITU’s end-to-end document process to identify opportunities for greater efficiency and synergies across the organization, as well as department-specific reviews of archiving systems. In yet another deliverable responding to changemakers, an ITU-wide team of specialists developed ITU’s first guidelines on the 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 more than forty 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 by Council 2026 and PP-26. The Task Force reports to the Secretary-General and Deputy Secretary-General and provides regular updates to the Coordination Committee (COCO). The Transformation Team has been assigned to the Chief Information Officer (CIO) during this period 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 across ITU. 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 key objective 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 of delivery for 2026 designed to modernize operations and build a culture of innovation to make ITU more resilient, agile and adaptive in a rapidly changing digital environment. The Transformation Task Force, CIO and transformation team are providing implementation support for several initiatives within each of these priority areas: enhancing member experience; boosting operational efficiency and impact; and empowering staff (see Annex for details).
Enhancing member experience
The organization is undertaking two 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 AI4Good 2026, accompanied by digital and AI enhancements for the PP-26 delegate experience. The aim is to provide access to seamless registration to ITU events, shared digital workspaces and collaboration tools. Second, the website and member zone are receiving major upgrades, with plans to launch the first version of a modernized public-facing website in six languages by PP-26, featuring AI-powered search capabilities and enhanced functionality based on delegate feedback from consultation sessions during CWGs.
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 as “intrapreneurs, defined as entrepreneurs within the organization who drive innovation and operational excellence. This approach focuses on providing opportunities for staff through learning and development, experimentation, and scaling new ideas for impact.
Central to this effort is the Innovation Hub, which will be located on the main floor of the Montbrillant Building by mid-January 2026. This space will serve as a hub for experimentation, prototyping, training, and coaching. ITU is also implementing an AI-powered staff engagement and communication platform to strengthen internal communications. 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 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 to create a fit-for-purpose and fit-for-future organization; and implementing a revised Digital and Data Governance Model with ICTGC as the main governance umbrella for ICT, Data, AI, and Cybersecurity.
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Priority areas with deliverables by C26 and PP-26
1	Improving member experience

	
	Action 
	Deliverables by: 

	
	
	C26
	PP-26

	Event modernization 
	Pilot new end-to-end events management system for AI4G/WSIS26.
	System implementation in progress.
	Apply tools and learnings from pilot to improve other ITU events.

	
	Introduce digital and AI solutions for enhanced delegate experience during PP-26.
	AI agent on PP website 
Modernized, mobile-friendly registration and focal point user interface launched.
	Event app available.
Solutions for contribution preparation and search and more.

	Website and members zone 
	Modernized website.
	Development underway.
Briefing session during C26. 
	First version in six languages, AI search 

	
	Enhanced members zone with AI features.
	Development underway. 
Briefing session during C26.
	Enhanced members’ zone launch



2	Boosting efficiency, delivery, and impact

	
	Action
	Deliverables by:

	
	
	C26
	PP-26

	Automation of business processes
	New digital/AI tools to automate processes and improve efficiencies.
	Tools introduced with training and implementation of pilots. 
	Scaling up implementation to cover more use cases.

	Travel and expense management
	Pilot cloud solution for travel admin automation and expense management.
	Working prototype in place.
	Solution expanded to cover more priority areas.

	Resource mobilization and CRM
	Implement new CRM. Enabler of the resource mobilization strategy.
	System in place. Resource Mobilization Task Force as test users and ARB RO.
	Roll-out to 100 or more staff across HQ and field offices.


3	Empowering staff

	
	Action
	Deliverables by: 

	
	
	C26
	PP-26

	Innovation hub
	Set up an Innovation Hub - Physical space and programme of activities facilitating experimentation, prototyping, use of AI and digital tools, training, and coaching with Show and Tell sessions and Learning Labs.
	Launch of physical space and pilot programme of activities. 
	Mature programme of activities, with a growing community. 

	Internal communications and staff engagement  
	Implementation of staff engagement and communication platform 
	Platform in place with an ongoing pilot.
	Platform roll-out to all ITU staff.

	Changemakers programme  
	Cases transitioning to business owners for implementation of recommendations
	Change cases have been integrated into operational plans and budgets.

	
	Changemakers Programme transitioning to its next phase, emphasizing Innovation Culture and Intrapreneurship through the Innovation Hub. 
	Changemakers engage in activities of the Innovation Hub and help drive adoption of new AI / digital tools.
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