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	Purpose
This contribution presents the comments and recommendations of China on the ITU’s transformation process.
Action required
The Council Working Group on financial and human resources is invited to consider this document and take actions appropriate.
_______________
References
Council Resolutions 1412, 1413, 1427, and 1434; 
Council documents C23/52, C23/62, C23/INF/11, C23/INF/13, C23/DL/7, C23-ADD/INF/1, C24/19, C24/31, C24/52, C24/73, C25/43, C25/55, C25/66, C25/55;
CWG-FHR-19/15, CWG-FHR-21/25, CWG-FHR-22/12, CWG-FHR-22/14, CWG-FHR-22/15, CWG-FHR-22/17
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1. Introduction
The ITU launched a transformation initiative in 2023, including the approval of a transformation office headed by a chief of D.1 level (limited term 2+2 years), intended to improve the excellence in administrative management, such as human, financial and information services (C23/52, C23/DL/7). The Terms of reference of this dedicated office is solidified in document C23-ADD/INF/1.
The General Secretariat has reported the progress of transformation-related work to the CWG-FHR and the Council regularly. Multiple countries submitted contributions and provided feedback actively, including the UAE, Saudi Arabia, Egypt, Morocco, the Russian Federation, Switzerland, and China, etc.
2. Observation
The key findings related to the scope of work, the team arrangement, and the financial implication – based on Council Resolution and Decisions, meeting summaries, and the secretariat's oral responses – are as follows.
2.1. Scope of work
The scope of transformation is defined in terms of pillars, strategies, road maps, priority areas, initiatives, etc. The categorization of work changes frequently, and the identical wordings may have different connotations in different versions of the work report at different times.
	Time
	Pillars/Areas
	References

	2023.6
Council
	Pillar: Organizational Excellence
	Pillar: Strategic Engagement
	C23/52

	
	People&culture
	 Financial management&planning
	Transformation of systems
	Processes&tools
	Oversight, internal controls&governance
	Resource mobilization
	

	2023.9
Council-ADD
	People&working culture
	Financial, technical, operational&strategic management
	IT systems processes&tools
	Managing&coordinating multiple transformation programmes&projects
	C23-ADD/INF/7

	2024.6
Council
	Governance (including shortening the Council sessions)
	Systems, processes&tools
	People&culture
	Resource optimization
	C24/52, C24/73

	2025.6
Council
	Governance
	Systems, processes,&tools
	People&culture
	Resource optimization
	Members&partners
	C25/55

	2026.1
CWG-FHR/22
	Governance
	Processes&tools
	People&culture
	Resource optimization&systems
	Members&partners
	CWG-FHR-22/15


2.2. Team arrangement
The team has undergone several changes since early, according to the General Secretariat.
	Time
	Progress
	Department relations
	Posts
	References

	2023.6
Council
	Approval of the establishment of the Transformation Office with the chief at D.1 level; CWG-FHR instituted by the Council to draft the ToR of the Transformation Office
	Not specified
	4 (D1+P5/4+P4/3+P3/2)
	C23/52, C23/DL/7

	2023
second half
	Establishment the ToR, and appointment of the first chief; establishment of ICT Governance Committee
	Transformation Team in the Office of SG and DSG; ICT Governance Committee chaired by the Deputy Secretary-General and composed of cross-bureau senior leadership
	1 (D1)
	Organization Chart of the Office, as of 2023.11; C23/INF/11; C23-ADD/INF/7

	2024
fist half 
	Transformation Team + ICT Governance Committee
	Office of SG and DSG; ICT Governance Committee chaired by the Deputy Secretary-General and composed of cross-bureau senior leadership
	2 (D1+P3)
	Organization Chart of the Office, as of 2024.5

	2024
second half
	Announcement of new chief; Transformation Team + ICT Governance Committee
	The former chief transferred to A&F, while the team remained in the Office of SG and DSG; ICT Governance Committee chaired by the Deputy Secretary-General and composed of cross-bureau senior leadership
	4 (D1+P3+P3+P2)
	Organization Charts of the Office of SG and DSG and FRMD, as of 2024.12

	2025
fist half
	Transformation Team + ICT Governance Committee
	The team transferred to A&F; ICT Governance Committee chaired by the Deputy Secretary-General and composed of cross-bureau senior leadership
	4 (D1+P3+P3+P2)
	Organization Chart of the FRMD, as of 2025.7

	2025
second half
	Announcement of new chief(s) appointed (from ISD and SPM); Transformation Team + ICT Governance Committee
	Not specified
	Not specified
	CWG-FHR-21/25

	2026
fist half
	Announcement of the new Transformation Task Force (announced to have established back in September 2025), apart from the Transformation Office/Team; Transformation Team + ICT Governance Committee
	Transformation Task Force reports to SG, DSG, and COCO
Transformation Office/Team reports to CIO (ISD), while the latter reports to A&F
	Not specified
	CWG-FHR-22/15


2.3. Financial implications
The most information in the budget for the transition initiative is for information service upgrade, including websites, and the Young Professionals Programme (YPP), with only a mention of how much is planned to be allocated to these two areas in the budget, but no reporting on actual use.
	Time
	Relevant content
	Financial support required  (CHF)
	Budget allocation  (CHF)
	Actual expense  (CHF)
	References

	2023.9
Council-ADD
	The Council approved that an amount of up to CHF 700,000 may be withdrawn from the Reserve Account to be used by the Secretary-General if at the end of the year there remains a deficit in the 2022 budget implementation.
	Not specified
	Not specified
	Not specified
	Council resolution 1412,
C23-EXT/6

	
	The Council approved to authorize the Secretary-General, as an extraordinary measure, to withdraw up to an amount of CHF 6,000,000 from the Reserve Account to finance the implementation of a voluntary/agreed separation and early retirement scheme.
	Not specified
	Not specified
	Not specified
	Council resolution 1413,
C23-EXT/7

	2024.6
Council
	The Council is invited to consider: allocation of CHF 1,354,000 from the 2023 balance to the implementation of the Transformation Roadmap and website transformation, of which CHF 600,000 is for website transformation; and allocation of CHF 300,000 to the Young Professionals Programme (YPP) 2024-2025.
	1,354,000 for transformation, including 600,000 for website transformation; besides,  300,000 for YPP
	Not specified
	Not specified
	C24/19

	
	The Council is invited to take note: set up the YPP fund and allocate CHF 700,000 (total in 2024 and 2025) from ITU budget implementation savings
	700,000 (250,000 in 2024 and 450,000 in 2025)
	Not specified
	Not specified
	C24/31

	
	The Council is invited to consider allocating CHF 600,000 for website transformation.
	600,000 for  website transformation
	Not specified
	Not specified
	C24/53

	
	Council approved to allocate savings from 2023 to the implementation of the transformation roadmap including the roadmap for website improvement, the Young Professional Programme (YPP),
	Not specified
	1,734,000 for  transformation (including website), YPP and WTPF
	Not specified
	Council resolution 1427,
C24/134

	2024.10
CWG-FHR-19
	The chief of transformation announced that CHF 350,000 was allocated to website transformation.
	Not specified
	350,000 for website transformation
	Not specified
	CWG-FHR-19/15

	2025.6
Council
	The Council is invited to consider to allocate CHF 350,000 in funding transformation, and the overall budget of CHF 600,000 for the website transformation.
	350,000 or 600,000 for website transformation
	Not specified
	Not specified
	C25/55

	
	The Council is invited to approve: allocation of CHF 250,000 from the 2024 balance to the implementation of the Young Professionals Programme (YPP)
	250,000 for YPP
	Not specified
	Not specified
	C25/43

	
	The Council approved to allocate the savings from the previous year to fund, among others, the Transformation roadmap including the roadmap for website improvement (KCHF 250), ICT Capital Fund (KCHF 1 500), AI activities (KCHF 500), the ICT Development Fund (KCHF 524).
	Not specified
	250,000 for transformation, including the website improvement.
	Not specified
	Council resolution 1434, C25/118

	2026.1
CWG-FHR-22
	The group is invited to consider: completing the first RFP so that the suppliers start working.
	600,000 for website transformation
	350,000 for website transformation (announced 2024) + 250,000 for transformation, including the website improvement (approved 2025)
	Predicted to be at least 250,000 (Phase C 200,000 + Phase E 50,000), but need to  confirm with secretariat
	CWG-FHR-22/17


3.	Comments and recommendations
While the value and progress of the transformation efforts are commendable, three key issues are notable:
(1)	The scope of transformation work lacks clear and consistent prioritization: the overemphasis on multiple "key tasks" carries the risk of blurred focus.
(2)	Frequent adjustments to the priorities and team may require extra efforts and hidden cost in aligning the plans and progress reports over different phases.
(3)	The accuracy and predictability of financial implications require further improvement. 
In the context of tight budget, we make the following recommendations to the Secretary-General and the relevant team of transformation:
(1)	While retaining the flexibility in real work practice, enhance the consistency and predictability, with regard to the scope of work, team arrangements, and financial planning. Improve the alignment between plans and progress reports, including contributions, information documents, and various dashboard charts.
(2)	Break down budget planning to the different groups of need, and to the level of initiatives, with the aim of clarifying the allocation of financial and human resources across different departments. 
(3)	Within the approved mandates and budget, work in a pragmatic way. Streamline the list of initiatives and identify 1–2 top-priority objectives, (with secondary priorities if necessary). Prioritize the long-standing concerns raised by Member States repeatedly, such as the issues of document searching and multilingual website support.
(4)	While ensuring the quality of updating with CWG-FHR and the Council, encourage to simplify the format of reporting, such as reducing the practice of re-branding or introducing new concepts for initiatives, condensing the descriptive content, focus on substantive progress and outstanding challenges, and using plain language.
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