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	Summary
The document provides an update on the review of the ITU Regional Presence, undertaken pursuant to the Council-26 decision following the presentation of Council Document C26/24 that reported the main findings of the review supported by information Document C26/INF/10 that contained the detailed report on the review. The update addresses comments received from councillors and the Independent Management Advisory Committee (IMAC). 
Action required
The Plenipotentiary is invited to consider this report.
Financial implications
Within the allocated budget.
______________
References
Resolution 25 (Rev. Bucharest, 2022) of the Plenipotentiary Conference





Purpose 
The document provides an update on the review of ITU’s Regional Presence, undertaken pursuant to Council-25 recommendations and Resolution 25 (Rev. Bucharest, 2022), which requires a satisfaction survey of Member States, Sector Members and regional telecommunication organizations before each Plenipotentiary Conference. The review of the ITU Regional Presence was undertaken in accordance with the terms of reference contained in the recommendations of Council-25 (Report by the Chair of the Standing Committee on Administration and Management, Document C25/105 (section 26 and Annexes H and A (Annex 1)). The main findings of the review were presented to Council-26 in Document C26/24, supported by an information Document C26/INF/10 that contains the detailed report. This document provides an update responding to comments by councillors, and the Independent Management Advisory Committee (IMAC). 
Background
At its 19th meeting (30 September – 11 October 2024), the Council Working Group on financial and human resources (CWG-FHR) established an Online Correspondence Group (OCG) to draft the Terms of Reference (ToR) for reviewing the Regional Presence, which is required per Resolution 25 (Rev. Bucharest, 2022) of the Plenipotentiary Conference on strengthening the ITU regional presence. As per instructs 4 of this Resolution, the Secretary-General is required “to conduct, once every four years, within the existing financial resources, a survey of the level of satisfaction of Member States, Sector Members and regional telecommunication organizations with ITU's regional presence, and to present the results in a report to the session of the Council prior to each plenipotentiary conference”.
The revised ToR were reviewed at the 20th meeting of the CWG-FHR (10-21 February 2025). The meeting reports are available in Documents CWG-FHR-19/15 and CWG-FHR-20/32. After some deliberation, Council-25 provided the following instructions:
a)	The review of the ITU Regional Presence will be conducted by the Secretary-General and supported by the Inter-Sectoral Task Force (ISTF) comprising the Directors of three Bureaux and their nominees, and ITU Regional Directors, and will be chaired by the ITU Deputy Secretary General.
b)	The review will be conducted within the approved ITU budget and existing human resources of the ITU. No external consultancy will be engaged.
c)	The ISTF will mainly rely on the input by BDT throughout the review. BDT shall be responsible for conducting Phase 2 (Data collection and initial analysis) of the review.
d)	Member State engagement is agreed as a critical component of the review. The Secretary-General will report on the implementation of the review to CWG-FHR and ITU Council as required.
The ISTF on the review of regional presence was established, chaired by the Deputy Secretary-General. It includes Directors of the three Bureaux, the Regional Directors and other representatives from the Development Bureau, Radiocommunication Bureau and Standardization Bureau, as well as the General Secretariat. 
Process
Commencing its work after the first meeting of the ISTF on the review of regional presence on 17 July 2025, BDT analysed the 12 scope of work (SoW) items listed in Annex A and the 27 key performance indicators (KPI) listed in Annex 1 to Document C25/105. As a first step, the KPIs were mapped to the SoW items. The 27 KPI and 12 SoW items were studied to evaluate the appropriate primary and secondary data sources, i.e. whether the information could be derived from the membership survey, or stakeholder consultations including the internal assessment survey, or desk research/document analysis. Some KPIs were mapped to two or more data sources.
Subsequently, BDT designed and implemented the membership survey that was launched on 24 September 2025. The response rate to the membership was very strong at 69%. BDT also carried out desk research by identifying documentary sources and collecting data from relevant reliable sources. Document analysis also encompassed benchmarking against similarly placed UN organizations. The findings of the membership survey and desk research were supplemented with data from stakeholder consultation including interviews of RTOs (to build on the feedback from the Membership survey), the findings of the Internal Assessment survey as well as all other stakeholder feedback. Throughout the review process, the progress and findings of the review were periodically presented at various stages to Council, the sectoral advisory bodies, in a special session at WTDC‑25 on 24 November 2026, and at the information session on 5 March 2026, prior to Council-26, the IMAC, and internal and external auditors and the Ethics office were also consulted.
Once data from all the abovementioned sources had been collected and collated, it was analysed per KPI to arrive at consolidated findings for all 12 SoW items. The findings of the review are available in Council Document C26/24, supported by Document C26/INF/10 containing the detailed report.
Findings
The review provides a comprehensive assessment of the effectiveness, relevance, and strategic alignment of ITU’s regional presence. Drawing on an extensive evidence base —including desk research, surveys, stakeholder consultations, and structured interviews with Regional Telecommunication Organizations— the review included responses to 27 KPI assessments, and analysis across 12 SoW dimensions. 
The findings present a detailed picture of a regional system that is highly valued, trusted, and operationally vital. The report includes the background and context of the review, the methodology as specified by Council as well as the detailed findings patterns in the findings emanating from the review. The findings of the report are summarised in the SWOT analysis below: 
Strengths
–	Regional presence enjoys strong membership support, with 71% agreeing that regional offices contribute effectively to delivering ITU’s mandate on the ground. 
–	Regional offices maintain active engagement with Member States, with 74% of respondents reporting consultation with regional offices during the survey period. 
–	Dissemination of information and knowledge is widely valued, with 73% agreeing that regional offices effectively share information and data with stakeholders.
–	Regional presence facilitates extensive stakeholder engagement, reflected in more than 1 000 events and 1 500 meetings organized across 109 host countries between 2022 and 2025.
–	Strong collaborative foundations exist within the membership, with 82% of respondents expressing willingness to collaborate with Regional and Area Offices.
Weaknesses
–	Operational expectations sometimes exceed available resources, with survey responses highlighting the need for additional staffing and financial capacity to strengthen regional presence. 
–	Recruitment timelines and recurring vacancies affect the ability of regional offices to fully deploy staffing resources. 
–	Perceptions of the effectiveness of partnerships and resource mobilization remain moderate compared with other support functions. 
–	Stakeholders highlight the need for better data on staffing, financial resources and project implementation to strengthen oversight of regional operations.
Opportunities
–	High willingness among members to collaborate provides opportunities to expand partnership-based initiatives and joint projects. 
–	Regional offices already support extensive engagement activities, providing a platform for scaling regional programmes and initiatives. 
–	Strengthening partnership frameworks with regional organizations and UN entities could facilitate co-financed initiatives and project implementation. 
–	Stronger resource mobilization could allow expanding staffing capacity and technical expertise and could further enhance the ability of regional offices to deliver projects.
Threats
–	High consultation rates with regional offices reflect growing demand for support, potentially increasing pressure on limited staffing resources. 
–	Implementation of regional initiatives may depend on predictable financing arrangements and partnership mechanisms that are not always secured early in project cycles. 
–	Expanding regional programmes and partnerships may require additional technical expertise and coordination capacity across ITU sectors.
Addressing comments from councillors 
The Council-26 summary record containing the proceedings is available in Document C26/119. In response to the presentation of Document C26/24, while welcoming the overall positive findings of the review, Member States requested that the secretariat present concrete follow-up actions to address the observations arising from the review, together with the recommendations of IMAC and the external auditors. Apart from IMAC recommendations, the issues that membership focused on were strengthening regional and area offices through appropriate resource allocation including reduction in staffing delays, greater access to expertise from all three sectors at the regional level, better alignment of ITU’s work in the regions with regional and country priorities and addressing the implications of UN80.
IMAC recommendations
In its report contained in Council Document C26/22 titled “The fifteenth Report of the Independent Management Advisory Committee (IMAC) – Annual Report for 2025-2026”, IMAC appreciated the presentation of the final report that had been made by BDT to IMAC (§§ 40-41). IMAC commended the ongoing efforts to establish a clearer vision and greater coherence in regional presence. The recommendations from IMAC include a suggestion to calculate a ballpark estimate of the total cost of the in-house executed survey and to compare it to the alternative of an outsourced survey and further the documentation of lessons learned from the methodology and the execution of the review. This information is provided below. 
Calculation of cost savings
The review was conducted by BDT using existing internal resources. The project benefited from the sustained involvement of around a dozen staff members from across the BDT secretariat between July 2025 and June 2026, under the leadership of the Deputy to the BDT Director. The project team included a Chief of Department, Directors of Regional Offices, and Heads of Divisions and Services. The level of involvement of individual staff members varied over time, with periods of limited activity alternating with periods during which some staff worked almost full time on the review for several consecutive days. Managing these demands alongside competing priorities presented considerable challenges. Delegates noted that BDT conducted this review even as the same team was preparing for WTDC-25.
Had the exercise been outsourced, it is estimated that it would have cost at least CHF 300 000[footnoteRef:1]. This represents a conservative estimate. By comparison, the consulting firm PwC was paid CHF 418 040 for a previous review of Regional Presence that had similar terms of reference. Even under such an outsourced arrangement, substantial internal engagement would still have been required. BDT staff would have needed to support the process at multiple stages, including identifying and recruiting a vendor, briefing consultants, collecting and sharing information, providing clarifications, attending regular meetings, offering feedback, and arranging interviews.  [1: 	Assuming 150 working days for two consultants at an average cost of CHF 1 000 per day per consultant.] 

Although the review required a substantial internal commitment, conducting it internally ensured strong institutional ownership of the process, facilitated direct engagement across the secretariat, and generated substantial cost savings for the organization.
Lessons learned
The review identified several lessons that may help inform the planning and implementation of similar internally conducted reviews in the future.
Governance
Conducting the review in accordance with terms of reference approved by the membership provided a clear mandate and shared expectations from the outset. Focusing the assessment on the agreed scope of work and key performance indicators, while drawing on multiple sources of evidence —including the membership survey, interviews with regional telecommunication organizations, and structured inputs from colleagues at headquarters and in the regional offices— helped strengthen the credibility and balance of the findings.
Project management
Managing the review as a dedicated project, with defined milestones, coordination arrangements and regular monitoring, helped keep the work on track. This approach also demonstrated that a complex review can be successfully undertaken in-house while staff continue to deliver their regular responsibilities.
Collaboration
Broad collaboration across the Union proved to be a key success factor. Headquarters and regional office colleagues jointly developed the membership and internal assessment surveys, while staff from across ITU contributed information and expertise throughout the review process. This collaborative approach enhanced both the quality of the assessment and institutional ownership of its findings.
Analysis
A structured approach to consolidating and analysing information from multiple sources helped ensure consistency and robustness. Technical support from the ICT Data Analytics Division of BDT strengthened the analysis of survey data and contributed to the overall credibility of the assessment.
Resource adequacy and process efficiency
The review confirmed the strategic importance of Regional and Area Offices in supporting the implementation of ITU’s mandate. During the Council discussion, Member States emphasized the importance of ensuring that these offices are supported by adequate resources, efficient business processes and timely recruitment. To address the findings of the review, it is important to distinguish between resource constraints and process constraints. The latter can affect the optimal utilisation of existing resources. As regards process constraints, this work is already under way. In the context of regional presence, the impact of process bottlenecks is felt on project implementation. The BDT realignment exercise in 2024 created the Project Programme and Implementation (PPI) Division to further strengthen the effectiveness and impact of development initiatives. PPI has been established within the Operations Coordination Department. Reporting directly to the Deputy to the Director, this Division is dedicated to enhancing the quality, coherence, and delivery of global and regional development projects. PPI is reinforcing project implementation processes, monitoring performance, and helping streamline project execution frameworks to ensure timely delivery and measurable results. BDT has already strengthened project management through the adoption of RASCI role-and-responsibility matrices across the project lifecycle and the integration of KPI-based performance requirements into project planning and implementation processes. The three PPI leads are spearheading efforts to resolve project related recruitment, finance and procurement delays working with the relevant corporate support functions. The aim is also to improve timely access to the financial and operational information needed for project and activity management. This will be done in coordination with the ITU Transformation Team. 
The ITU Transformation Team is actively addressing the issue of streamlining and strengthening internal processes, and looking for scalable business-process solutions that can be used organization-wide. One concrete example relevant to transformation is the travel management application developed by BDT in response to audit recommendations to streamline BDT travel. As reported during Council discussions, BDT’s application modernized and consolidated travel processes; enhanced transparency, accountability and oversight; and was reviewed by the ITU Transformation Team as a potential prototype for use across other Bureaux and the General Secretariat. 
Efforts to address operational bottlenecks identified through the review of ITU’s regional presence are being reinforced by the recently launched cross-functional systems and processes transformation programme, a key component of ITU’s broader transformation agenda. The programme aims to improve efficiency, service quality and user experience by reviewing and streamlining end-to-end business processes.
Initial workstreams focus on recruitment, procurement and financial processes, taking a holistic approach that integrates people, processes, data and systems. This responds to key challenges such as delays, fragmented workflows and recruitment timelines that limit the timely deployment of resources. The programme also addresses the need for improved data on staffing, financial resources and project implementation to strengthen oversight and decision-making. As part of the programme, a new CRM system is being implemented to support resource mobilization, enhance stakeholder management and improve visibility over partnerships and funding opportunities. Regional offices are represented on the task force reviewing and improving resource mobilization processes to ensure that their needs are met. Overall, this programme is promoting greater transparency, accountability and continuous improvement, with expected outcomes including reduced lead times, improved service delivery and stronger support to regional operations and project implementation.
In parallel, the Human Resources Management Department (HRMD) is implementing a comprehensive modernization of recruitment and workforce planning to enhance efficiency, transparency, and compliance within the organization. This effort includes redesigning recruitment processes, integrating workforce planning with budget cycles, and leveraging digital and AI tools. HRMD has completed a review and redesign of consultant recruitment by streamlining processes, updating policies, clarifying roles, and improving governance to reduce processing times and ensure agile recruitment aligned with operational needs. The modernized recruitment framework will be expanded to fixed-term regular budget recruitment, introducing new tools, workflows, performance monitoring, and governance to support timely, merit-based recruitment while upholding principles of diversity and competence, expected by early 2027. Further, HRMD is developing AI-powered tools for job description drafting, consultant terms of reference, and talent outreach to improve recruitment quality and speed. 
Access to expertise from all three Sectors 
The findings pointed to the importance of optimizing existing arrangements, avoiding duplication of resources and functions, and strengthening the effectiveness of the current operating model. The review and councillors' comments indicate strong and consistent support for improving Member States’ access to expertise from all three ITU Sectors at the regional level. Survey respondents, stakeholders and Member States highlighted the value of integrated, multidisciplinary support and the importance of strengthening coordination between Headquarters and the regional offices. The findings as well as councillors' comments therefore point to the need to facilitate timely access to specialized expertise in response to regional and country priorities, while making effective use of existing capacities and avoiding unnecessary duplication of resources and functions.
The secretariat will continue to improve access to sectoral expertise through practical service-delivery arrangements, including enhanced coordination mechanisms, sectoral focal points, temporary deployments, regional technical missions and project-funded specialist positions, where justified by operational requirements and available resources. These measures will strengthen the ability of Regional and Area Offices to facilitate access to the full range of ITU expertise while preserving the distinct mandates and technical responsibilities of the three Sectors and ensuring the efficient use of resources.
Improving implementation and accountability 
Regional and Area Offices operate as an integral part of BDT’s planning and delivery framework and depend on effective support from Headquarters. While process improvements are ongoing as described above, in terms of concrete follow up actions, efforts continue to be made to map key delivery processes, including project approval, procurement, consultant recruitment, partnership agreements and event approvals, identify the approval stages and responsible units, assess processing times and determine where steps can be simplified or undertaken in parallel. 
It is important to determine which decisions may appropriately be delegated, together with safeguards required to maintain accountability, compliance and effective oversight. As reported in Document TDAG-26/2(Add.2)(Rev.2), as a part of BDT's ongoing efforts to enhance operational efficiency, transparency and accountability, a structured internal process mapping initiative is being undertaken across key functions in the bureau. Delivered through a phased and evidence-based approach, the initiative ensures that proposed improvements are informed by a thorough understanding of current practices. Complementing the 2024 realignment, the work is expected to enhance the quality of implementation, strengthen coordination and better align operations with BDT's strategic objectives. Strengthening alignment with Member State and regional priorities.
The review confirmed the importance of ensuring that all regional activities support the mandates established by the Plenipotentiary Conference and the sectoral conferences, particularly WTDC, while responding to Member States’ priorities. Accordingly, the secretariat will continue to ensure that activities included in the Operational Plans of sectors and ITU as a whole and projects are fully aligned with the outcomes of sectoral conferences and the Plenipotentiary Conference, as well as with Member State and regional priorities. Project identification and implementation will continue to focus on activities that fall within these agreed mandates, with appropriate reporting through the relevant advisory bodies to ensure coherence and transparency. 
Strengthening partnerships and resource mobilisation
Resource mobilization and international cooperation are core priorities for ITU and especially ITU-D and are fundamental to the effective delivery of its mandate through its regional presence. The review confirmed stakeholders’ strong willingness to work closely with ITU regional presence.
Building on its demonstrated strengths in partnership development and resource mobilization, BDT will continue to enhance its efforts to maximize impact and support the implementation of priorities established by the membership. This includes consolidating long-term relationships with existing partners, strengthening collaboration across the United Nations system, and proactively broadening and diversifying its partners portfolio through targeted outreach to new strategic partners. Particular emphasis is placed on the development of bankable projects that respond to national and regional priorities and are capable of attracting financing from a diverse range of partners and funding institutions. 
ITU’s regional presence is central to this approach. Through its proximity to beneficiaries, in-depth knowledge of regional and national contexts, and trusted relationships with stakeholders, ITU’s regional and area offices serve as key enablers of BDT's partnership and resource mobilization efforts to support the implementation of projects at national and regional levels, including the Regional Initiatives. Leveraging their established network, they play an instrumental role in building and sustaining collaboration with governments, development banks, regional organizations, academia, and the private sector, while also engaging with new strategic partners. Regional and Area Offices support the identification of opportunities, development of project concepts, engagement with financing partners, and negotiations that convert development priorities into funded projects and initiatives. They also further strengthen cooperation across the United Nations system, including through the United Nations Country Teams (UNCTs), helping to expand access to new funding opportunities, including the UN pooled funds. 
By enhancing ITU's visibility and strategic positioning at the country and regional levels, ITU regional presence reinforces BDT’s ability to build partnership, mobilize resources, and respond effectively to the priorities identified by the membership. Looking ahead, BDT will continue to deepen long-term collaboration with its existing partners, reinforce alliances with UN system and further diversify its partnership base to enhance financial sustainability, predictability and impact. This forward-looking approach will reinforce BDT’s role as a trusted convener and implementing partner, accelerating inclusive and sustainable digital development at all levels.
Implications of UN80 for the ITU Regional Presence Review
Some councillors wanted ITU to analyse the implications of UN80 as regards the ITU regional presence. The UN80 Work Packages (WP) 5 and 6 focus on redesigning country level and regional UN support for greater coherence and impact. WP5 aims to tailor UN Country Teams to national priorities which would enable ITU expertise to be accessed even without physical presence in countries. WP6 seeks to reset regional UN architecture for better coordination. This would require ITU regional offices to continue to engage intensively with regional platforms and commissions. The Expertise-on-Demand mechanism (WP8) is becoming operational, providing a practical channel for ITU to deliver specialized support, with pilot tests having started in June 2026.
It is important to note that the Regional Presence Review is a Member State-driven exercise that examines how ITU’s regional presence can most effectively support the implementation of the Union’s mandate and respond to the evolving needs of Member States. UN80, by contrast, is a system-wide initiative aimed at strengthening the effectiveness and coherence of the United Nations through improved coordination and more efficient access to specialized expertise. While the two processes are separate, they share a common objective of enhancing delivery service to Member States.
The principal relevance of UN80 for ITU lies in its emphasis on ensuring that specialized expertise is accessible where and when it is needed. This objective is closely aligned with the observations made by Member States during the presentation of the Regional Presence Review. Throughout those discussions, Member States emphasized the importance of enabling regional offices to facilitate access to the full range of ITU expertise in order to respond effectively to regional priorities and country needs. As results of WP 5 are implemented across the UN system, it will also be appropriate for ITU to continuously reviewing where ITU objectives could be more effectively and efficiently achieved through other UN system partners (including by leveraging Expertise-on-Demand mechanism) rather that direct end-to-end project implementation by the ITU. This may especially be relevant in the Member States were ITU currently does not have direct presence. Furthermore, it will also be appropriate to continuously assess where ITU’s regional presence and delivery could benefit from integration with regional platforms, leveraging shared services or other UN80-driven system-wide efficiency initiatives.
Councillors noted that the specialized technical functions of the Radiocommunication Bureau (BR) and the Telecommunication Standardization Bureau (TSB) should continue to be exercised within their respective mandates, recognizing that unnecessary duplication of technical functions at the regional level would neither be efficient nor cost-effective.
Taken together, these observations point towards strengthened collaboration across the Union . The objective is to ensure that Member States can benefit from the collective expertise of ITU, drawing upon the complementary strengths of the three Bureaux, while preserving their distinct mandates and technical responsibilities. In this respect, the emerging Expertise-on-Demand approach under UN80 is relevant because it seeks to improve access to specialized expertise through enhanced coordination.
The secretariat will continue to monitor developments under UN80 and, where appropriate, incorporate relevant approaches that strengthen service delivery while remaining fully consistent with Member States’ mandates and ITU’s governance framework.
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