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Purpose

The objective of presenting these recommendations for consideration by PP–26 is to help transform the four-year Financial Plan, the biennial Operational Plans and the related biennial budgets into a genuine strategic financial-management tool with decision-support capability.

Member States need to be able to see the actual flow of resources, their substantive linkage to priorities, and the financial pressure points likely to arise over the next four years.

The current form of the four-year Financial Plan, biennial Operating Plans and related budgets does not yet fully meet this objective.

Action required

The Plenipotentiary Conference is invited to consider this document and to provide the Secretariat with such guidance as it considers appropriate regarding the preparation of future Financial Plans, Operational Plans and related biennial budgets for approval by the Council.




1. Indicative nature of resource allocations

The ITU Financial Plan provides the high-level financial framework for implementing the Strategic Plan over a four-year period and sets limits on the amount of expenditure.

However, it also includes Table 3, which is based largely on an extrapolation of expenditure levels from previous years.

While Table 3 is entitled “Sector allocations by priority (indicative)”, it should be additionally clarified that the term “indicative” means that only the total financial limits are binding, and that allocations within those limits are planning estimates subject to reallocation during the preparation of the biennial budgets.

Decision 5 should therefore be clarified to emphasize the non-binding nature of allocations by Sector and strategic priority. Subject to legal and procedural verification, the following wording is proposed for Decision 5:

“Unless expressly stated otherwise, the allocations by organizational unit, strategic priority and expenditure category presented in this Plan are indicative planning estimates, derived from extrapolations and existing methodologies. They do not constitute the approved amount of biennial appropriations and may be modified and refined through the operating-plan and biennial-budget processes, subject to the binding financial limits and other provisions of the Financial Plan 2028–2031 and the applicable approval procedures.”

2. Inter-sectoral resource-allocation methodology

The inter-sectoral resource-allocation methodology should be re-examined and reformed. As currently presented, the mapping appears to produce results that are institutionally implausible.

Table 3 of the draft presents indicative allocations by organizational unit and strategic priority. Under priorities such as “Spectrum Use for Space and Terrestrial Services” and “Global ICT Interoperability”, the allocations attributed to the General Secretariat exceed those attributed to the corresponding specialized Bureaux.

This may result from a cost-attribution methodology that assigns to the General Secretariat substantial costs which are, in fact, generated and incurred by the two Bureaux.

Table 3 should clearly present the actual expenditure relating to each organizational unit. Without such information, Member States cannot determine whether the distribution reflects the underlying use of resources for a given priority or merely the organizational location at which expenditure is recorded.


3. Actionable plan for improving budgeting

The Secretariat should develop and publish an actionable plan to improve the budgeting process bearing in mind the Joint Inspection Unit report on Budgeting in Organizations of the UN System (2024/3).

Paragraphs 4.5 and 4.6 of the draft Financial Plan for 2028–2031 envisage progressively strengthening the links between the Strategic Plan, the Operational Plans and the biennial budgets. The proposed improvements cover four areas:

- mapping outputs and workstreams to strategic priorities and expected outcomes;
- associating financial and human resources with those outputs and workstreams, including enabling and support costs;
- using this information to support prioritization and budget preparation; and
- improving reporting on resources used and results delivered.

While these are appropriate objectives, the current statements of intent remain at the level of “progressive advancement” and lack an actionable timetable and quantified indicators. The commitment to progressive improvement should be accompanied by an implementation timetable, clearly defined responsibilities and measurable milestones.

Without these elements, Member States will find it difficult to assess whether the intended improvements are being delivered.

4. Staff-cost attribution

Where appropriate, time surveys should be replaced with time tracking for the attribution of staff costs.

Staff costs account for the majority of ITU’s total costs. Accurate allocation of these costs to outputs is therefore critical. The ITU Secretariat currently uses time surveys, rather than time tracking, to record the actual allocation of staff costs to outputs.

We express concern about this approach and recommend that time tracking be restored as the core methodology for attributing staff costs to outputs and priorities. Where greater precision is justified, structured time recording should be introduced progressively.

Time tracking would capture actual working time, reduce inaccuracies and generate auditable data suitable for cost-recovery activities, including satellite network filing processing.

Additionally, to improve transparency the Secretariat should include in the Biennial budget information on the planned vacancy rate, if applicable, as well as disclose the standard staff costs for each category and grade.

In terms of staff costs planning, it is premature to grant to the Secretariat the ability to withdraw from the Reserve Account an amount up to CHF 6 million to finance any cost-reduction programme, as suggested in the current draft Decision 5 Revenue and expenses for the Union for the period 2028-2031. Before any such decision is made the Secretariat should submit for the Council’s decision a draft cost-reduction programme which would provide the underlying methodology accompanied with comprehensive analysis, including implications for equitable geographic distribution, as well as IMAC assessment.


5. Budget and audited financial statements

The Secretariat should consider the feasibility of bridging the gap between the budget and the audited financial statements to ensure comparability.

The basis and scope of the ITU Financial Plan and, more critically, of the biennial budgets differ from those of the audited financial statements. The budgets are prepared on a modified cash basis, whereas the financial statements are prepared under IPSAS accrual accounting.

Relevant differences include:
- capital expenditure, capitalization and depreciation;
- impairment of receivables;
- employee-benefit expenses and movements in ASHI liabilities;
- investment gains and losses;
- loan principal repayments and related accounting treatments; and
- revenues and expenses outside the regular-budget perimeter.

These differences limit Member States’ ability to compare budgeted amounts with actual results. To enhance transparency and accountability, the Secretariat should present a clear reconciliation between the modified cash basis budget and the IPSAS accrual-based financial statements, explaining material variances arising from differences in accounting treatment, thereby improving comparability, oversight, and stakeholder understanding of financial performance. As a way forward the Secretariat could, for instance, explore the experience of other international organizations, where certain elements of the Program of Work and Budget are prepared on an accrual basis.

6. Cash-flow projection

A cash-flow projection should be introduced as an annex to the Financial Plans and budgets.

The timing of contribution receipts, cost-recovery income, staff payments, capital expenditure and debt service may create funding pressures within the approved financial envelope.

A cash-flow projection annexed to the Financial Plans and budgets should show, at a minimum on an annual basis:

- opening cash and liquid investment balances;
- expected contribution receipts and cost-recovery receipts;
- other material cash inflows;
- staff and non-staff operating payments;
- capital expenditure and debt-service payments;
- current ASHI payments and any transfers to dedicated funding arrangements; and
- closing balances, distinguishing restricted resources from amounts available for regular-budget operations.

The projection should also explicitly incorporate the potential effect of the headquarters project on the regular budget and liquidity, including remaining expenditure, committed financing, debt service, contingencies and material uncertainties.

7. ASHI funding strategy

The Financial Plans and budgets should incorporate a quantified ASHI funding strategy, a financial impact assessment of the strategy on ITU cash flows, and a defined implementation timetable.

To ensure long term financial sustainability of the Union it would be critical to address the ASHI funding proactively by introducing the pay-as-you-accrue mechanism, rather than relying upon the probability of budget surplus, as suggested in the current draft Decision 5 Revenue and expenses for the Union for the period 2028-2031. This could be achieved by establishing a fixed contribution rate based on staff costs, such as a 1% rate. One of the options of financing this contribution could be the optimization of overhead costs.

8. Digital transformation

The draft Financial Plan for 2028-2031 includes continued investments in the modernization of core enterprise systems, that should translate into measurable operational efficiencies. However, no milestones or comprehensive assessment of financial implications have been provided to Member States. For accountability and transparency purposes it is suggested that the Secretariat provide to the Council a comprehensive business case outlining the related costs, expected efficiency gains, implementation timeline, and IMAC's assessment. It is further suggested that the efficiency gains be reflected in Operational Plans.
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