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Summary Report on IMAC 43rd Meeting 

1. Opening Session  

The Commi)ee held its 43rd Session in-person in Geneva from November 12 to 
14 with all members present. The quorum and the absence of conflicts of inter-
est were confirmed and recorded. The agenda was reviewed and adopted. The 
Commi)ee discussed key takeaways from Council 2025 and the Council Working 
Group Finance and Human Resources meeMng of September 2025. The Commit-
tee took note of the Chair’s in-camera briefing on on-going ma)ers seeking some 
clarificaMons and providing relevant suggesMons. ReflecMng on its methods of 
work, the Commi)ee discussed the adjustment of the rolling work plan expec-
taMons to ensure clarity of IMAC’s oversight prioriMes. Members reviewed the 
status of governance-related risks, internal-control weaknesses, and the pace of 
implementaMon of outstanding recommendaMons. They emphasized the need 
for stronger follow-up mechanisms, more structured communicaMon flows with 
the Secretariat, and be)er alignment of IMAC’s work with Council direcMves. The 
discussion also highlighted the importance of disMnguishing between oversight 
and operaMonal responsibiliMes, ensuring that IMAC maintains its independence 
while engaging construcMvely with management.  

2. Special Session on EA, IA and IMAC Recommendations 

The Commi)ee appreciated the direct engagement with the Chief of Staff on the 
criMcal challenge of the seWng of effecMve risk management and internal con-
trols. The first part of the session discussed a be)er integrated approach to the 
monitoring of the acMons to address the recommendaMons from the third line 
enMMes. The second part is summarized in secMon 3. 

The Secretariat presented a consolidated overview of outstanding recommen-
daMons issued by External Audit, Internal Audit, JIU, and IMAC. Several recom-
mendaMons remained open beyond their target dates, parMcularly in high-risk 
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areas such as HR processes, financial management, and IT governance. IMAC ex-
pressed strong concern about recurring delays and stressed the need for clear 
ownership, prioriMzaMon, and Mmely acMon. Members requested an improved 
tracking tool that integrates all sources of oversight recommendaMons, allowing 
for more transparent monitoring and risk-based reporMng. They further encour-
aged management to review quarterly updates that focus on bo)lenecks, re-
source gaps, and correcMve acMons. Members noted inconsistencies in how rec-
ommendaMons were implemented, parMcularly in areas relaMng to cybersecu-
rity, procurement, consultant management, and HR. Some recommendaMons 
were idenMfied as having systemwide implicaMons and should therefore be ele-
vated in priority. 

The Commi)ee recommended a special focus on the long overdue set of out-
standing recommendaMons issued prior to 2022 by the External Auditor and of-
fered IMAC assistance in the final review of related management acMon plan. 

3. Risk Management and Internal controls  

Risk management and internal controls are ongoing prioriMes for IMAC. In 2025, 
the Secretariat formed the Risk Management and Internal Controls Task Force 
(RMIC-TF), which provided its first update at the forty-third IMAC meeMng. Im-
provements in compliance tracking and risk reporMng have increased transpar-
ency but have not yet led to substanMal progress in enterprise risk management 
(ERM). 

Systemic weaknesses persist, including inconsistent applicaMon of the COSO 
2013 framework, unclear risk ownership, insufficient validaMon of Le)ers of Rep-
resentaMon, and reliance on self-assessment rather than risk-driven monitoring. 
These issues undermine assurance and limit the effecMveness of the Union’s de-
fense lines. 

Risk management remains compliance-focused, not well integrated with strate-
gic planning or resource allocaMon. IntegraMng risk management into the 2026 
OperaMonal Planning process is promising but requires consistent implementa-
Mon. Core ERM components—such as risk taxonomy, appeMte statements, scor-
ing, escalaMon, and ownership—are underdeveloped, prevenMng prioriMzaMon 
and consistency. 

While oversight recommendaMon monitoring has improved, evidence of 
strengthened controls and processes is limited, with long-standing issues sMll 
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unresolved. IMAC reiterates concerns about the current placement of risk man-
agement under the CIO, emphasizing the need for an independent unit to chal-
lenge and support management. 

An external review by EY is planned to assess pracMces and provide a roadmap 
for improvement. Progress depends on the Secretariat’s commitment to imple-
menMng recommendaMons, including structural and behavioral changes. 

IMAC encourages further strengthening of internal controls, clarifying accounta-
bility, and expanding risk idenMficaMon beyond operaMonal risks to include stra-
tegic and financial risks. The Commi)ee concludes that ITU's risk management 
is sMll maturing and will conMnue to closely monitor progress and support re-
forms. 

4. Financial Management and Budget 

Management presented the latest financial situaMon, detailing challenges in in-
come forecasMng, budget execuMon, and the impacts of inflaMon and exchange-
rate fluctuaMons. IMAC raised several quesMons regarding the assumpMons un-
derpinning projecMons and highlighted the need for more robust scenario anal-
ysis.  

The Commi)ee appreciated the confirmaMon that ASHI liability funding for new 
hires will begin on 1 January 2026, as recommended as recommended by IMAC. 

The Commi)ee noted that the current visuals of the ITU budget framework gives 
disproporMonate weight to the General Secretariat compared to each sector, 
mainly because it includes the common administraMon, finance, and general ser-
vices departments. The Commi)ee advises to consider alternaMve ways to pre-
sent this criMcal informaMon. 

The Commi)ee took note of the reference to a proposal from the host country 
about a negoMated condiMonal moratorium on loan repayments. The Commi)ee 
requested a further update by management during its 44th MeeMng.  

The Commi)ee requested a briefing on the seWng of a capital expenditure pol-
icy. 

The Commi)ee appreciated that the transiMon to the new staffing model was 
being implemented effecMvely with minimum disrupMon . The Commi)ee reiter-
ated its advice for a flexible  approach that adequately supports the upskilling 
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and development needs of staff and as needed recognizes the years of dedicated 
services and provides for a dignified exit for staff ending their employment .  

The Commi)ee was saMsfied to learn that the Procurement  unit has remained 
within FRMD . A deep dive review of Procurement is scheduled during IMAC 45th 
MeeMng  

Members expressed concern about weaknesses in financial risk management 
and called for more coherent internal controls, clearer documentaMon of reallo-
caMons, and improved reliability of financial dashboards. They underscored the 
importance of strengthening the Finance Department’s analyMcal capacity and 
ensuring that financial reporMng tools enable clearer visibility on commitments, 
expenditures, and risks. 

 

5. Regional Presence Review 

On behalf of Management, the BDT Director  delivered an update on the Review 
of the Regional Presence, detailing the sequence of milestones approved by the 
Council and the methodology applied in the review process. A significant com-
ponent was the distribuMon of a quesMonnaire to Member States, which resulted 
in a notable 72% response rate. Preliminary analysis revealed varying expecta-
Mons among regions relaMng to mandate definiMon, resource distribuMon, work-
load, and coordinaMon mechanisms. Management also described forthcoming 
acMons, including addiMonal data consolidaMon, validaMon of findings, and the 
development of proposals. IMAC agreed to review the  drai of the final report 
be circulated prior to approval. The Commi)ee commended ongoing efforts di-
rected toward establishing a clearer vision and achieving greater unity and co-
herence in regional presence. 

6. Session with External Auditors 

The External Auditors shared their 2026 work program and presented their ap-
proach for audiMng the 2025 financial statements, including the risk-based meth-
odology and possible technical alternaMves to enhance efficiency. They dis-
cussed the audit Mmeline, key focus areas, and specific risks requiring early at-
tenMon. The 2026 audit Mmeline includes a feedback meeMng with IMAC prior to 
the release of the 2025 audit report. IMAC quesMoned several assumpMons and 
requested greater clarity regarding the presentaMon of financial data. A private 
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session with the auditors allowed for addiMonal discussion on budget implemen-
taMon and oversight pracMces. 

The Commi)ee renews its appreciaMon of the quality of collaboraMon with the 
External Auditor. 

7. Update on the New Building Project 

Management delivered a detailed update on the New Headquarters Building 
Project. This included Council’s approval of the revised scope, the terminaMon of 
the contract with the iniMal architect, and the launch of the procurement process 
for a new architectural firm. Progress on design development, budget reviews, 
risk-management structures, and governance mechanisms were also presented. 
IMAC sought clarificaMon on cost-control measures, risk ownership, and the 
alignment of project governance with best pracMces.  

The Commi)ee reiterated its advice for the establishment of a cost analysis and 
tracking system and a yearly internal audit risk assessment memorandum.  

The Commi)ee will also request an update of the mapping of supporMng financ-
ing , with a disMncMon between capital and non-capital expenses. 

8. Internal Oversight Unit 

The Oversight Unit (OU) presented its status report, covering audit, invesMgaMon, 
and advisory operaMons. A few audits were underway or nearing compleMon, 
while others encountered delays due to  scheduling, resource constraints or dif-
ficulMes accessing data—parMcularly from HRMD. InvesMgaMons data increased 
, with 60 ma)ers processed and 24 acMve cases involving misconduct, harass-
ment, abuse of authority, corrupMon, fraud, and SEA/SH. Case aging remains a 
significant concern, though 36 cases were closed—many in preliminary stages 
due to insufficient evidence. Advisory acMviMes included contribuMons to new 
Service Orders, risk-management reforms, and extensive support to the New 
Building Project’s governance. Independence and full access to informaMon was 
reported, except for one interference incident under resoluMon. ImplementaMon 
of internal audit recommendaMons conMnues, though HRMD, FRMD, and BDT 
sMll hold a high share of long-outstanding acMons. 

The Commi)ee is concerned by the weak internal audit output which is failing 
to cover key risk areas.  
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The Commi)ee requested an analysis of the Mme spent from intake to closure 
for complaint filed in 2024 and 2025. 

The Commi)ee advises to revise the metrics supporMng the invesMgaMon func-
Mon data to allow a more meaningful understanding of  the informaMon.               

9. Human Resources and People Management 

HR and SGO delivered a comprehensive briefing on people management, begin-
ning with the Staff Engagement Survey, which achieved a 72% response rate. The 
results highlighted the need to improve communicaMon, psychological safety, 
prioriMzaMon, learning culture, and innovaMon. HR outlined four 2026 organiza-
Monal iniMaMves: quarterly open-door dialogues with elected officials, cross-
funcMonal learning sessions, monthly InnovaMon and Learning Days, and a new 
ITU-wide mentorship program. AddiMonal HRMD updates included the imple-
mentaMon of the Voluntary SeparaMon Programme (47 applicaMons, 15 approv-
als), progress on the new Consultant Contract Policy, and modernizaMon of fixed-
term recruitment. The la)er includes updated policies, workflows, KPIs, and ERP 
integraMon, with rollout expected in 2026. HR also highlighted ongoing leader-
ship and well-being programs and confirmed the recruitment of a new Ombuds-
man/MediaMon Services staff member. 

The Commi)ee Requested a comprehensive update of the implementaMon of 
the follow up acMon plans of the 2025 Staff Engagement Survey at the depart-
ment level , to be presented at its 45th MeeMng. 

The Commi)ee reiterates it recommendaMon for the conMnuaMon of the Volun-
tary SeparaMon Program. 

10. Data Management and Information Security 

Management presented the status of data governance and informaMon security, 
noMng historically low maturity levels in informaMon management. However, 
progress has been made through the roll-out of Microsoi 365, improved gov-
ernance frameworks, and enhanced digital maturity following the COVID-19 pe-
riod. ImplementaMon of the SG-approved recommendaMons conMnues, alt-
hough progress is slowed by resource shortages and compeMng prioriMes. The 
Commi)ee re-emphasized the need to modernize informaMon governance 
structures, adopt sustainable data-management processes, and strengthen long-
term digital resilience. 
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The Commi)ee encouraged an acceleraMon of the implementaMon and comple-
Mon  the  commonsense revision and clean-up of licenses as well as the review 
and cleanup of the legacy web-based systems . The Commi)ee expects the out-
come to be presented at its 46ted  MeeMng . 

The Commi)ee also reiterated its request for a comprehensive survey and map-
ping of the split across ITU of cloud-based systems and Server based systems to 
be completed for its 46th MeeMng. 

 

11. Transformation Initiative 

IMAC acknowledges the TransformaMon IniMaMve’s transiMon from an ideaMon 
phase to implementaMon. In IMAC’s view, the current implementaMon is focused 
on ma)ers related to informaMon systems and digiMzaMon. The current leader-
ship of the main transformaMon projects, their organizaMonal embedding, as 
well as their staff resources, validate this percepMon, which was shared with and 
confirmed by management. 

IMAC recognizes that any implementaMon must start by focusing on core ena-
blers. The choice of informaMon systems and digiMzaMon as core enablers seems 
valid and helpful in harvesMng low-hanging fruits. From the commi)ee’s point of 
view, this focus can only be temporary and should not preclude the overall im-
plementaMon of the strategic transformaMon roadmap. 

Aligning the development of transformaMon implementaMon with the five pillars 
of the strategic transformaMon roadmap, as visible in terms of acMons taken, out-
comes, and their impact on the ITU as an organizaMon, would improve the overall 
standing of the TransformaMon IniMaMve. This increased visibility, parMcularly in 
terms of impacts, is beneficial in further promoMng the implementaMon of the 
more ambiMous steps outlined in the TransformaMon IniMaMve. 

The Commi)ee reiterates its advice to consider shaping up and acMvaMng  the 
sunseWng and mainstream integraMon plan  of the transformaMon iniMaMve. 
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12. Ethics Office 

The Chair welcomed the temporary Ethics Officer and outlined IMAC’s oversight 
role concerning ethics-related funcMons. The briefing stated growing demand for 
ethics-related service. While ITU has long-established rules on conduct and gii 
policies, it sMll lacks a consolidated ethics framework. ExisMng drai materials, 
Council guidance, and previous reviews will form the basis for a comprehensive 
set of ethics sponsored policies . 

13. Strategic Plan Development 

Management presented the process for preparing the revised strategic plan. 
Given the recent adopMon of the current plan, the revision will maintain the ex-
isMng structure while enhancing indicators, strengthening the linkages between 
outcomes and outputs, and improving alignment with the financial plan and 
budget cycle. IMAC requested an early review of the submission form for Council 
2026 and emphasized the need for clearer performance measures and stronger 
prioriMzaMon. The Commi)ee also asked that the officials responsible for devel-
oping both the strategic and financial plans a)end the next meeMng to ensure 
coherence between the two. In addiMon, IMAC invited the Secretariat to iniMate 
a joint session of the two CWGs overseeing the strategic and financial plans to 
ensure consistency across both processes. This provided further clarity and 
strengthened IMAC’s understanding of the underlying issues and their implica-
Mons for effecMve oversight. 

14. Closing Session with the SG 

In the closing session, IMAC briefed the Secretary-General on its principal find-
ings and recommendaMons. These included strengthening budget preparaMon 
processes, enhancing the Oversight Unit's capacity ( with an urgent focus on the 
internal audit funcMon), clarifying transformaMon governance and responsibili-
Mes, reinforcing ethical principles and accountability, and addressing persistent 
risks in finance, ICT, and HR. The SG and IMAC also discussed risk ownership, the 
Mming of key deliverables related to the audit cycle, and preparaMons for Council 
2026. A dedicated virtual follow-up session before June was considered. 

IMAC also discussed early messaging for its report to Council 2026, stressing the 
need for investment in ICT modernizaMon, improvement of financial controls, 
and the strengthening of the organizaMon-wide risk management frameworks. 
Members idenMfied a set of priority messages: the need for accelerated 
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implementaMon of outstanding oversight recommendaMons, more proacMve fi-
nancial risk management, strengthened accountability structures, and a more 
coherent vision for the Regional Presence. They also noted the need to deepen 
their review of cybersecurity and procurement in subsequent sessions. 

The Commi)ee appreciated the SG’s excellent update on strategic and opera-
Monal milestones and risks . 

15. Other Matters 

The drai of the revised terms of reference elaborated and approved by the Com-
mi)ee are sent to the Secretary General for non-objecMon and endorsement. 
Subsequently, further to a presentaMon for informaMon to Council 2026, the 
drai will be presented to the 2026 PlenipotenMary Conference through a reso-
luMon of at least two member countries.  

The Commi)ee extends its appreciaMon to the ITU Secretary General, the ITU 
Management and staff as well as its ExecuMve Secretary for their contribuMon 
and parMcipaMon to the 43rd IMAC MeeMng.  

With adjustment related to the ITU 2026 PlenipotenMary Conference in Decem-
ber 2026, IMAC annual report for 2025-2026 will be presented at the first Council 
2026 meeMng scheduled from 28 April to 8 May 2026 and an addendum to the 
annual report will be presented at the second session of Council 2026 in Novem-
ber 2026  

The forty fourth IMAC MeeMng will be held in Geneva from 24 March to 26 
March 2026 and the forty fiih IMAC meeMng will take place in Geneva from 23 
June to 25 June 2026. 

November 2025  

ITU Independent Management Advisory Committee ( IMAC) 

Mr. Bassam Hage, Mr. Christof G. Maetze, Ms. Chitra Barth-Radhakishun, Mr. Niel 
Harper 

Mr. Henrique Schneider (Vice-Chair), Mr. Honore Ndoko (Chairperson) and,  

Mr. Catalin Marinescu (IMAC ExecuMve Secretary / Senior ITU Officer) 
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Appendix A 

This appendix outlines the outcomes of the deep dive reflecMon on the effecMve-
ness of the risk management system and the maturity of the ERM funcMon in 
ITU. 

 Risk Management and Internal Controls – IMAC Deep Dive Reflections  

Risk management and internal controls remain a consistent topic on the IMAC 
agenda. In 2025, responding to previous findings and recommendaMons, the 
Secretariat established the Risk Management and Internal Controls Task Force 
(RMIC-TF). At its forty-third meeMng, IMAC reviewed the first substanMve update 
from this newly formed Task Force. The Commi)ee notes advancements in re-
fining the Compliance Tracker and Risk Register tools, as well as efforts to con-
solidate oversight recommendaMons and enhance reporMng. While these 
measures improve transparency, they do not yet represent substanMal progress 
in strengthening ITU’s enterprise risk management (ERM). 

The Secretariat’s assessment, presented to IMAC, highlights persistent systemic 
weaknesses obstrucMng the implementaMon of a comprehensive internal control 
system. These include inconsistent applicaMon of the COSO 2013 Internal Control 
Framework, ambiguous risk ownership and delegaMon of authority, limited vali-
daMon of Le)ers of RepresentaMon, and monitoring acMviMes that rely largely on 
self-assessment rather than being risk driven. Such deficiencies, as observed by 
the Commi)ee, undermine the effecMveness of both the first and second lines 
of defense, reducing assurance for governing bodies. 

IMAC observes that risk management processes conMnue to be predominantly 
compliance-focused and are insufficiently linked to strategic planning, perfor-
mance management, or resource allocaMon. The planned integraMon of risk 
management into the 2026 OperaMonal Planning (OP) process is seen as a posi-
Mve development; however, its pracMcal effecMveness remains to be demon-
strated and will require sustained support and uniform implementaMon across 
the Union. The Commi)ee regards this integraMon as essenMal for ensuring that 
risk informaMon informs both operaMonal and strategic decision-making. 

Core components of ERM, such as a comprehensive risk taxonomy, clear state-
ments of risk appeMte and tolerance, calibrated scoring, escalaMon thresholds, 
and documented risk ownership, remain underdeveloped. The current configu-
raMon does not facilitate prioriMzaMon or consistency across the organizaMon. 
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IMAC deems these elements criMcal for advancing towards an integrated and 
coherent risk management system. 

IMAC acknowledges the RMIC-TF’s iniMaMve in overseeing the follow-up of over-
sight recommendaMons and recognizes improvements in data quality, standard-
ized procedures, and reporMng mechanisms. Nevertheless, the Commi)ee as-
serts that the goal of oversight is not merely the formal closure of recommenda-
Mons, but tangible strengthening of controls, processes, and behaviors. Evidence 
of such improvements remains scarce, with several long-standing issues high-
lighted by external and internal auditors persisMng. 

The Commi)ee reiterates its concern regarding the placement of the risk man-
agement funcMon under the Chief InformaMon Officer (CIO), which is not suitable 
for a mature Second Line of Defense. This structure limits funcMonal independ-
ence and the capacity to provide organizaMon-wide challenges. While IMAC un-
derstands this arrangement is temporary, it underscores the importance of des-
ignaMng an appropriate insMtuMonal home for an independent, organizaMon-
wide risk management unit empowered to challenge, guide, and support first-
line management throughout the Union. 

IMAC notes the scheduled review by an external consultant (EY), which will ex-
amine current pracMces regarding risk management, Le)ers of RepresentaMon, 
and compliance monitoring, providing a roadmap to address the external audi-
tor’s recommendaMons (R6, R9, R11, R17). While the Commi)ee considers this 
diagnosMc exercise valuable, it emphasizes that meaningful progress depends on 
the Secretariat’s commitment to implemenMng resulMng recommendaMons, in-
cluding structural enhancement, capacity building, and behavioral change. 

In view of the Secretariat’s acknowledgment of gaps in risk ownership, internal 
control effecMveness, and the operaMon of the three lines model, IMAC encour-
ages ongoing reinforcement of internal control monitoring and related assur-
ance acMviMes. Clarifying accountability frameworks and delegaMons of author-
ity remains pivotal for achieving consistent applicaMon of controls across the Un-
ion. 

Although individual risk registers were not reviewed during this meeMng, IMAC 
maintains concerns that insMtuMonal ERM has not advanced beyond a basic cat-
alogue of operaMonal risks. The lack of structured, organizaMon-wide idenMfica-
Mon of strategic, governance, financial sustainability, and transformaMon-related 
risks constrain the Union’s ability to anMcipate, prioriMze, and manage risks 
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relevant to mandate delivery. IMAC regards these risks as integral to a credible 
corporate risk profile and advocates their systemaMc assessment. 

Overall, the Commi)ee concludes that ITU’s risk management and internal con-
trol arrangements are sMll at an early stage of maturity. SubstanMal efforts are 
required to transiMon from policies and tools to a fully funcMoning, integrated 
system where risk consideraMons genuinely inform decision-making, resource al-
locaMon, and accountability. IMAC will conMnue to monitor progress closely and 
remains commi)ed to supporMng the Secretariat in advancing these reforms. 

 

 

 

                                                           

 


