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United States of America

improvement of the wrc process - cost containment

Background

Resolution COM5/1 instructs the Director to study ways of improving the preparations for, and the structure and organization of, world radiocommunication conferences. Resolution COM7/14 also instructs concerning the study of paper reduction.

WRC costs have become a major budget problem. Conference costs can be broken into two major groups, those costs related to the implementation of results (implementation of regulatory decisions and preparation for future agendas) which occur after the conference, and those related to the conduct of the conference (documentation costs and operating costs). WRC-97 significantly exceeded its budget in each of these areas. The relative cost overruns, implementation of results - CHF 6 700 000, conduct of the conference - CHF 1 296 000 (documentation - CHF 1 081 000 and operation - CHF 215 000), lend themselves to prioritization of solutions.

All of these overruns are related to the dichotomy between the amount budgeted, the growing level of interest in the WRC issues, and the size and complexity of the agendas. While ITU Members have consistently supported financial responsibility and limited budgets within ITU, they have also established the large WRC agendas. Therefore, given the implementation of some of the options listed below, consideration still needs to be given as to whether the amount budgeted for WRCs is realistic and adequate.

These budget issues need to be resolved. While the Council did provide funds requested by the Director to cover WRC-97 and its implementation costs (Council Resolution 1121 - C98/104), adherence to the budget is required by the Convention and overruns are likely to occur again. Furthermore, the ITU Strategic Plan calls attention to this as a priority issue.

Discussion

The overrun of budgets by a WRC is related to the amount and complexity of work being performed.

Implementation costs

At the end of each WRC, BR must take certain actions to implement the WRC results. These include making regulatory changes and performing work toward the agenda for the next conference. The implementation of the regulatory changes is probably a much smaller cost than the preparation for the next conference and may actually be relatively fixed.

�The WRC-97 Budget Control Committee reported (CMR-97/314 and C98/5) estimated costs resulting from WRC-97. The committee estimated that approximately CHF 3 500 000 additional resources would be required for post conference work. The Director estimated in RAG98-1/5 (one and a half months after the WRC) a list of implementation items that would cost BR approximately CHF 6 700 000 over the amount budgeted. Later, the Secretary-General reduced this to CHF 5 010 000 in C98/8(Rev.1) (six months after the WRC). While under Resolution 1121 Council agreed to provide the money requested by the Secretary-General, no assurance exists that the budget will be expanded for future WRCs.

Cost predictions - Article 34 of the ITU Convention (Financial Responsibilities of Conferences) states in No. 488, "Before adopting proposals or taking decisions with financial implications, the conferences of the Union shall take into account of all the Union's budgetary provisions with a view to ensuring that they will not result in expenses beyond the credits which Council is empowered to authorize." No. 489 further states that, "No decision of a conference shall be put into effect if it will result in a direct or indirect increase in expenses beyond the credits that the Council is empowered to authorize." While the Budget Control Committee provided estimates (CMR-97/314 - dated 18 November, the estimate appears to have been provided after the close of the conference on 17 November, however, the minutes of the eighth Plenary (CMR/97/388) record that they were presented 12 November), they do not appear to have been viewed by WRC-97 as a certain limiting factor on conference decisions in accordance with CV Article 34. If budgets for WRCs are to be met, this information needs to be taken into account by PLEN/1 in its deliberations on the next agenda and by the Plenary regarding decisions of the current conference. This would enable the WRC to make needed decisions, either set limits and make choices at the WRC, extend the implementation schedule of the regulatory changes so as to stay within the BR budget, provide Council an order of priority or a list (or lists) of what is in and what is out, given the existing budget.

For issues beyond those funded within the budget, the opportunity could be made for interested parties to fund BR efforts.

Future agendas - A mechanism could be created to guide the work of PLEN/1 toward limiting agendas. History shows that discipline on agendas will not be maintained without such a mechanism. As one possible direction, a "number" of issues could be agreed representing the maximum number of issues that can be realistically dealt with during a four week WRC. This could be a combination of easy and complex issues. For example, if the number "5" is agreed, the agenda could be set to include 5 complex issues or 4 complex plus 3 easy (if the complex/easy ratio of time is agreed to be 1/3). Such a process would still involve the subjective evaluation of the difficulty of specific agenda items. However, when an administration suggests that an item would be "easy" a response could be sought from other administrations. If there is contention over whether an issue will be "easy", it should be kept in the "complex" category. Such rules would have to be formalized via the Council or Plenipotentiary process if they are to guide each conference, but until then they could be presented at the outset of PLEN/1 and agreed as a working method. PLEN/1 would then have to identify each potential agenda item, categorize them into "easy" and "complex", and then select items that stay within the limits.

Two-conference cycle - ITU-R has yet to take significant advantage of the two-conference agenda setting method. While an agenda is set for the next conference and a preliminary agenda for the following conference, the CPM and chairmen's/vice-chairmen's meeting has not really been used to progress work for the second conference. Few ITU-R studies progress on issues for the second conference due to urgency of issues for the first. Use of the second conference agenda is one way in �which to delay work that goes beyond the budget, but unless more attention is paid to progressing work on a schedule toward the second conference, administrations will be apprehensive about letting items go to the second agenda.

Limited interest conferences - Some issues do not have wide interest. These can possibly be set aside into smaller subject conferences. However, whether such small conferences actually would produce savings needs to be studied. It is not clear whether this would result in fewer hours and delegates at the general conferences and small focused delegations at subject conferences or whether it will result in most of the delegates having to attend two conferences. Regardless, subject conferences should only be considered as a means of supplementing the general conferences, not as a substitute. Progress in telecommunications does not come with a subject-oriented schedule. Instead all the services progress with specific areas becoming key at certain times.

Focused agenda items on treaty issues - At times, it is not clear whether some of the agenda items are intended to lead to treaty text. Long debate can occur regarding the appropriateness of the issue for the WRC.

Costs associated with the conduct of the conference

Documentation costs (translation, typing, and reprography)

The WRC-97 Budget Control Committee reported the following overages for documentation.



Documentation�Pages predicted�WRC-97�Pages (% of predicted)�Budget (CHF)�Estimated final expenditure (CHF) (% of budget)�Overage (CHF)��Translation�5 266�7 500 �(142%)�738 000�1 048 000 �(142%)�310 000��Typing�13 635�16 370 �(120%)�618 000�741 000 �(120%)�123 000��Reprography�7 740 000�25 872 000 �(334%)�425 000�1 073 000 �(252%)�648 000��Total���1 781 000�2 862 000 �(160%)�1 081 000��

The increases in translation and typing indicate a growth in the number and pages of inputs because the percentage increases correlate with the increase in expenditure and the increase in pages. These are costs linked to the workload. The number of copies reflects the number of delegates or at least registered delegates (documents are produced for delegates who are registered but do not attend). Reprography costs could first be lowered by eliminating the unnecessary production of paper. Translation and typing, being more closely related to the amount of work done, requires consideration of methods to contain the agenda discussed in more detail under "implementation costs". Savings for these services may also be gained from increased competition for these services; however, this cannot be judged based on the information available. Because participation may be discouraged, charging for participation should only be considered if a review shows that costs have been reduced as much as possible. The following options offer potential for cutting printing costs or supplementing the WRC printing budget:

�Do not print documents for people who do not attend the WRC - To eliminate the large number of copies printed for people who never show up, either require registration confirmation the week prior to the conference, or hand out documents with the check-in package and thereafter only to those who have checked in.

Do not provide general distribution of BR-generated information documents - Large information documents (such as the draft Radio Regulations printed for WRC-97) could be provided on an as requested basis.

Distribute the draft Final Acts to delegates on CD ROM - This would be less expensive for ITU and easier for delegates to carry.

Give delegates the option of receiving hard copy documents or having access to electronic documents - Some delegates have expressed interest in working from electronic documents. Currently, electronic documents are not available as quickly as paper.

Provide for limited registration for delegates who want documents from a limited number of groups - This might require that the structure of the conference be determined in advance of the WRC. If this is not possible, delegates could be encouraged to mark their boxes to indicate what papers they want. If registration fees are adopted, the fee could be scaled to the number of groups for which a delegate requests documents.

Minimize the cost to ITU of the reproduction and distribution of information documents from the Members - Information documents from the Members do not directly support the WRC negotiations. They can be made available on the ITU website. If the Members want them distributed, they could reproduce and distribute them themselves or pay for a service provided by ITU.

Charge conference registration fee to cover paper cost - As a last resort, once other actions have been taken, a registration fee could be charged to delegates. Because attendance at WRCs is a critical function of the Members, each Member State and Sector Member should be provided, as part of its membership, a number of copies of documents. Additional copies could be provided through a registration fee. The number of copies provided by ITU should be proportional to the contributory units.

Operating costs (staff and facilities)

Staff (primarily interpretation) and facilities costs are related to the number of delegates and the size and complexity of the agenda. All but CHF 1 000 of the operating cost overrun from WRC-97 was linked to staff costs. Several options exist for controlling operating costs.

Study the availability of less expensive interpretation services - Interpretation services represent a critical part of ITU conference activity. While these services have been satisfactory, BR needs to ensure that competitive methods are used to select the service providers and that the appropriate consideration is given to cost while maintaining the quality.

Limit working hours - A refusal to extend working hours might force the work to be conducted more efficiently. However, it might decrease the quality of the outcome. Also, it seems inefficient not to use the delegate's time to the maximum while they are at the WRC. It might force the negotiations to move ahead, but it might also encourage blockage of progress on some issues.

Hold only unofficial meetings outside normal working hours - This would allow the work to progress but would eliminate some support costs.

�Set limits on the agenda - This would save costs only if it could be linked to limitation of the working hours. If there are no limits on the working hours, the WRC will tend to fill whatever is available.

Limitation of time for group debate - General rules of order allow the specification of an amount of time for debate. ITU chairs seldom use this procedure. This allows for long debate that pushes work beyond the normal hours. Also, issues discussed first tend to be allowed long periods for debate and eliminate time for issues later on the agenda. If additional debate and negotiation is needed, the contentious parties should be encouraged to negotiate outside the meeting.

Limit the amount of time spent introducing documents - The number of working hours might be reduced by limiting the amount of time spent introducing documents. Information documents should not be introduced at all. A limited time period should be designated for document introduction on each agenda item and a specific amount of time should be allotted per introduction.

Recommendations

Having considered the options listed above, the following are presented to stimulate thought as to potential solutions to problems with regard to the cost and workload of WRCs. The United States recommends that:

Implementation costs

1)	the Budget Control Committee present its estimates of costs at a time during the WRCs when it can be considered by PLEN/1 in its deliberations on the next agenda or to the Plenary regarding decisions of the current conference;

2)	in response to the budget information, the WRC:

a)	set limits and make choices at the WRC within the budget;

b)	extend the implementation schedule of the regulatory changes so as to stay within the BR budget; and/or

c)	provide Council an order of priority or a list (or lists) of what is in and what is out, given the existing budget;

3)	for issues beyond those funded within the budget, the opportunity could be made for interested parties to fund BR efforts;

4)	a working method be established for PLEN/1 that places a limit on the number of issues that can reasonably be dealt with on a four week WRC agenda;

5)	the potential benefits of limited interest conferences be studied;

6)	only issues leading to treaty text be placed on WRC agendas;

Costs associated with the conduct of the conference

Documentation costs

7)	methods be established to prevent production of documents for individuals who do not attend the WRC;

8)	general distribution of BR-generated information documents be minimized or made available on request;

9)	the draft Final Acts be distributed to delegates on CD-ROM;

�10)	delegates be given the option of receiving hard copy documents or having real-time access to electronic documents;

11)	a mechanism be provided facilitating limited distribution of documents based on issues of interest or groups attended;

12)	Members print and distribute their own information documents or, for the sake of convenience, ITU places them on the WRC website and provides a fee for service printing and distribution of Member information documents;

13)	a WRC registration fee be set to cover paper costs, providing each delegation with a number of free sets of documents proportional to the number of contributory units paid by their administration or company;

Operating costs

14)	the mechanism for selecting interpretation services be studied to ensure that competitive methods are used to select the service providers and that the appropriate consideration is given to cost;

15)	that each WRC makes an effort to limit, as practicable, the number of official meetings held outside the normal working hours;

16)	chairs should specify the amount of time that will be given to debate on each issue and, where necessary, the length and frequency of interventions;

17)	a limited time period be designated for input document introduction on each agenda item with a specific amount of time allotted per introduction. Given that documents will be discussed within drafting groups, introductions should be kept to brief summaries;

18)	information documents not be introduced at all.
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