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	REVIEW OF THE 2004-07 OPERATIONAL PLAN AND PLAN LINKAGE


1
Introduction

In January-04 a meeting was organised to progress the linkage between the various plans of the ITU, review the ITU-R draft Operational Plan for 2004-2007 and thus provide the Radiocommunication Bureau with initial feedback on the contents, prior to its submission to Council-04. This document provides a report of that meeting. Note: the text shown in italics are the comments of the Convenor and not conclusions from the meeting.

2
ITU-R draft Operational Plan for 2004-2007

The Plan shows the Bureau’s managerial and financial limits in support of the Sector’s work. Although at RAG-03 there was some interest in aligning the different Sector’s Operational Plan, the Director pointed out that the work of the Bureau is very different from the TSB or BDT and therefore the plans will be different. Further, at RAG-04, the revised rolling operational plan will contain the forecasted results of the first year and inclusion of a new 4th year. Development of the Operational Plan is expected to be iterative and further refinements will take place overtime. The meeting also considered a draft resolution to be presented to Council approving the Plan. 

In its review of the draft Operational Plan, the meeting noted the following issues which may still be relevant in RAG’s consideration of further versions of the Operation Plan:

· the rolling nature of the plan is not easy to see and seems to be biased towards the biennium -  which may indicate that the budget is predominating over activities in the presentation;

· the first two years are clearer than the other two years (biennial division); 

· the Operational plan should have more references to the Strategic Plan;

· many performance indicators tend to be subjective (e.g. use of the term “timely”) and need to be more relevant to the activities;

· the information on software development should indicate priorities and include an action plan to show what is to be developed and when; 

· it is desirable the draft Operational Plan be considered in advance of its coming into use.

In the review of the draft Resolution to Council, it was noted that the Director needs flexibility to modify the resource allocation in the Plan after it has been approved by Council. Also that the existing budgeting arrangements may not provide sufficient flexibility in the Sectors hence, it could be beneficial to give them more control over their finances, recognising that greater flexibility should be linked with greater responsibility.

The Director’s need for flexibility to modify the resource allocation, after the draft Operational Plan has been approved, raises the question of exactly what is approved by Council. Noting there are limitations on changes to the resource allocation, as this could impact the General Secretariat, Council may approve any number of aspects of the draft Plan between the limits indicated by the following two options:

· Council approves the entire Plan including all the activities and the expenditure on those activities; or,

· Council accepts the Sectors proposals and approves the resource allocation necessary to implement it.

In considering the question of Council’s approval, perhaps an important aspect is how Council would deal with the draft Operational Plan if it could only provide fewer financial resources than the resource requirement identified in the Plan. Under the first option, it suggests Council could make changes to the activities without consulting the Sector, as there would be no time. Whereas, in the second option, flexibility on the use of resources is inherent in the form of the approval and the Director could consult the Sector on appropriate changes. 

Regarding the general issue of giving the Sectors more control over their budgets, this was one of the aims of decides 2 of Decision 7 (Marrakesh, 2002).

Both issues would appear to need further study by the RAG in order to clarify what is covered in Council’s approval and to determine progress in implementing greater delegation of authority to the Sectors on financial matters. 

3
Implementation of plan linkage 

3.1
General comments

The discussion on the various elements of linkage and the draft Operational Plan was valuable and indicates, prior to PP-06, it would be useful to extend the debate. As understanding of the various planning concepts is influenced by individual experience of management systems, which can be quite varied, an essential element of any broadening of the discussion will be establishing a common understanding of the terminology used. Another aspect that will also need to be covered is the variation in linkage between individual plans across different planning periods.

3.2
Linkage Issues

The meeting highlighted a number of areas where there is need for further consideration of plan linkage, as well as limitations in the current process of giving advice to the Director on the Plan’s content.

Participants recognised the linkage on resource management between the Operational Plan and the Biennial Budget, but the linkage on activity management between the Strategic Plan and the Operational Plan appeared to be considered more tenuous. In particular, there were question on whether updating the Strategic Plan, as permitted under CV61A, was a priority or even necessary, considering the need for the RAG to review resource allocations and provide clear advice to the Director on the Operational Plan’s content. There was some discussion of the linkage to the Financial Plan and it was noted that the Financial Plan represents a framework and the detail is provided by the two biennial budgets that set the resource limits.

While the ability to modify the Strategic Plan is an important element in maintaining the relevance of the Strategic Plan during the planning period, particularly considering formulation of the Plan starts some two years before it comes into force, modification is only likely to be a priority if it becomes important to get recognition across the ITU of some important change in the ITU’s goals and priorities. Such an event is unlikely to occur frequently and this concept is perhaps captured in CV61A by the phrase “Council may, as necessary, review and update the strategic plan.”

A view that the work of the Study Groups should be reflected in the Operational Plan and be linked to the Strategic Plan, raised concerns on imposing specific goals on members due to uncertainty on whether they will provide contributions on a specific subject. Also there were different opinions on what the Operational Plan produced by the Director Radiocommunication Bureau represents. On one side, the Operational Plan is seen to be that of the Director of the Radiocommunication Bureau and therefore a Plan representing Bureau activities, on the other side the Plan for the ITU-R which by definition should include the work of members. Reference to the Operational Plan only including the Bureau resources used to support the Study Group activities, rather than a direct link to the actual work of the Study Groups, being used to support the case that the Plan is solely that of the Bureau. 

The RAG maintaining a programme of work for the Study Groups covering all activities rather than those listed in Resolution 4 was considered potentially useful, providing the RAG simply gathered information and did not seek to impose decisions on them. If reporting to the RAG was established, then it would be helpful to standardise on the format and the RAG give some guidance on the elements to be included. It was emphasised this reporting should not be used to assess the performance of the Study Groups, but rather their interaction with the various activities of the Sector and the support requirements from the Bureau e.g. for revising the Operational Plan and the  input on the draft Biennial Budget.

These issues require further study by the RAG. CV62B refers to appropriate linkage between plans and the operational plan for each Sector. Further the Strategic Plan contains some goals and priorities that may be considered as only fully achievable with input from the membership (e.g. Goal 4 and priority 4.3.1). Hence, unless the activities of the membership can be linked to the relevant goals and priorities in the Strategic Plan, it is not clear that a meaningful linkage between the Strategic Plan and the work of the Sector can be established. 

In some respects, whether the activities of the membership are contained in the Operational Plan or a separate Plan may be a bit academic, as currently the RAG does not appear to have a suitable record of the Study Groups (or memberships) wider programme of work. However, if such a record is established, it should include a list of priorities. Previously, the establishment of a programme of work suitable for linking to the Strategic Plan has generated concern on the respective authority of the RAG vis-à-vis the Assembly, but now with RA-03’s adoption of  Resolution 52 this issue may not be as significant. Clearly the note of caution raised on the absence of a guarantee of contributions on any specific subject is valid, but as the administrations create and approve the Strategic Plan it may be expected that they will fulfil as much as is practicable.     

3.3
Performance indicators

There was agreement that performance indicators, as applied to the Bureau, should be measurable and obtainable, points that have been noted at previous RAG meetings. In discussion, the following general principles to be used in the development of performance indicators were noted:

· details of the performance indicator would vary with the subject;

· implementation of performance indicators should not require Bureau additional resources;

· indicators needed to be simple and understandable, but with sufficient explanation to be easily related to the activity being measured. 

The RAG may also wish to consider providing guidance on the type of activities, where the inclusion of performance indicators would be most useful and the extent to which an activity needs to be measured.

The above points are valuable guidelines for the RAG in providing feedback on the usefulness of the Bureau’s existing or proposed performance indicators. However, developing a rigid format for performance indicators may not be advisable as they will need to reflect changes in priorities. In addition, the introduction of results based budgeting and the development of a linkage between the biennial budget and the rolling four year operational plan may impact on the content of the Operational Plan. 

3.4
Extension of performance indicators to members

There was some discussion on the extension of performance indicators to members and while it was considered difficult to impose goals on members, it was suggested some measure of members’ activities could be useful.  This information could be used, for example, to determine the impact of members’ activities on the budget and ITU’s support functions.

The introduction of performance indicators/measurement of members activities require further consideration, particularly as the RAG also needs to consider how the linkage between the Strategic Plan and the Operational Plan will be implemented (see comments above).

_______________________










M:\BRTSD\ADMIN\RAG04\023E.doc
15.11.04
15.11.04
M:\BRTSD\ADMIN\RAG04\023E.doc
15.11.04
15.11.04

