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1. Introduction
1.1
The Plenipotentiary Conference Guadalajara, 2010, adopted Resolution 71 (Rev. Guadalajara, 2010) relating to the Strategic Plan of the Union for the period 2012-2015. This Strategic Plan as annexed to the Resolution contains various sections dealing with the three ITU Sectors and the General Secretariat. The Plan, among other things also took into account the approach and principle of the Results-Based Budgeting (RBB) and Results-Based Management (RBM) concepts which are summarized below:

2.
Background of Results-based budgeting structure
2.1
Under the results-based budgeting (RBB) characteristic-cost and budget-planning process, the required programme resources are beginning to be identified using the following top-down approach: 

a) based on the strategic objectives (to be achieved by the Sectors and the General Secretariat) and the overall ITU strategic goals, identify appropriate outputs (deliverables in the ITU work programme);

b) identify the necessary activities in order to deliver the outputs (operational planning of services to be provided);

c) identify the resources required to execute the activities.
Note 1:
It should be noted that from the above background three key elements are identifies. These are:

-strategic objectives

-activities and

-resources. 

However, activities are linked to /associated with outputs. 

2.2
In accordance with Annex 2 to Council Resolution 1216, the appropriate procedures and tools necessary to support the RBB process have been implemented and used for the elaboration of the draft budget since 2006.
2.3
The move from the activity-based financial management system towards the results-based budgeting approach has led to implementation of the following typical RBB elements and functionalities: 

a) A linkage is established between the financial budget and the objectives stet by strategic and operational planning, via a set of key performance indicators (KPI). This enables the control and optimization of financial investments in relation to achievement of the strategic objectives and goals; 

b) General Secretariat departments and Bureaux are seen as organizational objects providing products and services to the membership. The cost-allocation process has been re-designed in order to charge all costs as directly as possible to outputs, in a transparent and auditable manner;

c) Introduction of the integrated time-tracking system is intended to provide cost-accounting data for allocating staff costs according to actual workload;

d) A number of SLAs (service level agreement) have been established between service receivers and service providers. In order to measure the degree of achievement of objectives, specific key performance indicators (KPI) have been defined in the SLAs for each expected result.  A service delivery reporting (SDR)  provides information to assess KPI variances and enable corrective actions to better align internal services with expected results;
e) Expected results to be achieved are defined for each department and output. Progress in the implementation of these strategic parameters will be reviewed and controlled on an on-going basis by interpreting the KPI variances;

f) The planned development of an analytical controlling tool, integrated in the cost- accounting and financial information system, shall efficiently support proactive management of the Union’s fixed costs. The objective of this on-going task is to optimize and trim the fixed and less flexible infrastructure, which represents some two-thirds of ITU’s overall cost structure;

g) The financial management and information system, especially the various modules of the SAP standard software as the central administrative master application, has been adapted and customized to support administration and controlling of the multiple, interlinked components of ITU’s new RBB concept.
Note 2:
Here also two more elements are identifies. These are:


-Key Performance Indicators (KPI).
 
-Expected Results
Note 3: Moreover two more terms have been used throughout the Strategic Plan. These are:


-Mission, and

-Vision    
Note 4: PART II indicates the linking Sectors and GS objectives with the strategic orientations and goals of the Union.


"Table 8.1 – Objectives and strategic goals of the Union"
	
	Goal ITU-R
	Goal ITU-T
	Goal ITU-D
	Goal GS

	ITU-R
	
	
	
	

	Objective 1
	X
	
	
	

	Objective 2 
	X
	
	
	

	Objective 3 
	X
	
	
	

	Objective 4 
	X
	
	
	

	Objective 5 
	X
	
	
	

	ITU-T
	
	
	
	

	Objective 1 
	
	X
	
	

	Objective 2 
	
	X
	
	

	Objective 3 
	
	X
	
	

	Objective 4 
	
	X
	
	

	ITU-D
	
	
	
	

	Objective 1 
	
	
	X
	

	Objective 2 
	
	
	X
	

	Objective 3 
	
	
	X
	

	Objective 4 
	
	
	X
	

	Objective 5
	
	
	X
	

	Objective 6
	
	
	X
	

	GS
	
	
	
	

	Objective 1
	
	
	
	X

	Objective 2 
	
	
	
	X

	Objective 3 
	
	
	
	X

	Objective 4 
	
	
	
	X

	Objective 5 
	
	
	
	X

	Objective 6
	
	
	
	X


However, Part II only indicates that the objectives 1-5 of the ITU-R, objectives 1-4 of ITU-T, objectives 1-6 of ITU-D and objectives 1-6 of the General Secretariat are linked with the goals of the three Sectors and that of the General Secretariat. which as it is quite evident that the objectives of these four organs are be linked to their goals In fact this Table (Part II) which links the 5 objectives of the ITU-R, to 5 strategic goals of ITUI-R, 4 objectives of ITU-T to 4 strategic goals of ITU-T, 6 objectives of ITU-D to 6 strategic goals of ITU-D and finally 6 objectives of General Secretariat to 6 strategic goals of that organ. However, according to the section 3.1.1, 3.1.2, 3.1.3 of the Strategic Plan each of the three ITU Sectors have only 3 strategic goals and the General Secretariat have 1 general strategic goal. It therefore seems necessary that this table require some adjustment to better link objectives of these organs with their strategic goals as reproduced below for easy reference. 

3.1.1
Strategic goal of the Radiocommunication Sector (ITU-R) 

The strategic goal of the ITU Radiocommunication Sector (ITU-R) is threefold, and includes:

•
To ensure interference-free operations of radiocommunication systems by implementing the Radio Regulations and regional agreements, as well as updating these instruments in an efficient and timely manner through the processes of world and regional radiocommunication conferences

•
To establish Recommendations intended to assure the necessary performance and quality in operating radiocommunication systems

•
To seek ways and means to ensure the rational, equitable, efficient and economical use of the radio-frequency spectrum and satellite-orbit resources and to promote flexibility for future expansion and new technological developments.
3.1.2
Strategic goal of the Telecommunication Standardization Sector (ITU-T) 

The strategic goal of the ITU Telecommunication Standardization Sector (ITU-T) is threefold, and includes:

•
To develop interoperable, non-discriminatory international standards (ITU‑T Recommendations)

•
To assist in bridging the standardization gap between developed and developing countries

•
To extend and facilitate international cooperation among international and regional standardization bodies.
3.1.3
Strategic goal of the Telecommunication Development Sector (ITU-D) 

The strategic goal of the ITU Telecommunication Development Sector (ITU-D) is threefold, and includes: 

•
To promote the availability of infrastructure and foster an enabling environment for telecommunication/ICT infrastructure development and its use in a safe and secure manner

•
To provide assistance to developing countries in bridging the digital divide by achieving broader telecommunication/ICT-enabled socio-economic development

•
To expand the benefits of the information society to the membership in cooperation with public and private stakeholders, and to promote the integration of the use of telecommunications/ICTs into the broader economy and society as drivers of development, innovation, well-being, growth and productivity globally.
3.1.4
Strategic goal of the General Secretariat (GS)

The strategic goal of the ITU General Secretariat (GS) is to achieve effectiveness and efficiency in the planning, management, coordination and delivery of services to support the Union
 and its membership, ensuring the implementation of the financial and strategic plans of the Union and coordinating intersectoral activities as identified in ITU basic texts.

PART III of the Plan includes general description of terms used in Resolution 71. This part is also reproduced below for easy reference. 
"Part III
General description of terms used in Resolution 71"
	Term
	Description

	Mission
	Mission refers to the main task/key function of the ITU General Secretariat or any ITU Sector as set out in the ITU Constitution and Convention.

	Goals
	Goals refer to the Union's high-level targets to which the objectives of the Sectors and the ITU General Secretariat contribute, directly or indirectly.

	Objectives
	Objectives refer to the specific purposes and aims of individual Sectors and of the General Secretariat.

	Outputs
	Outputs refer to the final products and services delivered by the ITU (e.g. deliverables of a programme).

	Expected results
	Expected results should reflect the desired outcome of activities (outputs, which are sometimes referred to as "outcomes"). They should be linked, where applicable, to the underlying objectives of the strategic plan.

	Key performance indicators (KPIs)
	KPIs are the criteria used to measure the achievement of outputs (or outcomes). These indicators may be qualitative or quantitative.
With respect to KPIs, an example of a "qualitative" indicator could be a survey of the satisfaction of participants with the organization of WTDC, which is linked to Objective 1 and Output/Outcome 1 of BDT.


In this Table, there is no mention of the term “activity” which was referred to in the body of the Result-Based Budgeting.
Moreover, the description given for these terms in relation with each other is subjective without clearly distinguishing between some of these terms in relation to each other and with strategic goal.  

3
Strategic Goals and Strategic Orientations 

3.1
Section 3 of the Strategic Plan addresses the Union’s Strategic Orientations and Goals subdivided into 4 sub-sections dealing with the strategic goals of three ITU Sectors and the General Secretariat. 
3.2
Part I of the Plan contains Sectoral Objectives and Outputs for the three Sectors and the General Secretariat which is further elaborated in section 4, 5, 6 and 7 of that Part respectively. 

In each of the above sub sections there are two sets of Tables. The first sets (Tables 4.1, 5.1, 6.1 and 7.1) aimed at mapping the outputs to the objectives of the corresponding Sector and the General Secretariat. 
4
In order to be objective, the rest of this contribution only concentrate on the part of the strategic Plan relating to ITU-R.

"Table 4.1 – ITU-R Outputs and Objectives"
	Outputs
	Objective 1
	Objective 2
	Objective 3
	Objective 4
	Objective 5

	World Radiocommunication Conference
	X
	
	
	
	

	Regional radiocommunication conferences
	X
	
	
	
	

	Radiocommunication Assembly
	X
	
	
	
	

	Radiocommunication Advisory Group
	X
	
	
	
	

	Radio Regulations Board
	X
	
	
	
	

	Processing of space notices and other related activities
	
	X
	
	
	

	Processing of terrestrial notices and other related activities
	
	X
	
	
	

	Improvement (e.g. user-friendly) of Radiocommunication Bureau software
	
	X
	
	
	

	Study groups, working parties, task and joint groups
	
	
	X
	
	

	ITU-R publications
	
	
	
	X
	

	Assistance to members

, in particular developing countries and LDCs
	
	
	
	
	X

	Liaison/support for development activities
	
	
	
	
	X

	Seminars
	
	
	
	
	X


5
The second  sets  of Tables (Tables 4.2.5.2, 6.2 and 7.2) establishes the link between objectives and output in relation with expected results and key performance indicator of the corresponding Sector the General Secretariat. The latter group of Tables indicates that for one objective, there may be several outputs and several expected results and key performance indicators.

"Table 4.2 – Objectives, outputs, expected results and key performance indicators of ITU-R"
	Objectives
	Outputs
	Expected results
	Key performance indicators

	Objective 1 – Coordinating

To promote, foster and ensure cooperation and coordination among all Member States in decision-making on radiocommunication issues, with the participation of Sector Members and Associates, as appropriate
	•
World Radiocommunication Conference

•
Regional radiocommunication conference

•
Radio Regulations Board

•
Radiocommunication Assembly

•
Radiocommunication Advisory Group
	1
To prepare, organize and provide appropriate and efficient support to:

•
World radiocommunication conferences


•
Regional radiocommunication conferences, if any

•
Radio Regulations Board

•
Radiocommunication assemblies

•
Radiocommunication Advisory Group

2
Participation in meetings organized by various regional telecommunication organizations to assist in detailed preparations and coordination between regions
	•
Timely preparation and actions before and during the conferences and meetings; satisfaction of delegations

•
Timely preparation and actions during and before the Information and preparatory meetings


6
Detailed analysis of these Tables, in particular, Tables 4.1, 5.1, 6.1 and 7.1 reveals that there is some incoherence between the mapped elements. 

7
As an example, Table 4.1 (ITU-R Outputs and Objectives), the outputs such as WRC, RRC, RA, RAG and RRB are mapped to Objective 1 of the ITU-R Sector as described in section 4.5.1 (coordinating). Those objectives are reproduced below for easy reference 

Objective 1:  “to promote, foster and ensure cooperation and coordination among all Member States in decision-making on radiocommunication issues, with the participation of Sector Members and Associates, as appropriate”.

	Objective 2 – Processing

To meet the requirements of the membership for spectrum, orbit access and operations in application of the Constitution, Convention and Radio Regulations in the light, inter alia, of the accelerating convergence of radiocommunication services
	•
Processing of space notices and other related activities

•
Processing of terrestrial notices and other related activities

•
Improvement (e.g. user-friendly) of software of the Radiocommu-nication Bureau
	•
To process advanced publications, coordination and notification requests pertaining to space and terrestrial radiocommunication services as well as all other related requests

•
To undertake the appropriate cost-recovery activities for satellite network filings
	•
Processing time for each submission within statutory time-limit, in accordance with the applicable procedures and/or pertinent provisions of the Radio Regulations

•
Timely application of Council Decision 482

•
Number of downloads and sales of ITU-R Recommendations

	
	
	
	


8
In the above-mentioned 5 outputs for objectives 1 and 3 outputs for objective 2, various players are involved. For example, for Objective 1, as it can be seen from the description of this objective, the main players are membership. However, in the corresponding activities (in the Table above) it is referred to as outputs) such WRC, RRC, RA, RAG and RRB. Apart from the membership (in contributing to and participation at these activities), there are other players such as the Bureau, the General Secretariat (for overall support to the BR) and the RRB Members. The mapping of this objective to the activities/outputs therefore become rather complex.  

9
Moreover, the mapping between the strategic goals of the ITU-R 
“ to ensure interference-free operations of radiocommunication systems by implementing the Radio Regulations and regional agreements, as well as updating these instruments in an efficient and timely manner through the processes of world and regional radiocommunication conferences output” 
from which the Objective 1 is emanated and the objective itself require some clarification. Additionally, since there are several activities which may be required to be performed in order to produce an output there is a need to properly reflect such relation and establish such link which are not currently indicated. 

10
Furthermore, it should be clarified whether WRC is an output or an activity. In fact, Member States through WRC or RRC together with RRB, as well as Member States and Sector Members and Associate through Study Groups, Radiocommunication Assembly, including CPM and SC, contribute to the adoption of the Final Acts of WRC (resulting in the revised the RR) and Regional Agreement towards achieving the strategic goal of the ITU as described in Bullet 1 under section 4.4 of the Strategic Plan as reproduced above.

11
 Perhaps the RR, ROP and Regional Agreement are to be referred to as outputs of these activities or their expected results. Here again, the link between strategic goal, activities, outputs and expected results are to be properly mapped.  Since these activities and outputs together with expected results are performed by several actors/ players, such as Member State, Sector Members, Bureau and RRB and General Secretariat, it would not be easy to

a) 
establish a clear link and 

b)
associate the Key Performance Indicator to these activities.

The latter difficulties are due to the fact that, apart from actions taken by the secretariat which could be properly measured and evaluated, there is no ways and means to measure the performance of the membership in performing these activities in relation with producing their portion of the output to achieve the strategic goal concerned since there is no entity to measure such performance. Consequently in the second sets of Table (Tables 4.2.5.2, 6.2 and 7.2) the link between the Key Performance Indicator and some objectives / outputs/ expected results may be difficult to be properly established.
12
Proposed course of action

Paragraph 1.1 and 1.2 of Instruct the Secretary General of Resolution 71 (Rev. Guadalajara, 2010) stipulates that, 


“ Instruct  the Secretary General  

 1.1
updating the sections of the strategic plan related to the evaluation of progress toward the Sectors' and General Secretariat's objectives; this update may include possible modifications to the expected results and key performance indicators in Tables 4.2, 5.2, 6.2 and 7.2, in the annex to this resolution;

1.2
 making all modifications necessary to ensure that the strategic plan facilitates the accomplishment of ITU's mission, taking account of proposals by the competent Sector advisory groups, decisions by conferences and by assemblies of the Sectors and changes in the Union's activities and its financial situation;”

Under the invites Member Sates part of the Resolution, it is stipulated that 


“ invites Member States
to contribute national and regional insights on policy, regulatory and operational matters to the strategic planning process undertaken by the Union in the period before the next plenipotentiary conference, in order to:


(
strengthen the effectiveness of the Union in fulfilling its purposes as set out in the instruments of the Union by cooperating in the implementation of the strategic plan;


(
assist the Union in meeting the changing expectations of all its constituents as national structures for the provision of telecommunication/ICT services continue to evolve”.
13
In view of the above, the Radiocommunication Advisory Group is invited to examine those pars of the Strategic Plan relating to ITU-R with a view to:

13.1
Clearly indicate the area(s) which reference should be made to ITU-R and the area that reference should be to BR i.e. make clear distinction between the ITU-R Sector and the Radiocommunication Bureau. 
13.2 
Clearly indicate area(s) that reference to be made to activity or output.
13.3
Clearly indicate area(s) that reference to be made to objectives or strategic goals. 

13.4
Clearly indicate area(s) that reference to be made to various activities together with their associated players in order to produce a given expected results or achieve an objectives e.g. WRC, RRC, Study Groups in relation with Member States, Sector Members, RRB , BR, General Secretariat.  

13.5
to endeavour to draw the Supplementary Mapping Tables to link activities to output and output to expected results, on the one hand, and output to objectives, on the other hand. Similarly, link the objectives to the strategic goals and establish the proper link between the KPI and the relevant activities, output. The Supplementary Mapping Tables would be used as guidance in order to implement the Strategic Plan for the period between 2011 and 2014.
13.6
Establish an appropriate relation between the output and the expected results. 
13.7
Harmonize the terms used in the ITU-R objectives and those other similar objectives  of two  other sectors e.g. terms "Producing” in Objective 3 of  ITU-R with similar terms “Producing global standards” in Objective 2 of ITU-T, with necessary adjustment. 

13.8
establish appropriate relation between activities and corresponding publications e.g. publication of RR, Final Acts and Rules of Procedure resulting from activities of WRC, RRC and RRB, publication of Recommendations, Reports and handbook  resulting from activities of Study Groups, CPM, other publications resulting from the  other corresponding activities.  

13.9
Investigate on how in future to map the ITU-R objectives/ strategic goals with the Union Strategic goals in Table II.
13.10
Suggest other course of action as appropriate in line with operable parts of the Resolution 71 (Rev. Guadalajara, 2010). 

14
Through appropriate channels, such as RA and Council make necessary suggestions to these entities for the preparation of the Draft Strategic Plan of the Union for the period of 2016-2019 for consideration by the PP-14.
___________
� 	As defined in Article 7 of the ITU Constitution.
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