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1
Introduction

The Plenipotentiary Conference (Minneapolis, 1998) recognized: in the Strategic Plan, the need for improving transparency in the budgetary process; in Resolution 72, the need for linking strategic, financial and operational planning in the ITU; and, in Resolution 74, the need to improve functioning and management. Hence, this paper identifies a number of aspects of the operational planning and budget setting process that would appear to need some revision.

2
Proposals

Recognizing the objectives of the ITU's Strategic Plan including: the need for greater transparency in budgetary measures; the need for linking strategic, financial and operational planning in the ITU; and, the need to improve functioning and management,

the United Kingdom proposes that:

1)
the Radiocommunication Bureau should institute the development of a rolling five year work and resource plan starting in the ITU's financial year 2002 (Resolution 72 - Linking strategic, financial and operational planning in ITU);

2)
the Director of the Radiocommunication Bureau's Operational Plan should in future be approved by the ITU Council (Strategic orientation No. 3 - Strengthen the Union's financial foundations);

3)
RAG should report annually to the ITU Council on the revision of the five‑year work and resource plan and the draft Operational Plan (Resolution 74 - Improvement of functioning and management);

4)
the ITU Council should devolve to the RAG a limited budget resource from the contingency fund (Resolution 74 - Improvement of functioning and management);

5)
RAG should initiate a review of the Radiocommunication Bureau's Key Performance Indicators (Strategic goal 5 - Improve the efficiency and effectiveness of Union structures, activities and processes).

3
Background

The Plenipotentiary Conference establishes ITU's overall budget and within this budget figure Council determines the financial provision on a biennial basis. ITU's financial and operational planning year matches the calendar year and each year, towards the end of December, the Bureau produces a draft Operational Plan for the forthcoming financial year. RAG has an opportunity to review this draft Plan but, any comments it makes are only of an advisory nature and while the Director may choose to revise the Plan based on their comments, RAG are not required to prepare a report on their assessment of the draft Plan for Council. As RAG has no budget authority, if their comments have resource implications then confirmation of the availability of these resources would need to await Council's authorization at its annual mid-year meeting. Following comments from RAG, the Operational Plan is sent to Council. The Council also receives a report on the ITU's activities in the previous year and this document is made available shortly before Council meets. 

4
Discussion

4.1
Operational and financial plans 

Overall the time-scales for reviewing the Bureau's plans/reports would appear to make it difficult to deal with issues that run over from one year to the next, assess priorities and allocate any remedial funding, particularly as the time-scales for the various meetings, especially Council, do not coincide with ITU's financial year. While RAG may have an early opportunity to review the draft Operational Plan (for 2001 the RAG meeting is in mid-March) the time available for this review depends on their meeting schedule, and noting that the earlier, in ITU's financial year, the meeting is scheduled the less time is available for review. In addition RAG's lack of budget authority, allied with the time-scales for review, tends to limit the modifications that can be proposed. That any requirement for additional resources has to wait until the Council meet in mid‑year does not seem compatible with ensuring the ITU/Bureau has closely focused yearly targets, nor with the promotion of efficient Union structures which is one of the goals of the Strategic Plan. 

The Director alone is responsible for the Bureau's Operational Plan and it does not require approval. Hence it appears that there is no clear indication that the Council has formerly accepted the Operational Plan and the key performance indicators can be achieved within the resources they have provided. This separation of the responsibility for the Operational Plan and the resource provision set by Council, raises questions of accountability in the case of a budget shortfall and seems contrary to the aims of Resolution 72 (PP-98).

The current procedure of management of resources would appear to be rather restrictive and that introducing greater flexibility into the process could benefit the Bureau and members by providing greater transparency in budgetary measures - Resolution 71 (PP-98) - and improving the linkages between plan and resources - Resolution 72 (PP-98). One way these improvements could be achieved is to adopt a mechanism used by some administrations; the development of a rolling work and resource plan for ITU's next five financial years. Combining this rolling five year plan with the devolvement of greater responsibility to RAG, on the review of the work plan and budget resources, could help to bridge the gap in the availability of additional resources and improve the efficiency of the process. Further, in future Council should approve the Director's Operational Plan to confirm the budgetary authority's acceptance of the link between the Operational and Financial Plans. The following text provides an example of how the process could work.

The Director develops a work and resources plan covering ITU's next five financial years, with the level of detail the Plan contains progressively reducing as the number of years to implementation increase. Each year the plan is updated with new and revised requirements for each of the four remaining years and the initial information on a new fifth year added. RAG could review the plan and submit their assessment on the priorities and resource provision to the next Council meeting. Council, at each mid‑year meeting, would have a clear indication of the resource requirements for ITU's next financial year and improved indication of the requirements for subsequent financial years. Following the Council meeting only information on progress in the current ITU financial year and any additional unexpected tasks would be required in order to produce the draft Operational Plan for the forthcoming year. This draft Operational Plan could be presented for review by RAG in the November-January time‑frame. RAG could provisionally adopt the draft Operational Plan and propose any changes it considers to be appropriate; the rationale for these changes would be included in their report to Council. Council would decide whether to approve the draft Operational Plan and hence to confirm, modify or reject RAG's proposals.

A further improvement to the process would be to consider giving RAG some limited budget authority in order to enhance their ability to input into the Plan/budget process. Council would set this resource (e.g. CHF 3 000 000 biennially) from the contingency fund. RAG could make a provisional allocation from this resource available to the Director from the start of ITU's Financial Year, and this allocation would be subject to confirmation by Council at its mid-year meeting. Council would decide, based on updated information, whether this additional resource should continue to be made available for the remainder of the year. In some cases, the early provision of additional resources may resolve a problem by mid-year or prevent it from further deteriorating. An example where additional resources may be needed is the satellite filing backlog. 

This process would appear to have a number of advantages. The five-year plan could provide valuable information for Council in setting the biennial budget and in preparing their report to the Plenipotentiary Conference on the Strategic Plan. Provision of some devolved budgetary authority to RAG would permit the review of the Bureau's work and resource plan to be more effective, thus improving feedback on issues that affect the work of the Sector. This last measure could also enable the Council to be in a position to conduct a more effective half-yearly review of progress in implementing the Operational Plan.

4.2
Key performance indicators

In the 1999 Operational Plan the Bureau's key performance indicators (KPIs) changed from volume measurements (e.g. number of recommendations published) to time-scales. While this change in the performance indicators is welcome, they are not necessarily sufficient to provide a complete measure. At some point in the assessment of performance, there should be a comparison against strategic priorities, the difficulty of the task, the resources needed for the task, and the time-scales for their implementation. In addition, all performance measures should be regularly reviewed by RAG to ensure that they remain a reliable and adequate measure of performance, particularly in the case of changing priorities. This review should be initiated at the March 2001 RAG meeting and should be repeated at each RAG meeting, which in future should be held in the November-January time‑frame.
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