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KEY PERFORMANCE INDICATORS (KPIs)- CONTRIBUTION FROM MALAYSIA  

Purpose

1.
The objective of this paper is to propose the concept, principles and scope of Key Performance Indicators (KPI) with regard to performance or result-based management which could be considered for adoption and implementation by the ITU in line with the requirements of:

a) Resolution 72 (Rev. Marrakesh, 2002) of the Plenipotentiary Conference, which addresses the linkage between strategic, financial and operational planning in the ITU;

b)  Resolution 107 (Marrakesh, 2002) of the Plenipotentiary Conference, which highlights the need to strengthen the integration of strategic, financial and operational planning based on a result-based budgeting foundation; and 

c)  The Report on the Consultancy Project which was submitted to the Council on 2004 session, urges the implementation of results-based budgeting.According to UN best practices and recommendations, a consistent planning 'hierarchy' across all of ITU is used as a foundation, linking the various Sectors' objectives to budget "outputs" and operational plans, which will form the basic structure of the budget presentation.
Background 

2.
In the broader context of performance and result-based management, Key Performance Indicator (KPIs) are a broad management strategy to change the way organisations operate through greater emphasis on performance improvement and achievement of results as the central focus. The KPIs normally represent a set of quantifiable measurements which define and measure objectives through the progress towards the realisation of  organisational goals.

Management Culture 

3.
As KPIs are a gradual and coherent process, an effective implementation requires fundamental change in management culture. An important requirement for this change is commitment at all levels in an organization. Malaysia’s experience suggests that commitment at the highest level is crucial to transform organisation towards a KPI-based system as an effective implementation of the KPI can only be sustained through solid institutionalisation. Eventually, the implementation of the KPI initiative is not a short-term process as changing a culture requires time and perseverance.

Proposed Implementation Guidelines For KPIs    

4.
Based on the current levels of progress achieved in establishing performance–based systems among the organisations of the UN family, it is generally recognised that the process of planning, budgeting, monitoring and evaluation, human resource and information system management aspects are the key pillars for the development of a solid KPI-based system. Notwithstanding this enviroment and based on Malaysia’s experience in the area of transformation management of its public enterprises, the following parameters can be considered as guidance principles for adoption in implementing the proposed KPI-based system throughout the union.

4.1 Definition of broad conceptual framework and context 
The rationale of the KPI-based management is to create value for its Member states or other stakeholders through infusing appropriate excellent performance cultures within the Union. Hence, specific policy guidelines and initiatives must be driven by the principles of performance within the broader strategic focus of the United Nations. Hence,  the Union is expected to engage in the management of other valid stakeholder interests in particular those of suppliers, employees and other UN agencies.

4.2 Clarification roles and responsibilities of the respective ITU governance bodies
KPIs are a management technique focused on achieving results. Studies show that an effective imlementation of the KPI system requires the support and participation of all major parties involved in the organisation’s governance,namely, its Member states, the secretariat(staff) and the oversights bodies. Thus, a clear definition of the roles and responsibilities of the parties that represent the governance of the Union is essential to facilitate the transformation process effectively and efficiently. Such a clearly articulated and agreed-upon division of roles and responsibilities would not only create a climate of trust and understanding among the parties involved but also refrain member states from interfering in the internal management of the Union.

4.3 Strengthening the linkage between the strategic and operational plans with   the financial plan of the Union 

Linking the strategic plans with the financial plan and budgeting system with emphasis on the development of meaningful and measurable performance indicators is a crucial step in the integrated planning process for ensuring the full implementation of the KPI system throughout the Union. Further efforts must now be geared to further refine the performance indicators that have incorporated by in the various operational plans so as to facilitate cross-sectoral comparisons and improve monitoring and evaluation.

4.4   Alignment of programmes with the Union’s long-term objectives/goals 

The established programmes of the Union need to be aligned with its long-term objectives and goals through cascading process so as to ensure that the objectives set at the various operational levels (e.g programmes, projects, sub-programmes etc) are linked in a logical manner to the higher or strategic levels.

4.5 Alignment of resources with the organisation’s long-term objectives/goals

Harnessing the organisation’s resources to achieve its desired objectives and demonstrating the linkage between resources and results are essential elements in the effective implementation of the KPI-based system. Since the Union does not  not provide full information which can accurately describe the correlation between resources and objectives of the organisations, effective cost accounting modules which will relate resources and objectives must be considered.  

4.6  Setting up of  performance monitoring systems 

An efficient performance monitoring mechanism is another essential  element for the sustainable operations of the KPI-based system. In the context of Union’s activities, there is a need to maintain a balance between quantitative and qualitative indicators as it is almost impractical to capture the impact of all their services and activities in a meaningful, cost-effective and quantitative manner. As a final point, an important aspect to be considered in establishing a performance monitoring system is the need to simplify. 
4.7  Effective use of evaluation, tracking and benchmarking

Evaluation is aimed at determining relevance, efficiency, effectiveness and impact of programmes and activities in relation to their respective goals and objectives.It is also used to gauge the extent of success in achieving the objectives, identify the underlying reasons associated with performances, determine key lessons (success story) that can be learned and propose recommendations to improve performances. Therefore, there is a need for the ITU together with other UN agencies to consider creating of mechanisms to promote information-sharing with regards to best practices related to evaluation systems. 
 Conclusion 
5.
Malaysia looks forward to sharing the necessary experience and expertise towards fast-tracking the full-scale establishment and implementation of KPIs system throughout the Union.
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