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Secretary-General
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Place des Nations
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Fax: 41 22 730 6444

Your Excellency,

IMPLEMENTATION OF PERFORMANCE MANAGEMENT SYSTEMS IN ITU

The above refers.

2.
First of all, I wish to take this opportunity to express, on behalf of my administration, on the commendable effort that has been taken by the Union to introduce the above management strategy to change the way that the ITU operates by placing greater emphasis on performance improvement and achievements of results as the central focus. Malaysia does not only support such an initiative but also considers the above move as another significant change in the management culture to further enhance members’ values through infusing a culture of high performance and excellence and promoting strong corporate governance in the ITU. To facilitate the operationalisation of the said new management systems, I am pleased to forward herewith some of our inputs as stipulated in Appendix A (Implementation Guideline Of Key Performance Indicators And Performance Assessment For ITU) which I hope could be used as a guidance for your kind consideration and implementation.

3.
Secondly, and in addition to the above guidelines, I would also like to briefly focus on some of the strategic success factors that must be given due consideration in order to ensure a successful implementation of performance management systems in the Union.

a) Implementation Responsibilities

The various experiences of the United Nations agencies that have embarked on the performance-based management system suggest that the establishment of a clear demarcation of the roles and responsibilities of the various stakeholders is crucial to ensure an orderly, systematic and coherent implementation of this management tool in an organization. The roles and accountabilities of the Secretary-General and stakeholders including Member States (oversight) must be clearly defined. The Secretary-General is fully responsible for the overall design and implementation of the performance management system including defining the KPIs and cascading them through the Union, reviewing performances, initiating corrective measures and updating the stakeholders. On the other hand, the main responsibilities of stakeholders include the provision of overall strategic directions, setting major targets and reviewing the performances on a regular basis. Based on the current governance structure of the Union, the Council Working Group on Management and Budget (MBG) is the most appropriate platform for undertaking this function on behalf of the stakeholders.

b) Corporate Performance Indicators (CPIs)

The first step in performance management involves clarifying objectives and defining precise and measurable performance indicators concerning outcomes to be achieved as well as the means (resources, activities and processes) to be employed to meet the said objectives. A set of Corporate Performance Indicators and targets based on Strategic Plan 2008-2011 which will address all relevant aspects of value creation of the Union must be designed and established at both the Union and division levels. The CPIs will serve as the value driver and basis upon which the Key Performance Indicators (KPIs) of the management and staff will be established. Among key characteristics of good corporate performance indicators are the following:

i) 
well defined;

ii) actionable, measurable and based on baseline values;

iii) measure outcome rather than output; and 

iv) address stakeholders’ interests, management and staff, operations, financial and organizational matters.

To support the implementation of the performance indicators, a set of targets which are based on benchmarking against peer organizations of the United Nations of similar size, subject to similar complexity and risk should be established. The proposed targets which must be based on bottom-up estimates after taking into account the strength of internal capabilities and historical performances should be agreed upon by the stakeholders. In addition, the targets must be selectively adjusted when the external environment has fundamentally changed. All the logical elements, e.g. objectives, expected outcome and key performance indicators (KPIs), etc. will represent the core building block of the CPIs.

c) Key Performance Indicators(KPIs)

A key feature to performance management is the establishment of key performance indicators through which the performance of the individual employee will be measured. As a basis to assess the performance of staff and delivery of meaningful rewards, the KPIs should be linked to the achievement of results thereby enhancing the transparency and accountability of the employee. Best practices suggest that for clarity and focus, the proposed KPIs must reflect the following elements:

i) a subset of the CPI’s or division’s KPIs;
ii) each staff should have between five and eight KPIs;
iii) element of measurable outcomes like cost, time and impact must be included in the KPIs for senior staff;

iv) demonstrate a clear link between target and performance; and

v) all KPIs must be formally agreed to by the management of the Union.
d) Performance Tracking And Monitoring

An efficient performance monitoring mechanism is another essential element for the sustainable operation of the performance management system. One of the most important elements to be given attention is the fact that an effective performance monitoring system is a function of the quality- defined outcome and indicators used to measure the progress towards achieving the required results. The performance of the Union, each division, business unit or department must be reviewed on a regular basis to ensure the early identification of issues and also maintain focus on business priorities so as to drive the overall performance improvement. Another point to be considered in establishing a monitoring system is the need for simplicity. Experience suggests that over-complexity of performance measurements and monitoring systems is the biggest factor that threatens the successful implementation of the overall performance management system. The proposed guidelines for reviewing performances are as follows:

i) the review should be carried out on a quarterly basis;

ii) the output of the review in terms of an action plan to address variances must be codified and should form a basis for measuring progress; and

iii) appropriate tracking mechanisms and systems must be established to track and monitor performances.

e) Staff Performance Review

Business performance review should be followed by a separate review of individual performances even though there should be a clear link between the performance of a business and the staff that lead the business. To ensure the sufficient calibration of the reviewing exercise across the Union, it would be sensible for an evaluation committee to be formed to monitor the reviewing procedures and processes. The evaluation must encompass aspects related to the assessment of performance against KPIs, strengths, development actions and the overall performance rating. To strengthen the evaluation process, systems of accountability and reporting to track whether there is effective follow-up of recommendations, need to be in place. At the same time, self-evaluation should be institutionalized and built on management processes to enable it to be conducted in real time and in a systematic manner. It is imperative that performance ratings should show true dispersions across each level in the Union. For example, between 5 and 10 percent of staff should be rated at the lowest and top levels of the scale while the remaining employees should be distributed across several other ratings.

f) Awareness Training Programme

It is a well acknowledged fact that the introduction of a performance based system will require start-up resources in certain areas, in particular training, to address the potential differences in perception and understanding of the employees of the Union of this new management tool. A comprehensive training and communication strategy that can promote change management and enable staff at all levels to become familiar with the idea, concept and requirements of performance management is crucial to ensure the successful implementation of this management tool. Web-based support training must be established to provide year-round face-to-face training on managing for development results besides face-to-face training for entry-level staff. In the medium and long term, the implementation of this system is expected to boost the overall operational efficiency of the divisions and units thus releasing sufficient resources to self-finance its implementation and consolidation.

4.
In conclusion, Malaysia hopes that the above inputs will be considered as key elements for inclusion in the reform initiative currently being undertaken by the Union in this area. Performance management is not an event but a process and its implementation is an ongoing effort. The most critical challenge to overcome in the implementation of a performance management system within any organization is the development of a result-oriented organizational culture and its acceptance and implications on the present day-to-day work of the staff. Based on the efforts that have been taken to date, Malaysia suggests that the Union should continue its work to further intensify and strengthen the implementation of the performance management concept throughout the organization. As pointed out earlier and given the fact that the implementation of this management system will involve several performance elements, it is further suggested that guidelines as proposed in Appendix A which will provide clear ideas, concepts, techniques and advantages on this management technique be considered for adoption and Malaysia looks forward to continue sharing our experiences and other lessons in this area.

Thank you

(DATO’ DR HALIM MAN)

Secretary General,

Ministry of Energy, Water and Communications,

Malaysia

APPENDIX A
IMPLEMENTATION GUIDELINE OF KEY PERFORMANCE INDICATORS (KPIs) AND PERFORMANCE ASSESSMENT FOR THE UNION

PURPOSE

The purpose of this guideline is to provide descriptions on the model, steps and strategy in implementing the Key Performance Indicators (KPIs) and Performance Assessment for the ITU. The idea is to intensify performance management across all the organization so as to ensure and increase focus on the key activity priorities in meeting the expectations of Member States in terms of service delivery and other deliverables.

BACKGROUND

2.
The Report on the Consultancy Project which was submitted to the Council in the 2004 Session urges the implementation of resulted-based budgeting throughout the Union. According to UN best practices and recommendations, a consistent planning hierarchy across all of ITU must be adopted as a foundation to establish a link between the various sectors objectives and budget outputs and operational plans so as to facilitate the implementation of the KPIs.

CONCEPT 

3.
In the broader context of performance and result-based management, Key Performance Indicators (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. 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. Experiences suggest 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.

SCOPE

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 which represent the key pillars for the development of a solid KPI-based system. Among the parameters that can be considered as guidance principles for adoption in implementing the proposed KPI-based system throughout the Union:

4.1
Broad approach 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. In this regard, the Union needs to actively engage in the management of other valid stakeholder interests in particular those of suppliers, employees and other UN agencies.

4.2
Roles and responsibilities of the respective ITU governance bodies

KPIs are a management technique focused on achieving results. Effective implementation of the KPI system requires the support and participation of all major parties involved in the Union’s governance, namely, its Member States, the Secretariat (staff) and the oversights bodies. Thus, the establishment of 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. In addition, 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. Greater efforts must now be geared to further refine the performance indicators that will be established 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 Union’s long-term objectives/goals

Harnessing the ITU’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. Thus, efforts must be taken to provide full information and data which can accurately describe the correlation between resources and objectives of the organisations, effective cost accounting modules which will relate resources and objectives.

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 to collaborate with other UN agencies and consider creating of mechanisms to promote information-sharing with regards to best practices related to evaluation systems.

TERMINOLOGY

5.
A few terminologies used in this guideline are as followed:

(a)
Core business:
Union’s responsibility in line with the vision and


mission;

(b)
Core process:
Functions under the core service that need to be


carried out to provide service for members;

(c)
Service Delivered
Service provided by the core process to be delivered


to Customers:

to members in line with the core service;

(d)
Members:
     
Receiver or service user provided by the Union;

(e)
Key Performance 
Key performance indicators determined as the basic


Indicators (KPIs):       
to measure performance;
(f)
Performance Target: 
Target set for every KPI to enable performance


measured; and

(g)
SMART:

Specific, measurable, achievable, realistic and time



bound.

BASIC PRINCIPLES OF PERFORMANCE ASSESSMENT

6.
The implementation of the performance assessment in the Union will be based on the basic principles as followed:

(a)
The purpose of performance assessment is to evaluate the quality of service delivery for members;

(b)
The focus of this assessment is on the main services delivered by the ITU to members;

(c)
These main services are assessed in term of the process to provide and deliver it to the members and the level of customers’ satisfaction towards the services offered;

(d)
For a start, the implementation of the assessment for the Union is made based on the current process;

(e)
The implementation of the performance assessment requires the Union to develop KPIs and determine the performance target as a basis to the assessment;

(f)
The proposed performance target must take into consideration the following elements:

(i)
Process capability which covers the work flow, the requirement for human resource, financial, equipment, infrastructure and environment appropriate to provide service to members; and 

(ii)
Needs, expectation and feedback from members.


(g)
Performance target set to assess KPIs must fulfill SMART criteria (which are specific, measurable, achievable, realistic, time bound);

(h)
Assessment, evaluation, observation and improvisation action need to be implemented continuously; and

(i)
Service delivered to customers need to be reviewed occasionally to ensure it is always relevant and effective.

PERFORMANCE ASSESSMENT PROCESS

7.
The performance assessment for the Union will be carried out using the process model as depicted in Table I.







Table I

PERFORMANCE ASSESSMENT PROCESS MODEL
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8.
Every department/division/unit needs to start the assessment implementation by determining the core business in line with the vision, mission & objective of the Union.
9.
Next is to develop KPIs & determine the performance target for each KPI as a basis to assess each service performance. KPIs developed must cover aspects of efficiency and effectiveness of the core processes in producing and delivery service to members as well as member’s satisfaction towards the service received.

10.
The efficiency of the core processes to provide and deliver service to members is assessed specifically, in term of speed and timeliness of the service provided and delivered. The effectiveness is assessed in terms of the number of outputs produced within a time fixed as planned whereas the productivity of human resource & financial to produce the output is also assessed.

11.
The member’s satisfaction is evaluated specifically in terms of complaints and feedback received within a specific time frame, valid complaints solved and the level of customers satisfaction gathered through periodical study. Apart from these basic KPIs they may also develop other KPIs found appropriate to assess their own performances.
12.
The performance of service production and delivery requirements to be assessed, evaluated, monitored & improvised continuously so that the speed of service delivery can be continuously improved. Apart from that, each department and division needs to review the service delivered to members holistically to ensure it is always relevant, effective and in line with the vision, mission & objective of the Union. This review must be carried out occasionally or when changes such as policy, structure and environment occur.

STEPS IN DEVELOPING KPIs AND IMPLEMENTING PERFORMANCE ASSESSMENT

13.
Steps that need to be implemented by the Union to establish KPIs & carry out performance assessment are indicated in Table II.
Table II

DEVELOPING KPI s AND IMPLEMENTING PERFORMANCE ASSESSMENT
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IMPLEMENTATION CHECKLIST AND STEPS

14.
The following implementation steps should be observed to develop the required KPIs and determine performance targets.
	Step 1: Develop KPIs & Determine Performance Targets



	· KPI needs to be developed to assess the performance of each service delivered to customers.

· KPI also needs to be developed to assess the level of customer’ satisfaction towards the service received.

· For every KPI developed, the performance target requirements must be determined to enable the particular KPI assessed.

· Performance target must be specific, assessable & realistic, & can be achieved within the specific time.

· For this purpose, agency needs to take into requirement for the current human resource, financial, equipment, infrastructure & environment when deciding on the assessment target.

· Other indicators existing in the department can also be used to develop KPIs & set the performance target.



	No
	Action

	1
	Determine the core service based in vision, mission & objective of the Union

	2
	Ensure all the core process is under the core service.

	3
	Identify the services delivered to members under each core process

	4
	Develop basic KPI for each service covering 3 aspects below:

a. KPI to assess efficiency & effectiveness of process to provide & deliver service to customers.

b. KPI to assess human resource & financial productivity to provide & delivery service to customers.

c. KPI to assess customer’ satisfaction towards the service received.
A. KPI to measure efficiency & effectiveness of process to provide & deliver service to members

Basic KPI that can be developed accordingly to suitability includes:

a. Waiting time for services.

b. Period of giving responds to customers.

c. Duration of serving during the service is received.

d. Cycle period of producing and delivering a service.

e. Error percentage for the service delivered.

f. Number of output produced within the time fixed as planned.

B. KPI to measure human resource & financial productivity to provide & deliver service to customers

KPI that can be developed includes:

a. Productivity of individual or a group within the time fixed.

b. Expenses used to provide & deliver a service to customer.

KPI developed for A & B above is based on the work flow of every process related.

C. KPI to measure members’ satisfaction towards service received

Basic KPI that need to be developed includes:

a. Level of members’ satisfaction towards service evaluated through the members’ satisfaction survey index.

b. Level of members’ satisfaction towards the service of the Union on the whole base on the study to be carried out’.

c. Percentage of the members’ complaint taken action and given feedback within the time fixed.

d. Percentage of valid complaints solved within the time fixed.

Apart from the basic KPI recommended for the three aspects above, the Union may also develop other KPIs found suitable for assessing performance of each agency.

	5


	Decide on the performance target to enable every KPIs assessed. This target can be decided based on the work load, experience, exiting capability & trend analysis & agency progress record.


___________

VISION and MISSION





Determine the Core Service





Determine the Key Process





Identify Service Delivered





Develop KPI and Determine Performance Target





Assess and Evaluate Performance





Performance Improvisation





Obtain Members’ Feedback





Assess & Evaluate the Performance





Monitor Performance Level





Performance Improvisation





Provide Training





Determine KPIs, Targets and Cascading Process 








