PRACTICAL APPLICATION OF BENCHMARKING AND KPI
CONTROLLING AT THE PUC"VODOVOD I KANALIZACIJA” SUBOTICA

Benchmarking workshop, Zabliak, March 22.2018.
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The most efficient way of tracking the realisation of measurable
objectives outlined in the annual PUC program.

The objectives have to include the most important indicators of
expected performances for all the PUC work processes: production
- service provision, business economics, quality and control,
development and investments, public procurement, consumer relations
- service users, human resources and respect for the legality of works
Continuous periodic monitoring of the realisation of business
objectives by the KPI method enables timely risk management in all
significant areas of non-compliance - deviations in relation to the
expected performances of the work processes.

The application of the Controlling process provides a number of useful
data (variables) that can serve to fill in a wide range of
questionmarks, analyses and reports which, mainly on an annual
basis, are required of the PUCs by the ministries, local governments,
national and international institutions.
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SUPERVISION OF THE PUC BY THE MINISTRY AND THE
LOCAL GOVERNMENT
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5, plasnik 57, br. 882071 § 10420186)

Article 4, paragraph 4, among other things, particularly includes the supervision by the local
government unit of the performance of utility activities:

v
v

v
v

adequate coverage, volume and quality of utility services

development and improvement of quality and assortment of utility services, as well as
improvement of work organization, efficiency and other conditions for service provision
compliance with the principles of sustainable development

efficient use of resources and reduction of costs for performing utility activities

Article 8, paragraph 4 regulates the obligation of the PUC to deliver to the local government

unit, and the Ministry for Construction, Transportation and Infrastructure the following

Report on the performance of utility activities on prescribed forms that include a series of
data - variables that in later processing through performance indicators provide
performance pointers on PUCs accomplishments, in parallel to all PUCs on the territory of
Serbia and unique pointers pointing on the position of the PUC.

This Report - data from forms are processed using Benchmarking - according to the IBNET
methodology and the results have to be transparent.

With the use of Controlling on a monthly basis the most reliable, objective and accurate data is
succesively provided for these at the end of the year.



EBC BENCHMARKING
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v' Since 2014, 16 PUCs from the ExYU which perform water, collection and distribution
activities as well as wastewater treatment, participate in the International Association of
Water Supply Companies in the Danube River Catchment Area (IAWD) Project -
Performance Indicators of Water Operators- Benchmarking by EBC Methodology, under
the patronage of the World Bank.

v' As part of this Project, PUCs as participants, at the beginning of the year, submit for the
previous year a large number of data related to contextual (general) information, specific
data on drinking water and waste water processes, employees, infrastructure assets,
operational data on production and service provision , climatic impressions, demographics
and consumers - service users, quality of services, income and expenses, and other
economic and financial data.

v' Based on the given data, a final report on the comparative performance (performance
indicators) is obtained for the individual PUCs in relation to the other participants from the
ExYU region and the Western European water supply companies.

v' During the annual workshops, good and representative experience practices are
presented with the aim of their implementation and application.

v' Data and reports are not transparent, they serve to monitor internal annual trends and for
the comparisson of successful, expected and risky indicators in the national and
international region.

v' The application of Controlling Methods and this Benchmarking method in the PUC is
increasingly becoming a requirement of the World Bank, EBRD, KWf and other banks and
donating institutions when applying, assessing credibility and approving financial resources
for the implementation of capital infrastructural projects.




INTEGRATED MANAGEMENT SYSTEM (IMS)

JKP VODOVOD | KANALIZACUJA
SUBOTICA

Application of Controlling is of great importance for the documentation of
usage, review, internal and external IMS checks (QMS, EMS, OH & S,
HACCP ... system), especially in domains of:

context of the organization

establishing measurable objectives

measuring acomplishments based on measurable objectives

process performance and product / service compliance

development and review of the effectiveness of corrective and
preventive measures - risk management.
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From this introductory text one can conclude the importance of mutual
coherence and the effects that can through the use of a Controlling
system enable a more effective and efficient performance and
improvement of utility activities in modern management functions.
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STEPS OF THE CONTROLLING
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Step 1: ESTABLISHING THE WORK PROCESS

v' Operation and management
v" Production and services
v" Business Economics
v" Designing and management of investments
v" Quality and control
v Legality, personnel, consumer relations and procurement



Step 2: DEFINING DATA AND KPI
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THE FORM OF MONTHLY REPORTS- EXAMPLE PPOV

Naziv i odnos indikatora

Planirana kolifina otpadnih i atmosfer. voda za ulaz na UPOV
Prispela kolifina na ulaz na UPOV
kil

ustena/prefistena voda u recipijent
Planirana kolifina ispusfene /prefistene vode u recipijent
Ed]
Preuzeto elekdrifne energije
Proizvedeno elektritne energije
UKUPNO utroSeno elektricne energije
U4 sopstvene elekdritne energije
Planirana potrognja biogasa na PPOV
Potrogena kolifina biogasa na PPOV
Ba
Prijem septickog otpada
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Step 3: DEFINING OF THE STRUCTURE AND THE
COMPOSITION OF THE CONTROLLING TEAM
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Ime i prezime Poslovna funkcija Vrsta podataka

Petar Doroslovacki Glavni kontroler Unos i obrada Izvestaja
2 Ognjen lvié Hidrogeolog Proizvodnja vode
3 Biljana Isi¢ Tehnolog PreciS¢avanje otpadnih voda
4 Milovan Niki¢ Rukovodilac distribucije Plansko i tekuce odrZzavanje v/mr
5 Srdan Ljiljani¢ Referent distribucije Prikljucci po kategor. na v/mr
() Ivan Milunovié Tehnicar odvodenja otp/v Prikljucci po kategor. na kan/mr
7
8
9

Eleonora Pandzi¢ Saradnik Sektora lin.objek. Plansko i tekuce odrzavanje k/mr
Livija Karai Rukovodilac racunovodstva  Prihodi i rashodi
Aleksandra Radi¢ Rukovodilac EON Evidencija, obracun i naplata usl.
Slavko Nikoli¢ Tehnicar vodomera Ocitana/fakturisana realizacija
Vesna Soralov Tehnicar iskljucenja Iskljucenja - ponovna ukljucenja
Dragica Horvat Referent obracuna zarada Zarade, radni dani i bolovanja
Ljiljana Ivi¢ Pravnik Podaci iz domena radnih odnosa
14  Karolina Luki¢ Rukovodilac JN Podaci o JN
Zvonimir Perusi¢ Rukovodilac odnosa sa potr.  Zalbe i reklamacije korisnika
16  Dragan Radulovi¢ Operativni saradnik za IMS Podaci iz IMS-a
17  Zoltan Kudlik Rukovodilac kvaliteta Podaci za BZR
18  Eleonora Toldi Referent brige o zaposl. Podaci o internim i ekst. obuk.
19 Rajmund Galac Rukovodilac prate¢. poslova  Reklamacije - Zalbe Dispecer.sl.
20 Nebojsa Kolundzi¢ Referent saobracaja Podaci za vozni park
21  Renata Radulovi¢ Novak Rukovodilac laboratorije Kvalitet vode za pice
22 Edit Trungel Mester Hemicar Kvalitet otpadnih i precis¢. voda
24  Maria Nad Abonji Rukovodilac investicija Plan i realizacija investicija
25  ZoltVarga Glavni inzinjer IS ISiIT
26  Daniel Majlat Glavni inzinjer GIS Podaci iz GIS-a

27  Biljana Andeli¢ Interni revizor Pokrenuti i okon¢.postupci IR
28  Branislav Daki¢ Glavni kontrolor Planirani i overeni vodomeri



Step 4: DESIGNATION AND TRAINING OF THE
CONTROLLING TEAM
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Broj: 3/110-2016
Dana: 29.07.2016. godine

Na osnovu clana 40 st.1 t. 2 Statuta JKP .Vodovod i kanalizacija” Subotica, u skladu sa Programom
poslovanja preduzecaza 2016. godinu i Strategijom finansijskog upravljanjai kontrole (FUK). dlrelm:rr
preduzeca donosi sledecu

ODLUKU

o0 imenovanju Tima za implementaciju i primenu sistema Kontrolinga
u JKP ,Vodoved i kanalizacija” Subotica
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Step 5: MONTHLY AND PERIODIC MONTHLY CONTROLLING
REPORTS
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PREGLED INDIKATORA ZA RESOR PROIZVODNJE ZA PERIOD JANUAR - SEPTEMBAR 2017. GODINE

Naziv indikatora i odnos indikatora
Maksimalna dnevna potisnuta voda (m?
Minimalna dnevna potisnuta voda (m* m
Sirova voda u m# 'E 'EI” E 1 E'EIEI
Plan sirove vode 2.35! —
%
Pofisnuta voda u e 2018 5% 13
Plan potisnute vode 83 --'_F A4 ? 246 23
%

Voda za pranje filtera 30.7 3.773 uEa [][]._
Plan vode za pranje filtera 33.67

%
FaHuri'ana -,rn:l.a u rﬂ3 3

90

UtroZena koli€ina elektriéne energije (KWh)

Plan utroka elektriéne energije (KWh) i3 _

% 96,52

KWh/m® potisnute vode _
—II_II—H_!HI_EI

. - - .
— o o . U oy -

(1) PRODUCTION RESOR (2) FINANCE RESOR (3)CONTROL RESOR (4) INVESTMENT AND DEVELOPMENT
RESOR (5) SECTOR FOR LEGAL AND GENERAL AFFAIRS (6) CABINET OF THE MANAGER AND
INDEPENDENT FUNCTIONS (7) LEVEL PUC ,,VODOVOD I KANALIZACIJA“



Step 6: FINAL CONTROLLING REPORTS
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KONTROLING - KLJUCNI INDIKATORI PERFORMANSI JKP "ViK" SUBOTICA ZA 2017 /2016. GODINU

PROIZVODNJA - NEPRIHODOVANA VODA ocexivano uspesno [N
Naziv indikatora,/podatak _
Zahvacena sirova voda
Potisnuta voda u distribuciju d - ?
Gubici u proizvodnji
Fakturisana kolifina vode
Gubici u distribuciji
Naplaéena fakturisana koli¢ina vode : 2
Ekonomski gubici
Ukupno neprihodovana voda/gubici __

PROIZVODNJA - POTROSNJA ELEKTRICNE ENERGIJE

Zahvaéena sirova voda 3 8.629.497,98 8.990.089,00 _

Potrosnja elektri¢ne energije 4.097.189,33

Specificna potrosnja el.energije



Step 7: RISK MANAGEMENT
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K Korekeija Qz-10.2%

«Vodovod | kanalizacijas Rok éuvanja: TO

Subotica KO-br. 03 / 2017 P "1

| IDENTIFY
Datum prijave | Predlagat ‘ Stgar Gydrgy, s.r.

]
‘OPIS NEUSAGLASENOSTI KOJA ZA MERU IMA KOREKCUU

lzgradnja prikljutaka u odnosu na zahteve
Datum 06.10.2017.

Potpis

IDENTIFIKACUA UZROKA KOJI JE [ZAZVAD NEUSAGLAS
Ukupan broj zahteva za prikljuéenje na mrezu obuhvata i zahteve koje
tehnitki nije moguce realizovati kao i zahteve za rekonstrukciju
postojecih prikljutaka.

PREDLOG KOREKCUE
Potrebno je izvriiti selekeiju zahteva kako bi dobili realan podatak o Planirani datum
. T .. . . . . zavrietka mera
broju zahteva za nove prikljucke koje je moguce tehnicki realizovati.

Lice zaduzeno .
za realizaciju Ljiljanic S.

Potpis
odgovornog lica

OCENA EFEKATA PREDUZETE KOREKTIVME MERE
KOMENTAR: Preduzeta mera

dala ofekivane
rezultate

Datum zavrietka
mere

Verifikacija
preduzete mere

Statistike: Komentar:
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Step 8: COMPARISON OF KPI CONTROLLING -
BENCHMARKING
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Indikator Ocena Rizik ExYU Zapadna
<5 Evropa

POUZDANOST
Stvarni gubici po prikljuéku (1/d: 172 | 9 | | 1049 | 265 |
Stvarni gubici po km mrefena dan (m3/km) 107 | 8 | | 26 | 83 |
Broj kvarovana mrezi (broj/100 km) “-
KVALITET USLIJGE
Zalbe na uslugu po prikljuéku (broj/1000priklj) | 81 | 5 | | 522 | 102 |
Zalbe na uslugu po korisniku (broj/1000 korisn) _-_—
Zalbe u vezikvaliteta vode (%) _ _—
Zalbe-pitanja na obra¢un na 1000 korisnika 133 | 5 | | 156 | 183 |
ODRZ I‘FGST
Neprihodovana voda po objektu (m3/posed) - e06 | 9 | | 179 | 309 |
Neefikasnost korise 11a vodnihresursa (%) “-
Obnavljanje mreze (%/godin: | 020 [ 2 |
Saniranje mreze in __-
Zamena mreZe in | 020 | 3 |
Gubici u distribuciji (%) 305 | & | | 439 | 157 |
Potrosnja el.energ.za proiz.i distrvodekWh/m3 | 051 | 7 | | 546 | 057 |
Potr.el.energ. po m3 prodate vode _-
Prosecno zaduz. za direktnu potroznju (€/m3) “-_
Broj zaposlenih na 1000 prikljucaka “-_
Broj zaposlenih na 1000 poseda 9 | | 399 | 088 |
Jediniéni ukupni tro3ak ((€/m3) _—-

Evaluation 10 = 10% most successfull companies
Evaluation 9 = between 10 and 20% of most successfull companies...




Step 9: PARTNER SEARCH FOR EXPERIENCE EXCHANGE OF
REPRESENTATIVE PRACTICES
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Step 10: IMPROVEMENT OF RELIABILITY AND DATA
GATHERING

ORACLE BAZA: APLIKACI]E:
¥ Komercijalna v" Proizvodnja
v Emjigovodstvena v PPOV
v Kadrovska v' Laboratorija
v" Obratun zarada ¥" Vozni park
v APEX v GIS
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KONTROLING - KLJUCNI INDIKATORI PERFORMANSI JEP "ViK™ SUBOTICA ZA 2017 /2016, GODINU

FROIZVODN]JA - NEPRIHODOVANA VODA
M| zo17. | 2016 | 2017/2016 |
“m
“

Naziv indikatora /podatak
Zahvadena sirova voda
Patisnuta vada u distribuciju
Gubici u profzvodnji

Should we waste time and personnel for gathering already existing input data or

analysis?!



Step 10a: REDUCTION IN THE DATA MATRIX
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