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EXECUTIVE SUMMARY

Review of enterprise resource planning (ERP) syst@nunited Nations organizations
JIU/REP/2012/8

The objective of this report is to review the impkntation, use, maintenance, evolution,

upgrade and extension of existing ERP systems enUhited Nations organizations, apd

establish success factors for enhancing their isadtéity and flexibility to evolving use
requirements and technology. The review aims t@ lebanizations improve their ER
systems as well as their benefits; identify systeioe opportunities to share, harmonize g
standardize ERP operations between the organizatgirare services or merge compong
of systems in order to maximize synergies acrosssytstem; and strengthen the position

the United Nations organizations in their relatiovith ERP providers. In doing so, the repp

nd

nts

of
1

=

assesses the efficiency, effectiveness, value adogxact, user satisfaction, coherence and

sustainability of ERP systems.

The findings, conclusions and recommendations ef ghesent review build on previo
related Joint Inspection Unit (JIU) reports, aslvasl on current and previous studies on
implementation of ERP systems in the United Natktnscture.

Main findings and conclusions

the

Implementing an ERP system is a journey that regustrong project management techniques

and entails direct and indirect costs throughowt life cycle stages of the system. T
Inspectors found that most organizations’ ERP systevere implemented over budget 4

he
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over schedule, as a result of weak project planaimd) management, including: inadequate
definition of functional requirements; unrealistiudget and schedule; changes in [the

project's scope; delay in data conversion and lmssinprocess re-engineering; useg

rs’

resistance to change; and unforeseen customizatists. The Inspectors concluded that

organizations need to better follow success faciestified in this report, share lessg

ns

learned within the system and enhance inter-agealtgboration for ERP support to achieve

more cost-efficient ERP implementation, maintenaarog growth.

The Inspectors realized that most United Natiorganizations initially opted for a highly

customized ERP, as managers were reluctant toigedbasiness processes. At the time

of

the upgrade, they would reimplement or upgradesytséem in a less customized manner, due
to the high costs associated with the maintenandeupgrade of customized systems, and to
users’ learning curve, which permitted better useseptance of a less customized system.

The Inspectors also found that high customizatibBERP systems had a negative impact|

on

ERP systems’ usability and accessibility. The liespes concluded that organizations should

effectively re-engineer their business processes lenit ERP customizations, taking tl
opportunity of upgrades to revisit business proegss

e

Regarding costs, the Inspectors noticed that eagfanzation measured ERP costs
differently, making it very difficult to assess thetal cost of ownership of ERP systems.

Indirect costs tended to be omitted from ERP ptejdoudget, as well as the projection
maintenance and upgrade costs, despite the fattthiey constitute the biggest cg

of
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proportion in an ERP system’s life cycle and tiegtré is a direct causal relationship between

the initial customizations made to such a systemh it future maintenance and upgra
costs. The Inspectors concluded that to ensurectaffe governance of ERP projec
organizations should define a realistic cost plaoluding the ERP total cost of ownersh
elements as well as contingencies. Adequate fundinguld be provided according
throughout the project life.
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The Inspectors also found that most organizatiansat measure quantitatively ERP bene
and cost savings or cost avoidance, although maported that ERP allowed th
streamlining and harmonization of business proceaseoss organizations’ duty stations,
well as efficiency gains and improved informatioramagement and reporting. ERP @
enhanced internal controls and the availabilitytiofely and consolidated financial dai
notably supporting the strengthening of financiahttols. The Inspectors concluded tl
since ERP projects represent major investmentstiferorganizations, they require clg
monitoring and reporting mechanisms on the progoéssiplementation and achievement
expected benefits.

The Inspectors observed that the extent to whiclP Blgstems had a positive impact
organizations in which they were implemented dependn the implementation approa
change management and training strategy that hex ibgplemented; users’ learning cur
data governance; internal controls that had bedhibto the system; users’ accessibility
the system; and organizations’ capacity to coldext review users’ feedback once the sys|
had been implemented.

The Inspectors found that ERP projects were imglnigye a lack of appropriate training

managers, key ERP staff and end users before tetdERP implementation. Lack of traini
resulted in managers’ and users’ resistance togehadata inaccuracy and reporting 3
internal control issues. The Inspectors concluded &dequate training on the benefits

functionalities of ERP should be provided to exigtand future managers, key ERP staff

end users throughout the ERP life cycle, and thptapriate resources should be allocate
training on an ongoing basis. Moreover, the Inspactealized that the lack of intern
controls in the system also resulted from the lafcingoing feedback mechanisms followi
ERP implementation. The Inspectors concluded thgdrazations should constantly monit
users’ feedback and strengthen the internal oygr®igERP systems, to identify and addr:
arising issues and risks. Also, to mitigate intéowetrols risks, staff roles and responsibilit
should be redefined in accordance with ERP busipexssses, and managers should be
fully accountable for electronic approvals madéhia system.

Regarding coherence, the Inspectors noticed ttredwadh there is no coherent United Natig
strategy regarding ERP implementations, ERP haoledcertain degree of harmonization
business processes across the United Nations sydtento a number of factors, includin
the implementation of more “vanilla” (uncustomized®RP systems over time; tl
convergence of functionalities offered by ERP pdevs; the possibility of integratin
different systems; the sharing of ERP systems amsome of the organizations; al
International Public Sector Accounting Standard3S@AS) implementation. The Inspectg
found that the fact that organizations have diffemelles and regulations, charts of accoy
and reporting practices was one of the main ispuegenting greater ERP coherence.
Inspectors concluded that the Secretary-Generdlisicapacity as Chairperson of the Uni
Nations System Chief Executives Board for Coordama{CEB), should speed up the effo
of the High-level Committee on Management (HLCM) Harmonize business proces
across the United Nations system, with a view tbaecing organizations’ efficiency ar

fits
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effectiveness. As technology evolves and the ERferys implemented gain more maturity

in use, it will be possible in the future to useed&RP, as illustrated by Procter and Gamb
ERP experience.

Moreover, the Inspectors observed that in the ERFet, suppliers have a disproportion
amount of negotiating power relative to customanrs] that the CEB HLCM should establi
a task force to review system-wide opportunitiesBE&®P collaboration, and better positi

le’s

ate
sh
on

United Nations system organizations vis-a-vis ER®¥igers.




The report contains four recommendations: one addrkto the Secretary-General as hedad of
the CEB, one for the consideration of legislatie®kgrning bodies and two addressed| to
executive heads of United Nations system orgamizati

Recommendation for consideration by legislative andayerning bodies

Recommendation 2

1)

The legislative/governing bodies of United Nationsystem organizations should exercis
their monitoring and oversight role on their respecive ERP projects on an ongoing
basis, including implementation, maintenance and grovt policy, cost-efficiency and
achievements of the overall objectives of the projex
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I. INTRODUCTION

A. Background

1. As part of its programme of work for 2012, tH&) Xonducted a review entitled “Review of
enterprise resource planning (ERP) systems in dnNations organizations”. This review builds on
previous related JIU reports, as well as on cureertt previous studies on the implementation of ERP
systems in the United Nations system.

2. In general, ERP systems provide standard apiolitato manage the financial, human and physical
resources of a user organization, integrating dathbusiness processes under a unified informagistem
sharing a common set of data. ERP systems are cadpd modules by functional area, such as finance
and accounting, human resources management anty shgin management that can be implemented in
stages. The modular design also allows the impléation of selected functions only. They are also
designed to include modifiable parameters that taspme extent, be configured to reflect the Jpétes

and workflows of organizations. Configuration opanclude settings such as the definition of tiarcof
accounts and fiscal periods, as well as param#tatsirive business processes.

3. Most United Nations organizations have investe@RP systems to replace legacy systems, for
cost containment reasons and to improve operatipealormance, efficiency and internal controls.
Considering the available industry-wide solutiomsl #heir benefits, particularly when compared toeot
means of processing structured organizational @&R#&, systems have the ability to automate and rateg
business processes, share common data and pramtioss an organization, and produce and access rea
time information.

4. These systems offer organizations the oppostdaindopt good practices and have the potential to
enhance operational efficiency, accountability anganizational performance. They provide a platform
that facilitates organizations’ adoption of newhealogy. Moreover, the ability to access ERP systard
their centralized, integrated databases through telwsers facilitates the outsourcing/offshoring of
support services/functions, as well as the deve@opnof centralized shared service centres for the
provision of those services/functions.

5. ERP systems are considerably complex. Theiramphtation is often lengthy, cumbersome and
costly, involving considerable organizational charand numerous stakeholders, including information
technology personnel and representatives of senqviogider and user departments, as well as external
consultants and system integrators — i.e. impleatiemt partners. Such projects require an experéence
project implementation team as well as effectivejgmt management, change management, governance
and risk management mechanisms.

6. Organizations investing in ERP systems increggirecognize the importance of improving the
methods for evaluating the outcome of ERP impleatént in terms of improved efficiency, effectiveses
and organizational performance by establishing hat dutset of the project clear, agreed goals and
objectives for the project and a fully developedibass case for the ERP implementation, along tligh
measures for determining success. These projectddshe delivered on time, within budget and wiik t
expected functionalities, weighing the necessageroffs.

(a) Related General Assembly resolutions and ACAB@eports

7. In its reports on progress in the implementatbrthe United Nations ERP project (Umoja), the
Advisory Committee on Administrative and Budget@yestions (ACABQ) has consistently called for
increased collaboration between the United Nati@eretariat and other United Nations system
organizations. This collaboration could be viewedaalong-term option for lowering ERP costs in the



future. The Secretary-General is mandated to pagicpkar attention to maximizing exchanges and
synergies between the organizations regarding thspective ongoing ERP initiatives, and to exantiree
feasibility of convergence towards the adoptiocahmon ERP solutions among the entities of theddnit
Nations system in the long term (see A/65/576, .pdfy and A/66/7/Add.l, paras. 41-43. Those
recommendations were endorsed by the General A$gémits resolutions 65/259 and 66/246).

(b) Related JIU reports and key issues raised

8. This is the first system-wide ERP review carmed by the JIU. Nevertheless, over the past years,
the JIU has conducted a number of reviews on isslated to the implementation of ERP systems acros
the United Nations system organizations and/or tlode in the delivery of administrative servic&e JIU
Inspectors, in related report$iave long held the view that the organizationthefUnited Nations system
could greatly benefit from increased cooperatiothi delivery of information systems and admintstea
services, both in terms of increased savings aficiegfcy gains as well as increased effectiven&bgy
have consistently encouraged such cooperation,ligiging the need to share experiences among
organizations; to standardize, simplify and harmeriusiness practices; to share common informatioh
communication technology (ICT) and business sohgtiand strategies wherever possible; and to avoid
costly duplications.

B. Objectives and scope

9. The objective of this report is to review theplementation, use, maintenance, evolution, upgrade
and extension of existing ERP systems in the Uriitations system organizations, and establish sacces
factors for enhancing their sustainability and ithlKy to evolving user requirements and techngloghe
review aims to help organizations improve their EfyBtems as well as their benefits, and identiftep-
wide opportunities to share, harmonize and standafdRP operations between the organizations, share
services or merge components of systems in orderatdmize synergies across the system, and stremgth
the position of the United Nations organizationstheir relations with ERP providers. In doing soe t
review assesses the efficiency, effectiveness,evadded, impact, user satisfaction, coherence and
sustainability of ERP systems in the United Natisystem.

10. The scope of the review is system-wideyering ERP implementation in all JIU participatin
organizations until mid-2012.

C. Methodology

11. In accordance with the internal standards amdegines of the JIU and its internal working
procedures, the methodology followed in preparihg treport included a preliminary desk review,
questionnaires, interviews and an in-depth analysidetailed questionnaire was sent to all parétipy
organizations, and an online survey was also setite participants in the 2012 joint meeting of Qs
Customer Advisory Board for International Organizas (CABIO) and the SAP Special Interest Group
(SAP-SIG)? On the basis of the responses received, the Itmspemonducted interviews with officials of

! Previous ERP-related JIU reports include the rispon a common payroll system; ICT governance; Ho$ting
services; offshore service centres; IPSAS prepasgjnaccountability frameworks; travel arrangemeatsl the
Medical Service. Relevant parts of these repogsammarized in Annex 1, available at www.unjiu.org

2 The joint CABIO/SAP-SIG meeting included over 1@@rticipants — mainly IT (information technology)
representatives from international organizationd sales representatives from Oracle and SAP. Metaild about
the methodology are available at www.unjiu.org.



the participating organizations and also soughtvtess of other international organizations, inéhglthe
International Monetary Fund (IMF) and the World Raand Procter and Gamble in the private settor.

12. The JIU was also given access to the survgyonsgs collected in the framework of the Umoja
study on the implementation and ownership of ERfesys by United Nations organizatidhahich were
also used for the drafting of this report. Moregtke Inspectors conducted focus groups with usens a
sampling of organizations, selected according éoftiowing criteria: Oracle and SAP users; sefesdt-
driven and headquarters-based organizations; agahmations with a small and large workforce. The
findings from users’ focus groups are summarizefirinex V.

13. Comments from participating organizations oa thaft report have been sought and taken into
account in finalizing the report. In accordancehwdtticle 11.2 of the Statute of the Joint InspetiUnit,

this report was finalized after consultation amahg Inspectors so as to test its conclusions and
recommendations against the collective wisdom efdi. To facilitate the handling of the report dahd
implementation of its recommendations and the nooinig thereof, Annex VI contains a table indicating
whether the report is submitted to the organizatioancerned for action or for information. The ¢abl
identifies those recommendations relevant for emghnization, specifying whether they require asien

by the organization’s legislative or governing bamtycan be acted upon by the organization’s exeeuti
head.

14. The Inspectors wish to express their appreciat all who assisted them in the preparatiorhisf t
report, and particularly to those who participaitethe interviews and so willingly shared their kiedge
and expertise.

II. Implementation and maintenance

A. Overview

15. Among the JIU participating organizations rexde, 13 are using Oracle and/or People&sttyen

are using SAP and one is using Agresso. The Iniema Telecommunication Union (ITU), which took
the lead in finding a more sustainable and costiefft system, concluded that ERP was the bestisnlu
for its needs. At that time, the United Nationsteys organizations had not come up with a common ERP
or customized solution.

16. Other organizations followed ITU, and a waveE®P implementations started in the 1990s, with
the Food and Agriculture Organization of the Unitéthtions (FAO), the United Nations High
Commissioner for Refugees (UNHCR), the United Naichildren’s Fund (UNICEF) and the World
Food Programme (WFP). However, United Nations systeganizations are at different stages of ERP
implementation and some organizations are stilhait an ERP systthThe way the same software is
configured for each ERP instance varies accordingéach organization’'s specific business needs and
practices.

3 with about 120,000 employees, 300 brands sol@thcbuntries and operations in different regionalirwontinents,
Procter and Gamble provided some similarities with United Nations system, in terms of scale andptexity. See
http://www.pg.com/en_US/downloads/company/PG_GB 8tdfeeet.pdf

4 The full results of the Umoja survey are availatmethe JIU website.

5 Oracle includes Oracle Financials, PeopleSoft@ratle E-Business Suite.

® See Annex II.



17. It is important to note that the Internatior@ilil Aviation Organization (ICAO) is the only
organization using Agresso and that the UniteddwatiRelief and Works Agency for Palestine Refugees
the Near East (UNRWA) and the Comprehensive Nuéleat-Ban Treaty Organization (CTBTO) are
currently working with WFP on the ERP design phémean SAP-based solution. The United Nations
World Tourism Organization (UNWTO) will study theogsibility of introducing an ERP or another
integrated system after implementing the IPSASuiid. shows the use of ERP by organizations.

Figure 1: ERP systems implemented across the United Nens systen{

m Oracle mSAP m Agresso

5%

62%

18. Over time, the functionalities offered by Oeelnd SAP are becoming more similar, and new
technologies make it possible to interface differeRP systems. However, the benefits of ERP systems
can only be fully maximized if all the core busisgsocesses are run on the same instance, usingla s
database, and if they are only interfaced with revetlesystems for very specific business procesies.
general problem noted with ERP implementationsh& not all of the business processes are handled
inside the same system. Some organizations useQraitie and SAP systemigjue to the fact that in the
early days of ERP, PeopleSoft — now Oracle — watebsuited for human resources, and SAP for
accounting and finance. Since this is no longee,titiwould be expected that in the long term, ¢hes
organizations will run all their business proceseabe same ERP.

19. In very few cases, it is simpler and bettea¢quire specialized software rather than customizin
the ERP to meet very specific requirements, duthéonature of the business. For example, the United
Nations Department of Field Support (DFS) Air Trams Section is in the process of acquiring spedl
software — ATMS — to deal with aircraft manageméetause it cannot be handled in the ERP.

B. Costs

20. Implementing an ERP is a journey that entailectl and indirect costs throughout the life cycle
stages of the system. The total cost of ownershgndERP consists of software and hardware acepnisit

7 According to JIU questionnaires, almost 40,00@diusers are currently using Oracle, about 16588, and less
than 1,000 Agresso. With the implementation of Uandhere will be about 25,000 direct SAP usershin Wnited

Nations system.

® The United Nations ERP (Umoja) is included in Séifce it will be its core system. UNDP, UNFPA, UN®Bnd

UN-Women are using the same ERP system. WHO andIDRAre using the same ERP system.

° As an example, the United Nations Secretariatcivhiill be using SAP as its core system, is usimgc® for

human resources (Inspira).



costs, implementation costs associated with thdogerent and roll-out of the system, operation costs
pertaining to the maintenance of the system ontmstbeen deployed, and ongoing change and growth
costs regarding the upgrade of the system andiaadif new functionalities. It also includes assted or
hidden costs, such as data cleansing; documentafidate; migration, validation and reconciliatioh o
data; interfaces development between legacy infiomaystems and the ERP; user testing; deployment
management; ongoing training costs; and a losgaff groductivity following the implementation ohé
system, which are mainly borne by ERP business mwvne

21. The CEB ICT Network is currently trying to déy@ a common assessment approach of the total
cost of ownership of ICT activities, a project tisséarted in early 2011 and is expected to be fedsby
early 2013. However, it only focuses on ICT costsaavhole, and does not individually address tie to
cost of ownership components of ERP systems. FA®iisg to identify technical components of thealot
cost of ownership of its ERP (see box™d)Nevertheless, at the time the review was condyatadh
organization measured ERP costs differently, makingry difficult to assess the total cost of ownstep

of ERPs implemented in the United Nations systemthe opinion of the Inspectors, the CEB ICT
Network project should be expanded to develop a commanethodology for assessing the total cost of
ownership of ERP systems.

Box 1. Technical components of ERP total cost of mership identified by FAO

[l Hardware acquisition, maintenance and ongoing cledlgmpwth costs, pre- and post-implementation;

Software acquisition and maintenance costs, pre-@ost-implementation;

Personnel costs for the ERP implementation, maartea and ongoing change/growth, pre- and post-

implementation;

[l Network and communications acquisition costs, anthtanance and ongoing change/growth costs post-
implementation;

[l Facilities and other acquisition costs.

O
O

22. Based on the information provided by the orgations, the cost of ERP implementations in the
United Nations system amounted to at 1&#S$712 million This figure does not include annual recurring
maintenance costs, which amount to at €#8$66 million per year: It also excludes associated costs,
which tend to be omitted from ERP budgBtsleading to a lack of transparency of the actual
implementation costs and preventing the governiogjds of the projects from taking timely and infean
decisions to mitigate risks, including the riskagfck of funding.

23. In this regard, the Inspectors would like teate the JIU report on ICT governance, which
highlights that “effective ICT governance at thepmrate level cannot be achieved without a cleetupé

of the total ICT costs incurred by the organizatibh In order to secure adequate funding,
organizations should define a realistic cost planyhich includes the ERP total cost of ownership as
well as contingencies. The legislative/governing bieés should provide adequate funding of ERP
projects’ requirements, on the basis of that costlgn.

24. For the acquisition and implementation of ERBteams, organizations reviewed would normally
have a project budget, which could include softwaences, hosting, hardware and infrastructureereal

10 At the time of the JIU review, the data availaivtes still being assessed.

1 See their breakdown per organization in Annex IV.

2 As an illustration, the United Nations Board ofdiors estimated that Umoja’s currently unbudgedssiociated
costs “could total between86 million and $10 million”, excluding human resources, which is still haddia

Inspira. See the First annual progress report @Bbard of Auditors on the implementation of theit&lsh Nations
enterprise resource planning system (A/67/164agraph 69.

13JIU, ICT governance in the United Nations systeganizations (JIU/REP/2011/9), para. 99.



consulting, project staff costs, support costsiaii@l training costs. Regarding licences, eadyaoization
pays a very different price for similar softwareelces. ERP licence costs vary depending on the
geographic region and the time of the implementatarly ERP adopters benefiting from higher distsu
than late adopters. The licence pricing models \aa®/ complex, and may involve costs by central
processing unit (CPY) and/or by users. Depending on the agreement adedlwith the ERP vendor,
additional licence costs may be incurred for eaRIP Eesting instance.

25. The projection of maintenance and upgrade dostan ERP tends to be missing from the ERP
implementation projects’ budgets, despite the tiaat they constitute the biggest cost proportioanrERP
life cycle, and that there is a direct causal reteship between the initial customizations madandcERP
and the future maintenance and upgrade costs afytem. In the Inspectors’ viewjs important that in
ERP implementation budgets, organizations provide chaly defined future ERP maintenance and
upgrade costs, including cost implication forecastsf the proposed software customizations.

26. Once ERP systems have been implemented, the associated with the licence maintenance and
ongoing support costs tend to be included in tlgamizations’ overall ICT budget. However, estimaiés
ERP costs outside of ICT are hard to determine.a@xample, in WFP, ERP support costs are budgeted
separately in the ICT division; however, such cesesnot budgeted separately in the business iitse

the ERP is part of the business activities.

27. ERP providers push for the upgrade of ERP systeeleasing new versions of the software every
four to five years that provide new functionaliti@sodules and bug fixes (see Annex Il), and ceaging
support old versions of the software shortly aétemew version has been released. ERP upgrades imply
significant costs for the organization. The moreERP system’s core code is customized, the gréater
cost of its upgrade, since at each upgrade themiztions have to be made again. It is possilde/ever,

to reduce the costs derived from customization dgjirsg home-grown “bolt-ons”/ add-on modules within
the ERP, rather than making the customizationénsfstem’s core codg.

28. Planning for the recurring upgrade costs agukss be problematic for organizations, especially
due to the annual or biennial nature of the Unitations organizations’ budget, which does not alfow
the necessary multi-year planning of ERP projebtsaddress this issue, UNDP is currently lookinghat
possibility of having an ICT money reserve whenedsiwould be saved in view of future upgrades.

29. In the opinion of the Inspectothe executive heads of the United Nations systemgamizations
should calculate and report regularly to their legslative/governing bodies on ERP costs throughout
the projects’ life cycles.

C. Efficiency

30. ERP projects are often wrongly seen as ICT egtsj however, they are major business
transformation projects which imply a culture chang the way things are done in an organizatioreyTh
require strong forward planning, management andeg@nce, and users’ buy-in to be implemented
successfully and bring about the intended benfefitthe organization.

1 The CPU is the hardware within a computer systérthvcarries out the instructions of a computeigpamme by
performing the basic operations of the system. Slizeasing models make organizations pay a licegereprocessor
running the ERP software.

15 Options for ERP customization include rewritingrtpaf the core code, writing a home-grown bolt-atifaon
module within the ERP system or interfacing to atemal system. See the JIU webshétg:/iwww.unjiu.org for a
further discussion of the difference between ERffigaration and ERP customization.



31. The Inspectors found that that 67 per centRP Bystems were implemented over schedule and 33
were over budgef The most common reasons for a slipping timelirguiied: changes in the project’s
scope; delay in software customization; users’stasce to change; inadequate initial timeline; yWéfa
data conversion; change in the project’s originedtegy; and delay in business process re-engimgeri
ERPs were implemented over budget mainly due tforaseen customization costs; inadequate definition
of functional requirements; unexpected delays & ithplementation; and unrealistic estimation oftgos
(see Annex Ill).

(a) Project planning and software selection

32. During the review, the Inspectors observed tiatmain reasons for ERP implementation failures
are: inadequate project and budget planning; imetudnrealistic planned timeline; changing proguope;
inadequate definition of functional requirementadequate project staffing; and poor project mamage
arrangements. Since ERP systems are about busindssot ICT, it is important that business owners,
including senior managers and users, are involwetla project from its outset. In the Inspectoisy the
responsibilities of business owners in ERP implegat@n and maintenance, and their associated costs,
should be clearly defined from the inception of t®ject, and the necessary human and financial
resources should be allocated accordingly througtioe project life. Planning should also forecdsd t
decommissioning of legacy systems and their assatzosts.

33. Planning for the project timeline and scopeoines defining the implementation strategy of the
project. Options include using a “big bang” apptoéice. a one-time deployment in all locationsphased
approach or a “pilot first” approaclﬁ.A phased approach strategy can divide the impléatien in stages

by functionality, geographical location and/or typé office — i.e. headquarters, regional officed an
country offices. Among the organizations review@@ ,per cent adopted a big bang approach, 23 pér cen
adopted a phased approach by functionality ande2Xent adopted a phased approach by geographical
location and/or type of officé®

34. In general, implementing ERP with a big bangraach is much riskier than implementation using
a phased approach. It therefore requires very gtrisk management, viable communication and change
management strategies. Moreover, the risks asedcwith a big bang approach tend to increase \migh t
size and complexity of an organization. On the othand, a big bang approach has the potential of
streamlining all the business processes of an @aton at once and of cutting the costs associaféu

the maintenance of legacy systems, provided tlesetiare decommissioned when the ERP is implemented.

35. According to the Secretary-General's Fourthgpess report on the enterprise resource planning
project (A/67/360), Umoja is expected to replacé Ejacy systems and to interface with 300 syst€ms.
Since core business processes, including humannees) finance, procurement, inventory management
and central support services, are expected to Ipeimuan ERP, it is important to include the

16 Source: results from the survey of the participamtthe CABIO/SAP-SIG joint meeting. The surveyswwampleted
by representatives from 19 organizations.

1 with a big bang approach, users have to switchn fiegacy systems to the ERP on one single datey fvhich
legacy systems will not be used anymore. With asptieapproach, the ERP is implemented in phaseisiedeby
functionality, geographical location and/or typeoffice. With a pilot first approach, the ERP igroduced in some
locations or departments first, and extended teroltbcations or departments over time if the pyields satisfactory
results.

18 Source: results from the survey of the participamtthe CABIO/SAP-SIG joint meeting.

¥ Fourth progress report on the enterprise resqulezening project: Report of the Secretary-Geneké1/360),
para. 76.



decommissioning of the main legacy systems runrh@gse processes, such as IMIS (the Integrated
Management Information System), Galileo and Mercuny Umoja’s project implementation plan and
timeline. The 2012 ACABQ report on ERP further “enthes the need for the timely decommissioning of
the systems that are to be replaced by [ERP] ieraml avoid unnecessary costs [and] recommends that
details of the systems to be decommissioned, imuuéhformation on the related post and non-post
resources be provided in the next progress report”.

36. For large organizations, using a phased appréac ERP implementation is usually the best
solution, if it involves adequate planning of thetiee project, including the integration of all lnesss
processes under a unified information system armd dacommissioning of legacy systems to avoid
duplication of costs. In the Inspectors’ view, Egtive/governing bodies should keep top managers
accountable for the achievement of the ERP prajetiverables, within the planned timeline and budge
Since ERP projects are major undertakings, thescbsiefits and risks associated with the planriRE E
implementation approach have to be carefully assiedsring the design phase of the project.

37. The linkages and interdependencies of ERP @rmojeith other major business transformation
projects — such as IPSAS, decentralization or offgly initiatives — that may be going on simultanglg
within the organization should be clearly definedluding associated risks and contingencies, guen
full consistency and harmonization of activitiesdahe availability of appropriate levels of humamd
financial resources. Generally, these projectsppessure on the same officials in organizationsretfore,
poor planning and coordination between major bissineansformations projects may lead to the faibire
all or part of these projects.

38. As an example, the linkages and interdependsrimétween IPSAS and ERP projects should be
clearly defined. UNICEF decided to implement itsFEglobally and IPSAS at the same time, to avoid the
data conversion problems that would occur if theplemented IPSAS with legacy systems and to avoid
the cost of modifying a dead-end custom-made syftem new accounting standardOn the other hand,
UNWTO decided to implement IPSAS first, before ddasng whether to implement an ERP, due to its
limited resources. The United Nations was expedtedmplement the first phase of its ERP (Umoja
Foundation) and IPSAS at the same time. Howevee, tduUmoja’s delay, IPSAS will now be first
implemented with legacy systems and manual workatsff Moreover, some organizations had
customized their ERP so much that they had to reiment it or to undo customizations to become IPSAS
compliant. For instance, WFP, which first implenegha very customized ERP (WINGS 1) in 2001, had to
reimplement it (WINGS Il) in 2007/2008 to achie\®SIAS compliance and greater cost-efficiency.

39. Among the organizations reviewed, 78 per cédrthe organizations selected the ERP software
through a competitive bidding proceéddn selecting the software, it is very importanietosure that it fits
best the organizations’ business processes andreswgnts. All user requirements and functional
specifications should be carefully defined priorthe initiation of the software procurement processl
included in the request for proposal. ERP softvelu@uld be selected following a careful fit-gap sses of

its processes with the organizations’ business ga®es, and the assessment of the cost implications,
throughout the life cycle of the ERP, the customiizes, third party and/or legacy systems and system
integrators that may be required.

2 Enterprise resource planning project: Report efAklvisory Committee on Administrative and Budggtar
Questions (A/67/565), para. 77.

2 The UNICEF IPSAS-compliant ERP system based on BasPgone live in more than 134 countries and 390
offices.

2 A workaround is a temporary solution to bypassagnized problem in a system.

% Source: Umoja survey.



(b) Implementation approach and business process-engineering

40. ERP systems were built incorporating good jmest and should therefore theoretically be
deployed “as is”. Standard ERP systems offer condition options allowing organizations to add sarhe
their business rules, which can survive the systempgrades. However, even if the systems have been
configured, there are always some gaps left betwieerERP systems’ processes and an organization’'s
business processes. Organizations are left widetbptions:

(a) Option 1: adopt an ERP without customizatiora(filla”) and re-engineer their business processes
accordingly;

(b) Option 2: customize the ERP to fit the orgatiiwds business processes;

(c) Option 3: adopt a mixed approach and carnjimited customizations to the system.

41. In some cases, organizations use a mixed agpr@ad only make limited customizations to the
system (see Table 1). Organizations with a mixeutagrh can, for instance, adopt standard procésses
non-core activities and have specific processeshf@rorganization’s core business. Each optiongotss
benefits and disadvantages which should caref@lwbighed by organizations when they define thR&PE
implementation approach.

Table 1. Strengths, weaknesses, opportunities ankreats analysis of each option

@ 1. Adopt “vanilla” ERP 2. Fully customize the ERP 3. Adopt a mixed approach and only

5 according to the organization’s | make limited customizations to the

§ business processes system
- Makes ERP implementation, - Makes user acceptance of the | - Limits the costs of customization and
maintenance and upgrade system easier to achieve. makes the system easier to upgrade thgn a

@ easier, cheaper and faster; fully customized system;

=3 - Streamlines standard good - Allows the system to be tailored to an

S practices in the organization’s organization’s critical needs;

5 way of doing business. - Customization through add-on modules
may survive the upgrade, although it
requires retesting.

" - Implies the need for more | - Implies very high - Implies higher implementation,

= user preparation and training| implementation, maintenance andmaintenance and upgrade costs than a

& on the system; upgrade costs, as well as higher| “vanilla” ERP implementation.

< - The system is not tailored tg testing costs;

3 the organization’s specific - Implies high support costs and

= needs. heavy dependence on specialized

internal knowledge.
- The ERP system can easily - The use of third party systems for very|

@ be upgraded, and can take fyll specific processes (e.g. aircraft

0 advantage of new management) can provide more extensive

g technological innovations; functionalities for organization’s core

S - The ERP vendor is business.

S | responsible for the

O performance of the system, if

issues arise.
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@ 1. Adopt “vanilla” ERP 2. Fully customize the ERP 3. Adopt a mixed approach and only
5 according to the organization’s | make limited customizations to the
g business processes system
- Higher risk of user resistange- Customization increases the risks Bolt-ons/ home-grown modules create
to the system, if they have nat of implementation timeline and | risks of bugs in the system;
been well prepared and budget slippage; - The use of third party or legacy systems
involved in business processes If the core code of the ERP increases the risks of data inaccuracy as
reengineering; system has been customized, it | data from these systems may not be
- Especially for small may prevent organizations from | transferred to the ERP system on a realt
organizations, there are risks| upgrading their system and from| time basis (e.g. it may only be transferred
of staff loss of productivity, as taking advantage of new at night). Moreover, manual data transfer
" the ERP system may make | functionalities as technology increases the risks of data inaccuracy.
© some business processes evolves (see the examples of the
E longer and more complicated| World Bank and the IMF in Box
= than the original business 2);
% processes. - The effect of customization on
¥ the system is not predictable. It
may create bugs, which will not he
the responsibility of the vendor;
- Staff with specialized internal
knowledge of the system’s
customization may be hard and
costly to retain;
- The over-customization of ERP)
may undermine the system’s
benefits.
42. Most United Nations organizations reviewed tied implemented ERP ended up adopting a mixed

approach, as a result of a twofold strategy. Adtfithey would opt for a highly customized ERP. iThe
when it was time to upgrade, they would reimplem@ntipgrade the system in a less customized manner,
due to the high costs associated with the maintsnand upgrade of customized systems, and to users’
learning curve.

43. The experiences from the IMF and the World Banlknmarized in Box 2 provide a good
illustration of the risks associated with heavy ER#ftware customization. In view of the impact of
customization on the system’s total cost of owngrsmd functionalities, it is necessary that senior
managers carefully assess the cost-efficiency efplanned ERP implementation approach and proposed
customizations.

Box 2.The experience from the IMF and the World Bank withcustomized ERP modules

The IMF and the World Bank implemented highly austed versions of PeopleSoft's human resources lmosince at
that time the software was missing basic functitieal and managers were not ready to change basipeocesses. The
systems were so customized that later it was tperesive to remove the customizations and upgraglentdules.
Reimplementation of the modules is the only walget@ble to upgrade them with new functionalitielse World Bank
therefore started reimplementing its human resosireedule, with a view to have it be as “vanilla” psssible, taking intq
account the organization’s policies, mandates aghl requirements. Having learned from its expeséert developed
good workplan for the reimplementation. The new ufdds expected to be implemented in 2013, withp&0 cent
customization instead of 80 per cent.

At this point, the risks of not upgrading the ERE eonsidered low by the IMF, since it is selfisight in maintaining its
code base, and can continue to do so for as lon@rasle continues to support People Tools. Therfidre IMF has no
reimplemented its human resources module yet, @dinot plans to remedy that problem. As an altekmatin order to
implement new functionalities, it uses softwarexegervice (SaaS) modules — i.e. cloud-based huesources self-service
modules — that are integrated with PeopleSoft’s dmumesources module.
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44. The Inspectors found that there are unnecesssstomizations of ERPs due to the failure of
managers to redesign business processes. This waiaty due to managers’ lack of awareness of the
benefits of ERPs, resistance to change, the lagoofl governance structure and clear lines of aityho
and responsibility, and the difficulty and comptgxf changing some of the business processes.

45. It is of the opinion of the Inspectors ththe executive heads of the United Nations system
organizations should prepare a comprehensive projegilan at the design stage, with all aspects of the
project, with the view to re-engineering business necesses effectively and keeping customizations
minimal.

(c) Project governance

46. In terms of governance, 91 per cent of therirgdions reviewed established a steering committee
specifically for the ERP and 83 per cent appoirgtddll-time director/manager responsible for thejgct.

The ERP was managed as a separate corporateiveitint 57 per cent of the organizations, and was
integrated with other corporate initiatives in 2&rment of the casé$.Whether the ERP project is
integrated with other corporate initiatives or risated as separate, it should be led by a cleargamnce
structure, entrusted with necessary decision-matdsgonsibilities and with clear accountabilityekn

47. Since ERP implementations imply corporate calthange, they require cross-functional decisions
by top management. Therefore, ERP projects shoaldvined at the highest level of organizations and
require the full engagement, commitment and leddierérom senior managers in all business areas
involved throughout the implementation of the pebje

48. The Secretary-General of ITU took the leadlliiecisions pertaining to the last ITU upgraded an
the Deputy Executive Directors of UNICEF and WFRaiodd the steering committees governing ERP
projects to ensure that those projects were coetblet time and within budget.

Box 3. Success factors for ERP project governance

Set up a clear governance structure, including:

01 Atop manager with full authority and accountalilfor the project — such as the Executive Directiog, Deputy|
Executive Director for Operations of the organipatior his/her equivalent — to ensure timely anéaive
cross-organizational decision-making throughoutithelementation process;

[l A high-level steering committee or equivalent cbaiby a top manager of the organization, compos$esmior
managers and users from each business unit;

01 Internal auditors sitting on the high-level stegricommittee as observers, who are to provide adweicimternal
controls, risk management and governance issuegeded,;

01 A clear decision-making process with well-definelgés and responsibilities;

[l Clear lines of authority and communications;

[l Qualified, dedicated staffing.

(d) Risk management

49. Ongoing risk assessment of the project and@igsed changes should be an integral part of the
project management and governance process. Riskidshe assessed at the project management ledel an
communicated to the high-level steering committeequivalent throughout the ERP life cycle. Thetsos
of risk mitigation actions should also be well defii and communicated to the high-level steering
committee, so that it can take a timely and effectecision to mitigate high risks if necessaryv&aing
bodies should be regularly informed of high risksl ¢he decisions taken in this regard, and shoefohel

24 Source: Umoja survey.



some of the most important topics and risk mitigatptions.

50. Among the organizations studied, 95 per Cerported that they applied risk management ta thei
ERP projects. Top risks as perceived by the orgdioizs reviewed are: change management issues;
inadequate project design and management; delask t# governance and accountability; and
inappropriate staffing (see Figure Powever, despite these acknowledged risks, many omgaations

lack an ongoing effective risk assessment and managaméamework during the ERP maintenance
phase.

Figure 2. Main risk factors for ERP implementation peceived by organizationg®

Change management 1ssues

Inadequate project degign and management
Delay i go live

Lack of governance and accountability
Inappropriate staff resources

Lack of training

IT infrastructure problems

Lack of project leadership

Delay m business process re-engineering
Data migration problems

|

0% 5% 10% 15% 20% 25% 30% 35% 40% 45%

Box 4. Success factors for risk management

[l There needs to be formal risk management fromelehing of the project.

[l Risks associated with the ERP implementation nediktassessed, monitored and reported to the leighiltl
steering committee on an ongoing basis, togethtr thie costs of risk mitigation actions.

[l Risk assessments need to include risks associdfedivange management issues, inadequate projaonig|
and management, lack of governance and accourtigbifiappropriate staffing, lack of training, tedbal
issues, and interdependencies with other majorgutsjand management initiatives, throughout thesian o|
the project.

[l High risks and mitigation actions taken should abgoreported to governing bodies in a timely manner

(e) Change management

51. ERP implementation requires carefully planneginge management, expectation management and
communications strategy. Lack of users’ buy-intia ERP is one of the main reasons for implememtatio
failure. Risks of user resistance vary dependinghenorganization’s culture and leadership. Morepve
they also depend on the implementation strategyagmioach selected, the risks being higher when ERP
systems are adopted without customization and wiireimplementation uses a big bang approach. Those
risks should be carefully considered when defiritrggchange management and communications strategies
for the ERP project.

52. To support organizational change, users neebetextensively involved in the ERP project’s
implementation. Most of the organizations reviewagerienced, to varying degrees, some user resestan
to change following the implementation of the ERWstly due to a lack of communication and user
training. Senior managers should communicate éffelgt the expected improvements from ERP at all
stages of the project, to manage user expectatibast what the system can and cannot do. ERP should

% |bjd.
2 |pid.
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not be perceived as a panacea for all long-stanglioblems, but rather as an integrated systemvifiiat
require buy-in at the senior management level amah staff who will be using it on a daily basis.View

of the importance of change management, some aa#onis, such as UNIDO, placed the day-to-day
management of the project, including all change agament and communication activities required to
enable a|127successful adoption of an ERP systerheimands of the Office for Change and Organizationa
Renewall

Box 5. Success factors for change management and commiuation

Clearly define a change management strategy and, ptecluding a communication strategy, that integsaother

major business transformation initiatives, and dsta

[l The executive head’s demonstrated support;

[l Establishing ownership and engagement of senioragers in the project from the beginning;

01 Involving users in business process re-enginedrimm the onset;

[l Regular communication from senior managers on tR® Bproject’s status, benefits, challenges and riaksl
what the ERP can and cannot do, to manage userceagms;

[l Continuous, open communication top-down and botipirto ensure that issues can be detected, addiessg|
resolved in a timely manner.

(f) Project staffing

53. Planning for ERP implementation involves ermsyradequate and timely staffing of the project
team. Recruitment takes a long time in the Unitedidths system, and staffing risks and contingencies
should be included in the project’s plan. Due tack of careful planning, the Umoja project was inged

by delays in the team hiring procé€8During the review, the Inspectors noted that iifiging, attracting
and retaining knowledgeable staff on ERP were niagres for organizations. In fact, there is cutyemo
formal roster of ERP experts. Moreover, it is diffit for organizations to hire ERP experts as ctiasts,
since the daily salary offered is much lower tHamgalary they normally receive in the private ect

54. The more organizations customized their ER® ntbre they became reliant on internal staff with
specialized knowledge of the system’s customizatiorhis can be problematic, especially since ERP
experts may be tempted to move to other organizatimplementing ERP which may offer them greater
benefits. For instance, WFP lost some of its mosivkedgeable staff on SAP when they moved to the
Umoja project.

Box 6. Success factors for ERP project staffing

Define an appropriate project staffing plan stagifrom the beginning of the project, including:
Planning for staffing over the project’s entireeli€ycle;

Identifying critical skill sets;

Identifying, attracting and hiring staff and subjenatter experts with the right skills in a timehanner;
Incentives, compensation and a rewards schemdracaand retain qualified staff;

Preventing and planning contingencies for highfsiafnover;

Appropriate training of the project team; and

Formalizing knowledge transfer.

Ooooooo

%" For more information see UNIDO, Unutilized balasicé appropriations: Programme for change and dzgtional
renewal: Report by the Director-General (IDB.38/8dA2), p. 4.

% See United Nations, First annual progress repothe Board of Auditors on the implementation oé tbinited
Nations enterprise resource planning system (AG&%/lparagraph 47.
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(g9) User training and support

55. The Inspectors realized that organizationsnditiprovide enough training before and after ERP
implementation. Training was generally providedita time of the system’s implementation. However,
according to users, it was often insufficient and tushed. Successful ERP implementation and use
require: the training of senior managers, espsacfall those on the high-level steering committeegrisure
that they are fully aware of ERP benefits, advanisathnical training of key users (“super users™§l an
ongoing end user training. ITU hired consultantboteethe start of its ERP implementation to traie t
project team and senior managers participatingérptoject’s high-level steering committee to eagteir

full awareness of ERP benefits and functioning. D8I also conducted dedicated training on change
management and business process re-engineeriiitg &@mior managers prior to the launch of theqatoj
However, in many organizations, such training wasnfl to be lacking, leading to some resistance to
change, including from managers.

56. ERP impacts the way workflows are carried &ince ERP systems rely on electronic approval,
they require managers to use the system much rhare ltefore. However, during focus groups users
reported that many managers and professional stadffe resistant to using the system. They did not
register for ERP training sessions that concermeantand instead sent general services staff on thei
behalf. Managers’ resistance to change leads tmuatability and control issues in the system.

57. The Inspectors found that many organizatiookdd adequate key user and end user training after
the system had been implemented. Organizations astchining of trainer” approach and provided e-
learning resources on the system, which were afoeceived by the “super users” who had been ineblve
in the implementation of the project. WHO has depell an ongoing training strategy and identified a
number of topics to be addressed during face-te-faaining sessions (see box 7 below), and some
organizations like ITU and the World Bank used #tifteation scheme, requiring end users to pass a
training certification before they could use thsteyn.

Box 7.Key training components identified by WHO

] Introduction to the ERP (scope and benefits) Work plan monitoring and reports
] Elements of navigation and supporting tool Human Resources action plan management
(UPK) Leave and Absence management
] Records Management and Vacation Rules Self-service functionalities
] IPSAS Supplier management
] Fixed assets Procurement management
] Change Management Travel management
] Awards management Events and Meeting management
] Work plan and Human Resources plan Financial reporting
management Adult Learning techniques
58. However, in many cases, no user training wasrgd by organizations once the system had been

implemented. “Super users” had to provide trairamg support to their peers, and users were encedirag
to refer to e-learning resources, although these=wet necessarily updated. When key users lefileso
offices remained without any “super user”. If biesia units or field offices felt the need for aduitil user
training, they had to secure the necessary resetmagrganize classroom training.

59. The Inspectors found that such an approactoldgmatic when new staff come to an organization,
especially in small field offices, where staff magt have the time to train their peers. In additihe fact
that some users were given access to the systdrauibeing familiar with all the functionalitiescreased
the risks of data errors in the system, which cegatively impact on many business processes. Lack o
awareness of the system’s functionalities alsocsdfi users’ productivity. In many cases, the latk o
training resulted in users’ frustration.
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60. To solve this problem, Umoja has a trainingtsgy in place that will provide comprehensive
training during deployment and after implementatidhe plan is to create Local Process Expert Traine
from training hubs and missions who will be trainedecome Umoja trainers. These Local ProcessrExpe
Trainers will return to their home missions afteey have been trained to continue an ongoing pst-*
live” Umoja training programme.

61. In terms of support, issues that cannot beveddy “super users” are usually addressed tohamot
level of support. Some organizations, such as FABHCR and WHO, have offshored their support
services to global service centres. However, magruinterviewed highlighted that these global iserv
centres take a lot of time to solve their problemrs] that in some cases they never receive anyeansw
except for an automatic ticket opening notification

62. Some organizations, such as UNDP, communicateiens to common problems and changes
made to the ERP, through its rich repository ofidealge and specialized practice networks. Howewer,
some organizations, users interviewed were not@whthese solutions and changes. In addition suiser
the field also reported a lack of communicationutsers about the changes made to the system at
headquarters.

Box 8. Success factors for ERP training

Define a training plan from the outset, based areads analysis, ensuring that:

[l Senior managers, including high-level steering cdttes members, receive adequate training beforestag
of the system’s implementation;

Existing and future staff members and managersive@ppropriate training on ERP benefits and on how
use it before they can enter data in the system;

E-learning materials remain updated;

Field users receive training in the appropriate ¢arage;

Adequate and timely user support is provided;

Changes made to the system are communicated te aisex timely basis;

Kiosks, open forums and blogs where users can ghareproblems and find solutions are available
throughout the project.

(]

Ooooaod

63. The implementation of the following recommeiofat is expected to enhance ERP
implementation’s effectiveness:

Recommendation 1

The executive heads of United Nations system orgaations should ensure that staff members receive
adequate training for their specific needs throughat the system’s life cycle, and that appropriate
resources are allocated to training on an ongoingdsis.

(h) ERP hosting and infrastructure

64. Among the organizations reviewed, 50 per céfRPs are hosted in the International Computing
Centre (ICC), 33 per cent are hosted internally Engber cent are hosted commercidfiyccording to a
strategic assessment of ICC conducted by McKinselyGompany?’ ICC partners believe that its hosting
services costs are comparable or slightly more rsige than third parties and in-house operatio@€ |
officials claimed that if more organizations usédetit services, hosting costs per organization would
decrease.

65. Hosting an ERP is usually a very complex opemaand many factors need to be considered when

2 source: JIU questionnaire.
%0 McKinsey and Company, “Strategic assessment of Fil report”, 9 May 2011, p. 17.
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deciding where to host it. Not all considerations aqually important to all organizations, so thisr@o
“one size fits all” hosting solution. Key factotsat should, however, be considered when decidirgyevto
host an ERP include the nature and security of, datts and operational aspects.

66. ERPs are primarily about unified data within@ganization. An issue that needs to be carefully
considered is whether the ERP data is of such arendhat it can be hosted outside the United Nation
system. Hosting costs to be considered includendieecosts® the provisioning and hosting of IT
infrastructure and the costs of administratingapglication. The question of what is included ia #ervice
and what is billed as separate tasks must be digrafialysed by the agencies considering exterastihg.
Other issues to consider include availability, perfance and flexibility, which are greatly impacteyl
operational aspects. It is desirable to keep umedssystem administrators close to each othertahdve
around-the-clock hosting services.

67. In principle, ERP can be implemented “on prefhis i.e. with the software installed on servers
within an owned data centre — as United Nationsuwaitions have done so far, and as SaaS, alsoectfe
to as “on-demand software” — i.e. using cloud-basgyplication software. Cloud-based software

implementation can be seen as problematic by sonidJNations system organizations due to security
and data confidentiality concerns. A table of theerage recurring ERP hosting costs incurred by
organizations reviewed is provided in Annex IV. Reidg these costs requires economies of sthiged
Nations system organizations should therefore congd common hosting solutions to benefit from
economies of scale.

68. ERP systems require good Internet connecttaitfunction well, although it is expected that with
technological evolutions, future versions of ERM allow users to work offline. Organizations thgan to
implement ERP in the field first need to ensurd thare will be adequate Internet connectivityhe field
offices where it is expected to be used. Orgammatimay have to implement network optimization
initiatives or to install satellites in some coyntiffices before ERP can be implemented.

69. For example, when it started implementing RPEWFP installed a satellite in each country effic
so that users could still connect to the systethdflocal provider connection was not working. Baiuth
differed depending on the size of the office andtimm number of users expected to be connectedeat th
same time. WFP therefore defined three differem¢lie of bandwidth according to the number of users.
UNICEEF utilized a very scientific approach, simingtfuture usage load (combination of all applioas),
measuring all global sites for last mile qualitguss, swapping low quality providers against sgedlhks,
selectively upsizing bandwidth, and combining allerventions with hardware- and software-based link
optimization. In the Inspectors’ viewgrganizations should ensure the provision of stablénternet
connectivity and infrastructure in all the locations where the system is planned to be implemented.
The risks associated with low Internet connectivityin field offices should be carefully assessed,
managed and mitigated.

(i) Data conversion and systems integration

70. ERP implementation implies data cleansing, atign and archiving. It may also involve data
enrichment activities, especially in the contexadfvanilla” ERP implementation, as the data reegiiby

the system may be more comprehensive than the apikeired in legacy systems. Moreover, in many
organizations reviewed, ERP implementation alsdigdpghe ERP systems’ integration with legacy and/o
third party systems, since specific business psEEsannot necessarily be handled in the ERP. For
example, Umoja Foundation’s implementation willug integrations with many different legacy system

%1 Organizations can either purchase the softwamsbkes or get it directly from hosting providessme of which
may give significant discounts.
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in all duty stations, which still remain to be ptex and funded.

Box 9. Success factors for data conversion and sgsis integration

[l Resources and time required for data cleansingratign and archiving, and systems integration nézde
assessed, as well as their impact on business pnitductivity;

[l Costs of data conversion and systems integratime i@ be well planned and budgeted; and

[l Standards and validation processes need to be lested and training provided, to ensure that datantered|
in the ERP database in an accurate and consisteminer.

(i) ERP upgrades

71. ERP providers release a new version of thewsoft every four to five years, and push
organizations to upgrade their ERP. Full suppornprisvided by vendors for approximately five years,
starting from the release date of the software. &tended support phase provides an additional tavo-
three-year window for organizations to plan andlement an ERP upgrade. Not upgrading the system
beyond the extended support phase is risky, sinméders are no longer responsible for the resmtutf
specific bugs or for incompatibility with former arew third party software releases. Organizations
therefore have to upgrade their software at leasé @very seven years. For example, UNHCR is phanni
an upgrade of its human resources module which natl be provided with extended licence support
starting from 2013.

Box 10 Benefits and opportunities provided by ERP pgrades

[ Enable organizations to continue benefiting from ftll support services which they are paying ferpart
of their annual software maintenance costs;

[ Mitigate the risks associated with the operatiomofunsupported platform;

[ Give them access to new software functionalitiad, fax former bugs;

[l Enable organizations to remove some customizatisres result of new features that have been develtpe
address global user feedback;

1 Provide organizations with the opportunity to enbarheir business processes and accommodate clgangin
requirements; and

[ Support the adoption of new technological solutiand software releases.
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Box 11.License support/maintenance phases used by Oratland SAP®

Type Key features | Approximate end
Oracle
Premier Provides full support, including new releases, Ipasc technical 5 years after the
support support, access to knowledge base, fixes, sea@lgtys, certification | version has been
with most existing and new Oracle and third partydoicts and released
versions.
Extended Provides most of the services mentioned aboveddes not include | 3 years after premier
support certification with most new third party productswarsions support has ended
Sustaining Does not provide new fixes or patches, and doegobtde any Indefinite
support certification of existing or new Oracle or thirdrpaproducts and
versions.
SAP
Mainstream | Provides full support including new releases, paséclechnical 5 years after the
maintenance | support, access to knowledge base, fixes, sealgtys, certification | version has been
with most existing and new third party products &ecsions. released
Extended The scope of support provided via extended maimesés usually 2 or 3 years after the
maintenance | similar to that of mainstream maintenance, with seastrictions. This| end of the mainstrean
support phase is optional and requires a sepavateact. maintenance
Customer- Customer-specific maintenance does not providestipackages, Indefinite
specific legal changes or customer-specific problem resmiuit gives only
maintenance | limited technology upgrades. It does not providwise level
agreements and does not guarantee problem resofatithird-party
softwares that are no longer maintained by the eend

72. In specific cases, organizations may choogetmaindertake full upgrades due to other major
business transformation initiatives already going within the organization. In such instances,
organizations may choose to do only a technicakrag®y to benefit from the providers’ full technical
support services, and move the system onto thstlégehnology platform while maintaining the same
business processes. However, there may be costosewith this approach since the technical upgade
a customized system will require the reimplemeatatf the system’s customizations. These orgawizati
will nonetheless have to undertake a full systegrage after the technical upgrade has been implgtien
in order to use new and enhanced ERP functiormktiel benefit from the full capabilities of thetsys.

73. Because it is undergoing a major reform precegpected to be implemented in 2013, and its
extended licence support will end in the same Y410 decided to undertake a technical upgradesof it
ERP, to mitigate the risks associated with an upstpd platform as well as those arising from the
simultaneous implementation of several major tramsétional projects. WHO decided that separate
projects related to system transformation and sfioglion would be launched subsequently after the
technical upgrade project to address WHO reformdsiestandardization and improvements. the
Inspectors’ view, WHO should take the opportunity d the planned technical upgrade to streamline

its business processes, with a view to benefitingppfn a mature ERP system with enhanced business

% See Oracle software technical support policiesAdgust 2012, at:
http://www.oracle.com/us/support/library/057419.pdf

* See Licensing SAP products — a guide for buyershtén://www.sap.com/asset/index.epx?id=68939f62-7R#6b-
b1d0-fe30ebe89387
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processes and system functionalities, reducing theumber of customizations in the system and
avoiding cost overruns.

(k) Auditing

74. Among the organizations studied, 73 per cquinted that their ERP project was audited exteynall
and 68 per cent that it was audited intern&llyn the Inspectors’ view, internal and external rsight
bodies have an important role to play at all stagfethe ERP life cycle to review and comment on the
project’s internal controls, governance and risknagement, and recommend ways and means to solve
identified problems.

75. One of the recurrent internal controls issues whe importance of having strong user profile
management, segregation of duties and paymentaterior mitigating risks associated with the ERP. |
fact, if user profiles and permissions are not weihaged, users may be able to complete entiregses,
such as purchase orders, and to approve paymehtsuviequiring any validation from managers, dreat
risks of fraud.

76. Data security and the question of disastervesgowere also issues of concern for internal auslit
interviewed, since ERP systems should normallygirste all the electronic data of an organization.

Ill. Use and impact
A. ERPuse

77. The Inspectors found that in most organizatieR® has first been implemented to support human
resources and finance processes. As can be se&nniex Il, there are commonalities and differences
between organizations in the use of ERP capabiliibe human resources module was usually custdmize
to reflect United Nations organizations’ staff regions and rules. Nonetheless, in many organizafio
human resources staff complained that the systelmali accurately reflect human resources processes,
requiring users to spend additional time on mamaakaround.

78. ERP was also used for programmes and projecagesent purposes, including by organizations
that heavily rely on extra-budgetary resourcegddress donors’ requirements for enhanced repaaticg
transparency. The implementation of ERP in thimawvas usually more difficult, due to a lack of clga
agreed modalities. Some organizations successifulpfemented a programme and project management
module which allowed for systematic results-basejept management and risk management. The United
Nations Human Settlements Programme (UN-Habitatjeigotiating to procure a cloud-based system for
project management — PAS — while waiting for, aoccomplement, the implementation of the Umoja
extension. Entirely funded by extra-budgetary dbntions, it decided to look into PAS to satisfyndes’
requirements for better specified financial andgebreports.

79. Due to a lack of standardization, organizatialso had difficulties implementing ERP
procurement, supply management and logistics mediileey tended to customize these modules, oreo us
a third party or legacy systems to handle thosénbas processes. Until now, all WFP logistics bessn
processes have been supported by a legacy systah ishinked to the ERP. WFP is now in the process
of designing its ERP logistics module to enhanceesys integration and cost-efficiency. Pilots & tew
module were already conducted in Liberia and Siee@ne.

34 Source: Umoja survey.
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80. The Inspectors observed that most of the orgtions that implemented ERP did not use the
system’s reporting module, and that those thateémpinted it still need to make the reports more-user
friendly. There are two different ways to get répdrom ERP: they can be generated live from trstesy
using the reporting module, and they can be creaded) data warehouses, which may store data fnem t
ERP and from multiple systems for business intefite and reporting purposes. However, most
organizations are still missing or in the procefssnplementing these solutions.

81. Part of the problem faced by organizations wlih creation of reports is that governing bodies,
donors and senior management have different andneareporting requirements, leading organizatitms
spend more time and resources on the creationstbrrureportsOrganizations should ensure that the
reporting functionality is flexible and allows for the creation of reports that address general
stakeholders’ information needs, rather than trying to create custom reports tied to specific
requirements.

82. Member States’, donors’ and managers’ inforomatiequirements could also be addressed by
giving them access to online dashboardshere they could access information in real titdsIDO has
developed online dashboard/reporting tools in tR€ Eystem in close cooperation with its membereStat
and donors. The reporting tools, which also enedgperting on results and risk management, willdked

out to UNIDO stakeholders in early 2013, once &PEmodules have been implemented. UNDP has an
online dashboard functionality which supports mamgyg decision-making. The main caveat to this
approach is that data coming from legacy or thadypsystems connected to the ERP may not be update
in real time. Therefore, when an organization'&etelders are given access to an online dashbtreayl,
should be made aware of potential limitations &f data provided in the system. They should alsedie
informed about how to run meaningful queries ingpstem.

83. As can be seen in Figure 3, most organizatigtis ERP systems that implemented results-based
management/budgeting (RBM/RBB), enterprise risk ag@ment (ERM) and/or performance management
did not run it in ERP, although ERP can suppors¢hprocesses. Organizations preferred to use a more
customized system rather than re-engineering thesiness processes. At least during their initRPE
implementation, organizations tended to underetiliee system’s functionalities. In the Inspecteistv, it
would be more cost-efficient for organizations to us the full functionalities provided by ERP
systems.

% A dashboard is a user interface that shows a gralptresentation of information in a way that s to read, to
support informed decisions at a glance.
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Figure 3. Organizations that implemented RBM, ERM anéiéor performance management in ERP and separate
system

sseparate implementation® implemented in ERP**

ITU UNICEF
UNDP WFP

) UNESCO
UNFPA

Note: *includes organizations that implemented neithBMRnor ERM or performance management in ERP.
** includes organizations that implemented at leaisé of the three initiatives in ERP.

B. Effectiveness
(a) Expected ERP benefits

84. Figure 4 provides an overview of the expect&P Emplementation benefits reported in the joint
CABIO/SAP-SIG participants’ survey. These includealing an integrated organization-wide system as
well as standardized and streamlined business gsese

Figure 4. Expected ERP benefits by United Nationsrganizations
Needfor anintegrated organzation-wide system
Standardize business processes/ adopt good practices

Streamline/automate business processes

Replace obzolete/fragmented legacy system
Tmprove quality and timeliness of information
Improve productivity andreduce costs

Needfor new functionality

To support IPSAS adoption

l T ; T I\ 1
0% 20% 40% 60% 80%  100%
(b) Monitoring and reporting on ERP achievements
85. Among the United Nations system organizati@vseived, the Inspectors found that while most

organizations define expected ERP outputs and mésdn their business cases for ERP implementation,
few of them tried to measure quantitatively theRFEbenefits. While FAO and WEPhave conducted

% Source: JIU questionnaires.

3" WFP concluded that the quantifiable benefits SfERP included: “i) effectiveness improvements hwibtential
cost savings or cost avoidance; and ii) produgtiitprovements, to deliver higher-value activitiggh the same
workforce.” It estimated that recurrent annual ceavings or cost avoidance resulting from ERP arealito
US$11.55 million.
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benefits assessments of their ERP, most organizatiack baseline data and corporate quantitative
indicators to measure ERP benefits.

86. As regards the United Nations Secretariat,0uariACABQ reports over the years on the ERP
project have “repeatedly stressed the importancestablishing a detailed project plan, includingjgct
milestones, deliverables and costs, recording lmesgiformation on key parameters at the time ojgut
approval and documenting changes as the projedves/gsee A/64/7/Add.9, para. 72). Among the key
parameters to be documented are: goals and olgsativthe project, its geographical and functictalpe,
key milestones and deliverables, expected beneifitss, assumptions, constraints, out-of-scopetfans,
staffing, cost estimates and funding, as well &s ghoject governance and management structure”. The
most recent Committee report (November 2012) aggitarates these needs, stating that “[t]he Coremitt
continues to believe that the General Assembly Ishioe: provided with detailed information on the jprt
plan, along with baseline information that can bedito assess progress as the project evolvesteftates

its earlier request and recommends that such a g@nbaseline information be provided in the next
progress report®

87. In their qualitative benefits assessment, moganizations reported that the expected benefits o
ERP implementation had been achieved, at least[part’ One of the ERP benefits considered was cost
savings in terms of staffing. The IMO measured thrggible benefits realized in terms of temporarg an
permanent staff savings, as well as overtime sayirggporting that “[the reduction in permanenffstasts

is planned for some 12 months ... . This reductidhbe realized, therefore, over the coming monts
part of an ongoing process of redeploying Admiaison resources in support of the front-line bus#i&°
However, the Inspectors observed that most orghoim did not measure the cost savings or cost
avoidance brought by ERP.

88. Moreover, the Inspectors found that while nagianizations collected users’ feedback during the
design and implementation stages of the ERP throegtesentatives from relevant business unitsether
was no feedback mechanism put in place at theipgdementation stage of the system. Most userken t
field did not communicate with headquarters abdét issues they were facing. Organizations could
identify issues faced by users with satisfactiorveys, online forums, discussion groups, commouneiss
submitted to service desks, the amount of timertdkeresolve these problems, lessons learned aod go
practices. However, according to users in the fighd participated in JIU focus groups, common pzoid
identified and reported to headquarters by supgtaff were not addresse@rganizations should ensure
that users’ feedback is monitored throughout the ERRife cycle, in order to identify and address the
systems’ negative impact and risks in a timely and edttive manner.

89. ERP systems comprise major investments thraugtheir life cycle. Member States undertake
these investments with the expectation of gredfésiency and effectiveness in the functioning bkt
organizations. Any significant failure on the parft project implementation might naturally have a
detrimental effect on the expected benefits/objestiand overall flow of the functions. Theref&BP
projects represent strategic investments for organiions, that require close monitoring and
reporting mechanisms on total cost of ERP ownershipthe progress of implementation and
achievement of expected benefits

90. Monitoring should be both at the level of senior maagement and legislative/governing
bodies. Senior management should frequently discugsoject plans, progress and related problems
so that they can have ownership of issues and takemely measures to prevent risks. As main

% Enterprise resource planning project: Report efAlvisory Committee on Administrative and Budggtar
Questions (A/67/565), para 40.

% Source: JIU questionnaires.

%0 See IMO, Change Management Programme: Note b$ebeetary-General (C 93/7/Add.1), paragraph 3.
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stakeholders, the legislative/governing bodies onversight should not be underestimated. Close
oversight by governing bodies would escalate the imoptance of the project, provide better discipline

and motivation on the side of management, and facilite timely decision-making by governing bodies
for successful implementation. In order to facilitatebetter monitoring and oversight, there should be
regular internal (to senior management) and externa(to governing body) reporting.

91. The implementation of the following recommeinaiad is expected to enhance the effectiveness of
ERP projects:

Recommendation 2

The legislative/governing bodies of United Nationssystem organizations should exercise their
monitoring and oversight role on their respective ER projects on an ongoing basis, including
implementation, maintenance and upgrade policy, costficiency and achievements of the overal
objectives of the projects.

Recommendation 3

The executive heads of United Nations system orgaations should establish regular monitoring and
reporting mechanisms for ERP projects throughout thai life cycle.

C. Impact and value added

(a) Streamlined and integrated business processes

92. ERP systems allow the streamlining, standatidiz and greater integration of business processes
They can support organizations’ reforms, such &shofing and decentralization, allowing staff tafpem
similar tasks in all duty stations where the ERRcfionality has been implemented. As an illustratio
UNHCR transferred its ERP project, main adminigtratservices and global service desk to its Global
Services Centre in a lower cost location. LikewiB&O and WHO established offshoring centres in
Budapest and Kuala Lumpur, respectively. Howeuee, WHO decision to launch its ERP and Global
Services Centre at the same time had a negativacinrgn both initiatives, since ERP users lost the
proximity of user support, while the newly hiredoB&l Services Centre staff had to learn about the
organization’s administrative processes.

93. Organizations need to ensure adequate seigregdtduties in the system, which is often difficu

to achieve in small offices in remote locations tluéhe limited number of staff. In view of thefititilty of
implementing complex systems in the field, manyaoigations limited the business processes thadcoul
be completed in field offices, and managed complacesses from headquarters, regional officesown fr
their global services centre. The DFS Global Figigport Strategy foresees the consolidation of many
administrative support functions in regional cesitras is the case in Entebbe, Uganda. On the bémet,

the centralization of processes specific to a fletthtion may prove more time-consuming for stafthe
field than a more decentralized approach.

94. Recalling the JIU report on offshoring** the Inspectors would like to reiterate that
organizations should assess the costs and beneéfsall sourcing options for the delivery of servics,
according to their mandate and corporate strategy. $ch an analysis should take into account the

“! See JIU, Offshore service centres in United Natisystem organizations: Offshore service centres
(JIU/REP/2009/6), recommendation 1.
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costs, benefits and risks of deploying complex ERP moles in field locations, taking into
consideration other major business transformation intiatives already under way.

(b) Improved information management and reporting

95. ERP systems allow data consolidation in glsinlatabase, which allows users to aggregate and
retrieve data more easily and in a timely mannéeyTare management tools that can support enhanced
reporting, forecasting and decision-making. As aangple, the implementation of IPSAS with ERP
facilitates the creation of financial reports.

96. However, during the focus groups, the Inggsdibund that several organizations were stillifgv
reporting issues, forcing users to download rava dad create reports manually. One of the mainl@mub
users had was the inaccuracy or incompletenesatafid the system, which would lead to inaccuraiery
results and reports. In one organization, usersrteg that since the system’s query results on dono
contributions were inaccurate, they used Excelaokt contributions, in parallel to the ERP.

97. There were several factors which could leasuich data inaccuracy issues, including the featt t
data available in the system was incomplete andhdtdprovide the whole picture; data was incorsectl
entered into the system, mainly due to a lackaihing; and there were problems with systems i,
which resulted in data consolidation issues.

98. Moreover, several organizations had repomirgplems because users did not know how to create
reports in the system. They would generate and adgnconsolidate reports from different dates, lagd

to inaccurate reports. Other issues faced withrtepcluded the fact that they lacked appropriztgtions

to be easily understood, and that some systems wereustomized to be able to use the ERP reporting
functionalities.

(c) Efficiency gains

99. Most organizations reviewed reported in thestionnaires that ERP enhanced efficiency in their
organizations. ERP systems allow timely accessitorne, budget and expenditures data, enabling more
efficient management of financial and human resesiras well as strengthened financial controls. For
instance, in WFP, ERP allowed managers faster adogaventory information and therefore enhanded t
management of its global supply ch&friThe use of electronic workflows can also faciététie completion

of business processes. However, achieving long-&ffioiency gains often requires a redistribution o
roles and responsibilities within the organizatiacgording to the revised business processes.

100. By enabling the consolidation of all busgpsocesses in a single integrated system, ERErsgst
will help avoid the maintenance costs of legacytesys, provided that these systems are decommiskione
when the ERP is implemented. Moreover, by cenfralizand standardizing data, ERP systems make
duplicate data entry unnecessary and informatidhegimg easier, allowing staff to spend more tinme o
higher-value activities. However, in many case® kck of usability and accessibility of the system
impinged on staff productivity.

101. In all the organizations reviewed, userorgg that the system was not user-friendly. Néetinga

the system is not intuitive and requires extensiger training and practice. ERP systems are also
cumbersome because it is very difficult for usergdentify and correct mistakes. In most cases; trave

to go through the entire workflow again to be ablenake a correction.

%2 See WFP, WINGS Il value assessment (WFP/EB.A/BELT), p. 7.
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102. Some organizations customized their ERPingl8y navigation and make the system more
intuitive. The main area where customizations wergiested by users to simplify their work was human
resources, due to a mismatch between ERP businessspes and organizations’ rules and procedures in
this area. However, most ERP users reported tlsibeizations had added even more steps to workflows
and made the system even more cumbersome to usg. Mers felt therefore that organizations should
take the opportunity of upgrades to revisit andriomp business processes as well as the usabilitiyeof
system. Investing resources to enhance the systemigation would improve staff productivity.

103.  Users from several organizations, at headensaand in the field, also reported that their BRR
very slow, and therefore very time-consuming. Imeccases, when the system froze, users had totresta
the workflow they were working on. Performance ésgan have several causes, including problems with
Internet connectivity, high customization of thestgn, infrastructure problems and/or desktop issues
Since the performance of the system is as goots ageiakest point, the problems should be identified
the Inspectors’ viewprganizations that implemented ERP should ensure thighe systems’ usability
and accessibility are enhanced to improve staff practtivity, taking the opportunity of the next
system’s upgrade to address these issues

(d) Built-in internal controls

104. ERP systems allow the creation of builtdrteinal controls, including budgetary and funds
sufficiency controls, as well as the managemeniseirs’ permissions according to their role andifeof
This can reduce the paperwork required for theaitiin of a business process. On the other handayt
remove some of the flexibility that organizationsuld usually have with their traditional businessgess.
As an example, with an ERP, users may not be ahtétiate a project or start hiring a person géré is no
budget available in the system for that activity.

105. By integrating all the business processemairganization, ERP makes it possible to defirteeglu
and lines of authority more clearly and to enhaamspuntability and transparency in an organizafidre
system also increases transparency by recordingaime of the user adding data to the system, dsawel
the history of changes made on workflows. Howetee, system requires managers’ accountability for
electronic approvals, and well-defined user roled segregation of duties in the system, which seetme
be lacking in several organizations. It also net&#ss the key business processes to be integiratibn:
ERP. As an example, since the human resources madlilnot be implemented as part of the Umoja
Foundation phase, reporting lines will not be defiin the system at the time of its implementation.

106. During the focus groups, the Inspectors dothmat in several organizations, managers required
paper-based approval workflows in parallel to tleeteonic ones already in the system, and deleghtd
electronic approval authority or gave their passisdo administrative assistants. Many things colils

be approved in ERP without being reviewed by marggeho did not take responsibility for approvals
made in the system.

107.  In many cases, controls were also lackirgugers got more accustomed to the ERP, somerof the
discovered breaches in the system, increasing faiteisks of fraud. In one organization, usersniro
different locations were able to change the namgugérs and suppliers in purchase orders after paisn
had already been made. In three other organizattoheman resources workflow could be processed fro
its creation until payment by the same person,aithiequiring any control.
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IV. Coherence and sustainability
A. Coherence and collaboration
(a) Harmonization and efficiency

Box 12. Ongoing system-wide collaboration initiative

[l The CEBHLCM, composedf the executive heads of the United Nation systeganizations,has been
working since 2009 on Rlan of Action for the Harmonization of Busin€ssctices.

[l The CEB ICT network brings together the ICT leadigrsof United Nations system organizations and
conducted studies on the harmonization of ERP siste

[l SAP-SIG and CABIO respectively bring together 8ff§tom organizations using SAP and Oracle, inelyd
vendors’ sales representatives and enable orgapizatto share knowledge and discuss cominon
requirements.

[l The ICC Management Committee, consisting of exech#ads of ICC partner organizations, discussed| the
role of ICC regarding the negotiation of licencestmERP providers. The Management Committee includes
most CEB organizations. Non-member organizationg also participate in the Committee’s meetings| as
observers.

108. The Inspectors found that although therecicoherent United Nations strategy regarding ERP
implementations, ERP has led to a certain degrémohonization of business processes across thedJni
Nations system, since, over time, organizationsl tenre-engineer their business processes andgo al
them to good practices embodied in ERP systems.

109. Moreover, UNDP shares its ERP with UNOPS, BHNF UN-Women, the United Nations
University (UNU) and the United Nations Capital B&pment Fund (UNCDF), and WHO shares its ERP
with the Joint United Nations Programme on HIV/AIDENAIDS). This has also led to a certain extent of
business process harmonization across the orgemgatising their respective systems, although some
organizations implemented customizations to satts#jr specific needs.

110. UNICEF is spearheading efforts under SAP-8i®ork closely with SAP and WFP to enhance
native SAP to develop a standard IPSAS-compliariteddrNation common system, along similar lines as a
non-profit organization’s solution for payroll. Nathstanding the considerable ERP investmentshaag
already been made by most organizations, one aftia issues preventing greater ERP coherenceis th
fact that organizations have different rules argliations, charts of accounts and reporting prestiés an
example, a common payroll would require the harmation of staff rules and regulations, entitlements
and benefits across the system. Many organizati@gigighted that business process harmonizationthad
be addressed by organizations’ senior managersnandiT staff, and that the CEB ICT Network was
therefore not the forum for such harmonization.

111.  During the preparation of this report, a egwiof Procter and Gamble’s experience in the peivat
sector provided useful insights on the possiblesotidation of multiple ERPs.
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Box 13. The experience of Procter and Gamble in bugss process harmonization

Procter and Gamble is composed of multiple legdities around the world. Until the mid-1990s, Preccand Gamble
operated with a global headquarters and many sntadgely independent brands and business unitsteseat in different
regions, and each country was using its own sysberhi999, the company launched a global initiatiwerestructure the
entire firm into three types of organizations: GhbBusiness Units developing brands; Market Develept Organizationg
fostering local understanding and focusing on sadesl marketing by geographical location; and a GiblBusiness|
Services unit providing support functions to thelll Business Units and Market Development Orgdioizg, in areas
such as IT, procurement and accounting.

As part of the Global Business Services creatioocter and Gamble offshored finance and human nessuin Costal
Rica, the Philippines and the United Kingdom, leadio the standardization of these business preséisUsing the
shared services centres, it managed to achieve manem platform for finance in three years. While gnaystem
configurations were implemented, only a few custatiins were made. However, some processes, sushles and
distribution, that were broader required add-onsafidress specific needs.

Today everythinf is run in ERP. Overall, it took from the late 189ntil the end of 2011 and a complete restrucuoh
the company for Procter and Gamble to align all lilssiness processes and have one ERP globally aaibscore
processes. By consolidating its business procefises;ompany was able to achieve savings as wdlhascial, strategic
and operational benefits.

112.  The Inspectors realized that over time, dmgaions will re-engineer their business processes
better align them with good practices embodied RPEystems. Moreover, thanks to evolving technglogy
different systems can now be integrated with a i@wnhancing data sharing across organizationgeWh
most organizations reviewed reported that proghedhis area was limited, they nonetheless ideaifi
some opportunities for systems integration, inclgdithe United Nations Staff Joint Pension Fund
(UNJSPF) and payments reconciliation in UNDP. ITétently upgraded its system so that it can be
interfaced with UNJSPF; UNIDO agreed to be an eadgppter of the pension fund interface run by
UNJSPF; UNHCR developed a fully automated interflag®veen the human resources module of its ERP
and UNJSPF. Several organizations are currentlgidering doing the same.

113. Due to its large field presence, UNDP prosidervices to other organizations at the countrgl)e
such as the Office for the Coordination of Humaimata Affairs (OCHA), ILO and UNWTO. Transactions
are entered in the UNDP ERP system, and the cosnpport service at headquarters then sends reports
each organization using UNDP services. Organizatittren have to reconcile the numbers for these
transactions. In the Inspectors’ viesrganizations using UNDP services in the field whicalready have

an ERP, should undertake a cost/benefits analysig the integration/interface of their system with the
UNDP ERP, with a view to having more complete, timelynd accurate data from the field in their
system

114.  As proved in the cases of UNDP, WHO and Rroenhd Gamble, it is possible for different
organizations to use common ERP systems. This waatldnly bring greater efficiency, but also speed
the harmonization of business processes and &eilthe achievement of “delivering as one” or, tineo
words, “One United Nations”. Therefore, the Inspestare of the opinion thaas suggested by ACABQ,
United Nations organizations should look for opportinities for convergence towards the adoption of
common ERP solutions and for enhancing existing systes’ interoperability. In the long run,
technology and maturity in ERP use would facilitatethe use of one shared system across the system.
Organizations that have not yet implemented ERP shodlconsider the possibility of using an existing
ERP system rather than implementing a new one.

“3 Since 2003, many support services are now outsdurcthird party companies specialized in thoseices, such
as Hewlett Packard for IT infrastructure, applioas and transactional accounts payable.
4 Finance, accounting, human resources, supply ckales and distribution processes.
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(b) Collaboration in ERP support

115. WEFP set up a project called Transcent tesaesjanizations implementing the SAP ERP on an ad
hoc basis, to implement process re-engineering andPSAS-compliant ERP. So far, it has signed
memorandums of understanding (MoUs) with UNRWA &¥BTO. The project involves mainly support
from IT staff at WFP, including secondment of besis owners if needed. It also has an agreed cdigpera
framework with the United Nations Secretariat tlylouvhich WFP logistics staff members spent one
month working with Umoja in March 2012.

116.  The project strains the organization’s resesyrand in the human resources view of WFP, itdvou
be better to have it as a shared unit whose casitdvbe shared among organizations. Moreover, tisere
currently no similar project helping organizatiarsing Oracle. Transcent is expected to work clogetly
ICC, so that it grows in ERP application suppdrt.the medium term, the services provided by
Transcent should be expanded to include Oracle, angrovided in a more sustainable inter-agency
collaboration framework.

117. The Inspectors noted that the CEB HLCM has madatsfto harmonize business practices in the
United Nations system, covering all the major mamagnt functions of organizations, including human
resources, procurement, ICT, finance and budgete view of the Inspectors, the Secretary-Geneta

in his capacity as Chairperson of the CEB, shouldftectively share their ERP experiences, good
practices and lessons learned, discuss project pgnand speed up HLCM efforts to enhance and
harmonize business practices, with a view to improvim ERP implementations and enhancing
coherence and efficient collaborations in the usef @RPs across the United Nations system.

(c) Negotiations with ERP providers

118. The ERP market is one where suppliers hadésgroportionate amount of negotiating power
relative to customers. Once organizations haveestamplementing ERP software, it is very difficédr
them to switch to another provider, in view of @ik investments already made, including in terms of
training. While the public sector is a big market ERP providers, they are unlikely to customizstems

for United Nations system organizations, especidlithere are no common requirements identified by
them. They should therefore enhance their collalmrato come up with common requirements and
negotiate with ERP providers, so that, where féesilERP standard products can address these
requirements.

119. Negotiating with ERP providers is a compiask, which requires specific knowledge and skills.
Regarding licences, each organization pays a diffepprice for the same software licence. Some
organizations may have an 80 per cent discountewatiers that implemented ERP only recently mey on
have a 30 per cent discount. To increase theimeeERP providers tend to adopt a “divide and oerig
strategy, arguing that each organization’s diffetarsiness model requires a different treatmermviBers

will only negotiate with one instance if the Unitildtions speaks with one voice.

120. The WFP Transcent project seeks to help argtons negotiating with SAP, in collaboration lwit
ICC. Moreover, several participants in the joint BI®/SAP-SIG meeting raised the idea of having ICC
help organizations negotiate contract prices wigPEproviders. In this regard, ICC submitted a padper
stimulate a discussion on whether to move in thigction® In this paper, ICC sought from its
Management Committee some clarity on how to proeeebpresented three possibilities:

% See document ICC MC89/4.2 on contracts negotiai@hmanagement that was presented at the eightly-ni
session of the ICC Management Committee in Apri20
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(a) Option 1: ICC could do nothing, i.e. each oigation carries out its own negotiation process;

(b) Option 2: ICC could offer contract negotiatiamd contract management as a service to clients;

(c) Option 3: ICC could be part of a mandatory ddifNations system contracting — United Nations
system organizations would identify a list of suer for which they would agree to only negotiate
contracts as a whole. ICC could take the lead a& @nmore suppliers if that was the wish of its
clients.

121.  According to ICC, options 2 and 3 would regu new resource which should be headed at the D-
1 level, with a substantial proportion of the casisovered from partners as part of projects, aitid an
expectation that someone working at this level Waubre than cover their own costs through the ggvin
and benefits delivered from successful negotiatidite Management Committee members expressed an
interest in ICC providing a service. They requested ICC work further on this item in order to peat at

the next meeting a concept that could be turnew anservice. The group also noted that the Chaihef
Procurement Network was with ILO, whose represamatproposed to facilitate the initial contactstif
was required.

122. It is important to note that information amg-term agreements should be shared through the
United Nations Global Marketplace, which shows patracts regarding ERP with the exception of some
contracts for some consultancy services. ERP oustrgere not included in the United Nations Global
Marketplace.

123. In the Inspectors’ vievthe CEB HLCM should establish a task force to revie system-wide
opportunities for ERP collaboration and better postion United Nations system organizations vis-a-
vis ERP providers.

B. Sustainability

124. Technology constantly evolves, and new EBfvare versions are released every four to five
years. Organizations have the opportunity to enbaheir ERP system and adopt new features and
functionalities to meet changing business needseélh ERP upgrade. The latest versions of ERP saftwa
also support most new third party products, thubBng organizations to leverage their ERP systense
new technologies and roll out new applications measily. Organizations’ capacity to upgrade théXPE
systems depends on the extent to which the sydtanesbeen customized. The more “vanilla” the system
is, the easier and less costly it is to upgrade.

125. Recent trends in the ERP industry include dieeelopment of cloud-based SaaS modules,
middlewaré® that enables systems’ integration, enhanced bssinitelligence and analytics
functionalities, as well as mobile applications ERP. The IMF implemented mobile versions for some
modules, including for leave approval requests,eesp reports and travel tools. The World Bank is
looking at increasing the use of mobile applicatifor transactions.

126. ERP providers are developing their cloudetaservices, which are already widely used in the
private sector, especially by small and mediumesieaterprises. Moreover, based on a survey of ICC
partners, McKinsey and Company found that theeehggh demand for cloud services, and concluded tha
ICC should seize the once-in-a-decade cloud oppitytiand provide private cloud-based services to

6 “Middleware allows application components to conmisate through standardized messages, which simihief
coupling between systems. As a result, the integratf disparate applications becomes increasifiglyible and
manageable; indeed, middleware can integrate atiolits running not only within but also beyond anpany’s
boundaries”. See McKinsey and Company, “A seconativior ERP”,McKinsey Quarterl{May 2000).
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United Nations organizatiord.Cloud-based tools provide easy-to-deploy solutiangower cost than “on
premise” services. They reduce hosting costs dod alsers to pay only for what they need. They mlev
flexible and scalable solutions that can adapt dyito business growtff However, third party hosting
solutions, including public clod solutions, might raise confidentiality concernsstame organizations
with regard to sensitive data.

127. SaaS does not seem to be mature enoughotiderall the functionalities required by large
organizations. It tends to be a solution more agthgbr small organizations with limited needs and
resources, although it can also be used to compleare ERP system’s functionalities, like the IMF,
keeping in mind that SaaS modules tend to be diffio integrate.

128. The CEB ICT Network is working on the closdue from a technical point of view, but the United
Nations system needs a comprehensive policy, ingdutkgal aspects, regarding the cloud. While some
organizations like the IMF consider public cloudusions to be like any third party hosting solution
others, such as the World Bank, have security atd donfidentiality concerns regarding commercial
clouds. Since some United Nations entities like Habitat are already considering the adoption oflipub
cloud-based solutions, the United Nations systeaulshnot pass up the opportunity to define a common
approach towards the cloud.

129. Common drivers for ERP evolution usually ulg: the evolution of ERP software, the provision
of enhanced functionalities to address changinginbes needs and cost reduction. Most of the
organizations reviewed do not have an ERP sustititygilan. However, many noted that ERP strategies
are intertwined, and should be aligned with ICRtstgies. Recalling recommendation 7 of the JIU ntepo
on ICT governance, which states that “[tlhe exeeutieads of the United Nations system organizations
should make sure that their ICT strategies arestfaaligned to the organization’s medium- and loegn
strategic plans, or equivalent, so as to ensurel@ih sustains and supports the organization’sriess
needs and mandate¥”, the Inspectors highlight that ERP strategies shdué closely aligned to
organizations’ medium- and long-term stratefpr the successful maintenance and enhancement of
ERP systems, organizations should develop sustainéty plans to ensure that their ERP system is
closely aligned to their medium- and long-term stratgic plans, and can be adapted to evolving
business needs and technology.

130. The implementation of the following recommaitich is expected to enhance efficiency:

Recommendation 4

The Secretary-General, in his capacity as Chairpemn of the CEB, should direct the CEB HLCM to
develop a common United Nations system policy regardincloud-based solutions, before the end of
2014,

4" See McKinsey and Company, “Strategic assessmadNeEC: Final report”, 9 May 2011, p. 17.

“8 Eor more information, seemww.sap.com/solutions/technology/cloud/overviewéirg:px and
www.oracle.com/us/solutions/cloud/overview/indermht

“9In general, public cloud solutions are made abé#lao the general public by a service providerttia Internet. On
the other hand, a private cloud is operated sételpne organization.

0 See JIU, Information and communication technol¢gyT) governance in United Nations system orgaitret
(JIU/REP/2011/9).
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Annex |

Summary of relevant parts of previous JIU reports reated to ERP

A common payroll for the United Nations system orgaizations (JIU/REP/ 2005/04)

The Inspectors noted that most of the organizatiohdhe United Nations system had developed thein

management information systems, based on dispsoaiéions ranging from in-house developments to encial
ERP products of various vendors (SAP, PeopleSaft, @racle). Moreover, the systems were at diffestages of
information systems development, some having besviynimplemented while others were older and neddelde
replaced. Noting that investments in managemerdrimdition systems alone across the United Natiossesy|
organizations exceeded US$ 1 billion over the pti@ryears, and given the significant resourcesiredwn an on-
going basis for the operation, maintenance and aupyf such systems, the Inspectors highlighted rithed to
accelerate implementation of the system-wide 1G&tsgy developed by the ICT Task Force and enddogeithe
HLCM, in particular, the implementation of commaftsvare applications.

The Inspectors recommended development of a compagroll system as an initial pilot project of a aoon
application and first step towards a common ERRHerUnited Nations system as a whole. They ndtaisome 17
different payroll-processing systems were operati@tross the United Nations system, developedagsab each
organization’s management information system. Mséesns of each organization had evolved indepehdewnér the
years in an uncoordinated approach, based on eliffénterpretations of common rules and regulafioesulting in a
complex set of requirements that, when taken tegetinduly complicated payroll administration andd@rnization.

The Inspectors proposed a phased approach fomtphkementation of a common payroll system, startivith a
reduction in the number of payroll systems, thaldihment of “Leader” organizations for each a&f tlendor group:
or other systems (IMIS), and common service estifiach as the United Nations International Comgu@entre
(UNICC) that would offer payroll services on a fiee service or other financial basis to client argations. The|
proposal was considered to be technically viabtetaryield overall savings of over $100 million oV years. The
Inspectors further noted that work had already cemuad in this regard in the context of the ICT meknwof the
CEB/HLCM, and that some organizations had expresseéhterest in using such a common solution forgh
processing. They recommended establishment of astabter-organizational governance structure tordimate and
oversee the development and implementation of tranwn payroll system, stressing the crucial impuréaof
strong leadership to bring the project to a sudaésenclusion.

ICT governance in the United Nations system organizens (JIU/REP/2011/9)

The Inspectors conducted a comparative analygtseddifferent ICT governance frameworks, practiaed processe
in the various United Nations system organizatiaith a view to identifying best practices and lesstearned, an
thereby promote effective ICT governance. Theirmfaidings and conclusions are that an effectivé governance
framework should include the following: (a) a wilhctioning ICT governance committee with strorgdership by
the executive management; (b) a Chief Informatidfic€r (CIO) or equivalent in a senior-level posittwoverall
responsibilities; (c) a fully developed corporateTl strategy aligned to the organizations’ busineseds and
priorities; (d) a well-established mechanism to itwnthe implementation of the ICT strategy; and (ebust
mechanisms to track ICT costs in the organizatians conduct post-implementation reviews of majoff |
investments so as to facilitate strategic decisi@aking, cost-effectiveness, accountability andspamency.

The Inspectors recommended that the corporate t@fegies should be presented to the legislatitielsofor their
information and support, and that in his capacitfChairman of the CEB, the Secretary-General shetuddmline the
Board’s ICT Network by identifying and focusing oommon ICT issues and providing clear guidancaéaetwork
in order to improve cooperation and coordinatiormagithe United Nations system organizations.
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Review of ICT hosting services in the United Natios system organizations (JIU/REP/2008/5)

The report provided a comparative study of the m&@m hosting services used by the United Nationstesy
organizations, and identified the best practicescivhallow cost reductions and improved manageménkCd
infrastructure and operations. The top factors iclemed by the United Nations system organisatiamsseeking
external hosting services were: increased costtffmess; increased flexibility in managing reses; lack of|
internal expertise in the specific business argfiicdties in creating additional staff posts; emted network
infrastructure; and, more reliable service qual@pnversely, the factors cited by organisationsregahe use o
external hosting services included: the reducexitfiity in managing resources, if hosted exterpateduced cost
effectiveness; difficulty in budgeting external \6ee expenditures, inefficient service delivery;reliable service
quality; and legal concerns of losing extraterigbstatus by hosting externally which could resulpossible loss o
data confidentiality.

ICT hosting service’'s key-benefits are cost-savintperefore, according to the inspectors, the selecof an
appropriate hosting arrangement should be basedomst-benefit analysis including business needscdticality of
the ICT system/service, and the ICT strategic guaece arrangements/decision-making process. Iir tydacilitate
such a cost-benefit analysis of ICT services, thecetive heads of the United Nations system orgaioizs should
work with HLCM towards defining a consistent methofl recording ICT expenditures/costs. Additionalthe
inspectors recommended the United Nations systeganizations to explore the possibility of exteralsting
solutions, particularly the United Nations Inteinatl Computing Centre (UNICC), in order to takevaatage of]
external hosting with regard to economies of sdaléalso to safety considerations since exterasfiig systems can
be placed in an offsite, secure location. UNIC@unsinter-organization facility to provide electrordata processing
services for the United Nations system organizatemd other users.

Offshore service centres in United Nations system ganizations (JIU/REP/2009/06)

The Inspectors noted that an increasing numbexsrgdnizations are considering offshoring to redtiee cost of|
administrative services. The implementation of EfgBtems has been the major enabling factor footfséoring of
business processes by the organizations. The lwspdtdghlighted that the establishment of offsheeevice centres
is a strategic policy decision with serious impfieas on the structures of the organizations, dmilsl therefore bg
subject to the review and approval of the goverrindies. Offshoring policy should be based on th&t-benefit
analysis of alternative sourcing options for thdivéey of services and developed in alignment vilie corporate
strategies of the organizations. The policy shoeotohsider not only the expected cost reduction aenlice
improvement, but also the risk management impegafisuch as financial, operational and organizatioisks.
Concerning the achievements/success of offshondceecentres, the Inspectors noted that no repoere yet
available to analyse and demonstrate the achieveofi@ost-savings and service quality goals, norewtbere an
established methodology and monitoring mechanismseasure progress and to report thereon. In teenabk off
such monitoring and reporting, the Inspectors ntiatithe expected achievements of offshoring, haowst savingg
and service improvements, remained in question.

The Inspectors concluded the report that the offaanitiatives of United Nations system organiaas had thus faf
been piecemeal, fragmented and disconnected, ahdubh an approach failed to capitalize on thergtlly greater
efficiency gains that might be achieved througkrirggency offshoring initiatives. They recommentted the United
Nations System Chief Executives Board for Coordéma(CEB), through the High-Level Committee on Mgement
(HLCM), should expedite the consideration of inégiency shared service centres and initiate thelaf@went of a
common/joint offshoring policy, with a view to aeling greater efficiency through a joint decisiamd gproject
development process.

Preparedness of United Nations system organizatiorigr IPSAS (JIU/REP/2010/6)

The Inspector indicated that the transition to IBSfequired a specific gap analysis of all existihegacy)
information systems, with a view to ascertainingetier they could support the production of acchasded accounts,
interface with other systems; and provide effectigeurity.
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Most organizations had to update their existing EfgBtems or replace their legacy systems (e.glntegrated
Management Information System (IMIS) used by thetééhNations) to achieve an IPSAS-compliant envinent,
including appropriate support for accrual-basedanting, asset management and field-based opesatitor this
reason some of the large, decentralized organimtuch as WHO, FAO and the United Nations dectdeléihk
IPSAS implementation to their ERP projects. Thepétdors pointed out that the linkage of IPSAS migjeo the
implementation of major new ERP projects involviiigld and decentralized offices raised the risksighificant
delays coupled with uncertain timelines, as thaplementation was conditional on funding and projeanagemen
of ERP projects. The alternative, namely maintajnar upgrading legacy systems might result in quéytially
IPSAS compliant systems, heavily dependent on nianteavention, increasing thereby the risks ofdnizracy and
incompleteness of the data obtained, used for riyeapation of financial statements. As of June®2@Q per cent o
the organizations had conducted evaluations oflia@ges required to their information systems.

Other challenges were encountered by some orgamzgatvith field presence which did not have adeguaRP
infrastructure at the field level and would neegtocess accounting data manually in order to cpmith IPSAS.
The Inspector also noted the challenges relateth@ocleaning/quality control of the existing Legadsta, and
ensuring that the data being migrated to new EREeBywas valid, accurate and correctly formatted.

Accountability frameworks in the United Nations sysem (JIU/REP/2011/5):

The Inspectors highlighted the need to ensurettigathain of command and delegation of authorigyadigned, clear
coherent and integrated into existing enterpriseuece planning (ERP) systems. In this regard ttuegd that WHO
had fully integrated its delegation of authorityahanisms into its ERP system.

Review of travel arrangements within the United Natbns system (JIU/REP/2010/2)

The Inspectors recommended that executive headsitéd Nations system organizations should ensuneye this
has not already been done, the exploitation cd\ailable options to revise and upgrade their Efgieesn travel
modules.

Review of the medical service in the United Nationsystem (JIU/REP/2011/1):

The Inspectors noted that organizations/entitied dopted different programs for electronic filio§ medical
records, including EarthMed at United Nations hesudters, CHIMED/Préventiel at WHO, and Jasmine Ve
UNOG. While indicating that it would seem optimaldadopt one program across the board, they recedtimt an
organization’s choice of electronic records platicshould be respected. They stated however, thidt glatforms
should, to the extent possible, enable system-wimimpatibility, and also be able to interface withtdtprise
Resource Planning (ERP) systems, while ensuringtbiection of confidential medical information.

D
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Annex Il

ERP and IPSAS implementation status in United Natios system organizations

Org.! ERP] | Hosting! Areashandledin ERPL! Implementationtimelinel IPSAS ]
Supplyichain/ Fnance Humaniresources. | Central/support Programme! Year( Year(! Initialigo! Upgrade(s).! | []
procurement/ services!! andiproject planning. | softwarel liver 0
logistics management| | started(] | purchased 0O
orade™ | Internall) | - Supplier(] * (Cash « Payroll[| «Implemented(! | «Programme!’] | 1995/ 1996/ 1999:1 Upgradediin'] | Bxpected
management | | management/and’! | «Organization ashared( | followsithe ] Oraclel! 2002,(2005( bylendof(
* Procurement( || treasury!(! management | servicesicentrel] | PRNCE2™ 1) ] Fnancials || and2008.(] 2013 with
« Travel '] « Fnancial « Position/budgeting( | (offshore),lin methodology! ] Nextupgrade!] | first(!
(custom- accounting’ andcontrol-post /| 2008, thanksito 2007:[] expected compliant(!
| built) « Fnancial budget/ management | the BRP human November!! financial
% management!! « Time'management ! | resourcesl || 2012 statement
« Saff(development modulel for
* Recruitment ] financial
« Performance: year2014(]
management ]
Oraclel] | IOQ] « Qupplier(! * Cashimanagement (| « Payroll[| « Conference * Results- Planning(l! | 20091 2011 Havenot lyet 2011
management (| | and(treasury « Organization andlevent!! based! | startediin completed
« Procurement(| «Costland' management | management management (|| 2007(for( ] thelinitial
of goodsiand management | « Positionbudgeting( | « Travel *Projectland phaselll| implementa-
services| accounting| andcontrol-post /| management programme tioniofall
E‘ « Qupply «Fnancial management | ] management | modules.’]
< shipping, accounting| « Timemanagement | | *Project(!
- Transporta- « Fnancial budget/ ] accounting|
tioniand management | *Programme
storage *Fixedlasset | andproject
« Equipment(] | management!! budgetingand
management assessment |

*1 Includes Oracle Financials and Oracle E-Busineste S
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Org.l ERP[] | Hosting® Areashandledin ERP[ Implementationtimelinel] IPSAS]
Supply chain/ Finance Humaniresources: | Centralsupport Programme! Year(| Year(| Initialigo! Upgrade(s)'] | []
procurement/ services'| andproject planning’ | softwarel livel 0
logistics management| started(] | purchased 0O
Agresso’ || Internall] | «Supplier(! * Cashimanagement (| «Payroll( *Programmel( | 20061 March/ [ 2008 Upgrade(| 2010
management( | | anditreasury « Organization andproject Aprili20071] forthcoming'
« Requisitions, (]| »Costland' management | management | in2013]
purchase management| | « Position budgeting |
ordersiand(! accounting( ! and control-post( |
] goods’| * Fnancial management| |
o *Notes accounting ! « Timelmanagement! |
§ processing * Anancial budget/ *Workforce/ [1
throught| management| | medical and lifel!
automated! * Srategiciplanningl | | insurancel!
workflow! management| |
« Entitlements’]
management| |
)
Oracle( ] | Commer- | «Supplier(] *Fnancial,(costiand’ | *Organization «Travell * Results- 20020 200411 2004 Lastupgradel | | 2012
cialll management( | | management(! management| | management(] | based(! was
«PurchasingTll | accountingl * Humanresources, ] management| | September(
] * Accountsipayable’] | administrationand( | | [ *Programme, | 2008 andithel!
9 * Accountst! contract( | ] projectand next(upgrade
- receivable management| | ] grant( is'scheduled
* Cashimanagement (| «Payrolliandpayrollll| [ management| | forlate2012
Feixed/assets| accountingl! orlearly2013
« Position/budgeting |
SAP Commer- | «Procurement{l « Costiand(! « Organization * Saffiand *Programmel | | 2003(] 20031 2004 Upgradelto January
cialll *Material (| management| | management| | consultant( andiproject EQC6lwas| 2010
management( | | accountingl! « Payroll 1] travel management| | donelin
~ « Cashimanagement (| « Positionbudgetingl | processing i October(2009. |
”b andltreasury and control-post( | « Saleshilling
= * Fnancial management| | anddispatchiof Sncelthen, [
- accounting! *Timelmanagement(] IMOL! annualland(!
« Fnancial budget/ ] publications periodicl]
management | updateshave
beenapplied.

21MO also uses the following SAP modules, which aoereflected above: B2B and B2C ecommerce traioses; and Business Warehouse — i.e.

analytics on SAP data, including reports on profeahagement, financials and sales and distribution.

reporting and
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Org.! ERP] | Hosting! Areashandledin ERP! Implementationtimelinel IPSAS ]
Supplyichain/ Fnancel! Humaniresources. | Central/support Programmel Year( Year(! Initialigol | Upgrade(s)l! | []
procurement/ services!! andiproject | planningl | softwarel liverl O
logistics’! management| | started(] | purchased O
SAP Internall] | «Procurement’| *Costand!| « Organization «Travell| Reimple- 2January’ | ITUIre- 2010
(Supplier management| | management| | management mentation 2010 implemented
Relationship’| | accountingl! « Payroll 1] 0 startediin the/SAP
Management( || «Cashimanagement!(]| «Positionbudgeting! Junell systemiin(|
-SRMI) anditreasury andcontrol-post | 200901 2009 withial
« Inventory * Fnancial management | 0 go-liveldatelof
) management | | accounting!! « Time'management ! | @ January 2,
E « Equipment(] | «Fnancial budget/ «Workforce/ [ implemen 2010.For'the
management(| | management' medical andllifel tationlin past 3lyears
*Slesand! » Asset ‘accounting insurance!| 1986) onlaverage/5
distribution «Grants management | 0 new functions
management| | « Employee/ (] wereadded! |
manager self annually.
servicel |
Oracle] «Procurement| *Accounting « Contract/and( *Travel *Monitoring/ (1| 2008[!
registrations | «Budget planning payrollrecords| management reporting
- * Supplier « Saffiandcareer!!
‘0 management development ]
a * Receiving Saff reclassification! |
< and asset and promotion
-] recording « Positions|
budgeting

53 UNAIDS uses the WHO GSM.
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Org.! ERP1 | Hostingl Areaslhandled in[ERP ] Implementationtimelinel IPSAS ]
Supplyl! Fnancel! Humaniresources. | Central/support Programmel Year( Year(! Initialigol | Upgrade(s)l! | []
chain/ ] services!! andiproject | planningl | softwarel liverl O
procurement management| | started(] | purchased
/logistics | u
Oraclel] | UNICC! « Quppliersl! « Cashimanagement (| «Payroll’] *Project/and’ 12002 200411 2012
management (|| ‘anditreasury « Position/budgetingl | program
E < Equipment « Fnancial andcontrol-post management
[a) management (| accounting’ management | « Travel (]
% * Anancial/ budget «Workforcemedical | management
management| | andlifelinsurance’| | [
management_(] ul
SAP Internal(l «Quppliersl! « Cashimanagement | «Organization « Travel (] 200001 20001 2002 Regularly 2010
management (| anditreasury’ management | management since2002
o » Equipment *Cost/and( | « Payroll(] 0
management( | management! | « Position budgeting | *Programiand
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=

> UNOPS uses UNDP Atlas.
5 UN-Women uses UNDP Atlas.
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Annex Il
Main reasons why ERP systems were implemented
over budget and over schedule in United Nations oegiizations

a. Main reasons why ERP systems were implemented
over budget in United Nations organizations

Unrealistic budget/ inaccurate estimation of ERP total
cost of ownership

Unexpected delays in the implementation - |

Inadequate definition of finctional requirements

Unforeseen customization costs

0% 20% 40% 60% 80% 100%

b. Main reasons why ERP systems were implemented
over schedule in United Nations organizations

Delay in process re-engineering

Change in the project's original strategy

Delav in data conversion

Inadequate initial timeline

Resistance to change/lack of stakeholders buy-in

Delay in software customization

Changes in the project's scope

0% 20% 40% 60% 80% 100%
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Annex IV
ERP implementation and maintenance costs

a. ERP implementation costs reported by United Natiosorganizations (in USD)

Organization’] CostslinWSDr!

FAOL) 86,200,000" ]
IAEA] 27,979,717+
ICAOL! 7,100,000
ILOC 40,000,000
IMOL] 3,650,937** [
ITuD) 4,000,000°
United Nations'] 315,800,000
UNAIDS® ]
UNDPL 67,800,000
UNESQOL 20,000,000
UNFPA 0 8,900,000
UNHCR) 73,000,000
UNICEF] 47,000,0007
UNIDOC] 12,007,962*2
UNOPS' ] ]
UN-Women®* ]
UPUL 1,299,735*** ]
WP 54,800,000
WHOL! 59,600,000
WIPO[ 13,500,000%** |
WMO_ 1,515,608*** ]
Total(l 796.453.959
)

* Original currency EUR (used average United Nati@xshange rate: 0.756733333)

** Original currency GBP (used average United Natiashange rate: 0.632)

*** Original currency CHF (used average United Natioeschange rated.915071429)

1. Reflects total ERP implementation cost includintplementation release (1998) - $28 million; implemgataof HRMS
modules (2007) - $19.7 million; and implementation oM®R2013) - $38.5 million.

2. This is an estimate from the feasibility studydemted in 2006. As the programme is still ongoingséhare not final costs.
3. These costs only relate to the second ERP impteatiem and do not include the first implementation.

4. Organizations that share their ERP with UNDP or WH@ @aid a share of the implementation costs.

5. UNFPA also incurred customization costs.



a4

b. ERP annual recurring maintenance costs (in USD)

ORGANIZATION LICENCEl HOSTINGL SUPPORTL TECHNICALL  OTHERERPL  GRANDL
MAINTENANCE  COSTS ] STAFF CONSULTANTS  MAINTENANCE  TOTALL]
QOSTS QOSTS | ANDEXPERTS.  REQURRING.
QOST! QOSTS

FAOL 749,000 383,000 | 2,625,0000 | O 49,000 3,806,500.
IABAT 335,0610 1,453,91401| 1,309,946C | 1,810,307 0 4,909,228* [
ICAOL) 0 0 550,0000 | O 0 550,0000
IMOL 60,127 204,114° | 1,034,810° | 130,142 0 1,499,208+ |
UNAIDS’ O O O 0 O 0
UNDP_ 2,794,0270] 4,497,460C | 6,284,006 | 1,772,976 2,000,000° 17,348,460
UNESCOL 320,000 650,000 | 1,800,000 | 90,0000 140,000 3,000,0000
UNFPA? 516,000 544,000 | 1,142,000 | 500,000C] 770,000 3,472,000
UNHCR 838,667 1,720,34101| 5,279,814C1 | 981,819 0 8,820,641L]
UNICE 1,993,3110) 2,156,65201 | [ 0 0 4,149,963
UNIDOLJ 471,2360 2947020 | O 0 0 765,938* )
UNOPS 0 2,500,000C | 450,0000 | O 0 2,950,000% [
UN-WoMBEN'® O O O 0 O 0
WP 1,382,3210) 2,634,195(1| 1,160,120 | 1,500,000.) 585,000 7,261,636.
WHOL 800,000 2,500,0000] | 2,500,000 | 2,100,000L 0 7,900,000.)
WMOL 157,700 412,800 | 772,5000 | O 0 1,343,0000
TOTALL 10,487,465 | 19,951,178} 24,908,196] 15,864,608 | 3,544,000_ 67.776.083

* Original currency EUR (used averag@ited Nationsexchange rate: 0.756733333)
** Original currency GBP (used averagénited Nationsexchange rate: 0.632)

1. These costs include a certain portion earmafiee@nhancements and changes to the system, wiaiglormmay
not be undertaken, and is subject to the availgbdf funding.
2. These include the licence and maintenance fms&AP and other add-on tools used with SAP.
3. This is an annual amortized cost over a 4-yeaiqu consisting of costs incurred for SAP upgrauerdware and
licence costs, outsource transition and hostingso®ue to cost bundling, the hosting cost elernannhot be

identified in a straightforward manner.
4. These include outsourcing costs for user suppgilication support and maintenance, and in-hoB&& support

team costs.

5. Average annual spending for SAP system enhamteme development.

6. Organizations that share the UNDP or WHO ERP. difganization pays a recurring maintenance fee.

Notes:

ICAO indicated annual licence costs to be inclugethaintenance costs, but maintenance costs aréndatated in

the table; the WMO indicated salary of staff at stmadcosts in CHF. Staff costs reflected in the ealviclude

average salaries without dependants.

WHO indicated that the maintenance costs providdtiéentable are the “direct costs” of supporting tB&P system.
They do not include related costs (such as the thesx and the Global Service Centre, which carryseuvices that
go beyond the ERP, nor the costs of associatedraadrated systems such as records managemengy dd not
include indirect costs (such as business and sem@nagement time and training). Although they miduide an

element of system enhancement costs, they do elotlénmajor project work (WHO is currently undertaian

upgrade project). The licence maintenance costwd®gcall Oracle licences together with all ERP-asated tools.

The annual hosting costs are the direct costs aatmt with the external hosting of the ERP systerhey do not
include common costs (such as common infrastruatasts). The annual support staff costs are theatlicosts of
staff working on ERP support. They do not inclstiéf working in the help desk or in the Global\Bez Centre.
They do not include the indirect costs of busireesbstaff training.
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Annex V

Main findings from user focus groups conducted duringhe review

Theme

Recurring issues raised by users

Sample examples given during the discussions

Questions 1 & 2. To what extent has the ERP improwkyour access to accurate and timely information ashdata? To what extent does ERP enhance /
facilitate your work?

Improved access to information and data

The system makes the consolidation of d
and reporting easier

ataPrior to the ERP, the organization had differspstems running at headquarters and in cou
offices. It was difficult to get data. Now at leaditthe data is in one place.
- With the old system it was a nightmare to extragbrts. ERP made reporting much easier.

ntry

The system enables timely access to
information

- Before data was updated once a month. Now onse@ampdated information immediately.

Improved access to data and information
supports improved decision-making

- ERP has improved inventory and warehouse infaonaBefore you did not know what happened
the field in terms of purchase because every cgurad a standalone system. Now it is easier tohge
big picture.

- With online instant information, it is even pdssito do budget projection.

- The system provides performance indicators toagament, and one knows what is behind the da
- Before the ERP, country offices did not have mtegrated system. Now project managers cal
more self-sufficient if they are trained properly.

in

ta
n be

Improved access to data and information
supports enhanced efficiency

- The system enhanced operations in supply chairagement.
- Payments are made in a timelier manner.

- Travel has improved.

- Consolidation of data in one system saves time

Integrated data and information enables
organizations’ decentralization

- The system enabled the decentralization of huresources responsibilities.
- With a single integrated system, you can seewatidwide even if the organization is decentradiz¢

h

Reporting and query issues

Reporting is still weak

- Reporting is very limitddsers are forced to download raw data, and cregtarts manually.

Reports are hard to understand

- In the ERP, oneotdind a report that gives a description of itifermation displayed. One nee
to check the description of the codes provided.

Reports and query results are inaccurate
because of inaccurate or incomplete data
the system

- Regarding human resources, the grades of ceyjaés of contracts are not reflected in the sys#es.

mresult, there are inconsistencies in the dataggduf you run queries. If you run a report on faum
resources, you have to export it to Excel, andtfiranually during two hours.

- Query results on donor contributions are onlywshg 55% of the contributions because data has
been updated. We have to use Excel in parallelusecdata in the system is not accurate.

- There is no standard naming convention. Thisdéadncomplete query results.

not

There are reporting problems because
people don’t know how to generate repo
in the system

- Reports do not match because the way informasialefined in each report differs.
ts People do not know how to generate reports. Toaypile reports from different period of time.
- Everyone makes his own report with different figet Some people use last year's queries to ge

information from this year.

t the
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Theme | Recurring issues raised by users Sample examples given during the discussions
There are reporting and query problems | - The human resources module is so heavily cusemnihat it cannot use the ERP’s analy!
because the system has been too functionalities. It has to use third party analgtic
customized - The ERP has about three thousand query repantshdlf of them are not relevant. Each ye
headquarters develops new queries instead of egestiindard queries that can be used every year. As
a result a lot of queries are obsolete. It takied af time to try them all.
There are problems with data consolidation The interface between the ERP and the budgé&iary system is not good because the systen;
due to issues with systems integration | not speak the same language. The legacy systendpsothe data entry module, and data is f|
exported and imported into the ERP’s budgeting rnfeydbut neither can give a full report. It
impossible to print full report of total budgettotal expenditure by objective
The system does not facilitate decision- | - If data in the system is not updated, the casln fbrecast functionality becomes useless.
making due to data inaccuracy issues
Q.3. How easy to use and navigate is the system?
The system is not user-friendly and the | - The system'’s navigation is not user friendly. Haek option from browser is not always there.
navigation is not intuitive - You may need to do six clicks before gettingtte place where you are supposed to work.
- You need to do a four hours training to know lowse the self-service features in the system.
- More resources should be spent on improving gability of the system.
Users need daily practice on the system nelUsers need to have training and practice. Ifgouot practice on a daily basis, you will forget
= to forget how to use it everything.
[J]
% It is difficult to identify and correct - If you save a purchase order with the wrong awyethen it is difficult to modify. You have to leee
» mistakes in the system and reissue the whole purchase order. The systeslut let you go back 1 step to correct a mista
s - You cannot really see mistakes until you makerep
) - Unless you have correction permissions, to chaugeething you need to undo all the actions u
2 the action that needs to be changed.
% The ease of use of the system depends or You need training to be able to use the system.
4 the capacities and training of users - If you know the shortcuts, the system is muchezds use. But this requires training.
- The paradigm of user satisfaction depends orsUsEspective capacity.
The language of the system can be a - The fact that the system and training materiedsoaly in English can be problematic.
problem for non-English speakers
Some customizations were implemented|te The human resources module requires some custtiaris to reflect the UN rules and regulations
make the system more user-friendly - Some hyperlinks were removed to simplify the gation. Today it may not be necessary dug
users’ learning curve.
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Theme | Recurring issues raised by users Sample examples given during the discussions
Some customizations made the system | - The organization segmented the budget too mucledito a huge amount of data, which creates
harder to use problems with the system at peak times.
- There are too many narratives in reports. Prgi&etning is so vast that no one has the patienti# t
out all the data.
- A lot of things that people find hard to usetie system come from customizations.
£ The system is very slow and time- - The system is slow at headquarters and in the, feven if it is slower in the field. The slownesfs
%’, consuming the system is also due to the programming in tiséesy. The speed decreases when all the offices are
@ using the system at the same time. In Chad and i¢t@re, we had to wait 20-30 minutes to generate
2 a report, and sometimes it did not work.
= - The system is so slow that it cannot be use@-fiendering.
‘; - If you do not click on hold, if there is a poweut, you lose everything. The system does not save
% your work automatically.
B - When the system times out or freezes, you hageard the workflow again from the beginning.
g The system is not supported by all - The system is only compatible with internet exetq(IE).
31 browsers
<
Q.4. How sufficient is the training and user supparprovided to you?
ERP training is limited due to lack of time - Due to tight timeline for the launch of the systeuser testing and training was very condensed.
and/or lack of funds - The system was rolled out under time pressurerasning was too rushed. In three days, you were
supposed to cover the whole system, and after Weha some general refresher in a few days.
- When the system was launched, staff from regioffates went to headquarters for the training| of
trainers. But then training did not occur in albetry offices; for e.g. it did not happen in Kenya.
o - The support unit provides user support, and ot it should also provide training. But due|to
= funding problems, it only provides e-learning mitisr(UPKSs).
3 - There are training courses available at headersaBut they leave it up to each country officéind
E money for training. Even if a user wants to gomming, the country office may say no.
S - We do not have time to train new staff, so whieeré are new staffs, we get a consultant to dg the
E training. But not all country offices can pay faaihing.
< The right audience does not necessarily | - Now managers need to use ERP a lot more thaeyeystems, but they do not register for trainipg.
o attend classroom training They send G staff also for matters that concermth@ staff is also attending on behalf of P staff.
There is a need for cultural change.
The lack of on-going training is a problem- There are training problems when new staff mesberive.
when new staff joins the organization or | -Peers do training when new people come, so stafbtver can be a problem
when there is staff turnover -There are on-going training issues. When peopledesome country offices are left with people who
do not know the basics of the system.
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Theme | Recurring issues raised by users Sample examples given during the discussions
Lack of user training increases risks of | - New staffs should be trained before they haveessto the system because when you are ne
errors in the system can make more mistakes
- You can only practice with what is in the e-guidéich is limited. You cannot really practi
mistakes on the training module, so you have higisks of making mistakes in the ERP system.
Awareness training about business - Ideally you should learn first about the busingssesses, and then about how it translates iRf®. B
processes would be required before training
on the system
Practical training tailored to specific - Every section has different needs. Certain eléspsnch as reports, would need additional training
business needs is required - You need separate human resources training fmahuesources staff.
- On the finance side, some training is done on twmake queries.
E-learning alone is not sufficient - You are exgecto do learn by yourself with e-training. Buydu need to do more advanced things,
you need more technical support.
2 E-learning material can be difficult to - It is difficult to use UPKs and they may be diffit to access with a slow internet connection.
€ access in low-bandwidth environments
3 People may lack time and/or initiative to ge If you click on help, it takes you to a list dd® UPKs, but people don’t have time to go througint.
] through e-learning materials - The organization tried to create some guidesdasecommon issues, but people don't look at the
- A lot of training modules are already availablg people need to take the initiative to look atth
E-learning materials should be updated - E-learmiagerials are not really updated.
Communication with users about changes- There is a lack of communication between headquaand the field. Headquarters change code
5 c made to the system should be improved | years for queries, but does not inform the fieldefe should be automatic pop-ups to notify u
E .% about changes made in the system.
8 g Some attempts to improve communication- Some people do not read communications aboutahanges.
! were hindered by lack of initiative from | - There was an attempt in the past to put a dismuggoup on the intranet so that users could share
staff issues, but it was not widely used. Sometimes geofganized kiosks to discuss problems. r
Getting support from the service desk to| - We rely on the global helpdesk to get problenisesh but it can take up to 3-4 days to get a smhut]
resolve an issue takes a lot of time and yoli would be much more helpful if problems were doemted.
may never receive an answer - If you cannot solve a problem, you can send ketito a local expert, and if he cannot solvehig
g issue is sent to another level. This takes time.
= -E-ticketing enables issue tracking but it creakelsys in problem resolution.
@ - If we use the service desk, we do not get anywansexcept for an automatic ticket notificatione\
§ rely on our own MIS group.
> Ticketing improved communication with | - The ticketing system allows users to log andkitazkets. It improved communications between ug

users

and the support unit.

Q.5. To what extent was users’ feedback taken in@ccount during the design, implementation and posimplementation stages of the ERP project?
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Theme | Recurring issues raised by users Sample examples given during the discussions
Feedback was taken into account at the | - At the design phase users from each businessiemarepresented.
design stage
Feedback was taken into account at the | - Users’ feedback was taken into account duringBR€® implementation. In each department, there
o ERP implementation stage was one person dedicated 100% to the project.
[}
§ Feedback received has to be prioritized - Peopleatoreally know what to expect from ERP; so inist easy to ask feedback. Then the
3 guestion is how you prioritize it.
L - At the beginning of the implementation, the imipentation team put everything that users wanted
and it was too complicated. Now they are tryingntake it simpler and easier to use.
Feedback was not monitored at the post- - Users feedback was not taken at the post impl&tien stage
implementation stage - The field did not talk with headquarters abow ginoblems they are having with the system.
Q.6. To what extent has the system improved your ganization’s governance and internal controls?
The system enhanced budget and finance- ERP incorporates internal controls such as btasgand funds sufficiency controls.
controls - The system enables users to see income, budgexaenditures live.
3 Internal controls are enhanced through useif you need permissions outside of your stangaddile, you need to make a separate request and to
5 profile and role management justify why you need those permissions.
g - If you want to cancel a workflow, you need to calneach step, which involves different people.
- - No transaction can be completed in the field,yTten be started there, but they have to be coetp|et
° at headquarters.
= - Delegation of authority was introduced so tleg person can only access information relatedsg hi
3 business unit.
g - The name of the person who inserted data in yetem is automatically generated from the user’s
5 login. The system keeps the history of changes rbgdssers.
= - Users only have access to the queries they need.
But the system reduces flexibility - The systenteiss flexible. For e.g. you cannot get paid if ygstem says you have no money. The
system keeps the limitations given by donors. kangle, you cannot use contributions that expired.
©— Resistance to change impinged on - In many offices, including HQ, paper-based warkfs were introduced in parallel to electronic ones,
£ 28 | improved governance and controls despite the fact that when the system was implemdeninnecessary paper-based workflows had been
?, g g s removed. Managers delegate their electronic appraghority or give their passwords o
% o _E 5 administrative assistants. Things can be apprav&RiP without being carefully looked at.
235 © - In the ERP you do not have a good control fovéemanagement because some managers let Jeave

requests open.
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improved

organization’s rules and regulations, unless raferegulations are changed to fit the system.
- Usability issues are still to be addressed.

Theme | Recurring issues raised by users Sample examples given during the discussions
Some processes lack internal controls - Differecttions are able to connect and change buyergui@hase orders. You can change fthe
supplier for a payment that has already been dasgeople learn how to use the system, they know
more tricks. The system needs to be audited regular
- When creating a new vendor you need to go threughper-based terrorist list, which brings risks o
errors. It would be better to have that list in system.
- Human resources modules require more controls. &m start an action from the beginning to the
end without anyone checking it. This brings a hgkential for fraud as you can even pay a person.
In some cases there may be too much | - In human resources, national staff cannot seermmdtion about international staff. But in counfry
control offices, the head of the office is a national staff
Q.7. Overall to what extent does the system fulfifour needs, and which changes would you recommendrfimproving it?
2 Issues already identified should be - Local experts from each region share common problwith headquarters.
© addressed - The list of changes required, such as shipmewking, is already available, but these changeg wer
E never implemented.
E‘ - Headquarters have more than enough informatioproblems with the system. They should looK at
S the information, and do something to improve thetem.
i g The system should be adapted to changingRequirements have changed over time.
s ‘g requirements - We should look at business processes and polagesn. If the system has to accommodate|the
oo current human resources policies, there will bestirae customization issues.
i The usability of the system needs to be | - Regarding human resources, more customizatioasnaeded to make the system fit better |the
S
C
&g
(@)

Enhance internal controls and

accountability

- Changes to the system should strengthen accalitytab
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Annex VI. Overview of actions to be taken by participatingorganizations on the recommendations of the Jointispection Unit

JIU/REP/2012/8

= United Nations, its funds and programmes] Specialized agencies and IAEA

8 )

g %20 gn:< <l gm 3 % o

HEHEEEEEEEEEEEE R HEEREEEEEEE

E/0|5|5|5|5|5|35|5|5|5|5|2|5|5|2|x|5|Q2|5|E|5]=2|12|2|5|5|<
§ |For action ARG g R ARG ARG D g R R A R R
& | For information O ogogooooooogooogouoooouooo o oMo
Recommendation1 | e EIE|E|E|E|E|E|E|E|E/E|E|E|E|E|E|E|E|E|E| E| EEE|E|E E
Recommendation2 | e LfL|fyrjrjrfrjrfLjryjrjrgyryjLjLyLjrjLjLfLrjLyLijL L
Recommendation 3 | e EIE|E|E|E|E|E|E|E|E/E|E|E|E|E|E|E|E|E|E| E| EFE|E| E E
Recommendation 4 g| E

Legend: L: Recommendation for decision by legislative orgaB: Recommendation for action by executive head

[ : Recommendation does not require action by this dzgtan

Intended impact:

a: enhanced accountabilityp: dissemination of best practices: enhanced coordination and cooperation

d: enhanced controls and compliamceenhanced effectivenes& significant financial savingsg: enhanced efficiency o: other.

* Covers all entities listed in ST/SGB/2002/11 ottiean UNCTAD, UNODC, UNEP, UN-Habitat, UNHCR, UNRWA.




