WO/PBC/15/17
page 3

[image: image1.emf]Accountability for results

Customer-service orientation

Goal VIII -A Responsive Communications Interface between WIPO, it’s Member States and all Stakeholders

Working as one

Goal IX-An Efficient Administrative and Financial Support Structure to enable WIPO to deliver its Programs

Goal I-

Balanced 

Evolution of the 

International 

Normative  

Framework for 

IP

Goal IV-

Coordination 

and 

Development of 

Global IP 

Infrastructure

Goal III-

Facilitating the 

use of IP for 

Development

Goal II-

Provision of 

Premier Global 

IP Services

Goal V–

World 

Reference 

Source for IP 

information and 

analysis

Goal VI-

International 

Cooperation on 

building 

respect for IP

Goal VII-

Addressing IP 

in relation to 

global policy 

issues

Finance, Budget and Program (22)

Executive Management (21)

New Construction (29)

Security (28)

Information and Communication Technology (25)

Internal Audit and Oversight (26)

Human Resource Management and Development (23)

Administrative Support Services (24)

Conference and Language Services (27)

Communications (19)

External Offices and Relations (20)

Patents (1)

Trademarks, 

Industrial 

Designs and 

Geographical 

Indications (2)

Copyright and 

Related Rights 

(3)

Traditional 

Knowledge, 

Traditional 

Cultural 

Expressions and 

Genetic 

Resources (4)

The PCT System 

(5)

Arbitration, 

Mediation and 

Domain Names 

(7)

Madrid, Hague 

and Lisbon 

Systems (6)

The WIPO 

Academy (11)

Small and 

Medium Sized 

Enterprises (30)

Cooperation 

with certain 

countries in 

Europe and Asia 

(10)

Africa, Arab, 

Asia and the 

Pacific, Latin 

America and 

Caribbean 

Countries, Least 

Developed 

Countries (9)

Development 

Agenda 

Coordination (8)

IP Office 

Modernization 

(15)

Global IP 

Information 

Services (14)

Merged with 12 

(13)

International 

Classifications 

and WIPO IP 

Standards (12)

Economic 

Studies, 

Statistics and 

Analysis (16)

Building Respect 

for IP (17)

IP and Global 

Challenges (18)

E
wo/pbc/15/17
OriGINAL :  ENGLISH
DATE :  JUNE 30, 2010
Program and Budget Committee
Fifteenth Session
Geneva, September 1 to 3, 2010
PROPOSAL FOR THE IMPLEMENTATION OF A COMPREHENSIVE INTEGRATED ENTERPRISE RESOURCE PLANNING (ERP) SYSTEM
prepared by the Secretariat
1. WIPO’s main aim is the promotion of innovation and creativity for the economic, social and cultural development of all countries through a balanced and effective IP system.  The Organization’s success in the achievement of its strategic outcomes will depend critically on ensuring that it remains an increasingly responsive and efficient Organization equipped to provide global leadership on IP issues.

2. In order to be responsive and efficient, WIPO needs to ensure that it builds “a responsive communications interface between itself and its Member States, customers and key stakeholders” (Strategic Goal VIII) and “an efficient Administrative and Management support structure” (Strategic Goal IX) to enable its Programs to deliver results.  This implies:
(i) ensuring better service to Member States and all stakeholders;
(ii) placing results at the core of planning and managing programs; 
(iii) managing human and financial resources effectively; 
(iv) providing reliable operational support to programs;  and above all
(v) ensuring efficiency, transparency and accountability. 
3. WIPO’s Medium-Term Strategic Plan (MTSP) (under consultations with Member States) enunciates several key strategies that will lead to a more service-orientated, efficient, transparent and accountable Organization.  A comprehensive ERP system will support these strategies by providing tools to: 

(i) Make performance and resource utilization information visible to Member States and all concerned:  Transparency
(ii) Enhance linkages between the use of resources and results planned and approved by Member States:  Accountability
(iii) Allow roles and responsibilities to be clearly defined with appropriate levels of authority in accordance with the Organization’s accountability framework:  Accountability

(iv) Capture data once at source for use in downstream processes:  Efficiency

(v) Streamline processing of transactions and data:  Efficiency
(vi) Provide accurate data and information in a timely manner from a single reliable source:  Transparency and Efficiency
(vii) Comply with internal controls, data security, confidentiality and audit trail requirements:  Accountability
(viii) Consolidate customer information and improve customer-service: 
Service-Orientation
4. The implementation of such an ERP system has thus rightly been identified as a key initiative of the Strategic Realignment Program (SRP) and is on the critical path to the achievement of several of the SRP outcomes.  The SRP was launched by the Director General in October 2008 to address the major internal and external challenges faced by the Organization.  It was conceptualized to bring in new focus to the Organization’s culture and values, greater efficiency in its business processes and better alignment of its programs, structure and resources to the nine Strategic Goals.  It is focused on the establishment of the four core values – Customer-service Orientation, Working as One, Accountability for Results and Environmental, Social and Governance responsibility which will enable the delivery of WIPO’s Programs and the achievement of its Strategic Goals (see Diagram I)
Diagram I

WIPO’s Goals and Programs enabled by the Strategic Realignment Program
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5. The implementation of the ERP system will enable WIPO to establish the tools, processes and integrated environment to support the core values.  In particular, it will place in the hands of empowered managers across the Organization the information needed to improve customer-service, performance and resource management.  It will also significantly enhance the capability of the Administration and Management Sector to enable and support the work of the substantive sectors through better service levels and improved productivity. 
6. WIPO commenced the phased implementation of its ERP system in 2003, subsequent to obtaining approval from Member States for the implementation of the AIMS project, which addressed the financial and budget reporting needs of the Organization.  The project was completed on-time and within budget and the system has now been in effective use since 2004.  In December 2008, the Member States approved the implementation of the Procurement and Asset Management modules in order to achieve full compliance with the Financial Regulations and Rules (FRR) and International Public Sector Accounting Standards (IPSAS).  This system went live in January 2010 in accordance with the plan and within the approved budget.  WIPO is among a small number of UN Organizations to be fully prepared for IPSAS compliance.
7. The phased approach (in contrast to the “big-bang” approach) has ensured that the implementation of these projects was manageable and successful.  WIPO has learnt a number of key lessons from these projects and foremost among these are the need for senior management commitment and leadership, an enabling organizational structure and a well defined framework that enforces responsibility, accountability and authority.
8. WIPO has now established a consolidated Administration and Management Sector, which is led by an Assistant Director General.  Furthermore, the Director General has established a governance and management structure for the SRP based on the principle of collective ownership by the Senior Management Team.  The existence of an organizational and governance structure with top management commitment is, as borne out by the experience of organizations across the public and the private sector, one of the most critical factors for the success of an ERP system implementation.

9. The implementation of the previous two projects (AIMS and FRR-IPSAS) has provided WIPO with the foundations of an ERP system and has addressed the core business needs of Finance, Budget, Travel, Procurement and Asset Management functions.  However significant functional gaps exist as shown in Diagram II (WIPO’s Current Solution Map).  Additionally, the integration across the existing combination of ERP and legacy system solutions remains weak.  WIPO’s current payroll system which is over a decade old is struggling to keep pace with business needs and is becoming increasingly difficult to maintain.  The replacement of this system has become a top priority.  The full benefits of an ERP system will only be realized when the system is utilized in an integrated manner across the Organization.    
Diagram II

WIPO’s Current Solution Map
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Customer-service orientation

(Customer Relationship Management)

Working as one

(Enterprise Resource Planning)

Accountability for results

(Enterprise Performance Management)

Patents

(PCT)

Work Planning

(MS Office)

Publication 

Sales

(Evolution)

Appellations of 

Origin

(Lisbon)

Designs

(Hague)

Trademarks

(Madrid)

Travel 

Management

(eWork  /  AIMS  / 

AMEX)

Procurement

(AIMS  /  VRS  / 

Intend)

Finance

(AIMS  /  Fxall  / 

Fides)

HRMD

(HRAccess  / 

eWork  / 

ePMSDS  / 

SIGAGIP)

Budget

(AIMS  /  MS 

Excel)

Asset 

Management

(AIMS  /  FMAC)

Performance 

Assessment

(Intranet 

Reports)

Deliver Results

Line 

Management

MEMBER STATES  /  CUSTOMERS  /  STAKEHOLDERS

SUPPLIERS  /  SERVICE PROVIDERS  /  UN AGENCIES

Conference and 

Language 

Services

(MDCS  /  IRCS)


10. WIPO now proposes to address the gaps and urgent needs through the implementation of a comprehensive ERP system undertaken through a portfolio of projects, based on a clear portfolio vision and an integrated resource management framework.  The portfolio vision will include the future direction for the provision of management and administrative services.  It will provide guidance for each functional area that lies within the scope of the portfolio of projects.  Such an implementation will ensure that we cover the key functional gaps that exist in WIPO’s current solution map (for administrative and management systems) including Human Resource Management and Development, Planning and Budgeting and Enterprise Performance Management.  In developing the vision and the plan for the portfolio of ERP projects, careful consideration will be given to the information needs of the Member States, stakeholders and customers of the Organization since the ERP system will serve as a central repository for Program, Financial and Performance data.  An important example of such a need is that of providing comprehensive and accurate information and reports on the development activities of the Organization including the Development Agenda projects.  Such an analysis of information and reporting needs may necessitate changes to the currently deployed systems and 
tools – this proposal has allowed for such changes and enhancements.
11. The new functionality deployed will be fully integrated with the existing systems (Finance, Budget Reporting, Procurement, Travel and Asset Management).  The ERP system will also provide tools for the consolidation of customer information and improved customer service.  WIPO’s future integrated solution map is shown in Diagram III below.
Diagram III

WIPO’s Future Integrated Solution Map
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12. The proposed approach, while seeking to undertake a comprehensive implementation, remains prudent through the definition of projects that are phased in time and manageable in scope.  It includes undertaking a comprehensive integrated design which provides an anchor for the functionality and business capabilities to be deployed through each project.  This ensures coherence and systematic progress towards the portfolio vision.  The phased approach also provides the Secretariat with an opportunity to establish management checkpoints, at which time progress can be reviewed and the commitment to future phases re-confirmed after due consideration of external and internal factors that could impact the implementation.  The implementation approach proposed addresses the key risks associated with ERP projects through strong Portfolio Governance and the adoption of best practices in ERP implementations.
13. The implementation of the portfolio of projects as proposed will result in the footprint of WIPO ERP system gradually evolving over the five year timeframe as shown in Diagram IV.
Diagram IV

WIPO’s ERP Solution Evolution over time
[image: image4.emf] 

AIMS  (PS  8.9)

·

Financials

·

Procurement

·

Asset 

Management

eWork

·

Staff Travel

·

Non-Staff Travel

·

Events

SIGAGIP

HRAccess

2010 2011 2012 2013

2014

2015

Tools

Recruitment

ePMSDS

AIMS  (PS  8.9)

·

Financials

·

Procurement

·

Asset 

Management

Metastorm

·

Staff Travel

·

Non-Staff Travel

·

Events

SIGAGIP

HRAccess

Recruitment

ePMSDS

AIMS  (PS  8.9)

·

Financials

·

Procurement

·

Asset 

Management

·

Planning and 

Budgeting

HCM  (PS  9.2)

·

Core HR

·

Payroll

Metastorm

·

Staff Travel

·

Non-Staff Travel

·

Events

Recruitment

ePMSDS

AIMS  (PS  9.2)

·

Financials

·

Procurement

·

Asset 

Management

·

Planning and 

Budgeting

HCM (PS  9.2)

·

Core HR

·

Payroll

·

ePerformance

Metastorm

·

Staff Travel

·

Non-Staff Travel

·

Events

Recruitment

AIMS  (PS  9.2)

·

Financials

·

Procurement

·

Asset 

Management

·

Planning and 

Budgeting

HCM  (PS  9.2)

·

Core HR

·

Payroll 

·

ePerformance

·

eLearning

Metastorm

·

Staff Travel

·

Non-Staff Travel

·

Events

AIMS  (PS  9.2)

·

Financials

·

Procurement

·

Asset 

Management

·

Planning and 

Budgeting

HCM (PS  9.2)

·

Core HR

·

Payroll

·

ePerformance

·

eLearning

·

eRecruitment

Metastorm

·

Staff Travel

·

Non-Staff Travel

·

Events

CRM

CRM

EDMS

EDMS

EDMS

EDMS

EDMS

Intranet Reports

Reporting /  Analytics

1

·

PM Reports

Reporting /  Analytics

1

·

PM Reports

·

Budgeting

·

Financial

·

Procurement

Reporting /  Analytics

1

·

PM Reports

·

Budgeting

·

Financial

·

Procurement

·

Workforce

Reporting /  Analytics

1

·

PM Reports

·

Budgeting

·

Financial

·

Procurement

·

CRM

·

Workforce

·

Recruitment

·

Learning & 

Development

Recruitment

Reporting /  Analytics

1

·

PM Reports

·

Budgeting

·

Financial

·

Procurement

·

CRM

·

Workforce

·

Learning  & 

Development

Evolution Evolution

Evolution

Evolution

Accountability for 

Results

Customer-Service 

Orientation

Working As One

Note  1  – includes monitoring and performance assessment


14. The principal benefits from the implementation of the ERP system may be summarized as:  (i) the modernization of WIPO’s core administrative, management and customer-service functions;  (ii) improved productivity;  and (iii) capability to provide better information on performance and resource utilization to the Member States and Management.  
15. The overall estimated cost for the implementation of the portfolio of projects is approximately 25 million Swiss francs over a five year timeframe.  The estimated costs include application hosting, software acquisition, project personnel, user back-filling resources, external implementation partner fees, training and communication and other costs.  As systems/modules are deployed and become operational, the recurring costs of maintenance and system operation would be included in successive Program and Budget proposals as part of the regular budget.
16. The Annex to this document entitled “Proposal for the Implementation of a Comprehensive Integrated Enterprise Resource Planning (ERP)” system sets out, in more detail, the Background, Expected Benefits, Scope, Deliverables, Key Elements of the Approach, Phasing and tentative timeline, Program Organization and Governance, Estimated Costs and Reporting Mechanism.  In preparing this proposal, the Secretariat has considered the recommendations of the Desk-to-Desk assessment, the WIPO Audit Committee and the External Auditor.  It has also thoroughly reviewed and considered lessons learnt from previous projects within WIPO in addition to those learnt by other UN and international organizations.
17.
The Program and Budget Committee is invited to recommend to the Assemblies of the Member States of WIPO to:  
(i)
approve the proposal to implement the ERP project as set out in the Annex of this document;  and 
(ii)
approve the appropriation of a total of 25 million Swiss francs for this purpose from the reserves, to be available to be utilized in accordance with the plan and progress of the portfolio of projects for the envisaged duration of the implementation, as set out in paragraph 15 of this document and in paragraph 24 of the Annex to this document.


[Annex follows]
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