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JIU REPORT 2002/9
“Managing Information in the United Nations System Organizations:
Management Information Systems”

Comments from the Director-General of FAO

General Comments

1. The repott offers a useful and informative review of the experiences of UN System
organizations with the development and introduction of management information systems, also
putting emphasis on enhanced inter-agency cooperation and coordination. However, the analysis
and the conclusions do not establish a clear dividing line between the process of managing
information (which includes substantive work) and the subject of management information. Our
understanding is that the intent is to refer to “making best use of available information to manage
resources effectively in the context of results based management”.

2. Some of the recommendations imply universal applicability across the UN system, but
need to be considered in the light of organization-specific citcumstances.

3. It may also be noted that, while the report addresses costs, there is relatively little
coverage of the benefits experienced by UN organizations that have implemented ERP systems.
These can be often quantifiable in a financial sense, but are also of an intangible nature, inasmuch
that systems improvements also result in positive spin-offs, which are equally important as cost
savings. These benefits include support to wider initiatives which would not have been possible
with legacy systems, and the ability to monitor and report in a more flexible and targeted manner
on the use of resources, thereby improving decision making and overall performance — 2 key
aspect in times of budgetary constraints.

Comments on recommendations

Addtressee of Recommendation: Executive Head O
Legislative Body 2|
Other (specify) O

Recommendation 1 (gx#ote from JIU Repord):

4. Legislative organs should request the Executive Heads of the respective United
Nations system organizations that have not yet done so to prepare and submit, for review
and appropriate action, a comprehensive strategy for information management/MI
systems (including indication of required resources for development and
implementation), with due regard to a full introduction of results-based management
approach (paras. 12, 14, 15, 17, 23, 24, 27, 28, 30, 31).

Is Recommendation of potential relevance to FAO? Yes: M No: O



Decision and/ot Proposed Action: Endorsed O

Endorsed as modified |
Rejected a

Explanation and/or Proposed Action

5.

Legislative organs certainly have a legitimate interest in being apprised of key strategic

orientations. In FAQO’s case, the substantive aspects of its information strategy are contained in
the Strategic Framework 2000-2015 and in the Medium-term Plan. At a more detailed level, there
is an internal Information Systems Plan in support of the Organization’s Medium-term Plan,
buttressed by an ICT (Information and Communication Technology) strategy, which, however,
may not warrant consideration by Governing Bodies.

Include recommendation and action in annual monitoring report? Yes: O No:M
Addressee of Recommendation: Executive Head O
Legislative Body 4|
Other (specify) _ O

Recommendation 2 (guote from JIU Repori):

6.

Legislative organs should request the Executive Heads of the respective United Nations

system organizations that have not yet done so to take the following measures (paras. 17, 18):

®

@)

Designate/appoint a seniot official to serve as Chief Information Officer (CIO) who
would have the functions indicated as (a), (b), (c), (d) and (e) below. Depending upon
organization-specific circumstances, however, the “CIO” functions could be performed
by an appropriate unit or, in the case of small organizations that cannot afford CIO, by a
senior official with organization-wide coordinating responsibilities as well as some IT
knowledge;

-

(a) Keep the organization’s information management strategy and IT in alignment
with its corporate business plan;

(b) Ensure that information management policies and standards are strictly followed
and the IT infrastructure is well managed;

(c) Ensure that key decision-makers on both substantive and administrative matters
have proper and timely information;

(d) Facilitate developing and maintaining a culture for improving information
management in the organization by exploring new technological possibilities as
required; and

(e) Seek compatibility, to the extent possible, in MI systems-related policies and
practices with other organizations in the UN system, and represent the organization
in the inter-agency meetings and consultations (see Rec. 5 (1)).

In the context of (1) above, the ‘CIO’ or the official (including the chief of “an appropriate
unit”) who has ‘CIO’ functions should report directly to the Executive Head or, if so
warranted in view of the size of an organization, to the Deputy Executive Head in charge
of Programmes.

Is Recommendation of potential relevance to FAO? Yess M No:O



Decision and/or Proposed Action: Endotsed O

Endorsed as modified O
Rejected ]
Explanation and/or Proposed Action
7. This recommendation needs to be considered in the light of organization-specific

circumstances and structures. FAQO has an Information Management and Technology
Committee (IMTC), with distinct Information Management and Information Technology sub-
committees that bring together the information management and technology aspects desctibed as
falling within the mandate of a CIO. The benefits of this atrangement are that, through the
IMTC, the heads of FAO user departments and offices can provide useful insights to facilitate
information management and communications technology decisions and agtee on the overall
framework within which information systems and technology activities take place. Whilst
allocating these wide-ranging responsibilities to a single individual might be approptiate for some
agencies, it would seem to be a sweeping recommendation in its curtent form, as the function
may be covered in different ways.

Include recommendation and action in annual monitoting report? Yes: O No: M

Addressee of Recommendation: Executive Head O
Legislative Body ]
Other (specify): a

Recommendation 3 (gxote from JIU Repord):
8. Legislative organs should request the Executive Heads:

(1) To take, as far as they have not yet done so, the following steps prior to introducing
and/or developing a new MI system (paras. 16, 22, 24, 26, 28-31, 34, 37, 40, 41):

(a) Streamline existing work processes, procedures and practices in such a way as to
support results-based management, and identify functional requirements to meet
their mission-critical objectives on the basis of streamlined work
processes/procedures/practices, with due consideration of a possible outsoutcing
of support functions such as payroll, accounting etc. (see Rec. 5(c)).

(b) Establish a plan for integrating various management systems (like financial and
human resources management systems), with a view to introducing/developing an
integrated and organization-wide management information system such as ERP.

(c) Cartry out an in-depth review of functionality that ERP applications can provide,
and make a cost-benefit analysis of various options available to each organization
(such as developing in house, sharing services with other United Nations entities,
buying a commercial package, including the possibility of changing procedures to
adapt to the best industry practices rather than ‘customizing’ commercial products
to adapt to the requirements of the organizations), bearing in mind the need, to the
extent possible, for interagency cooperation and coosdination (see Rec. 5).

(2) To repott, for review and appropriate action, on the measures taken on the above, and, on
a regular basis, on the progress made in MI system project implementation.



Is Recommendation of potential relevance to FAO? Yes: M No: O

Decision and/ot Proposed Action: Endorsed O
Endorsed as modified M
Rejected O

Explanation and/or Proposed Action

9. The approach prescribed in this recommendation is based on sound practice, and can be
supported. It is, in effect, already followed by FAO. Given the scope of the recommendation, it
should have been addressed directly to Executive Heads, also bearing in mind the latters’
management responsibilities. In addition, action by the ICSC to simplify Personnel management
rules could be helpful in streamlining existing work processes since many rules are common
throughout the UN System and not agency-specific.

Include recommendation and action in annual monitoring report: Yes: O No:M
Addtressee of Recommendation: Executive Head ]
Legislative Body O

=

Other (specify): CEB
Recommendation 4 (guxoze from JIU Repord):

10. With a view to enhancing transparency and comparability of financial
implications of MI system projects, United Nations Secretary-General, in his capacity as
the Chairman of CEB, should request the CEB/HLCM to establish a standardized cost
classification, to be used for cost estimates of MI system projects implemented by the
United Nations system organizations and to report thereon to the competent legislative
organs of these organizations through the Executive Heads of the respective
organizations (paras. 42-44).

Is Recommendation of potential relevance to FAO?: Yes: M No:O
Decision and/or Proposed Action: Endorsed |
Endorsed as modified O
Rejected O

Explanation and/or Proposed Action

11. A common classification would indeed be a most useful mechanism to facilitate reporting
of major Information Systems projects within each agency on a standardized basis, and would
also enable cross-agency cost comparisons to become more meaningful.

Include recommendation and action in annual monitoring report: Yes: M No: O
Addressee of Recommendation: Executive Head M
Legislative Body a

K

Other (specify): CEB



Recommendation 5 (guote from JIU Repori):

12. In order to enhance cooperation and coordination in respect of designing and
implementing MI systems in the United Nations system organizations by avoiding duplicated
efforts and investments, United Nations Secretary-General, in his capacity as the Chairman of
CEB, should request the CEB/HLCM (paras. 4, 40, 41, 45-47):

(1) To intensify consultations on this matter, by taking into account the following options:

(a) Joint designing and/or joint implementation of MI systems among organizations
having commonality in the nature of their mandates! and/or similar requirements
with respect to support functions (e.g. payroll processing, accounting, human
resources management, general setvices);

(b) Sharing services with other organizations in the United Nations system;
() Outsourcing common support functions to other organizations;

(d) Application hosting for other United Nations system organizations by those which
have developed ERP system; and/or

(e) Possible enhanced use of ICC.

(2) To report thereon to the competent legislative otgans, for review and apptopriate action,
through the Executive Heads of the respective organizations.

Is Recommendation of potential relevance to FAO?: Yes: @ No: [
Decision and/or Proposed Action: Endorsed O
Endorsed as modified ]
Rejected a

Explanation and/or Proposed Action

13.  Concerning (1)(a), it should be noted that ERP projects are very complex and expensive
undertakings and most agencies have expetienced problems and delays associated with the
introduction of ERP systems. Whilst in some cases joint design and/or joint implementations
might offer the prospect of cost sharing between agencies, great care would need to be taken to
ensure that the projects do not become too complex and unmanageable. The best prospects for
effective cost sharing and joint implementation would be in areas where requirements are very
similar, for example in payroll processing. FAO has observed that increased sharing of
information, experience and resources may be more appropriate than joint projects.

14.  (1)(b) can be supported, as services have been offered by FAO to other agencies.

15.  As regards (1)(c), FAO would be willing to consider requests by other organizations,
subject to acceptance of the FAO-configured ERP system. However, it is important to recognize
that providing IS services to other agencies is not the core business of FAO or that of other UN
Specialized Agencies (other than ICC), and any such initiatives should not detract attention from
the achievement of the key objectives of each organization.

! Based on the discussion with officials in 2 number of organizations in the United Nations systems, it is considered that the
United Nations system organizations could broadly be grouped into, for instance: United Nations itself, the United Nations
Funds and Programmes, and the Specialized Agencies which could also be classified into a number of sub-groups such as field or
headquarters-oriented, big or small organizations.



16.  Concerning (1)(d&e), FAO is currently considering proposals from the ICC for greater
use of their services, in the context of principles similar to those of GA resolution 55/232.

Include recommendation and action in annual monitoring report: Yes: M No: O
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Summary

The report of the Joint Inspection Unit (JIU) entitled “Managing information in
the United Nations system organizations: management information systems”
(JIU/REP/2002/9) (A/58/82) reviews key managerial and operational issues relating
to the management of information in the United Nations system including strategy,
leadership, governance, functionality, outsourcing and costs, as well as inter-agency
cooperation and coordination. In this context, the report stresses the importance of
making best use of available information for effective resource management and
decision-making with the support of management information (MI) systems and the
utilization of modern information and communication technologies (ICT).

As indicated in the present note members of the United Nations System Chief
Executives Board for Coordination (CEB) appreciate the wide-ranging information
contained in the report, and note that it touches on a number of important and critical
issues, which are challenging not only within the environment of the United Nations
system, but also to public and private sector organizations around the world. They
generally concur with most of the findings and conclusions of the report, and agree
with the actions recommended by JIU to foster greater cost-effectiveness and
promote more sharing and learning among the organizations of the system in the
exploitation of modern ICT to improve management. They also note that these
actions are consistent with the Secretary-General’s reform initiatives as contained in
his report entitled “Strengthening of the United Nations: an agenda for further
change” (A/57/387 and Corr.1).
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Introduction

1. The report of the Joint Inspection Unit (JIU) entitled “Managing information in
the United Nations system organizations: management information systems”
(JIU/REP/2002/9) (A/58/82) reviews the progress achieved in the organizations of
the United Nations system in the implementation of various information technology
(IT) services and management information (MI) systems aimed at improving
management in human resources, finance and administrative areas, particularly
those that have system-wide impact. It reviews key managerial and operational
issues relating to these IT systems, including strategy, leadership, governance,
functionality, outsourcing, costs and inter-agency cooperation and coordination. The
report draws lessons from the experience of United Nations system organizations in
the development of MI systems, and offers insights as well as a set of
recommendations for strengthening information management and improving design
and implementation of future MI systems.

2. Members of the United Nations System Chief Executives Board for
Coordination (CEB) generally concur with the main conclusion of the JIU report,
namely, that information is a resource that needs to be managed effectively in the
environment of the United Nations system. In that connection, that report provides a
good overview and inventory of the experience in management systems in the
United Nations system. They also note that although some of this information may
already have been overtaken by subsequent developments, it nonetheless provides a
good baseline for understanding of the great variety of experiences across the United
Nations system reflecting the different requirements of the organizations as well as
their different levels of experience and the maturity of their IT systems. CEB
members generally concur with the finding that, while there may be room for MI
“standards” in terms of policy and procedures in “specific managerial areas” (for
example, financial and human resources management, payroll, procurement, travel,
and management of conferences, contracts and documents), there are other
“substantial areas” in United Nations system organizations that have very specific
mandates and for which little will be gained by standardization across the system.

3. CEB members also point out that, in addition to the JIU recommendations
calling for additional processes and actions by legislative organs, proper planning
and management of information resources require effective training, especially of
programme managers, and an organization-wide awareness.

4.  Asregards the various recommendations of JIU addressed to legislative organs
concerning specific attention to MI system planning (recommendations 1, 2, 3 and
5), CEB members observe that existing results-based programming and budgeting
processes offer, in most instances, reliable and effective means of addressing these
issues without adding another process specific to information management.

5. Concerning the involvement of CEB and its High-level Committee on
Management (HLCM) in the process of planning MI strategies and projects as
suggested in the report (sect. E, paras. 46-48 thereof), CEB members are of the view
that this involvement should be oriented towards providing advice and service rather
than review and control. While they agree that cooperation and coordination in
respect of designing and implementing MI systems in the United Nations system
organizations are useful, they note that the steps recommended are valid only in
instances where organizations are planning to embark upon new MI systems. Even
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then, however, the goal of cooperation cannot override an organization’s own due
diligence and programme priorities. CEB members also point out that there are
instances where similar systems are already implemented or are in the process of
implementation and enhanced cooperation and coordination are already taking place
under the CEB/HLCM umbrella in the form of the special interest and user groups
for Systems, Applications and Products in Data Processing (SAP), Enterprise
Resource Planning (ERP) and Oracle and the Inter-Agency Telecommunications
Advisory Group. The latter are special forums designed for sharing experiences and
best practices.

6. From a system-wide perspective, CEB members express their concern about
the lack of attention given to designing an overall strategy for building up and
retaining the specialized skills and knowledge (such as information and
communication technology (ICT) project management, ERP requirement analysis
and implementation, online procurement etc.) among United Nations system
organizations. They note that this situation is exacerbated by the fact that the rules
and regulations on the loan and secondment of staff across organizations of the
system do not encourage the movement of available expertise within the system that
could facilitate knowledge-sharing or minimize the need to hire outside consultants.
Nor has there been sufficient opportunity to pursue effective mechanisms for
promoting cooperation that would also augment sharing of knowledge and
experience. Under these conditions, it is understandable that organizations look
outside the United Nations system for best practices and service-sharing
opportunities. CEB members believe that more proactive involvement of the
organizations of the system is required for finding mutually agreeable modalities for
retaining as well as sharing, within the system, the specialized skills, knowledge and
experience on the development, operation and upgrading of MI systems. As a result,
HLCM and its networks (particularly the ICT Network in respect of the focus of this
report) are now initiating such knowledge-sharing activities and promoting the
exchange of best practices.

Comments on recommendations

Recommendation 1: Legislative organs should request the Executive Heads of
the United Nations system organizations that have not yet done so to prepare
and submit, for review and appropriate action, a comprehensive strategy for
information management/MI systems (including indication of required
resources for development and implementation), with due regard to a full
introduction of a results-based management approach (paras. 12, 14, 15, 17, 23,
24,27, 28,30 and 31):

7. CEB members note that a number of organizations of the system have already
implemented this recommendation with regard to MI systems, in some cases linked
to the introduction of results-based management approaches. A number of
organizations have also developed and established comprehensive ICT strategies
which include support and development of MI systems. In the United Nations, for
example, an information and communication technology strategy has been presented
to the General Assembly in document A/57/620. This approach is in line with the
Secretary General’s reform initiatives as contained in his report entitled
“Strengthening of the United Nations: an agenda for further change” (A/57/387 and
Corr.1). It addresses information management aspects from within three areas of
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delivery, namely: (a) the sharing and dissemination of the Organization’s
institutional knowledge capital; (b) administrative and management processes
(e-management); and (c) the servicing of the United Nations organs and governing
bodies.

Recommendation 2: Legislative organs should request the Executive Heads of
the United Nations system organizations that have not yet done so to take the
following measures: (paras. 17 and 18):

(a) Designate/appoint a senior official to serve as Chief Information
Officer (CIO). The Chief Information Office would have the functions
indicated in subparagraphs (i), (ii), (iii), (iv) and (v) below. Depending upon
organization-specific circumstances, however, the CIO functions could be
performed by an appropriate unit or, in the case of small organizations that
cannot afford a CIO, by a senior official with organization-wide coordinating
responsibilities as well as some IT knowledge;

(i) Keep the organization’s information management strategy and IT in
alignment with its corporate business plan;

(ii) Ensure that information management policies and standards are
strictly followed and that the IT infrastructure is well managed;

(iii) Ensure that Kkey decision makers on both substantive and
administrative matters have proper and timely information;

(iv) Facilitate developing and maintaining a culture for improving
information management in the organization by exploring new
technological possibilities as required;

(v) Seek compatibility, to the extent possible, of MI systems-related
policies and practices with those of other organizations in the United
Nations system, and represent the organization in the inter-agency
meetings and consultations (see recommendation 5 (1));

(b) In the context of (a) above, the CIO or the official (including the
chief of “an appropriate unit”) who has CIO functions should report directly to
the Executive Head or, if so warranted in view of the size of an organization, to
the Deputy Executive Head in charge of programmes.

8. CEB members note that recommendation 2 above is addressed to the
legislative organs. In this regard, they observe that the question of appointment or
designation of staff to manage information resources within the organization is the
prerogative of the Executive Head. As for the designation of CIOs and their terms of
reference, there is no “standard practice” among organizations of the system. CEB
members are of the view that, in reality and regardless of whether the terms of
reference of the CIO cover the substantive information content or the information
system infrastructure or both of these areas, what is important is that the specific
roles and responsibilities corresponding to each area remain absolutely clear and
operationally well defined at all times. In the case of the United Nations, a board —
the ICT Board — has been established as a governance structure that is in line with
the organizational complexity of the Secretariat. It acts as a central policy- and
standards-setting body, and ensures the necessary level and range of participation in
all relevant ICT initiatives and decisions.
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9.  For these reasons, CEB members take note of the suggestions made by JIU in
regard to the terms of reference for CIOs in items (i) to (v) of the recommendation
above. They point out that while these may be useful ideas, in the final analysis the
decision on the terms of reference of the CIO has to be taken by each organization
on the basis of its requirements. In their view, the CIO should be able to interpret the
advice that comes from legislative bodies and inter-agency mechanisms, clarify the
applicability of policies and standards to the wide range of actual operational
requirements, stipulate the criteria for evaluating infrastructure management, and
provide other special and competent advice uniquely required by the organization.

Recommendation 3: Legislative organs should request the Executive Heads:

(a) To take, insofar as they have not yet done so, the following steps
prior to introducing and/or developing a new MI system (paras. 16, 22, 24, 26,
28-31, 34, 37, 40 and 41):

(i) Streamline existing work processes, procedures and practices in such
a way as to support results-based management, and identify functional
requirements for meeting their mission-critical objectives on the basis of
streamlined work processes/procedures/practices, with due consideration
of a possible outsourcing of support functions such as payroll accounting
etc. (see recommendation 5§ (1) (c));

(ii) Establish a plan for integrating various management systems (like
financial and human resources management systems), with a view to
introducing/developing an integrated and organization-wide management
information system such as ERP;

(iii) Carry out an in-depth review of the functionality that ERP
applications can provide, and make a cost-benefit analysis of various
options available to each organization (such as developing in-house
sharing services with other United Nations entities, and buying a
commercial package, including the possibility of changing procedures to
adapt to the best industry practices rather than “customizing”
commercial products to adapt to the requirements of the organizations),
bearing in mind the need, to the extent possible, for inter-agency
cooperation and coordination (see recommendation 5).

(b) To report, for review and appropriate action, on the measures taken
on the above, and, on a regular basis, on the progress made in MI system
project implementation.

10. CEB members note that while items (i) to (iii) above may be well-established
business practices, it may not be practical for obvious reasons to make them a
“standard” for all organizations across the system.

11. In the light of the above and given the fact that organizations of the system
may have distinctive requirements, CEB members doubt the feasibility of
implementing item (iii) in particular, which calls for changing or adapting rules,
procedures and related processes within the United Nations system environment.

Recommendation 4: With a view to enhancing transparency and comparability
of financial implications of MI system projects, the United Nations Secretary-
General, in his capacity as the Chairman of CEB, should request CEB/HLCM
to establish a standardized cost classification, to be used for cost estimates of
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MI system projects implemented by the United Nations system organizations
and to report thereon to the competent legislative organs of these organizations
through the Executive Heads thereof (paras. 42-44).

12. While recommendation 4 above is acceptable, in principle, CEB members
point out that the establishment of standardized cost classifications would need to
take into account a whole range of factors, including such questions as the scope of
the MI system projects to be included, business processes and methods of analysis,
definition of risks, identification of required infrastructure, reporting mechanisms,
working environment, financial control requirements etc. Among these numerous
factors are various technical and practical issues that, as experience has shown, are
not easily agreed upon among the organizations of the system. The complexity of
these factors may therefore render this recommendation difficult to implement. CEB
members also note that more emphasis needs to be given to_the fact that most of the
costs associated with the implementation of information systems are related to
human resources, rather than hardware and software, and strould thus be adequately
taken into account.

Recommendation 5: In order to enhance cooperation and coordination in
respect of designing and implementing MI systems in the United Nations
system organizations by aveiding duplicated efforts and investments, the
United Nations Secretary-General, in his capacity as the Chairman of CEB,
should request CEB/HLCM (paras. 4, 40, 41 and 45-47):

(a) To intensify consultations on this matter, by taking inte account the
following options:

(i) Joint designing and/or joint implementation of MI systems among
organizations having commonality in the nature of their mandates! and/or
similar requirements with respect to support functions (for example,
payroll processing, accounting, human resources management, general
services);

(ii) Sharing services with other organizations in the United Nations
system; -

(iii) Outsourcing common support functions to other organizations;

(iv) Application hosting for other United Nations system organizations
by those that have developed ERP system;

(v) Possible enhanced use of the International Computing Centre (ICC);

(b) To report thereon to the competent legislative organs, for review and
appropriate action, through the Executive Heads of the respective
organizations.

13. CEB members are of the view that, in the first instance, the proposed steps to
encourage coordination and cooperation in developing and implementing MI
systems, while generally valid, need to be considered on a case-by-case basis in

Based on the discussion with officials in a number of organizations in the United Nations system
it is considered that the United Nations system organizations could broadly be grouped into, for
instance: the United Nations itself, the United Nations funds and programmes, and the
specialized agencies, which groupings could be further classified into a number of subgroups
such as field- or headquarters-oriented, and big or small organizations.
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view of the complexity as well as the substantially different requirements of the MI
systems of the various organizations of the system. Moreover, it is likely to be
applicable only in the case of MI systems being planned for the first time. As noted
in paragraph § above, where similar systems are in the process of construction or are
already in place, enhanced cooperation and coordination are already taking place,
inter alia, through the special interest groups for SAP and ERP or the Inter-Agency
Telecommunications Advisory Group. With regard to sharing services and
outsourcing support functions, CEB members note that a number of arrangements
already exist between organizations albeit not on a system-wide basis. They further
note that, where economies of scale can be achieved, the enhanced utilization of the
services of ICC as a service provider should be encouraged. CEB members point out
that these issues are in the agenda of HLCM which is the appropriate inter-agency
mechanism for providing a common framework within which these options can be
considered.
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Acronyms

EXECUTIVE SUMMARY

L INTRODUCTION

IL. MANAGEMENT INFORMATION SYSTEMS

A. Information management...............cceccnninniiniininnnnnins eeereneies
Information as @ reSOUFCE.............cuuvmirciriicnsinriereneeiienie e sseies
IT GOVEINANCE ....vnevsiiriiriiiiirinstirine st s
B. Definition ..ottt
C. Operational iSSUES ............ccccoveeireiiiniicicc et
Identification of reqUIFemeEnLS ............ccceevvveiececriecrereieeeeieescresnerseneeeies
Customization of fUNCHIONALILY ..........c.ccoeeeveivueecneecrensssseeserecereesaeeens
Results-based management and ERP SYSIEMS .........occovvevevcmviierorecsesenns
“Bespoke” management information SVSIEMS ...........o.evvvveeevcorcneisnennns
Project management ..............owccvvcees eevereiriinienisniesne st sssessanes
Relationship With SUDPLIEFS ............coueveiviinninniicccniesin it
Outsourcing/application ROSHING ...........cvereveieresineiiminnnsisenssisesesens
D. Financial implications..............cccccooivnvininniiiinnienecienc e
Cost transparency and comparability..............cowcrecvennccncnrcennnennene
E. Inter-agency cooperation and coordination .............cccoceververiervannnn
ANNEX: Compilation of replies from organizations in the United Nations
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EXECUTIVE SUMMARY

Background

It has become increasingly important for the organizations in the United Nations system to take
advantage of the rapidly evolving information and communication technologies (ICT) for improved
management, as the basis for performing their mandates efficiently and effectively. The United Nations
system organizations are estimated to have already spent a significant amount of resources (close to US$ 1
billion) over the last decade in introducing computerized management information (MI) systems (including
“legacy” systems) designed to facilitate improved management in human resources, finance and
administrative areas.

Objectives

(1) To review the experiences on MI systems in the United Nations system organizations and draw
lessons therefrom; and

(2) To provide a set of guidelines aiming at (a) strengthening information management and ()
improving design and implementation of MI systems as effective tools for better management
in the United Nations system organizations.

Main findings/conclusions and recommendations

A. Information is a resource that needs to be managed effectively, like financial and human resources.
Managing information resources effectively is not only a major organizational challenge but also provides an
opportunity for enhancing efficiency, thus strengthening the United Nations system organizations over time.
Although there have recently been some positive developments in related matters, not all executive
management in the United Nations system organizations and legislative organs has fully recognized the
importance of information management, the critical role of which is to ensure that key decision makers have
real-time information when needed for making a proper judgement and/or a decision.

B. The first step towards effective management of information resources is to develop an organization-
wide information management strategy, but many organizations introduced MI systems without having such
a strategy. The information management strategy is distinct from an information technology strategy in the
sense that information technology (IT) or ICT are tools for an effective information management process.

C. MI systems are extensively used in the United Nations system organizations for specific managerial
areas; financial and human resources management, payroll, procurement, travel, conference management,
contract management, document management. The degree of development and use of such systems varies
from one organization to another: some of them have relatively sophisticated MI systems (combining
programme/substantive areas into the systems), whereas most of the others use those systems for
administrative functions only. In any event, many organizations developed various systems without due
regard to their integration into an organization-wide system designed to facilitate improved management.

D. A number of organizations in the United Nations system are developing or are interested in
introducing an integrated organization-wide resource management system called the Enterprise Resource
Planning (ERP) system. This solution would have merits including support for results-based management.
However, many United Nations system organizations that are developing an ERP system have failed to meet
the necessary and sufficient prior conditions required for cost-effective implementation of such a system.
These conditions include: (a) streamlining existing work processes; (b) putting a management structure in
place and establishing an operational plan; (¢) planning for integration of various MI systems in a
streamlined work process; (d) identification of requirements and in-depth review of functionality that ERP
applications provide; (e) cost-benefit analysis of various options, such as in-house development of a system
and purchase of an “off-the-shelf” (commercial) application package and (f) provision of adequate training.
All of these conditions should have been met prior to introducing/developing such a system or taking
substantive decisions on any related matter.
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E. In view of the fact that implementation of projects for MI systems, in particular ERP systems, is a
resource-intensive undertaking, effective project management is critical to successful development and
introduction of such systems.

F. No commonly agreed way of computing costs of MI system projects has been established in the
United Nations system. A number of organizations are not even in a position to provide financial
implications, on solid ground, of their MI system projects. This prevents the Member States not only from
having a transparent overall picture in terms of their financial burden for MI system projects, but also from
having a comparative cost analysis across the organizations in the United Nations system.

G. Inter-agency cooperation/coordination on MI systems is not an easy task, particularly because
organizations tend to stress differences (in functional requirements, regulatory frameworks, financial ability,
etc.) rather than commonality. In view, however, of the magnitude of resources involved in developing MI
systems, the organizations in the United Nations system, under the leadership of the United Nations
Secretary-General as the Chairman of the United Nations System Chief Executives Board for Coordination
(CEB), should make utmost efforts to enhance cooperation in order to avoid/minimize duplicated efforts and
investments. Member States are expected to play a vital role in this respect by sending a clear signal/message,
through proper legislative action, to the secretariats of the organizations in the United Nations system.

RECOMMENDATION 1

Legislative organs should request the Executive Heads of the respective United Nations system
organizations that have not yet done so to prepare and submit, for review and appropriate action, a
comprehensive strategy for information management/MI systems (including indication of required
resources for development and implementation), with due regard to a full introduction of the results-
based management approach (paras. 12, 14, 15, 17, 23, 24, 27, 28, 30, 31).

RECOMMENDATION 2

Legislative organs should request the Executive Heads of the respective United Nations system
organizations that have not yet done so to take the following measures (paras. 17, 18):

(1) Designate/appoint a senior official to serve as Chief Information Officer (CIO) who would have
the functions indicated in (a), (b), (c), (d) and (e) below. Depending upon organization-specific
circumstances, however, the CIO functions could be performed by an appropriate unit or, in
the case of small organizations that cannot afford a CIO, by a senior official with organization-
wide coordinating responsibilities as well as some IT knowledge;

(@) Keep the organization’s information management strategy and IT in alignment with its
corporate business plan;

(b) Ensure that information-management policies and standards are strictly followed and
the IT infrastructure is well managed;

(c) Ensure that key decision makers on both substantive and administrative matters have
proper and timely information;

(d) Facilitate developing and maintaining a culture for improving information management
in the organization by exploring new technological possibilities as required; and

(e) Seek compatibility, to the extent possible, in MI systems-related policies and practices
with other organizations in the United Nations system, and represent the organization in
inter-agency meetings and consultations (see recommendation 5 (1)).
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(2) In the context of (1) above, the CIO or the official (including the chief of “an appropriate
unit”) who has CIO functions should report directly to the Executive Head or, if so warranted
in view of the size of an organization, to the Deputy Executive Head in charge of programmes.

RECOMMENDATION 3
Legislative organs should request the Executive Heads:

(1) To take, as far as they have not yet done so, the following steps prior to introducing and/or
developing a new MI system (paras. 16, 22, 24, 26, 28-31, 34, 37, 40, 41):

(a) Streamline existing work processes, procedures and practices in such a way as to support
results-based management, and identify functional requirements to meet their mission-
critical objectives on the basis of streamlined work processes/procedures/practices, with
due consideration of a possible outsourcing of support functions such as payroll,
accounting etc. (see recommendation 5(c)).

(b) Establish a plan for integrating various management systems (like financial and human
resources management systems), with a view to introducing/developing an integrated and
organization-wide management information system such as ERP.

(c) Carry out an in-depth review of functionality that ERP applications can provide, and
make a cost-benefit analysis of various options available to each organization (such as
developing in-house, sharing services with other United Nations entities, buying a
commercial package, including the possibility of changing procedures to adapt to the best
industry practices rather than “customizing” commercial products to adapt to the
requirements of the organizations), bearing in mind the need, to the extent possible, for
inter-agency cooperation and coordination (see recommendation 5).

(2) To report, for review and appropriate action, on the measures taken on the above, and, on a
regular basis, on the progress made in MI system project implementation.

RECOMMENDATION 4

With a view to enhancing transparency and comparability of financial implications of MI system
projects, the United Nations Secretary-General, in his capacity as Chairman of CEB, should request
the CEB/High-Level Committee on Management (HLCM) to establish a standardized -cost
classification, to be used for cost estimates of MI system projects implemented by the United Nations
system organizations and to report thereon to the competent legislative organs of these organizations
through the Executive Heads of the respective organizations (paras. 42-44).

RECOMMENDATION 5

In order to enhance cooperation and coordination in respect of designing and implementing MI
systems in the United Nations system organizations by avoiding duplicated efforts and investments, the
United Nations Secretary-General, in his capacity as Chairman of CEB, should request the
CEB/HLCM (paras. 4, 40, 41, 45-47):

(1) To intensify consultations on this matter, by taking into account the following options:
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Joint designing and/or joint implementation of MI systems among organizations having
commonality in the nature of their mandates' and/or similar requirements with respect

to support functions (e.g. payroll processing, accounting, human resources management,
general services);

Sharing services with other organizations in the United Nations system;
Outsourcing common support functions to other organizations;

Application hosting for other United Nations system organizations by those which have
developed the ERP system; and/or

Possible enhanced use of the International Computing Centre (ICC).

(2) To report thereon to the competent legislative organs, for review and appropriate action,
through the Executive Heads of the respective organizations.

" Based on discussions with officials in a number of organizations in the United Nations system, it is considered that the United
Nations system organizations could broadly be grouped into, for instance: the United Nations itself, the United Nations funds and
programmes, and the specialized agencies, which could also be classified into a number of sub-groups such as field or headquarters-
oriented, big or small organizations.



I INTRODUCTION

1. Taking advantage of rapidly evolving
information and communication technologies
(ICT) has become increasingly important for
improved management in the United Nations
system organizations to perform their mandates in
a more efficient and effective way. While these
organizations generally recognize the role of ICT
in a reform process aimed at improving
management, the need for a strategic and
comprehensive approach to integrate ICT for
management purposes has largely been neglected.

2. Only recently has the importance of
technological and managerial aspects of
information seemed to have been recognized.
Following its 1996 joint statement on reform and
strengthening of the United Nations system, the
Administrative Committee on Coordination
(ACC) in April 1997 adopted a comprehensive
statement on universal access to basic
communications and information services. This
statement addressed in detail the urgent need for a
strategic and more systematic approach to ICT,
based on strengthened United Nations system-
wide collaboration. The critical role that
information and its management play in the
performance of mandates was reconfirmed by the
United Nations Secretary-General during the
Millennium Summit.> In this context, the High-
Level Committee on Management (HLCM) of the
United Nations System Chief Executives Board
for coordination (CEB) concluded, at its meeting
in September 2001, that capitalizing on
technology was one of its priority work themes.

3. Many United Nations system organizations
have been developing and implementing
management information (MI) systems. It is
generally conceived that cost-effective design and
implementation of such systems is not an easy

? “The digital revolution has unleashed an unprecedented
wave of technological change. Used responsibly, it can
greatly improve our chances of defeating poverty and better
meeting our other priority objectives. If this is to happen, we
in the United Nations need to embrace the new technologies
more wholeheartedly than we have in the past.” (A/54/2000
of 27 March 2000)

task, one which requires specific technical and
information-management skills, leadership and
vision, as well as effective system-wide co-
operation, not to nmention the financial
implications of such major undertakings.

4. In spite of considerable financial investment
in MI systems, which is estimated to be close to
USS$ 1 billion over the last ten years for the whole
United Nations system (see paragraph 43), most
of the United Nations system organizations have
had a modest success in their implementation.
The usefulness of such systems is limited
generally to administration, as an administrative-
processing tool, and they are not functioning as
full-fledged ERP systems to be used for strategic
management and decision-making. Furthermore,
lack of efficient inter-agency coordination and
collaboration led to system design and
development by individual organizations without
effectively sharing experiences and knowledge
with other organizations, resulting in duplication
of efforts and unnecessary investment.> In the
United Nations system as a whole, individual
organizations repeatedly incurred a considerable
amount of expenditures for the same purposes,
such as feasibility studies, analysis of
requirements, and negotiation and award of
expensive support contracts with external
suppliers of services and software products. In
view of the above, it is of critical importance to
both the Member States and the secretariats of the
United Nations system organizations to come up
with effective, efficient and economically viable
solutions for MI systems that would facilitate
improved management and strategic decision-
making. Oversight bodies/mechanisms in the
United Nations system could also play an
important role in this context.

? For example, to cope with the system for calculating
entitlements and  benefits, each organization has
developed/customized its own human resources (HR)
processing packages. In this respect, however, a common
payroll system would have been possible for most of the
United Nations system organizations from a technical and
functional point of view.



Scope of the report

5. This report focuses on the experiences of
United Nations system organizations in respect of
development and implementation of MI systems,*
and reviews key managerial and operational
issues relating to them, such as strategy,
leadership, governance, functionality, outsourcing,
costs, as well as inter-agency cooperation and
coordination. In this context, the intent of the
report is to stress the importance of making the
best use of available information for effective
resource management and decision-making with
the support of adequate MI systems. To maintain
the focus, the issue of knowledge management in
terms of management of programmatic data
warehouse systems is not discussed in this report.

Methodology

6. The methodology used for the report includes
comprehensive desk review of relevant documents

* As defined in paragraphs 19-23, the term “systems” in this
report refers to the software package as well as to the
operational process, hardware issues are not specifically
addressed in view of the scope of this report, although,
admittedly, there could be room for cost savings through the
rationalization of hardware platforms.

of United Nations system organizations, as well as
those of other organizations outside the United
Nations system. Relevant reports of national
oversight bodies on MI systems were also taken
into account for benchmarking purposes.
Furthermore, a questionnaire was sent out to 20
United Nations system organizations, and
interviews were carried out with knowledgeable
senior officials responsible for information
technology,  budgeting, human resources
ma