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1. INTRODUCTION 

The following document is a revised funding proposal for UNRWA’s ERP system 

implementation project. It updates previous documents shared with donors. 

UNRWA proposes to implement a new ERP system, to provide an integrated information 

system that fully supports the needs of the Agency and enables the effective 

management of human, financial and physical resources. 

The development of an ERP system is not a new theme for UNRWA; the need for an 

ERP system was clearly stated in the Organisational Development (OD) plan and the 

reasons identified then are still true today. Current systems can barely satisfy the 

agency’s day-to-day basic data and information processing needs, and they do not 

provide the necessary platform for Agency’s ongoing and planned management reforms. 

This document begins with a brief background summarizing key achievements of the 

project so far; highlights the ongoing need for a new ERP system at UNRWA; presents 

key project objectives and the implementation strategy to achieve them; and provides 

estimates of costs for the project and the expected benefits for UNRWA, upon 

successful project completion. 

2. BACKGROUND 

In August 2006, UNRWA published its OD plan with the goal of transforming the ‘core’ of 

the Agency, and strengthening and improving its organization and management. One of 

the four levers of change identified in the OD was ‘organizational processes and 

systems’ which underlined the need for ERP as a platform for supporting reforms and 

change management. 

Several studies have consistently highlighted the fact that the Agency’s current systems 

are not reliable and cannot be used for management decision making or planning, and 

that they significantly constrain the Agency’s ability to improve operations and service 

delivery using a results-based approach. 
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In 2009, with ‘seed’ funding from donors (Switzerland, the US and the EU) and from the 

OD programme, UNRWA launched the ERP initiative accomplishing the following: 

(1) the structure of the project team was defined and the hiring process started, and 

(2) the “As Is” process environment of the main functional areas was documented, 

defining the requirements for the target environment and reaching consensus on 

the scope and functionality to be provided by the new ERP solution; 

Due to the insufficient level of funding at the moment of finalizing the system 

requirements and in the absence of any adequate predictable funding flow, UNRWA 

revised the project work plan which called for the selection of a software vendor. 

In 2010, the ERP Steering Committee requested the ERP team to conduct an analysis of 

two implementation options for the new ERP: autonomous implementation of an ERP 

system and partnership with another UN entity, as a lower cost solution. 

In August of 2011, the Steering Committee unanimously recommended to pursue the 

partnership option with WFP and adopt their WINGS II system. Following their 

recommendation, the Commissioner General authorized the ERP team to move forward 

towards the implementation of a new ERP system. 

3. PROJECT DRIVERS 

Not having a modern ERP system is a major factor currently inhibiting the Agency’s 

ability to move forward, and, in the future, it will have an increasingly limiting effect on 

the development of the organization. It will affect the successful completion of Agency 

reforms, such as results-based management and activity-based costing for finance; 

classification, compensation and performance management for HR; and contracts 

management for procurement. 

Implementation of a new ERP will allow UNRWA to bring these reforms into one 

environment and expand their scope and potential, and at the same time improve the 

quality, accuracy and scope of the data on which they rely. 

In a similar way, the lack of functionality in the current system restricts the Agency’s 

ability for comprehensive monitoring and oversight. At present, substantial amounts of 
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critical data, such as service contracts and project data, reside in spreadsheets and 

paper documents, which increases financial and operational risks and results in poor 

reporting of enterprise-wide information. 

Furthermore, even though UNRWA’s legacy ERP system, Ramco, supports basic 

finance, procurement and HR operational processes, it is obsolete, both technically and 

functionally, and the application vendor has indicated that it will not provide any technical 

support after 2014. 

Given the risk presented by the dependence of the Agency on an outdated and 

inadequate ERP system, UNRWA requires a new ERP solution to support its core 

business and operational needs, and to provide a suitable platform to move forward in 

terms of agency reforms, business needs, and reporting requirements. 

4. NEW ERP SYSTEM IMPLEMENTATION 

4.1. PROJECT OBJECTIVES 

The ERP system implementation project has three clearly defined objectives: 

(1) Replacing the Agency’s legacy ERP system which will have no technical support 

after 2014. 

(2) Improving the Agency’s monitoring and oversight capabilities. 

(3) Supporting management and programme reforms under the Sustaining Change 

initiative. 

4.2. PROJECT APPROACH 

UNRWA has decided to partner with the World Food Programme (WFP) and implement 

their current SAP based system, WINGS II, which covers the core business areas of 

finance, HR, procurement and logistics, grants management, funds management, and 

project management. 
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Initial discussions have been successful and WFP has indicated its willingness to partner 

with UNRWA. UNRWA and WFP are currently working on a Memorandum of 

Understanding (MoU) which will serve as the basis for the partnership. 

There are several advantages to this partnership: 

(1) WFP’s system is operational and, therefore, UNRWA’s expected 

implementation time is less than with other approaches. 

(2) WFP’s system covers all of UNRWA’s ‘must-have’ functionality for key 

business areas. 

(3) UNRWA will have access to resources from WFP and their systems 

integrator, lessening the need for substantial external recruitment. 

(4) WFP’s system has been customized to support certain UN business process, 

particularly in the areas of international personnel, grant management, and 

funds management. 

(5) The partnership will promote the concept of UN Harmonization and be an 

example of collaboration between two similar agencies. 

In addition to the partnership, UNRWA will retain the services of a Systems Integrator 

with strong and relevant experience in SAP implementations in similar UN agencies, and 

commit its own internal resources to the prompt adoption of the new technology and 

related business processes. 

5. EXPECTED BENEFITS 

5.1. AGENCY-WIDE BENEFITS 

The implementation of an integrated system to manage cross-functional processes in 

the areas of finance, procurement, inventory management and human resources, will 

significantly improve: 

(1) the efficiency and cost effectiveness of administrative and financial, processes 

and procedures; 
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(2) the availability of information to support strategic planning, management 

functions, and operational activities; and 

(3) the visibility and transparency of activities supporting improved monitoring and 

oversight. 

The expansion of the system to cover the core business areas of Grants Management, 

Funds Management, and Project Management will allow the Agency to review and 

manage its financial resources, within one system, from contribution pledging to end 

reporting. This will support strategic planning and effective use of resources, 

underpinning service improvement. 

Implementation will align and embed key reforms in day-to-day operations and systems 

supporting the Medium Term Strategy (MTS) plan 2010-2015, and will improve 

information management throughout the Agency. 

UNRWA will adopt best practices throughout the organization streamlining processes 

and workflow, promoting consistency and transparency in the application of rules and 

operating procedures throughout the Agency. Additionally, the system will substantiate 

ongoing financial initiatives, such as IPSAS, RBM, and activity based costing, and 

provide a platform to support the crucial reforms under Sustaining Change. 

UNRWA will also see gains for its programmatic initiatives and obtain operational 

benefits. Stronger and more accurate operational support will create improvements in 

areas such as budget forecasting, planning, procurement, monitoring, and end reporting. 

A new ERP system will improve the monitoring of programmatic, project, and operational 

indicators, establishing strong internal controls to support the Agency in achieving 

oversight and accountability objectives. 

Additionally, the quality, reliability, and inclusiveness of data will improve stand-alone 

program initiatives that rely on corporate information. 
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5.2. SPECIFIC FUNCTIONAL BENEFITS 

5.2.1. KEY BENEFITS IN FINANCE AND ACCOUNTING 

The core accounting and financial modules of an ERP will provide UNRWA with an 

updated financial management platform that will support: 

(1) compliance with International Public Sector Accounting Standards (IPSAS), 

activity-based costing, and results-based management. 

(2) audit trails and internal controls to provide greater transparency and 

accountability. 

(3) alignment of forecasting, budgeting and expending. 

5.2.2. KEY BENEFITS IN HUMAN RESOURCES 

Human Resource management modules will support: 

(1) automation of processes that today are completed manually or are managed by 

the Fields with stand-alone systems that they have built on their own. 

(2) better decision-making and alignment of human assets with the agency’s 

strategic goals. 

(3) reduction of the workload of the entitlement administering personnel to focus on 

high level initiatives that have strategic impact on the organization.    

(4) simplification of payroll management to improve quality and reduce costs of data 

entry and administration. 

5.2.3. KEY BENEFITS IN PROCUREMENT AND LOGISTICS 

An ERP system will provide a combined solution for goods, service and contract 

management and will support: 
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(1) integration of procurement processes with funds management to provide 

transparency on purchasing patterns and costs. 

(2) optimization of the Agency’s buying power to obtain the best value in cost, time, 

and quality. 

(3) material-requirements planning and review of inventory levels to reduce goods 

wastage through more efficient stock management.  

5.2.4. KEY BENEFITS IN GRANT MANAGEMENT 

Implementation of a Grant Management module will provide UNRWA with an integrated 

application that will support: 

(1) linkage between donors, their contributions, and specific interventions. 

(2) a common view of information allowing all business areas access to relevant 

data supporting planned and funded activities, contribution forecasting, funds 

received, and budget planning. 

(3) compliance management of negotiated grant agreements to achieve agreed-to 

deliverables on time and within budget. 

5.2.5. KEY BENEFITS IN PROJECTS MANAGEMENT 

A Projects Management module will support: 

(1) Field Office planning for operational activities by including key project data such 

as beneficiaries, milestones, budgets, and dates. 

(2) easy access to data allowing project managers and project assistants to assign 

project resources, manage project budgets, track project expenses, and record 

project progress via accurate tools, diminishing the dependence and reliance on 

spreadsheets for project monitoring. 

(3) agency-wide access to project data allowing other business areas within UNRWA 

to strengthen their support, monitoring, and oversight of project execution. 
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6. PROJECT COST ESTIMATE 

The following two tables show the current cost estimate for the ERP Project and the 

current funding status. 

 

(In US Dollars) Year 1    Year 2    Total     Recurring   

1. Systems Integration (SI)

     Systems Integration 3,987,500 3,987,500 7,975,000 0

Subtotal Systems Integration Costs 3,987,500 3,987,500 7,975,000 0

2. ERP Software

     Software Initial Cost 4,705,882 0 4,705,882

     Software Maintenance (on going) 0 800,000 800,000 800,000

Subtotal ERP Software Costs 4,705,882 800,000 5,505,882 800,000

3. Hardware

     Network Connectivity Installation 150,000 150,000 300,000 0

     Network Connectivity Cost (on going) 219,796 879,184 1,098,980 879,184

     Infrastructure Upgrade 800,000 800,000 0

     Infrastructure Support (on going) 100,000 200,000 300,000 200,000

Subtotal Hardware Costs 1,269,796 1,229,184 2,498,980 1,079,184

4. Staff and Backfill

     Staff (on going) 1,005,297 1,878,180 2,883,477 1,878,180

     Backfill 855,600 855,600 1,711,200 0

Subtotal Staff and Backfill Costs 1,860,897 2,733,780 4,594,677 1,878,180

5. Hosting Services

     Hosting Charges (on going) 700,000 1,050,000 1,750,000 1,050,000

Subtotal Hosting Services Costs 700,000 1,050,000 1,750,000 1,050,000

6. Other Software

     Additional Software 0 0 0 0

Subtotal Other Software Costs 0 0 0 0

7. Other Services

     Communications Management 188,900 188,900 377,800 0

     Organizational Change Management 188,900 188,900 377,800 0

     Business Process Re-engineering 188,900 188,900 377,800 0

     Training 900,000 900,000 1,800,000 0

Subtotal Other Services Costs 1,466,700 1,466,700 2,933,400 0

8. Other Costs

     Administrative Costs 157,200 244,488 401,688 0

Subtotal Other Costs 157,200 244,488 401,688 0

ESTIMATED PROJECT COST 14,147,975 11,511,652 25,659,627 4,807,364

     a. Contingency Reserve (15%) 3,848,944

TOTAL PROJECT ESTIMATE 29,508,571 4,807,364

ERP PROJECT COST ESTIMATE
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The figures used in calculating estimates for the ERP system implementation were 

obtained from cost-analysis models which were created from UNRWA’s internal data 

and from information received from WFP. 

The estimation of costs follows the categories established by a Gartner/NASCIO study of 

ERP implementations in 37 state governments in the USA1. By using the same cost 

categories during the analysis, it was possible to use the study as a reference point to 

assess the soundness of the estimates. Furthermore, the benchmark was applied to 

ERP estimation data from UNIDO, and its applicability to a UN agency validated before 

been used for UNRWA. 

(In US Dollars) Year 1    Year 2    Total     

(A) Received Donor Funds (2009-2011)

     GF311 / SDC 418,746

     GF312 / OD 1,332,000

     GF313 / USA 2,000,000

     GF314 / EU 1,245,085

Subtotal Received Donor Funds 4,995,831

(B) Expended Donor Funds (up to 30/09/2011)

     GF311 / SDC 418,746

     GF312 / OD 895,015

     GF313 / USA 640,453

     GF314 / EU 593,815

Subtotal Expended Donor Funds 2,548,029

REMAINING DONOR FUNDS (A)-(B) 2,447,802

(C) Hard Commitments and Staff Obligations (through 2012)

     GF311 / SDC 0

     GF312 / OD 4,638

     GF313 / USA 787,792

     GF314 / EU 619,902

Subtotal Hard Commitments and Staff Obligations 1,412,332

AVAILABLE DONOR FUNDS (A)-(B)-(C) 1,035,470

(D) General Fund (GF) Allocation

     GF / ERP 1,900,000 1,900,000 3,800,000

Subtotal GF Allocation 1,900,000 1,900,000 3,800,000

CURRENT FUNDING (A)-(B)-(C)+(D) 4,835,470

     Total Annual Budget (Blue Book) 15,000,000 11,000,000 26,000,000

CURRENT FUNDING STATUS

 

                                    
1
 Claps, Massimiliano and Anderson, Ivy I., Trends in Statewide ERP Implementations, Gartner 

Industry Research, October 5
th
, 2009. 
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The Current Funding Status table shows the initial money provided by donors and the 

expenditures over the past three years. Starting in 2011, in recognition of the criticality of 

the new ERP system to the success of the Agency’s reform efforts and in the absence of 

sufficient project funds, the Agency decided to incrementally start funding the ERP from 

the General Fund. 

Nevertheless, due to the nature of the GF funds allocation, a balance from Year 1 to 

Year 2 cannot be carried over unless the funds are obligated through contracts. 

Therefore, the biennium budget of USD 3.8 million, for accuracy purposes, should rather 

be considered as two separate annual budgets of USD 1.9 million each. 

7. CONCLUSION 

UNRWA is convinced of the importance for the organization of having a robust, 

integrated system to support its monitoring and oversight functions, as well as the 

Agency’s organizational transformation initiatives. In addition, management is aware of 

the limitations of its current legacy ERP system and the restrictions that obsolete 

technology puts on the ability to efficiently deliver services to the Agency’s beneficiaries. 

The ERP system implementation project is aligned with the strategic business goals of 

UNRWA and, by adopting a partnership approach with another UN agency, represents 

an excellent option for incorporating technology that will enable monitoring, oversight, 

efficient processes, and enterprise-wide information to support effective decision making 

for the benefit of the organization. 

The generosity of the donors in providing seed money to start the ERP initiative, has 

brought the Agency to the point where it can now embark in a successful ERP system 

implementation. With their continuing support, UNRWA will be a more efficient and 

effective agency in the near future. 

 

 



   

 

 

 

 

 

 


