Summary of WFP/EB.A/2008/6-I/1: Update on the WINGS II Project

WINGS II Objectives: The upgrade project, WINGS II, aims to:

· introduce industry-standard information systems that are as free from customization as possible, enabling easier and cheaper future upgrades in response to WFP’s evolving needs; and
· redesign WFP’s business processes to permit: a) use of industry-standard information systems; and b) essential business reforms, such as the integration of supply-chain processes, the New Business Model and the adoption of International Public Sector Accounting Standards (IPSAS).

Current Status of WINGS II: The realization phase for the WINGS II’s first release (“the 2009 Edition”) is fully underway. WINGS II is much more than the introduction of new information systems. It includes a redesign of WFP’s business processes, and redefinition and restructuring of roles and responsibilities of some units and staff. Two implementing partners – Capgemini and SAP – are working with WFP to build the new information systems. The WINGS II programme of work, thus far, has achieved the following four goals:
· re-engineering of most of WFP’s existing processes and introduction of new processes where necessary, or possible, in line with industry best practices;

· incorporation and integration of various improvement initiatives that were running separately into one comprehensive model for WFP;

· design of the processes to run on the latest standard SAP enterprise resource planning (ERP) software, with minimal customization; and

· design of processes that ensure full compliance with IPSAS requirements.
The Office of Internal Audit has completed a process audit of WINGS II and as a result the WINGS II project has defined an action plan to improve the project’s delivery. (par 5)
The 2009 Edition of WINGS II will introduce:

· re-engineered and clearly mapped processes for WFP, including new roles and responsibilities for some units in country offices, regional bureaux and HQ;

· increased coverage of WFP’s processes with minimal adaptation of the SAP software;

· change in accounting principles from the United Nations System Accounting Standards (UNSAS) to IPSAS;

· mainstreaming of the New Business Model and a single corporate system for monitoring the performance of projects;

· a foundation for further evolution of WFP’s requirements, including the ability to support a wider range of activities;

· an e-learning system for WFP to support self-learning on the new processes, systems and concepts; and

· a more streamlined application architecture to enable more orderly introduction of new functionality to the WINGS II system through yearly editions.
Work Streams:
Configuration and Development: The second part of the configuration of the SAP system has been completed and the entire configuration is expected to be finished and by June 2008. Development and unit testing of non-SAP programs is being carried out in parallel with the configuration. (par 10-11)
Testing: Unit testing is being conducted as part of the configuration and development activities. Between June and October 2008, there will be three cycles of integration testing, followed by user acceptance testing. (par 12)
Dating Cleansing and Migration: Between June and October 2008, several progressive “mock loads” will be carried out to test transfer of data from the current WINGS system to WINGS II. (par 13)
Training and support: The material is being developed on the new processes, roles and

responsibilities. As testing of the systems is completed, training materials will be developed on how to use the new software. (par 14)
Organizational Readiness: Business process owners are planning the activities needed to prepare WFP for “go-live” in January 2009. Organizational readiness activities will include communication to affected staff, updating normative documents and procedures, and assigning staff to new roles. A high-level plan for the realization phase showing all project activities and milestones is attached in the Annex in the original document at:
http://www.wfp.org/eb/docs/2008/wfp176695~1.pdf
New Challenges for WINGS II: Because of the high global food and fuel prices, a high proportion of senior management attention will be diverted during the WINGS II realization phase. In addition, it is expected that at the time when the 2009 Edition is to be introduced globally, most country offices will have significantly expanded their operations to cater to a growing need for food assistance; managers in the field could very well have limited time to devote to learning new systems and processes. (par 18-19)
Scope: There has been no change to the scope of the 2009 Edition of WINGS II since the

February 2008 update to the Board. The project steering committee ensured that the scope of the 2009 Edition delivers the most important outputs. (par 20) 

Budget Status: WINGS II was allocated its full budget request of US$49 million by the Board in June 2007. At end March 2008, US$25 million of the allocated US$49 million had been spent, with a further US$13 million of budget commitments having been made for contracts.
The WINGS II budget is denominated in United States dollars, yet most of the project’s expenditure is Euro-based. This includes expenses for contracts with implementing partners and so on. The US$49 million allocated has suffered significant erosion in value over the past two years because of weakening of the US dollar and strengthening of the Euro. At the time this update was being prepared, the €/US$ exchange rate was 1.56. This represents a 29 percent decrease in the US-dollar-to-Euro exchange rate in two years. Projections are that the US dollar will not strengthen significantly against the Euro during 2008. (par 23)
As stated in the previous WINGS II update to the Board, in order to contain the 2009 Edition within the original US$49 million budget, the Secretariat has deferred several WINGS II improvements. The deferred improvements do not impact on business continuity, nor do they compromise in anyway WFP’s full compliance with IPSAS. Purely as a contingency measure, the Secretariat is to ask the Board for a contingency allocation of US$5 million to be used to cover unexpected cost overruns that may arise. At a future date the Secretariat may seek the Board’s approval for funds to implement the deferred improvements under future editions of WINGS II. (par 26)
The Secretariat is asking the Board to approve a US$2.5 million change request contingency. Of this, US$1.5 million will be used for implementing PASport. The remaining US$1 million will be used to incorporate any other relatively low-cost, but high-value, opportunities that might come up, without having to revert to the Board periodically for repeated additional budget allotments. (par 30)
Thus the Board is asked to approve two budgetary allocations to the WINGS II Special Account, for a total of US$7.5 million:
· US$5 million project risk contingency allocation to cover unexpected cost overruns; and

· US$2.5 million allocation for change requests (including US$1.5 million for PASport) to allow the project to promptly incorporate high-value opportunities that arise during the realization phase. (par 31)
